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Institutional and Organisation Analysis of BEP

Abbreviations and acronyms

b L e B SR L
8

Association of NGO's in Bangladesh
Adolescent Development Centre (previously Kishor Kendro)
Adolescent Development Programme

Adolescent Leader
Adolescent Monitor
Audit and Monitoring Division (at BRAC head office)

BRAC University Institute of Education and Development
Campaign for Popular Education
Community Based
Capacity Development Unit
Education

Continuing

Canadian International Development Agency
Community Leamning Centre

Development Assistance Committee (Head quarters in Paris)
Deputy Executive Director
Directorate For International Development
Donor Liaison Office
Directorate of Non-Formal Education
Directorate of Primary Education

European Commission

Early Childhood Care and Education
Executive Director

Education Development Unit
Education for All
Education Support Programme

Finance and Accounts Division (at BRAC head office)
Federation of NGO's

Gross Domestic Product
Government of Bangladesh

Government Primary School

GoB Partnership Unit

Human Development Index

Helen Keller International

Human Resource Management

Head Teacher
Information and Communication Technology
Institutional and Organisation Analysis
Integrated Organisation Model

Interim Poverty Reduction Strategy Paper
German Development Bank
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Executive Summary

Introduction

This Institutional and Organisation Analysis (IOA) addresses to capacity and
organisational arrangements of BRAC Education Programme (BEP) to achieve its
mission, strategy and goals. It also addresses the internal and external pre-conditions to
be met. The scope of this report thus is not only on BEP, but also the organisation of
BRAC as a whole and the external environment in which it operates.

This I0A-mission was realised in August/September 2003 and complements the appraisal
mission of BEP phase IV, which focussed on programmatic aspects of the BEP for 2004-
2009 and that was realised shortly before the I0OA mission. Both reports should be read

together to enable comprehension of all issues.

Many earlier appraisal and review missions provided the scope for this I0OA-mission.
MWMWWMWMW
Continuous quality-improvement in the programmes of BEP,
Long-term strategic planning and increased coherence between the different
programme components;
Better use and access to information on programmes and improvement of capacity for
interpretation for long-term policy and planning;
Find a better balance between implementation and strategy;
Need for more co-ordination in an increasingly complex organisation;
Need for more recognition by other stakeholders of the BEP educational models.

These themes present the continuous challenges of BEP that will remain relevant for the
future as well. In this analysis all these themes are presented with the attempt to take the

implications further and provide a longer-term future scope.

To enabie better learning from the sequence of missions and reports a stronger focus on
these main themes is recommended.

Analysis

The BRAC Education Programme operates in a context of persistent and extreme poverty
in Bangladesh. This poverty has not only a socio-economic dimension, but also human,
security, social-cultural and political aspects. BRAC as a whole addresses all these
aspects and BEP targets large-scale interventions to well defined target-groups, especially
women and children to achieve sustainable and long-term impact in pro-poor development
and capacity building. The outreach of BEP to approximately 1.8 million poor people in
Bangladesh is extremely big and makes it one of the largest NGO-interventions in the
worid.
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2.Awareness building (parents, communities), participation is considered to be
important for all changes that are induced in communities. Involvement and
building ownership are key words to make initiatives in communities a success.
Creation of leadership practices, facilitating that community members take their
responsibilities, is crucial for sustainable development.

3.In contrast to the grassroots workshop, the ESP-programme was highly valued and
considered to be a very relevant programme. Reporied irregularities in the
prioritising (voting) about this components illustrate differing views and interests
that need to be reconsiled. The (positive and critical) attention is probably due to
the fact that at managerial level there is a higher awareness on the importance of
networking, whereas the immediate interest at grassroots level is more directed to
direct local benefit.

suggestions in addition to the summary of outcomes presented above.
Expansion of programs

The success of BEP is evident in the expressed desire to further expand activities. All
components were praised and suggested to be further rolled out. Some stood out for
specific reasons:

1.The libraries were highly prioritized in both workshops. The special social and
intermediate function they play in the communities is of such great value that their
exisience is greatly appreciated. While community awareness building is still
great importance, the libraries have a kev a key-role in community development.

=3

workgroups mentioned the need and the will to cooperate with GoB.

This phase seems to be a critical period, wherein the role of the donors is going to be of
central importance, but wherein BRAC itself will have to refiect on its vision, the scenarios
it may be faced with and the immediate implementation of sustainable development

strategies for BEP.
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Management of BEP

Although BEP seems to be well managed, a couple of issues deserve the aftention of
BRAC staff. First, there seems to be a need to clarify hierarchies and responsibilities at
field level staff. It is felt that the current system resulls in overlap of responsibilities and
therefore confusion in the decision-making processes. Also, stronger participation in
decision-making processes was suggested. Second, some HRM processes need to be
revisited. Especially the transparency of performance appraisals (which already improved
recently) and the link to training and (career) development need reviewing. Salaries are
generally perceived as low.

Awareness and capacity building

As a red line, the binding factor for successful implementation of any component is the
raising of awareness of communities and those indirectly involved in the programme, as
well as capacity building for those directly involved in implementation. As these two
components are so crucial, BRAC might want to research on its approaches and identify
its success factors, to see structurally build on its experience. Open Space might be a
new tool to be used.

The continuous strengthening of capacity, both in subject/content and in managerial skills
is imperative to sustain the quality of education.

At both events participants greatly appreciated the methodology. Although it is simple and
easy to adapt, several books have been written and researches been done about its
principles. For the purpose of the mission, it was used to generate reflections of the
“BRAC-BEP system”, but it is a useful tool for interactive and participative leaming,
exchanging of ideas and visions, and has been used for a multitude of purposes. It could
well be applied in communities to open up discussions, generate ownerships, build
awareness and induce active participation.

To fully benefit from Open Space Technology as a participatory reflection and planning
method, as BRAC considers, it may be worthwhile for staff of (particularly) the training
division to study some of the principles further. We believe, just as an example, that it
would not be valuable, as was suggested, to restrict voting rules during the prioritisation to
‘maximum one vote per subject’. This would reduce some tension, but the voting would no
longer reflect the general perception of ‘the system'. Subsequently the interpretation of the
voting outcome (What does it mean and how should it impact planning?) should be well
understood.
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Annex 5: results quationnaires on staff-motivation

Overall employee motivation and satisfaction

Scale from1to 5

Female Employees Male Employees

Staff motivation and satisfaction in BRAC is very high
Staff motivation and satisfaction in Head Office is lower than in the regions

Staff motivation and satisfaction of female and male employees in Head Office is almost
the same

Staff motivation and satisfaction of male employees at the regional level is slightly lower
than female employees
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Employee motivation and satisfaction
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- Transfer policies

Significant differences between male and female employees:

Female employees are more satisfied with the values and mission and with salary
(male employees at the head office are especially less motivated by values and
mission)

- Female employees are slightly less satisfied with training opportunities

Significant differences between Head Office and Regions:
- On almost all aspects motivation and satisfaction at the head office is lower

- Especially on promotion and reward, salary and assessment the employees at the
head office are less satisfied and have an overall score of less than 50%
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Donors general appreciation of BRAC is scoring above the average score of 3. In the
questionnaire this was indicated with higher than average. Only three aspects were
characterised as lower than average.

The elements of BRAC that are most appreciated are:
Setting clear and relevant targets
Achieving of targets
Reliability and co-operativeness

The elements that are least appreciated are:

- Co-operation with other actors

External orientation towards trends and policies
- Quality and client-orientation
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Annex 7: List of related recommendations of four eariier missions

The list presented in this annex presents some of the recommendations of earlier
missions and reviews. The I0A appraisal team has focussed on those recommendations
that are directly relevant for the scope of the institutional and organisational analysis of the
BRAC/BEP programme. The great many of recommendations related to programmatic
issues are not in this overview, uniess they are related o imponant issues related 1o the
mission and strategy of BRAC.

1. AMM recommendations 2002

BRAC should evaluate its emerging MIS system early in 2003 to ensure that it remains
strongly linked to management and does not develop into an unwieldy structure.

BRAC thinks that MIS system requires improvements. A consultant has been working with
BEP MIS to serve this purpose.

Seize opportunities for linkages between BRALC and GoB in continuing education and
adolescent development

BRAC agrees with the recommendation and may find out some ways to work jointly with
the GoB

An organisational review should be made of the higher leveis (managers and above) of
PRIME to ensure that administration, communication and the exchange of ideas is not
impeded by a dis-functional structure.

PRIME is a pilot intervention to strengthen linkages with GoB. BRAC thinks that such a
management structure is required to carry out the intervention intensively with local
government. However, BEP may consider the recommendation in future drawing from the
lessons learnt in Phase Il

BRAC should explore the possibiiities of achieving wide-ranging partnerships with GoB in
specific geographical areas to ensure that all children in that area complete primary
education and achieve basic competencies.

BEP has already started working with the GoB through PRIME initiatives. BRAC agrees
with the proposal, but developing wide ranging partnership requires mutual understanding
and time. Donor agencies can play a role in this regard.

Arrange for Grade V students to compete for scholarships before entry into high school.
BRAC thinks it is a good proposal. BEP along with donor partners should advocate for this

with GoB. BEP has submitted a letter to the Secretary of MOPME (formerly known as
PMED) to allow students completing grade V of NFPE schools to appear for the
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scholarship examination. The letter was sent on 6.01.03 and BRAC (at september 2003)
has received a positive response.

Recognised qualifications for BRAC teachers should be addressed in consultation with the
GoB.

BRAC partially agrees with this proposal. Most of the BEP teachers are GoB recognized
SSC level certificate holders. Those who are not being encouraged by BEP to take part in
public exams. For the information 72% of the existing teachers are SSC holders.

Consider the possibility of a BRAC representative being invited to join the PEDP Steering
Committee and, in turn, a senior GoB officer participating in the BEP committee.

BRAC completely agrees with the proposal but the GoB needs to accepl the suggestion.

Expand the PRIME initiative, including the establishment and operation of preprimary
schools in an increased number of primary school catchment areas.

This has been indicated in the Project Proposal 2004 -2009, p. 49.

Underwrite a number of GoB-BRAC action research initiatives aimed at enabling all
children in a specific geographical area satisfactorily to completed primary education.

This has been indicated under new initiatives in Project Proposal 2004-2009

2. MTR 2001:

Organise high level workshops on BRAC mission and the degree in which this mission is
transiated in overall BRAC strategies.

A high level workshop has taken place in January 2002. BRAC also organised a strategic
workshop with donors in January 2003.

Identify components in which BEP is benefiting from support of and cooperation with other
programs such as BDP. In how far are approaches standardized and can they be mutually
reinforcing.

BRAC indicated it does already do this. However the last part of this recommendation was
not followed up.

Need for PMIS complementing and linked to the present MIS. Ajust approach to
moniloring related to planning at different levels (twe recommendations combined).
BRAC indicated this is probably to costly. However, the idea behind this recommendation
to ensure more long term monitoring related to original planning in some way disapeared
from the scene.
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Longer term planning is needed
BRAC agrees with this, but does confirm it is happy with the present planning systems.
On strengthening capacity for utilisation and interpretation of MIS and monitoring data:

Start capacity building for data interpretation by distilling trends and providing uses
inferpretations to the tables produces.

BRAC agreed with this and indicated it would start with piloting interpretation capacity

Prepare designs of pilots including criteria for mainstreaming

This was agreed by BRAC and indicated it would start the design of criteria for pilots in
2002 and 2003-09-05

On focus within Education Quality drive:

The (SWOT) analysis is to come to conclusions related to areas to focus on, where
external expertis¢ should be called upon and where can be build upon existing capacities

Prepare a systemalic staff development plan for supervisory staff

BRAV indicated thal workshops were held on this issue and that it tries to identify the
weak areas where capacity building would be required.

3. ESP- review mission (dates unknown)

I0A-appraisal team doesn't know the level of acceptance of the recommendations of this
mission.

On partner NGOs:

ESP’s partner NGOs have changed. They now have larger and wider capacity & potential.
There is a need to clarify ESP’s long-term planning vision

There is a need to revise and expand the selection criteria for partner NGOs. At the same

lime the selection process could be formalised with the development of an assessment
tool.
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The policy environment in which BEP operates is complex and characterised by a slowly
but gradually increasing dialogue with the Government of Bangladesh (GoB), especially
with the two Ministries of Education and the Ministry of Youth and Sports.

The National Education Policy and the sub-sector plans for primary education provide littie
space for participation of the NGO-sector in delivering cost-effective primary education.
The NGO's at present account for 8 % of this delivery, BEP taking the lion share of 6%.
The slowly increasing recognition by the GoB of the capacity of NGO's in basic education
mainly addresses the complementary and alternative (so called ‘non-formal’) actions
directed to pre-primary, post-primary children, adolescents and aduft education. The core-
programme of BEP to deliver primary education to 1.1 million children until present

Many other policy developments and processes at the national level are equally relevant
to BEP: the Interim Poverty Reduction Strategy Paper (i-PRSP) of the GoB; the process of
decentralisation; the process of public sector reform. An important threat to the positive
outcomes of these processes is the persistent and widespread corruption in the country.
The dialogue between the GoB and NGO's has reached an impasse and this has deeply
divided the NGO community. In spite of recent progress with the founding of the
Federation of NGO's, the NGO-community remains divided and dialogue only proceeds
slowty.

Increasing efforts in advocacy and more linkages between different policy-aspects are
needed. BRAC/BEP seems not very affected by the crisis in NGO-GoB and NGO-NGO
dialogue, but still needs to bring its advocacy efforts at a higher level. Co-operation and
co-ordination with other NGO's and networks such as CAMPE are crucial to break out of

the present impasse.

The BRAC Education programme has good relations with its main stakeholders, the most
important being the target-groups, mainly children and women. The relations with local
governments and government officials at the local level have reached a high level of

in a Donor-Consortium, are very good. To accelerate the dialogue with the central
government, there is great leverage to be found in local governments and government
officials at the local level. The donors aiso play (and need to continue to play) a role as
brokers to facilitate this dialogue.

BEP occupies an important place within the overall strategy and structure of BRAC. BEP
is well integrated and its contribution to the mission of BRAC is eminent and highly valued.
This recognition is important in the light of the quest for financial sustainability of BRAC as
a whole. On the longer-term this is reflected in the commitment of BRAC to raise (out of
income-generating activities of BRAC) 50% of the budget of BEP, which is until now,
almost completely dependent on external donor-contributions.

BEP has recently defined a new long-term vision. This vision states that BEP wants to
become a network of resource centres on education at the regional and national level.
This vision on the longer-term (20-25 years) will significantly change the present
characteristics of BEP, mainly focussing on implementation of educational programmes.
This vision still needs further elaboration and translation in strategies and has to be
shared within BEP and BRAC and with external stakeholders, especially the GoB. This will

require significant time and effort.

Some programmes of BEP (e.g. GPU, ESP) are already directed towards this new
direction. The elaboration of strategies in these programmes requires continuous attention
and need an overall strategy that ensures coherence and complementarity of these
programmes.
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Location of ESP schools is driven by NGO community rather than by strategic concerns of
BRAC. There is a need o carry out schoal mapping of BEP & ESP schools.

Need a formal system lo identify the capacity of partner NGOs and a formal assessment
of NGOs at the end of each 3-year cycle has to be made.

Need to phase out those NGOs who have acquired a degree of financial sustainability
Ensure that ESP staff have a clear understanding of sustainability and how it should be

built into schools. Examine options for withdrawing financial support (E.g. Raising funds
through donors, communities, public funds)

The replication of BEP model through partner NGOs should continue.

Endorsement of the placement of ESP with the BEP under DED Il and the DED should
take a proactive role in identifying areas for collaboration between ESP and other units.

Inclusion on ESP in key processes of planning, setting policy, setting policy, systems for
implementation and quality assurance as well as critical consultative for a

Key policy decisions required o determine what kind of NGO ESP should support, and
how the programme seeks to contribute to the national EFA objective.

Need of long-term planning to optimise benefits of ESP and attract donor support.
On linkage & comparison of models

Need fo institutionalise the level of cooperation and collaboration among the various
divisions and units in the wider education programme. Take a proactive role in identifying
areas for collaboration required by ESP from other units and align structure and
processes in the education programme to enable inciusion of ESP in the key processes

Beneficial fo have more sharing of expenences and lessons leamt to assist in expanding
linkages with GOB and other NGOs. Explore the possibility of assisting GOB in
developing a strategic plan where NGOs will play the role of implementers and the GOB
will play the supporting role as supervisers and monitors.

4. Human Resources Consultancy report, MTE group, April 2002:
Reorganize the HR functions and Rename the HR Department and the Training Division

Considering the credibility of BRAC Training Division both inside and outside BRAC, it is
necessary to keep the name remain same. However, the division is implementing the
recommended functions. The Human Resource Development department will be renamed
as HR department. The HR Department is given responsibility to develop participatory
performance appraisal system and improve staff selection process. Special attention is
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given to attract professional staff through advertisement, salary package and other
incentives.

Develop and implement a performance/competency based neads identification system

BRAC Training Division is piloting the competency based training needs identification
system. Gradually it will be implemented to other programs of BRAC where the group
analysis will be done to identify the needs based on required job competency.

Upgrade BRAC s recruitment process to atiract better quality candidates and gain
. ; i % :

BRAC agrees 0 implement the recommendations for facilitating electronic scanning of
printed or written data on a job application form into a formal database. BRAC is currentiy
using web page for staff recruitment.

Once the performance appraisal form and competency profiles are finalized, the individual
is being done on regular basis

Improve BRAC's internal communications

BRAC agrees in principle to have intranet capability within BRAC. As a part of this
communication process, BRAC installed internet connections, fax among the Regional
Offices of BDP and TARCs. BRAC Local Representatives organize experience-sharing
discussion among different programs of BRAC at the field level to give a broader picture
of BRAC. At the head office level program wise focal points is in the process of identify for
smooth coordination.

Observation by IOA Appraisal-team 2003:
Many of the recommendations in this report in fact were being implemented by BRAC or
at least already included in future planning.
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Annex 8: Future Scenarios, relevant for the future of BEP

Access to Primary Education

Access to and quality of primary education constitutes one of the mayor debates in
Bangladesh. Many reports and analyses on the primary and secondary education system
show that both in terms of access to education and of the quality of the education
available the situation is far from favourable.

Table 1: Supply of primary education in Bangladesh

Present school capacity government and BRAC-
NFPE schools

350000
300000 +
250000 -
200000
150000 -
100000 +
50000

mNo. of schools (1996)
@ No. of schools (2000)
yNo. of teachers (1996)
r1No. of teachers (2000}

Govermment BRAC-NFPE
primary schools  schools

(11 types)

type of school

education supplied by other NGO's (Proshika and others), that account for approximately
2%).

It is widely recognised that the Education For All (EFA) goal for 2015 in Bangladesh is not
realistic. In the national plan of action (NPA)Il of Education for All (2002-2015) we can
read that “Bangladesh has made a tremendous progress in achieving the goals set for
2000 in the NPA. The enrolment increased by more than 5 million children and exceeded
the GER target of 95%. The completion rate has increased to 65% in 2000 and dropout
rate came down from 80% to 30%. The boy-girl rate is now at par in relation lo their
number in the popuiation. However, the attendance rate is yet to go beyond 60% and
the quality of primary education has hardly improved. The poor quality has become
the weakest point of the entire primary education system. It being the foundation of
all education the poor quality affects adversely the entire superstructure of
education in the country. Adult literacy has progressed from 35% in 1991 to 65% in
2001. " (NPA Il, MPMED, 2002).
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However, the governments sirategy does not take into account the efforts of the NGOs
and they are excluded from most official statistics. Instead the PEDP phase |l programme
sets itself very ambitious goals to expand the availability of primary education (among
others by building 60.000 new classrooms over the next five years) and improving the
quality of education by capacity building of teachers (15.000 additional teachers per year),
improving curriculae etc. and limit the drop-out rate of both pupils and teachers. However,
it remains clear that even with this measures the number of young people without access
to education will be high in absolute terms. If all new classrooms to be build would
welcome 40 pupils (according to the desired maximum ratio for pupils-classroom of 1:40
in the PEDP 1), the 60.000 additional classrooms and a similar number of teachers can
cater for a maximum of 2.4 million additional pupils in 2009 (and then the additional effort
needed to bring down the teacher-pupil ratio from 1:60 to 1:40 isn't even taken into
consideration). This means that around 2010 still approximataly 2 million children
according to the GoB to 4 million according to the Education Watch report, would not have
access 1o proper education. Still two to four times the additional outreach of an
organisation such as BRAC/BEP would be needed to reach the goal of Education for All in
2015!

The vision of the government on the role of NGO's remains (as it has been for many
years) that NGO's can be complementary to government initiatives in the area of pre-
primary education, life-skills education for adolescents and non-formal education for
adults and in case of special target-groups. The model developed by BEP for cost-
effective and flexible primary education is still seen with sepsis.

Possible scenarios towards Education for All

The Gob, particularly MOPME, needs to take additional measures to reach its ambitious
goals in the area of primary education. Possible scenarios towards a real and complete
realisation of the EFA goal for 2015 are:

1. Additional investments in primary education (above the allocated budgets in PEDP i)
and a substantial raise of the percentage of public expenditure on education (the
declining percentage of 2.3 % of public expenditure on education as % of GDP in
2000/2001 and 1.1% on primary education (see PEDP |l, page 21) is extremely low,
compared to other countries in the region and at global level). These investments are
directed to further expansion of the Government's own capacity for implementation,
within the present framework and models of the Government. (This scenario doesn't
consider the capacity and models developed by BRAC/BEP and other NGO's);

2. Partnerships with NGO's to complement the capacity of implementation of the GoB in
primary education, using alternative modeis;

3. Adoption of the more flexible and cost-efficient models developed by BRAC/BEP and
other NGO'’s, mainstreaming them in the formal educational system.

Unfortunately all these scenarios seem unlikaly at the short and medium term. The
present mind-set of the GoB can be characterised as a focus on gradual and limited
expansion of quantity and limited improvement of quality in the do-it-yourself way. A
positive factor is that at present both Ministries of Education are opening up towards
BRAC/BEP and CAMPE to discuss the issue of access to and quality of education. It
remains to be seen how this dialogue between the Government and NGOs will evolve in

the coming years.
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BEP's Strategy and scenarios

The issue of access 1o education is also crucial to BEP. BEP's long term vision on
education states that it sees its implementing role as temporary and that it strives to
become a network of resource centres on education with the primary goal of improving
quality of primary and secondary education within Bangladesh as a whole.

if, in the light of its future ambition, BEP on the longer-term wans o withdraw from

implementation of primary education it can only do so in case the implementation capacity

of BEP will be transferred either to:

1. Ministry of Primary and Mass Education (MOPME): this requires an acceptance of the
BEP-model by the government. Mainstreaming of this model is one of the few ways to
enable the Government to reach out to significantly more children considering the
limited resources available;

2. Communities, CBO's and local governments in partnerships, considering
decentralisation of central budgets 1o the district and Upazila levels, thus enabling a2
more cost-effective, more needs based and flexible approach;

3. NGO's, expanding the capacity of local, regional and national NGO's to apply the BEP
model independently and with longer term sustainability, ensuring a fiow of

Otherwise, withdrawal of BEP from implementation would mean that an additional 1.1.
children would not have access to proper primary education, widening the present gap.

In scenario 1, it is clear that above the investments in PEDP 1l, MOPME should allocate
significant additional recourses to reach out to all eligible children. By adopting and
mainstreaming the BEP-model it could make a more cost-effective use of these additional
recourses and possibly also recourses available within the PEDP |1

In scenario 2, it is shown that the GoB could decentralise additional budget (and/or
decentralise budgets within the PEDP i) to local governments and communities to reach
out to more children. It is likely that in this case local capacity will only very gradually
increase and probably will not be enough to bridge the gap. Additional interventions by the
central government or NGOs probably are needed.

In scenario 3, BEP could transfer it's model to NGOs. Also in this scenario it is not likely
that all the needs will be covered and additional investments by the GoB still are needed.

From the perspective of BEP the transferral of its model to other NGO's or GoB can be
presented as foliows (see next page):
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Table 3: Bridging the GAP: combining the scenarios

Bridging the GAP: reaching out to the children
without access to primary education

Note: the numbers and phases don't represent real figures. These are approximations to
illustrate trends.

The graph above, hypothetically, shows the possible impact of two transferral strategies
from the perspective of BEP. Both scenarios show a decline of BEP-run schools until a
certain minimum number of schools that BEP would need as a resource and innovation
centre 1o test new methods and models. Transferral to NGO's, e.g. by the ESP
programme show first a gradual rise in total number of schools and pupils, at a later stage
gaining more impact, once NGO's would be recognised by government and (inter)national
donors as cost-effective deliverers of primary education. However, the impact of
mainstreaming the model in the government will probably be higher and will show a faster
increase on the long term (in the first period time still is needed to establish the confidence
of and cooperation with the
Mmﬁshﬂmg&phmh&mﬁmdmﬂmahnﬂmdme&mt&m until the
whole eligible population of children is reached. After that moment, these strategies can
become confiictive because Government and NGOs would be competing in reaching the
same children.

Conditions to be considered for effective transferral of the BEP-model

Conditions for transferral of the BEP-schools are:

1. acceptance of the BEP-model as a viable one and formally recognised as primary
education according to governments' standards (by all stakeholders involved);
commitment of government (and international) donors to fund the implementation of
this model within their own structures or by others;

further improvement of the quality of the BEP-model;

Capacity of other actors to implement the BEP-model on a large scale (there are
obvious minimum scales to the cost-effectiveness of the BEP-model). There is also
the minimum of transaction-costs of donor-organisations to be considered.

ol O
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If these conditions are met the scenarios above can become realistic, the third one being
the one that might be the closest on the horizon, considering the present work being done
already with NGO's in the ESP programme of BEP. However closer on the horizon, this
scenario will not have the highest impact. This scenario is viable as long as the
Government is not willing to accept to mainstream the BRAC-model and by own
investments is not able to cater for all the children without access to education.

In the meantime BEP is forced by its own success to maintain its large scale
implementation of the Primary schools to maintain its present cost-effectiveness, until all
conditions for transferral are met and the above scenarios can be realised. At the same
time BEP needs to invest a lot of time and effort in advocacy to meet the conditions
above.

These scenarios and conditions will have to be combined and integrated in the long-term
vision and strategy of BEP to become a network of recourse centres on education in

Bangladesh.
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Annex 9: The Integrated Organisation Model

The Integrated Organisation Model

1. Introduction

The Integrated Organisation Model (IOM) is a model that can be applied to describe, to
analyse and to diagnose organisations. As any model, the IOM is a simplification of the
complex reality in which so many different aspects all influence each other. The model
should help to answer the relevant questions that are posed. Further, the usefuiness of a
model depends in general to a large extent on the specific situation, the questions posed
and the user's know-how and ability.

The IOM is an integrated (or integral) model to emphasise the interrelationships of the
different elements of an organisation: although the elements can to a certain extent be
treated separately, they are all connected to each other and - ideally - in balance. When
there is no or no clear balance (fit) between the different elements within an organisation
or organisational unit, the organisation will not function optimally and the need for
organisational change will be or become apparent.

The IOM offers an overall tool to put the various elements of an organisation in their place,
being it a government depariment, a non-government organisation, a local government, a
people's organisation or a private enterprise wherever in the world. If you look at

using this model you wouldnt overiook the most important elements.
However, it is an overall model, and instead of seeing it as a tool, one might rather refer to
it as an organisational concept. To analyse an organisation in depth, you may need more
specific tools, depending on the exact aim of the analysis. In addition, whether the ‘image
of the organisation’ generated by applying the model is correct, depends of course much
on the qualities and experience of the user.

2. The IOM: describing the model

2.1  Introduction

The Integrated Organisation Model consists of 5 external components: mission, output,
input, general environment and specific environment and 6 internal components. The
environment of the organisation or have strong relations with this environment. The
internal components describe the internal organisational choices. The model is called
integrated because there is a balance between the components.
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2.2 The external components of IOM

2.2.1 The mission of an organisation

The mission of an organisation is its ‘raison d’étre’, or in other words, the overall

objective(s) and main approach that explains why the organisation exists and what
it wants to achieve with which means.

This overall goal is translated in the strategy into concrete, operational objectives and
activities. The mission is important because it gives direction to the organisation. A good
mission indicates the possibilities and limitations: what the organisation should do and
what it should not do. Organisations are gradually paying more aftention to formulating
their mission. Mission statements are prepared and disseminated among their personnel
in order to create a sense of common ideology and direction, a shared set of values. They
are usually not only outside- or client-aoriented (the type of products/services to deliver),
but also comprise aspects of the internal functioning of the organisation (e.g. the
participation and self-realisation of personnel).

Example mission statement of the International Management Training Institute:
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The focus on implementation and addressing the needs of target-groups has shaped the
present organisation of BEP over the years. It has increased significantly in both size and
complexity, demanding increased mechanisms for co-ordination and shared and
continuous leamning at all levels in the organisation. Additional to the vertical lines of co-
ordination, more horizontal forms of co-ordination and decision-making can be explored at
all levels.

The budget of BEP, corespondingly, has increased over the years and will continue to
increase during the next phase (BEP phase IV). The long-term financial sustainability of
this programme requires attention, aithough the BEP currently has a sound base of
external funding by steadfast donors. The commitment of BRAC with the BRAC Education
Programme, mentioned above, is of great importance for this long-term financial
sustainability. A strategy for future financial sustainability needs to be developed and
discussed within BRAC and with donor partners.

The present five-year cycle of external donor funding is a threat to the continuity of the
BEPs. Especially at the beginning of each next cycle this limits the capacity of BEP to
maintain its level of implementation of different programmes, thus creating a concentrated
threat of discontinuity. There is a need for exploring new more flexible models of funding
that can also permit new donors (also donors from the private sector) to come in at flexible
times.

The output of BEP has increased in quantitative and qualitative terms over the past years.
Goals and targets are clearly set. For the next phase (BEP phase IV) the total number of
target-groups will be around 1.8 million people. The main programme-component the
NFPE-schools will remain stable (with an internal shift towards more schools implemented
by local NGO's in the ESP). Initiatives and pilots of the past phase are upgraded to new
programmes. It is not always clear how these new programmes relate to the core-
competencies of BEP and what the strategies for transferral or mainstreaming are. Such
clarity, however, is needed to prevent an unwieldy expansion and complexity of BEP.

BEP and BRAC have their support and control mechanisms well in place. There are clear
procedures and regulations on financial and administrative control. There are also
frequent external appraisal and review missions. The yearly audits do not present mayor
problems and the recommendations are being followed-up by BEP and BRAC.

Also the Management Information System (MIS) and internal monitoring systems are
functioning reasonably well. The MIS is presently being upgraded, but further investments
in ICT, also at the level of the regional offices would greatly expand the capacity of BEP to
make real use of the wealth of data for policy and strategy analysis and planning.

Staff motivation in BEP is high and people in BEP work hard to achieve the goals and
targets. This is one of the most important strengths of the organisation. The HRM systems
and policies are clearly in place. HRM, however, is nol only a system but also a practice.
Strengthening of coaching and feedback of staff and training of managers in this coaching
and meeting skills could further improve staff motivation and performance, and the quality
of decision-making.
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To contribute to improved effectiveness of development organisations through the
provision of management training and advice.

Possible core problems with a mission statement:

* A mission that is not being supported by staff

» Tasks that are confiicting with the mission (e.g. an independent auditor being involved in
financial services. A public institute being iInvolved in commercial activities)

» Unclear mission that does not give sufficient direction

222 The output of an organisation

The output of an organisation comprises all material and Immaterial products and
services delivered by the organisation to its various target groups (clients or

To have a clear understanding of an organisation, it is essential to describe its output in
terms of the products and/or services produced and delivered to its target groups
(clients/customers). The performance of the organisation is measured by the quality and
quantity of these outputs. Products and services can be for example, cookies produced by
a bakery; extension services delivered to farmers, knowledge, skills and attitudes induced
by a training institute or health services delivered by a local government department.
Important aspects in describing and assessing the outputs are the following:

* The quality of a product or service determines to what extent the products and
services match the needs/demands of the target group. To what extent is the target
group satisfied with the products and services delivered.

« The quantity refers to the volume of products delivered or the number of clients
served.

« The coverage can be described in terms of geographical coverage or in different
types of target groups (income, social position, gender, eic.).

« Experience refers to how long have the products and services already been delivered
www.wnmmmmmmmm

services

« Specialisation implies the extent to which the organisation is specialised in certain
products and services or whether it has a large range of different outputs.

Core problems with outputs:

= Inadequate quantity or quality of the outputs to satisty demand of target groups
*  No dear definition of the outputs
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223 inputs

The inputs of the organisation include all the resources avallable for generating the
products and services of the organisation.

The following categories of inputs and resources can be distinguished:

- Staff
This includes the available staff in terms of quantity, qualifications. age and

versus temporary staff, elc.

* Bulldings and installations
Type. quantity and quality of the buildings and instaliations used for the delivery of
goods and services.

* Equipment, tools and materials used
Description of available equipment, tools and materials used for the production of
goods or the delivery of services in terms of quantity, quality, condition, etc.

* Services of third parties
E.g. electricity, water, insurance, accountancy, eic.

* Information
Information used from research institutes, statistics etc. for the running of the

= Finance
How is the organisation financed? Are there liquidity problems? What is the capital
structure? Is the financing fixed (fixed budget) or variable? To what extent is the
management entitied to (re)-allocate funds?

*  Natural environmental resources
Natural resources (those transferred into products and those wasted during the
transformation process). What is the environmental impact of the organisation? Which
natural resources are used in the production process and which resources (air, water,
earth) are affected?

Core problems in relation to the inputs can be:

+ Too few means for the tasks required (bulldings, equipment, staff etc.)

* Insufficient quality of the inputs (bad tools, limited knowledge etc.)

* Insufficient access to inputs (dependency on govemment, no access fo credit etc.)

2.2.4 The general environment of an organisation (FACTORS):

With general environment is meant the complex set of political, economic,
technical, social and cultural factors that influences this (type of) organisation.

The general environment influences the performance, creates opportunities and threats,
influences the demand for products/services, the supply of inputs, the internal
organisation and the possibilities for collaboration and competition.

Negative external factors that often appear:
* Poiitical climate not being conducive
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High inflation/unstable currency
insecurity/

Limited rules and regulations

Insufficient control of rules and regulations

Inadequate infrastructure
Social-cultural resistance (e.g. gender)

2.2.5 The specific environment (ACTORS):

The specific environment comprises of the relations with those actors that the
organisation is directly dealing with.

These relations may include:

* Formal/vertical linkages
With head offices, branches, regional officers, other departments. What are the formal
and informal linkages, horizontal as well as hierarchical.

Customer and target groups

What kinds of relations do exist with customers and target groups? What is the
organisation’s attitude towards customers and target groups? How do the latter view
upon the organisation (does the organisation have legitimacy from the point of view of
customers or target groups)?

= Competitors
Are there any competitors in the environment that deliver the same (type of) products
and services? What is the relation between the organisation and its competitors? How
is the market divided between them?

. Sl.whrlul'l'm
Financiers, suppliers of material inputs, research institutes, elc.

= Policy makers and regulators
organisations (e.g. labour unions).

Some common problems with actors include:

Bad image of the organisation

No competition

Unreliable suppliers

No access to financiers

Insufficient collaboration with others

To much influence of politicians on operational level
Too little or oo selective networking of management

politicians, pressure groups and interest

2.3 The internal components of IOM
2.3.1 Strategy

Strategy refers to the way the mission Is transiated into concrete objectives and
approaches.

Page 122 (52)




@MDF Annex 9

The strategy of an organisation can be defined as the long-term plan of action of an
organisation to realise its objectives with the available means (inputs). A strategy aims to
give direction to the activities of management and staff. A condition for giving direction to
the organisation is that the objectives and activities are clear, concrete, realistic and
acceptable to the various parties involved. In general we can distinguish long term (5-10
years), medium term (1-5 years) and short-term (up to 1 year) strategies.

It is not always true that strategy is the result of a planned process. Strategies might be
developed in a spontaneous way, because managers in the organisation have become
aware of changes in the environment and as a result change the way in which the
objectives will be achieved. Regular meeting on staff level can have the same result:

changing strategies. Strategies should evolve constantly when the environment changes.

Core problems in relation to strategy:

Lack of clear plans (ad-hoc policy, no vision)

Pians are not realistic, too ambitious, not based on an adequate analysis
Plans are unclear or no accepted

Plans are not monitored and followad

Fhuduruwm

232 Structure

The structure of an organisation can be defined as the formal and informal division
and coordination of activities and responsibiiities.

This component of the structure of the organisation includes the division of the
organisation in groups (unitsfteams, departments, divisions, etc.), the division of tasks,
responsibilities and powers among people and groups and the way the coordination of
activities between people and groups is taking place.

The formal structure refers to the responsibilities and powers as they are formally
described. The informal structure includes the responsibilities and powers in practice,
including the informal relations for communication and coordination.

In general, relatively much altention is paid to formal organisational structures (neatly
described in organigrams) and far less 1o informal communication and adjustment
between groups and individuals in organisations. Though the formal structure may provide
an impression of an organisation often the real functioning of an organisation cannot be
understood without explicitly addressing non-formalised linkages within the organisation.

Inadequate co-ordination between units/departments
Too much difference between formal and informal structure

* Inadequate (de-central) powers for execution of tasks

233 Systems
The aspect of systems comprises the internal processes that regulate the functioning of the
gRs

A process is a sequence of activities aimed at a cerlain resull. A system is a set of
agreements that aims to reguiate the activities of management and staff with one or more
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related organisational processes. As such, systems are agreements about and give
direction to the internal processes.

These internal processes can be divided into:

Primary processes: directly focused on transformation of ‘inputs’ into ‘outputs’. These
include working methods and techniques.

Control processes: focused on control of other processes. These include feedback,
Strategy formulation (policy) processes: focused on the formulation and adaptation
of the organisations strategies. This includes the planning processes.

Support processes: aimed at supporting the primary and other processes. This
includes the financial-administrative and logistic systems.

Improvement processes: aimed at improving the quality of other processes. These
include research and development, quality care and evaluation activities

Systems can be described, based on clear agreements, in a procedure. A system does
not have to be formally described. Informal agreements can also form a system
sometimes even more important than the formal ones. Various informal systems may exist
and even contradict and overrule the formal written ones. Good systems create clarity
about what has to be done when by whom. Good systems enhance the efficiency of
processes and reduce coordination and communication problems. More and more good
systems are being seen as immaterial assets of the organisation, which are as important
as the material assets.

-

mmmhnw

Unclear or not accepted procedures

Ineffective procedures, based on blue-prints from other organisations

Tooo much emphasis on procedures and on control of everything in the organisation
(bureaucracy)

Inefficient procedures, with unnecessary and double work

Systems that limit the flexibility of staff too much and hinder in finding new and creative
solutions for unforeseen problems

Systems that are difficult to adapt to changing circumstances (rigidity of systems)
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2.3.4 Staft

The component staff refers to all activities, rules and regulations related to staff
motivation and utilisation and development of staff capacity.

The behaviour of people in an organisation is of crucial importance. in some organisations
you need more creative persons and in other ones more formal ‘procedure’ peopie, but
usually combinations are most fruitful. The behaviour of people is a result of a complex
process in which the personal characteristics are integrated or adapted to the organisation
and its environment. Well-functioning of people within organisations is very much
determined by a good balance and integration of both factors: organisation/environment
and personality.

* No clear criteria and procedures for selection of staff
* Rewards system based on relation in stead of performance

*  Unclear reward systems

* Unclear career possibilities

* Training the wrong stafl/ training does not relate to job contents

2.3.5 Style of management

The style of management can be described as the characteristic pattern of
behaviour of the management.

The management function includes strategy formulation, organising, steering/
memmwmwum
the strategy, the people and the means. Planned activities have to be realised and the

manager's main task is to steer and coordinate, using systems, procedures and
regulations, but also informal communication.
A management style consists of two major components:

* Where does a manager put priorities? Which aspects does he/she feel are important
and how does the manager spend his/her time:

- internal or external relations
- people or means
- mwm
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What is his/her attitude in making decisions? E.g.:

participatory or directive/authoritarian
risk taking or risk avoiding

long or short term oriented
formal or informal

rational or intuitive

Problems in the management style can be:

* Priorities that do not match with those needed by the organisation

= Aftitude that does not fit with the culture of the organisation

* An aftitude which leads to slow, unfounded or not accepted decisions

2.3.6 Culture

The culture of an organisation is defined as the shared values and norms of people
in the organisation.

in general the organisational culture is expressed in the way the organisation is
structured, relations between management and staff, relations among staff and how the
organisation deals with the endernal actors (target groups, suppliers, financiers, efc.) The
aspect ‘culture’ refers to the reasons (the norms and values) why ‘things are done the way
they are done’. In this sense culture influences all other aspects of the organisation.

Organisational culture reflects the norms and values of individuals, groups or the
organisation as a whole. There may not be just one organisational culture, but rather
different sub-cultures that may be or rather conflicting and striving for
supremacy. Problems in the various elements of the organisation will appear if there are
too many people with different views on the organisation and their functioning in the same
organisation. The same is true if the organisational culture does not comply with the
cufture of the national, regional or organisation-specific environment of the

Certain organisations seem to have a rather strong collective culture: either different sub-
cultures are incorporated in the corporate culture or they are completely absent.

Attitude towards Examples of priorities
extemal factors Emphasis on opportunities or threats
Other stakeholders Who has priority: owners, target group, financiers.
supplier, govermnment
| Inputs Emphasis on people or means
Outputs Emphasis on quality or quantity
| Strategy Emphasis on long or short term
Structure Formal or informal
central (control) or de-central (trust)
Systems All regulations or all free (flexibility)
| Management style Authoritarian or participatory
Personnal Relations or performance
intemal relations Taking responsibility/avoiding responsibility
Punciuality
Openness
Giving and taking feedback
Tolerance
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Important means to create a strong culture include selection of new personnel and
deliberate socialisation processes, in which people are taught how they are expected to
think and to behave within this organisation.

Some problems in relation to organisational culture:

= Priority on informal relations with strong formal struciture and systems

* No attention to plans and strategy of the organisation

* Cooperation between strong hierarchical organisation and participatory approach of partner

* Friction between cuilture of the organisation and culture of target groups

3. Assessing organisations: criteria for judgement

3.1 Introduction
Tupdgemorgum ammmmmmmwmmmmwmmm

mmmmmmmmm Inpmu:tr:a a judgement
will be made on a combination of parameters. As an indication, for every criterion the most
relevant parameters to be included are given.

3.2 Suitability

Suitability assesses whether or not an organisation Is fit to carry out required
activities to deliver specified products/services.

Not all organisations are equally suitable to assume responsibility for the sustenance of
the yields of development efforts. The type of activities in which the organisation has been
involved until now, its size (one shouid be very careful to avoid overicading successful but
small organisations with too many resources and responsibilities), and with that the
absorption capacity, the nature of the organisation and various other factors play a role.

In applying this criterion it is important to look at:

Mission Does the planned activity iit into the general objectives of the organisation?

Inputs Does the organisation have sufficient resources (human, material, etc.) to camy

out these activities?
Does the organisation have a sufficient basic level of resources to be abie to
grow?

Outputs Does the organisation have sufficient basic expenence and affinity with the
planned activities?

3.3 Legitimacy

Legitimacy deals with the acceptance and imbedding of the organisation in its
environment.
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An organisation has to fit in its environment and requires adequate relations various other
organisations, institutions, public, target groups, efc.

In judging legitimacy attention has to be paid to:

“Mission Are the overall objectives acceptad Dy society”?

 Outputs How does the target group perceive the quantity and quality of the products and
services?

How long is the organisation already involved in these products and services?
L Which effects do the outputs have on the environment?

Aelations What is the image of the organisation?

Which position does the organisation have amang the other actors?

£ Are the relations with financiers, suppliers, pariners govemment adequate?
Factors Which social, cultural and political developments influence the image?

Which regulations influence the position of the organisation and its activities?

3.4 Effectiveness

The effectiveness of an organisation can be defined as the extent to which the
products and services actually meet the needs of the target groups
(customers/clients).

Effectiveness differs from the quality of a product or service. For example, an exiension
training can be of high quality (well-trained extension officer, well-prepared manuals,
adjusted to the audience), but very ineffective if the necessary fertilisers o use the
knowledge are not delivered in time; or if only men attend the training, while the crop
concemed is cultivated by women.

The most important aspects to judge effectiveness:

What are the quality, quantity and diversity of products and services in
view of the mission?
|Mhm To what extent do products and services fulfil the needs of the target

group?

3.5 Efficiency
Efficiency refers to the utilisation of resources (inputs) in relation to its outputs.

The question here is to find out whether the inputs are used in an economic way in order
to produce services or products. The organising component determines this relation
between the inputs and outputs. How many villages are under the responsibility of one
extension worker, how much does the extension department cost in order to cover a
region, what is the relation between the non-productive (overhead) versus the productive
parts of the organisation, etc.? In addition to norms, which however do not always exist in
these fieids, comparisons with other similar types of organisations may give an indication
of the efficiency achieved. Costs and benefits are compared in financial, economic and
social terms. It is difficult to fix norms to judge an organisation, especially for government
institutes or development organisations. They operate in a specific field that can hardly be
compared to the field of commercial organisations, who have markets, sales and costs
that can be measured more easily.

Hard norms are rarely applicable, because figures like those presented in balance sheet
or profit and loss accounts hardly exist in the development worid.
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Outputs Could the organsation produce more with the same means?

Inputs Could the organisation produce the same products and services with fewer
means, including time spending?

3.6 Continuity

Continuity (sustainability) is the probability that an organisation is capable to
continue (sustain) its core activities for an extended period of time.

Continuity is an important overall criterion, especially since one of the main aims of
cooperating with existing organisations is a sustainable flow of benefits after termination of

"Outputs To what extent is the organisation capabie of delivering products and Senvices
that are neaded?

Inputs To what extent is the organisation capable of securing its inputs?

Actors To what extent do other actors support the organisation?

Factors Are there major threats to the organisation?

“Strategy Does the organisation have an adequate strategy 1o address major hreats and
opportunities?

3.7 Flexibility
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Conclusions

Chapter 4 and 5 present the conclusions and recommendations of this Institutional and
Organisation Analysis. The overall picture is that BEP functions as a well olled machine
and has greal capacity to implement large-scale and well targeted interventions. The
focus on implementation, however, distracts the attention from the elaboration of a
coherent overall vision and strategies for BEP. The recently defined new vision provides
an opportunity to BEP to enter such a process.
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Maijor aspects to address flexibility include:

Inputs To what extent can buildings, machines and installations be adapted 10
changes in the situation?
To what extent is the staff capacity adaptable? o
Outputs To what extent can the organisation change its products and services?
Structure To what extent can the organisational structure be adapted?
Systems To what extent is it possible to change the systems?
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1. Approach and methodology

The donor-consortium of BEP, and in particular the RNE, commissioned this Institutional
and Organisation Analysis (I0A) in the framework of the negotiation of donor-support to
BEP phase IV programme 2004-2009. This analysis complements the assessment “of the
appropriateness of the NFPE |V programme in the context of national policies and
developments in the education sector in Bangladesh and BRAC's own vision of its future
role in education especially in the primary sector”. That assessment was realised just prior
and partially overlapping with this analysis. This IOA was realised from August 24 1o
September 13, 2003.

Both reports are complementary and should be considered in conjunction. This I0OA does
not focus on programmatic aspects of BEP phase IV but is aimed at “determining whether,
from an institutional/organisational point of view, all preconditions are met for BEP to
perforrn and achieve its objectives in education, poverty alleviation, empowerment of poor
women and pro-poor advocacy”.

This Institutional and Organisation Analysis thus also takes into account the whole
organisation of BRAC and the extemnal context, but addresses only those issues that are
relevant lo the capacity of BEP to effectively implement the BEP phase IV proposal. We
refer to annex 1 for the ToR of this IOA-mission.

1.1. Approach

The 10A-team was composed of three members, Frans van Gerwen (team leader),
Diederik Prakke and Han Rakels, all working for MDF Training and Consultancy, Ede, the
Netheriands (MDF). The team members each assumed responsibility for specific areas,
but care was taken to continuously share and validate findings with each other and with
the different stakeholders involved, especially at the management of BRAC. Frans van
Gerwen (team leader) and MDF (Management for Development Foundation) assume the
final professional and institutional responsibility for the final report.

mmmm'wwmmrmmﬂmmndmlma
BEP followed the main components of this model.” This model shows the relevant
Mmmmwm These elements cover three levels:
The external environment (contextual factors and relations with external actors),
= The external organisation (*where the inside meets the outside”; elements that link the
organisation to its external context: mission, inputs and outputs) and
« The internal characteristics of the organisation (strategy, structure, systems and
processes, staff motivation, management-style and culture).

Al the same time the model shows that all elements at these three levels are related and
influence the other; therefore all elements have to be looked at with an overall vision and

' For a description of this model, see annex 9.
'mmuwwmﬁnmmwaﬂmm
minor reshuffling of specific issues in the ToR was made. The SWOT-analysis was taken out this
part and is reflected in the conclusions and recommendations of thie report.
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in their mutual relations. The model provides all the elements that are needed to make an
overall analysis of the organisational performance.

MWMMdMWNMIMW

Participation of all main stakeholders in the collection of data related to the ToR;
Continuous discussion and sharing of provisional results with BEP to ensure
ownership of and commitment to the final result;

Transparency in all activities, questionnaires and discussions about the final objectives
of this mission;

Sharing of models and methodologies used during this mission to enable mutual
learning of the I0A-team members and the main functionaries of BEP

1.2. Methodology

This IAO is characterised by a combination of different methodologies in consultation and
data-collection:

Correspondence and briefing meeting with BEP and donors to fine-tune the objectives
of the mission, and optimise the benefits of the mission

Reading and analysis of reports of earlier assessment and appraisal missions (for an
overview, see annex 7,

Reading of relevant documents related to BEP (see annex 1 for a list of references);
Interviews with internal and external stakeholders of BEP/BRAC (see annex 2 for a list
of persons consulted);

Realisation of two "Open Space" meetings at the grassroots level and at the
management level, involving altogether around 120 stakeholders in BEP. These open
space meetings were organised around the theme “How can BRAC better support
education in the communities®. These meetings had a double objective. On the one
hand they were aimed to collect relevant data for the IOA. On the other hand they
were aimed lo demonstrate and transfer an interesting methodology to BEP on how to
organise large-scale multi-stakeholder meetings (see report on the open space
meetings in annex 4;

Realisation of a participatory workshop with the top-management of BRAC to validate
and discuss main preliminary findings of this I1AO;

Questionnaire to BEP-employees at different levels to measure aspects of satisfaction
and motivation related to their jobs in the organisation (for the results of this
questionnaire, see annex 5;

Questionnaire to Donors to assess different aspects of their appreciation of BEP (for
the results of this questionnaire, see annex 6;

Questionnaire to BEP-employees at different levels lo indicate and assess the
importance of strengths, constraints, opportunities and threats in the framework of the
programmes of BEP (the results of this questionnaire were only marginally used and
therefore is not presented in the annexes),

Validation workshop with BEP to discuss preliminary findings

Review meeting with donors of the donor-consortium to discuss preliminary findings
and the design of the report;

Follow-up interviews, especially with managers of BEP, to validate preliminary findings
and the draft-report.

The results of these different methodologies are combined and integrated in the
presentation of the findings of this report. This combination of methodologies validates the
findings, conclusions and recommendations.
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1.3. Interpretation of mission findings

The ToR of this IOA covers a wide range of issues, both internal and external to BRAC,
whereas BEP alone is already a large and complex organisation. The combination of the
wide scope and the short time available to the IOA mission limit the depth of the analysis.
This report therefore sometimes speaks of impressions and suggestions rather than of
tacts and recommendations, and the report does not pretend to present an exhaustive
analysis. The I0A-team encourages that the findings in this report are taken as a starting
point for further research and discussion, rather than as ‘the final word’ on the respective

At the same time this |OA is complementary to the appraisal mission of the programmatic
aspects of BEP phase IV. In order to ensure a sufficiently comprehensive understanding
of all aspects and to do justice to the wide range of activities under the different

programmes, both reports should be read in conjunction.

BRAC/BEP is continuously changing and improving its organisation. Even though the 10A-
team certifies that this reports provides an accurate overall picture of BEP with
recommendations with long-term validity, this snapshot can become outdated when
important internal and external developments take place. In fact many of the
recommendations are precisely focussed on increasing the capacity of BEP to influence
its external environment. Depending on progress in these endeavours, the priorities and
direction of BEP should be adjusted.

Lastly, the reader should realise that most appraisals and reviews, including this I0A,
concentrate on issues in which there is scope for further improvement. A large number of
recommendations can give the impression that, according to the mission, BEP is not
performing well and requires major adjustments in all areas. This is contrary to the view of
the I0A mission, which presents a wide range of recommendations because BEP has
shown ability to simultaneously follow-up on a fairly large number of issues. Our over-all
appreciation is that BEP is a very relevant, effective, efficient and accountable programme
(see also chapter 5), with the capacity and track record of a learning organisation.
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2. Learning from earlier missions

BEP is frequently visited by a vast number of appraisal and assessment teams and
consuftants concentrating on specific aspects of the BEP organisation and programmes.
The conclusions and recommendations are impressive. It is laudable that BEP and its
donor-consortium endeavor to keep track of these recommendations. Various lists
stipulate the level of agreement of BEP with the recommendations and its actions for
follow-up. Even so, it is quite difficult to "see the forest between the trees” of
recommendations. Moreover, recommendations on the strategic level are not highlighted

or prioritised.

The I0A-team therefore attempted to produce an amalgamation of the most relevant
recommendations in relation to the institutional and organisation analysis in this report. A
list of the recommendations of four earfier appraisal and review missions is presented in
annex no. 7.

Visiting BRAC and its partners, the IOA-team was impressed by the time and patience of
many BRAC employees (especially senior managers) to provide the information needed
for this mission. The present document provides and integral description and vision of
BRAC/BEP. The I0A-team hopes this report will serve as a reference point for following
programme appraisals and reviews, so the ToRs of future missions can be more
focussed.

2.1. Resuits of earlier missions

In this chapter the I0A-team highlights the main themes and recommendations of the
maost recent past missions and briefly discusses their relevance to this mission:

MTR 2001:

« Quality investments in Quality Assurance Specialists (QAS) have 1o be followed-up
by continuous competency development of the QAS.

» BEP has a need-based approach to planning, which hinders long-term planning. The
MTR suggested a more long-term, demand based planning. To ensure this,
capacity building for data interpretation of changing trends is needed.

* Monitoring is focussed on control and accountability. Feedback is limited. An
appropriate balance between checking and control and monitoring for quality
improvernent has 1o be found.

* Human factors are the driving force behind the efficiency of BEP, which functions
well. The only drawbacks concern the co-ordination of these activities and the
capturing of information.

» The absence of computers in field offices hampers efficiency. The use of ICTs (as
PCs and Internet/email) could bring in dramatic development in communication
and information. ITC would make valuable Management Information widely
accessible.

* The MTR indicated a need to link MIS data 1o the work-plan, using information as
indicators of progress.
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+ The MTR questioned whether RED human capacity suffices o take on the
complexity of developing educational assessment tools and other activities, in spite
of its reputation as a strong research centre with many academic linkages. The
research function is essential for informed management decision-making.

= Organise high level workshops on BRAC mission and the degree in which this
mission is transiated in overall BRAC strategies. Identify components in which BEP
is benefiting from support of and co-operation with other programmes.

= Prepare pilot designs including criteria for mainstreaming

ESP review mission:

» ESP’s partner-NGO's have changed; they now have a larger and wider capacity &
potential. There is a need to clarify ESP’s long-term planning vision.

= It is necessary to revise and expand the selection criteria for partner NGO's. At the
same time, the selection process could be formalised with the development of an
assessment tool. Need for a formal system to identify the capacity of partner
NGO's and a formal assessment of NGO's at the end of each 3-year cycle has to
be made.

= There is a need to phase out those NGO's who have acquired a degree of financial
sustainability. Therefore the ESP staff needs a clear understanding of

inability i '

« Endorsement of the placement of ESP with the BEP under DED Il. The DED should
take a proactive role in identifying areas for collaboration between ESP and other
units and ensure the inclusion of ESP in key processes of planning, setting policy,
systems for implementation and quality assurance.

AMM 2002:

= There is a need to institutionalise the level of co-operation and collaboration
among the various divisions and units in the wider education programme.

« An organisational review should be made of the higher levels (managers and above)
of PRIME to ensure that administration, communication and the exchange of ideas
is not impeded by a dis-functional structure.

* Upgrade BRAC's recruitment proceass to attract better-qualified candidates and gain
increased organisational efficiencies.
* Develop and implement organisational, deparimental and individual training plans.
Appraisal mission of NFPE phase IV:
+ Change the denomination of the "Non Formal Primary Education’ to
Education’, because the concept of NFPE is confusing. BEP in reality is delivering
Primary Education, so it should be called that.
2.2. Relevance for the I0OA-mission

Analysing the findings and recommendations has focussed this I0A-team to look at
specific issues in relation to the ToR of the IOA. The |I0A-team observed that BEP is
providing concrete follow-ups to many of the recommendations made by these missions.
The missions were very helpful to further improve the capacities and programmes of BEP.
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At the same time some of the issues continue in the subsequent missions. These themes
might need a more long-term perspective and continued attention.

The I0A-team identified returning persisting matters in relation to this institutional and
orgurmatlonamlyﬂs Thus the team recognised the following themes:
Continuous quality-improvement in the programmes of BEP;
Long-term strategic planning and more coherence between the different programme
components;
Better use and access to information on programmes and ability to use it for long-term
policy and planning;
Finding a better balance between implementation and strategy;
Need for more co-ordination in an increasingly complex organisation;
Need for more recognition by other stakeholders of the BEP educational models.

These are themes that we recommend to take up one by one (or in combination) over a
longer period than ‘technical’ recommendations. Progress on these themes involves
analysis prior to planning, and may comprise of broad meetings and workshops. Future
Missions may also contribute to addressing such themes, probably in the first place by
facilitating self-assessment and planning, and only in the second place by providing expert
advises.

The most important retuming view, however, is that all mission teams have recognised the
value, effectiveness and efficiency of BEP. All missions ended with positive final
conclusions.

In the present report the I0A-team builds upon these main themes and endeavors to
develop some of these issues further, taking into account that effective implementation of
recommendations related to these themes is not carried out easily. It requires planning

and patience.

2.3. Institutionalising learning

The I0A-team recommends enhancing accumulative learning from earlier missions. To
this end the I0A team have the following suggestions:

1. BEP and the donor-consortium could prioritise recommendations, considering the
strategic importance or urgency of each recommendation. It is wise to prioritise only a
limited set of actions for follow-up in order to ensure that follow-up will be given and
that recommendations don't disappear under the table after a certain period of time;

2. Along with the prioritisation BEP (and donor partners) could distinguish between
‘technical’ recommendations (e.g. minor restructuring, improving coaching) and
strategic themes (e.g. quality education, BEP's niche in the education sector). While
BEP may implement e.g. ten technical recommendations within a year, it may only
truly address two or three strategic issues over a few year timespan. Probably the
number of missions could be reduced, and missions may more often facilitate self-
assessment and planning, rather than providing expert advise on strategic themes;

3. Specific reporting on follow-up (including the problems, debates or unexpected
consequences) of the prioritised (technical or strategic) recommendations couid be
done to ensure a process of accumulative learning;

4. Reviews already receive a ToR with a focus on a specific aspect or theme. This makes
the missions complementary to each other over the years. If the succession of
missions is frequent, more references to other documents could be made instead of
repeating the same analysis, and the scope could be narrowed further;
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5. Appraisal and review leams should receive the earlier recommendations and actions
for follow-up before they start their mission. Following missions could be based on the
most important outcomes of earlier missions. This will prevent unwieldy growth of
recommendations over time and possible confusion on the outcome.
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3. Institutional and Organisation Description and
Analysis of BEP

3.1. External context

3.1.1. Socio-economic, cultural, and environmental situation

Bangladesh has made marked progress in the fight against poverty. In spite of this
ranked 132" on the Human Development Index (HDI) list of 162

Meyear) 20% 28% 7.0% 5.4% 6.6%

1570 442 49.1 492 490 43.4

\ﬂr " et 58.1 626 64.0 627 51.7

‘% change per year 1.1% 1.0% 1.1% 10 0.7%

1970 239 206 183 207 149

1997 i 100 108 136 108 104

% change per year -2.0% 1.7% 0.9% -1.8 -1.2%
523 465 29.1 454 Nd

a 470 74 263 431 Nd

41.4

L!ME 2 06% 1% -1.4% s - -
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Apart from these “hard" figures, poverty has many other dimensions. We refer to the DAC-
OESO (2000) model of interactive dimensions of poverty.

Figure 1: DAC-OESO model of interactive dimensions of poverty

Poverty is not only an economic phenomenon. The HDI also considers (as seen above)
the human dimension. More recent also the engendered HDI has been developed.
However, we have not seen data compiled on this index in Bangladesh.

As the scope of this IOA-mission is limited to BRAC Education Programme we will present
the elements of this model in relation to this programme, without entering into detailed
analysis.

Economic Dimension:

The poverty of almost 50% of the population seriously hampers access to education. The
poorest families cannot send their children to school because of the costs involved in
materials, food and clothing. The fact that education is offered for free is not enough to
enable the poorest families to send their children to school. The government is
implementing some programmes to overcome this issue by offering food or a small
financial compensation to families that send their children to school. Also scholarships are
offered for secondary education. BRAC/BEP offers education for free, including the
materials, to the poorest group of families.*

Another factor that limits children to enrol in both Government and BRAC/BEP schools is
the loss of another eaming member in the family. Sending them to school deprives the
(ultra-)poor from eaming the opportunity cost of chiid labour and gaining the minimum
family-income needed.

BRAC has recently increased the focus on its target-groups in order to be able to reach
more effectively the ultra-poor. Here the criterion of property is used. BRAC targets its
primary education efforts towards families that own less than 0.5 decimais of land and that
have to sell at least 100 days of labour per year. There is no such targeting in government
programmes.

WOF pipnght G

* A small fee of 5 Taka per month used to be asked for each pupil. 30% of the poorest families
were axampied of this fee. At present it is being considered to cancel this fee.
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Human Dimension:

Alimentation, health and education are important aspects of this dimension. The overall
picture is that poverty in Bangladesh is worsened by lack of access to these services. The
(lack of) access to education will be dealt with later in detail in relation to different aspects
of BEP. The figures presented in table 1 (see above) show that the situation of the poor in
Bangladesh aiso in relation to heaith and alimentation is not sufficient to enable
sustainable livelihoods

Security Dimension:

Lack of security of the poor in Bangladesh is strongly related to the great environmental
vuinerability of the country. The most important problems are the yearly floods that occur
in vast areas of the country. Structurally this limits access to education in these areas for a
significant part of the year for the children. Occasionally severe floods ruin the complete
livelinood (including life itself) of many people. They have to start all over again to rebuild
their lives. This factor contributes in a great deal to the persistence of severe poverty in
the country.

In the past decade a new serious environmental problem has emerged: access to safe
drinking water has become more difficult because of increasing arsenic pollution of
underground water in Bangladesh. As this is related to natural subterranean conditions,
this problem is difficult to tackle.

The BRAC Development Programme and the Advocacy Unit have targeted the arsenic
water pollution as one of their efforts to inform the population and authorities on this issue

and promoted advocacy for more attention to this problem. BEP is co-ordinating with other
unils and programmes to aiso tackle this issue in educational activities.

Social-cultural dimension:

Gender-inequality is one of the most important social-cultural aspects related to poverty.
The poverty-situation of women and children, especially girls, is more severe than for
men. Possibilities for development of women and children are less because access to
services, property and income is more limited.

Although bridging the gender-gap has become an element in many government
documents related o poverty reduction and education, it often is not clear how gender-
actions are targeted and more important how gender-equality can be integrated in these
actions. Isolated approaches on women's advancement have become common (this
doesn't automatically mean effective) but changing the relations between men and
women, children and elderly require a much more integral approach.

In this respect BRAC Education Programme provides a good example to others. While
targeting actions towards women and girls, the actions include a lot of attention to building

self-esteem and dignity of the people. This approach is needed to transform gender-
relations on the long term.

Poverty is more severe for ethnic minorities and isolated communities. Thus far fimited

attention is given to these population-groups. The government has begun recently to give
more attention to the soecial actions needed for the minority population. It is especially in
this area, where the GoB recognises the complementary role of NGO's to deliver services

to specific target-groups.
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people probably face the most persistent and serious problems of poverty, because they
share all the above characteristics of the poor, but in addition have to cope with physical
and psychological limitations. Their access to services such as education till date is
extremely limited and requires special attention. Also in this area the government
recognises a role for the NGO-sector.

Different cultural aspects limit the sustainable impact of educational efforts. The copying
and chorus culture, within the primary education system inhibit child-centred learning. As it
has been done this way over decades this aspect is difficult to change and requires
tremendous effort.

Political Dimension:

This dimension is related to the (human) rights situation of the poor and their possibilities
for participation and to influence policies and legal arrangements which have a negative
impact on their livelihoods. Access to the legal system by the (ultra-)poor is almost
impossible, because of the costs involved.

The accountability of the government at all levels towards the citizens is low and seriously
threatened by corruption and political struggles between parties. In general there is little
appreciation for politicians: "once they come into power they will only think how to enrich
themselves®.

The political dimension of poverty requires more attention from NGO's and international
donors. Actions related to the other dimensions of poverty will not have a sustainable
impact if this policy-dimension is not addressed.

BRAC's actions related to the interactive dimensions of poverty

BRAC as a whole addresses all dimensions of poverty described in the DAC-OESO
model. Its three main programmes are clearly focussed on economic (rural) development,
health and education. These programmes with an economic and human focus, also take
into account the socio-cultural and security dimensions. Gender and Environment are
transversally present in most of the interventions. At the same time BRAC's programmes
are targeted towards the (ultra-)poor, women and children.

The Education Programme, more recently, also targets the mos! vulnerable groups such
as ethnic minorities and disabled people (maintaining the priority-group of women also
within these target-groups).

The political dimension of BRAC's interventions is less developed, both at target group
and organisational level. Only in 2002 an advocacy unit was created to influence the
public and government opinions. It focuses on specific issues, mainly related to the BDP
(the programme “challenging the frontiers of poverty”). BEP Is exercising advocacy
towards the government on specific issues in the area of education

In the following paragraphs some of the most important elements and issues in the policy-
context of BRAC Education Programme will be addressed.
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3.1.2. Policy context
Poverty Reduction Strategy of the Government of Bangladesh

In the i-PRSP (2002) the Government of Bangladesh has recognised the vast and
persistent poverty of its population. At the same time it states that the country has one of
the most vulnerable economies on earth. Bangladesh is characterised by an extremely
high population density, a low resource base and a high incidence of natural disasters that
have an adverse impact on long-term-savings, investment and growth.

These characteristics set very challenging tasks for the Government of (GoB)
MWMEMWWMWW%[MDG}MEDE In the i-

income poverty reduction target. (PRSP 2002, page viii). In relation to the other MDGs the
GoB is slightly more optimistic.

2000 Annual 2015 based 2015
Progress 1990- on progress criteria

50 15% 37 30

56 6.0% 88

75 34% 100 100

65 132% 100

B8 -3.0% 24 N

320 33 % 80 147

61 08% 89 73

Bl 24% a7 26

The i-PRSP presents a strategy that is focussed on the following areas:
A) Pro-poor economic growth

- @nsure macro-economic balance;

promote good governance;

agriculture;
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The GoB states in the i-PRSP that the "emerging challenges demand a new outlook and
indeed a fresh approach towards coalition building at the level of actors (central
government, local governments, NGO's, CSOs, CBOs, private sector).

... The state machinery will play the pivotal role as the coalition builder, pace sefter,
strategy formulator and driver of reform and renewal.” (ibid. page x).

In order to be able to play this role the GoB mentions that stafe capacities have to be
increased and actions in this area demand an important place and allocation of budgets in
the operationalisation of the i-PRSP.

Although the NGO's are mentioned as coalition pariners, the i-PRSP has not actively
involved the NGO-sector in elaboration on paper. And although the document slates that
an active role is attributed to this sector, the NGO's (and the development agencies) are
merely seen as sectors that need to be democratised before it becomes a trustworthy

coalition-partner.

It is questionable if the GoB will be able to implement the i-PRSP and reach the MDGs
without these partnerships with the NGO-sector. Because of the short-term urgency of
actions to reach these goals, the GoB should open the dialogue on co-operation with the
NGO-sector as one of the first actions in the framework of the i-PRSP.

In many of the areas and strategies mentioned in the i-PRSP, NGO's and BRAC in
particular have a long term experience in high impact programmes of pro-poor
development and impact of GoB actions could be greatly expanded when this experience
is effectively tapped.

It is striking that education receives little attention in the i-PRSP, especially when
considered that three of the GoB 2015 goals are related to this area. Only under the
heading of Human Development of the Poor education is mentioned. Interesting is that
education is exactly one of the few areas where the role of NGO's is explicitly recognised.
‘NGO's can be involved in providing high-quality education in the country along with the
government and the private sector” (ibid. page 47). Here lies an important opportunity and
task for BRAC/BEP and other NGO's to force their way into the implementation of the i-
PRSP.

The i-PRSP contains more possibilities for advocacy by BRAC/BEP: strongly related to
the strategy of BEP to target girls and women within Women's Advancement. Local
Government and Participation is also relevant, since the implementation of the NFPE-
schools occur al the local level, involving interaction between communities and local
governments. There are also linkages to other BRAC programmes. The i-PRSP calls for a
coherent and integral advocacy towards the government, not only by BRAC but aiso by
the NGO-community as a whole.
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Education policy

The Ministry of Primary and Mass Education (MOPME) in 2002 produced its Second
Primary Education Development Program (PEDPII). This PEDP |l is produced in the
framework of the more encompassing “Education for All, 2002- 2015 plan of the GoB.
The PEDP is a sub-sector plan that addresses the area of primary education in
Bangladesh. The plan was produced by MOPME in consultation with many actors,
including the NGO-sector. However, this participation was limited according to BRAC and
CAMPE, who were involved at certain stages. Intemational donors, with the Asian
Development Bank as leading pariner, played an important role in the elaboration of this
plan. As a result of different visions and positions of donors and a strong position by
MOPME, the plea of some donors for having more involvement of NGO's not only in the
elaboration but also in the implementation of this plan has not been achieved. The PEDP
Il is almost entirely directed to the own strategies and actions of the GoB and MOPME in

particular

The PEDP Il takes the analysis of poverty in the i-PRSP as a starting point and places the
primary education strongly in the context of poverty reduction strategies. A second
important element, mentioned in the PEDP I, is the process of decentralisation. This
process provides an important opportunity as the GoB and MOPME “have endeavoured fo
encourage devolution of decision making to more local levels (Upazilas, School

Commmittees (SMCs)... It seems that much of the required organisational
structure is in place for effective deceniralisation, but devolution of decision making and
authority still needs to be institutionalised” (PEDP |, page 8-9).

Primary education in Bangladesh is provided through a diverse structure of 11 categories
of schools (government schools, registered non-government schools, madrassas and
private schools). The primary education offered by BRAC is considered non-formal and
thus not officially recognised as primary education and no mention of BRAC's NFPE
model is made in the entire PEDP Il

MOPME recognises some of the major problems in primary education and the PEDP Il
speaks openly about high drop-out rates of 33% and net enrolment of only 75% for the
formal sector. Estimates of the number of children that are not reached by the primary
education system, including the NGO-efforts, vary between 5 and 6 million. Even with the
most positive scenario after implementation of the PEDP |, this number will still be
between 2 and 3 million.* At the same it states that the low quality of primary education is
one of the gravest educational problems in Bangladesh. The total number of class hours
in formal primary education (five-year cycle) is one of the lowest in the world, totalling
3.840 hours against the international average of 5.367 hours. The effect of primary
education on sustainable literacy is low. MOPME confirms the outcomes of independent
investigations, such as Education Watch, that “other types of school overall ratios are far

The Education Watch reports by CAMPE are even more critical and point to a serious
problem in primary education not only with respect to quantity but also to quality. But even
if the own figures of MOPME are considered, the urgency for improvement in the primary
education sector cannot be denied.

The most important constraints that the PEDP Il has to overcome are:

* For a further elaboration of the coverage of primary education and future scenarios related to
PEDP Il and BEP's efforts in primary education we refer to annex 5.
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A) Demand side: factors that prevent children from going to school e.g. poverty, direct
costs of schooling, opportunity costs, special needs of some children, cultural
constraints and prejudices;

B) Supply side: limited capacity of schools to cater for all children needing education and
lack of quality. Also at the level of teachers there is a lack of motivation to perform well
at schools.

C) Institutional: insufficient policies and arrangements to keep children at school.
Inefficiency and managerial problems.

The strategy of PEDP |l addresses these three areas. The project purpose of the PEDP li
is to provide quality primary education to all eligible children in Bangladesh and to define
hmm

Increase of current public expenditure (1.1% in 2001) on primary education increased
to at least 2.8% of GNP by 2008;

Gross Enrolment Rate improved to 110% in 2008 (97.5% in 2001)

Student completion rate increased to 80% in 2008 (67% in 2001)

Repetition rates reduced by 50% in 2008

Dropout rales reduced to less than 15% in 2008 (33% in 2001)

Absenteeism from school reduced to 20% in 2008 (40% in 2001)

SRR TERN R T

International donors are expected to fund 600 million US dollar of the 1,8 billion PEDP IFF,
for the period of five years. Thus foreign donors contribute 33% of the budget.®

The programme components and main actions foreseen are the following:

1. Quality improvement through organisational development and capacity Building;

Organisational reform of MOPME implemented at the end of 2005

From 2005 yearly 15.000 newly trained teachers will be appointed

Quality improvement in schools and classrooms;

Students’ competency based learning achievements increased by 75% in 2008

Proportion of class V students entering in Primary Scholarship Examination increased

from present 20% to 50% in 2008 and the level of passing the exam from 5% to 20%.

At least 40% of the schools will meet PSQL standards and procedures in 2008

Quality improvement through infrastructure

12.000 new classrooms constructed annually up to a total of 60.000 in 2008

Water and sanitation in all primary schools in 2008

All new physical facilities, infrastructure and services will conform to PSQL standard

IMWWWWWMM

Net enroiment ratio and educational attainments on the basis of ethnicity, location and

gender show no disparity in 2008

- At least 20% of the primary schools adopt explicit strategies to provide inclusive
education by 2008

- Children with disabilities are identified in 2006

5. PEDP Il implementation, management and monitoring

- Concept for PEDPII co-ordination, management and monitoring system available by
June 2003.

- System becomes fully operational by the end of 2004

As the preparation of the PEDP |l has suffered delays, donors will not provide their inputs
before January 2004, most of the actions will show a delay of at least 6 months to a year.

L) L] M L] L]
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MOPME recognises that these actions in the PEDP |l alone are not enough and will have
to be complemented by other actions. A clear example here is that in the NEP 2002 it is

* The original budget of the PEDP Il was 2,3 billion USD (including contingencies).
‘MFEDFIIWMBmﬁmWWh'NGD ‘innovations’.
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foreseen to bring back the teacher-pupil ratio from 1:60 to internationally accepted
standards of 1:40. This simple fact means that the 60.000 additional classrooms foreseen
in the PEDP |l will have to be complemented with at least 68.000 classrooms, and 34,000
additional teachers. Increasing the five-year cycle of primary education 1o six years as is
foreseen in the NEP and NPA would even require more efforts.

the vastness of these problems and challenges it is again striking, as in the i-
PRSP, to see the lack of references to alternative NGO-modeils for primary education,
while these are catering for approximately 8% of the total primary education efforis.

The National Plan of Action 2002 "Education for All* is clearly more receptive to NGO
efforts in education in general and several positive references are made towards the
NGO's. In the National Education Policy 2000 we can read that there will be *two streams
of mass education based on the age of the learner as well as the subject to be taught.

is complementary to the primary education system®. In spite of the reference to the NGO-
efforts as non-formal there is an acceptance that children between 8 and 14 can be
enrolled in this form of education. Following the national curriculum for formal primary
education “those boys and girls who complete non-formal education will be able to enrol
themselves at the appropriate level in the formal primary education system® (NEP 2002,
page 10).

Whereas the Directorate of Primary Education under MPME does not count on NGO
partnership or sub-contracting the provision of primary education, the Directorate of Non-
Formal Education (targeting to increase literacy among adults until 45 years) does use
sub-contracting to NGO's as a modality to achieve its targets. Criticism to the practices of
this Directorate is that winning contracts requires bribes and that payments are frequently
delayed.

Thinking positively, the fact that the NGO's have disappeared from the scene in the PEDP
11, might be a temporary situation. The PEDP |l, although almost in its inception stage,
requires significant efforts of NGO's and international donors to promote more recognition
of the NGO's as efficient deliverers of quality primary education and other forms of non-
formal education for younger or older target-groups such as pre-primary children,
adolescents and adults. The NEP 2000 and NPA 2002 could be used as leverage in this
advocacy.

In discussions with Directors and DG of DPE of MOPME and with CAMPE and
BRAC/BEP it has become clear that the recognition by MOPME and more recently also by
MOE of the work done in education by BEP is growing. Thus far this recognition mainly is
directed to the non-formal actions of BEP targeted to specific target-groups
WMMNWWMBEFNFPEMMMM
been mentioned in this respect, so the mainstreaming of the NFPE-model still remains a
challenge for the medium and long term. The present growing joint implementation of
specific projects, however, bring both ministries closer to the experiences of BEP and it is
likely that the NFPE schools on the long run will not remain out of sight. Specific and
targeted lobby for mainstreaming the NFPE-model has to continue and expand.

The important message is that the situation has changed in favour to improve relations
between BEP and MOPME en MOE. This opportunity has to be seized.

Page 27 (76)



@A\JDF Institutional and Organisation Analysis of BEP

Other important policy-developments

Within the scope of this IOA-mission, time lacked to analyse other important policy
developments in detail. Following international trends and debates in development co-
operation, a lot of attention is given to processes of Decentralisation and Public Sector
Reform and Deceniralisation. This is aiso the case in Bangladesh. The i-PRSP and PEDP
Il both refer to the importance of decentralisation of budgets and authorities to the local
level to ensure a more efficient and more need-based approach towards poverty-
reduction. As education is delivered at the local level, the decentralisation process
provides an important trend to be analysed by BEP. As relations with local governments
and government officials at the local level are already good and the level of co-operation is
intense and positive, there is an important opportunity for leverage in advocacy towards
the central government.

Acquiring funding from the central government by the NGO’s is only one way to achieve
long-term improvement and sustainability of the education efforts of the NGO's. Acquiring
funding by involving in partnerships with local governments in the future might pave an
alternative way, although it is likely that these opportunities will only gradually emerge
during the decentralisation process.

The same applies here as under the headings above: the process of decentralisation
requires continuous attention of BEP (and its donors). Advocacy efforts should take into
account the opportunities (and threats) this process presents.

Processes of Public Sector Reform will change the structure of the government at all
levels. At present, the central government apparatus is extremely complex with 40
coherency of policies can be reached by reorganisation of this apparatus. This means that
target-groups and key-persons in the ministries might shift or even disappear. On the one
hand this threatens the good relations already built with government officials at certain
levels. On the other hand this might provide an opportunity when new officials, with
technical competencies, hold important positions in the government. This requires a
double strategy for advocacy, on the one hand focussing on continuity (directing to the
*open® officials in the ministries) and on the other hand identifying the rising stars in the
ministries and maybe even transferring more competent people from the NGO-sector to
the government. The IOA mission has met one ex-functionary of BEP in MOPME and
there are probably more. Continuous follow up of the process of Public Sector Reform
might provide more opportunities in the future.

A threat: Wide spread corruption in the state apparatus

Of course the general picture is not only positive. Besides the opportunities there are also
threats. The wide spread corruption within the state-apparatus at all levels - Bangladesh
has the doubtiul status of being one of the most corrupt countries in the world - this is a
serious problem.

In the first place corruption limits the flow of resources towards real implementation of
actions and provision of services to the population as a whole. A decentralisation-process
without addressing the issue of corruption will even worsen this situation, as there will be
more possibilities for corruption. The I0A-team has observed this in the decentralisation of
the NGO(project)-certification by the central NGO-affairs bureau. At district level the
practice of corruption has already established itself by asking fees from NGO's for
certification of projects. The Federation of NGO's is trying to revert this arrangement of
certification and the institutionalisation of corrupt practices in this area.
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in the second place corruption diverts the attention from a real policy dialogue, because
officials sometimes are not in the government to develop and implement policies but
simply for individual gain. As long as those officials are wide spread in the government a
real policy-dialogue will be extremely difficult.

The issue of corruption deserves major attention in advocacy efforts of NGO's and donors
towards the GoB. The process of Public Sector Reform probably provides the best
framework for this advocacy to reach sustainable results in improving mediocre
government to good governance. Until now the GoB is only paying lip service to the
international plea of good governance. However, in the PEDP |l the development and
implementation of an anti-corruption strategy (for MOPME) is foreseen.

3.1.3. Collaboration between GoB and NGO's

The relations and contacts between de GoB and NGQO's have never been frequent and
friendly. With the arrival of the new government in 2001, these relations have further
deteriorated. The main issue being that the government has accused a group of six NGO's
(among which Proshika, a big NGO, also with activities in Education) of partisan political
activities during the election process. As this is forbidden under the Societies Act 1860,
the government decided to freeze the assets of these organisations pending the outcomes
of an investigation. Until date, the conclusions of this investigation have not been
presented. It is not evident that this group of six organisations committed any illegal
actions, however there is suspicion.

After the accusations, the strategy of the Association of NGO's (ADAB) was to confront
the government, mobilising support from NGO's and the public in general by media
activities and demonstrations. The government did not did not look on kindly at this
deteriorated and entered into a deadlock in late 2002.

The government announced that the legisiation on NGO's would be revised in order to

create a more coherent set of regulations and arrangements for this sector. In fact this

revision was not a new action of the government but a follow-up on earlier attempts to

harmonise this legislation. However, in the light of this open crisis, the intentions of the
government are seen as dangerous and as attempts to control and limit the activities of
the NGO-sector as a whole.

Since no effective dialogue was in place between NGO's and the government because of
the frozen relations with ADAB, the sector had no way to influence this. In 2002 a group of
NGO's realised a convention outside the framework of ADAB to discuss strategies 1o re-
open the dialogue with the government, since ADAB by no means was willing to do so.
This convention resulted in the creation of a temporary committee (National NGO Co-
ordination Committee, NNCC) with the goal to co-ordinate a new dialogue with the
government. As this strategy was not endorsed by ADAB, this convention and the
founding of NNCC provoked an open confiict within the NGO-community.

The temporary NNCC realised a second convention in February 2003 and it was decided
to form a second co-ordinating organisation of NGO's parallel to ADAB with the goal to
continue the dialogue with GoB. In May 2003 the Federation of NGO's was formally
established and from that time there are two co-ordinating bodies of NGO's with conflicting
stralegies. As ADAB did not accept letters of resignation from many NGO's while other
NGO's chose to remain as members of ADAB but at the same time be member of the
Federation, the present situation of membership and representatively of both
organisations is confusing. ADAB claims to have many NGO's in its membership, but
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several de facto have resigned. The Federation of NGO's was founded with a membership
of 393 NGO's and until September 2003 about 450 organisations have requested
subscription to the Federation. In September the board of the Federation will formally
validate these new requests, expanding the membership of the Federation to a more

The Federation of NGO's meet occasionally with the NGO-affairs bureau (an office
resorting directly under the Prime Minister) to discuss matters related to the harmonisation

of the NGO-legislation.

The experience thus far is mixed: the Federation has been able to bring in their major
objections and suggestions for the new legislation, but the GoB until now hasn't come up
with a clear proposal. According to the federation this is related to the fact that three
different Ministries are in some way dealing with the NGO-legisiation and they all have
their own interests. The assessment of the Federation is that it is not likely that NGO-
legisiation will be harmonised but that some amendments will be made to existing

W- i .-

Thapraaaimmmqumsﬁuﬂﬁn'sm
Registration under the Societies Registration Act 1860;

- Registration under the Ministry of Social Affairs;

- Certification of projects of NGO's by the NGO-Office: this certification of projects
recently has been decentralised to the district level, causing many problems of
corruption by government officials charging a fee (of sometimes 10%) to centify the
projects of NGO's;

Clearance of international project-donations by the NGO-office.

MMmM%mWMMnMM&MMIM

in the light of these requirements it doesnt seem a bad idea to harmonise NGO-legislation
and the Federation isn't against it. However, it remains unlikely that this will occur.
Amendments fo existing laws might even create greater confusion.

TManhmmmﬁmmeNGﬂ‘sm
Abolish the Certification of Projects of NGO's as this is not complementary to the
Registration and creates too many possibilities for increased corruption.

- Create more clarity on the clause on partisan political activities of NGO's: the GoB
wants to place all NGO's that are accused of these activities under a Governments'
Caretaker Body. This is unacceptable for the Federation and they propose that NGO's
(and boards) activities should be separated from individual activities. If rightly accused,
the boards of NGO's should have an opportunity to resolve these matters internally
(e.g. by exonerating the accused individuals). Only when the boards cannot resolve
these issues internally the GoB could place a Carelaker.

- Clarify the definition of partisan politics: human rights and advocacy activities that are
directed to government policies and action cannot be considered as such.

The Federation of NGO's has encountered receptiveness from the GoB to consider these
issues, but no final (draft) proposals have been shared. This is foreseen for the near
future. The expectation of the Federation is that Certification will be lifted before the end of

this year.

It is difficult to predict how the dialogue between the GoB and NGO's will develop. At the
same time it is clear that the confiict between ADAB and the Federation of NGO's is deep
and will not be easily resolved. The first signs that can shed more light on this issue would
be that certification indeed be lifted and what will be the final verdict of the GoB on the
alleged accusations of the group of 6 NGO's.
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As both BRAC and Proshika are important and very visible NGO's, the conflict also affects
the relations between these two. It is however likely that BRAC will not be affected in the
way Proshika is now. It is notable that within BRAC there are no great concerns on the
immediate and long-term consequences of the present crisis. This is slightly optimistic
when we take into account that future legislation will affect all NGO's in the same degree.
If legisiation becomes more restricted, BRAC will also suffer the consequences.

The issue therefore needs continuous attention from BRAC (which it currently gives, as
both the chairperson and executive director are involved whereas the director of Public
Relations of BRAC was appointed as the executive director of the Federation of NGO's).

Directly related to BRAC Education Programme, the activities of CAMPE are very
relevant. CAMPE is the Campaign for Popular Education, a network of 450 NGO's working
in the area of basic education. The network was created in 1991 as an immediate
response to World Conference on Education for All, Jomtien, 1990. CAMPE works in the
field of literacy and facilitates development and promotes quality products and innovative
literacy modeis of its partner organisations. It influences the government and donor-
organisations to create an enabling environment for NGO's to ensure quality education
and it builds networks with organisations to achieve the goal of Education for All nationally
and globally. BRAC is a member of CAMPE.

One of the most visible and important activities co-ordinated by CAMPE is the production
of the yearly Education Watch Report to monitor the state of education in the country.
These reports are widely used by NGO's, international donors but also by the GoB and as
such are an important instrument in the advocacy efforts of the NGO's to influence the
policies of GoB on education. As such, CAMPE is one of the most important allies of BEP
in the promotion of its alternative education and primary education models. CAMPE

complements the issue and activity-based advocacy efforts by BEP on the overall level of
education policies.

3.2. Main stakeholders of BEP

The main stakeholders of BRAC Education Programme are of course the approximately
1.8 million peopie of the target groups (primary pupils, teachers, adolescents, adults, pre-
primary children) reached by the programme in the phase 2004-2009. The scope of this
IOA mission didn't permit to assess the appreciation of the services of BEP by these target
groups. Based on interviews with local and regional level empioyees of BEP and the
outcomes of the “open space” meetings, the 10A-team has the impression that the
appreciation of the target-groups of the activities of BEP is positive. There are many
requests of target-groups to work together with BEP in primary education. In addition to
this the expansion and diversification of other activities directed towards adolescents,
adults and pre-primary children are a direct result of needs expressed by these target
groups. There is no systematic client-satisfaction monitoring done by BEP on its different
activities to provide other data. For more information on this subject the I0A-team refers to
other programmatic reviews and assessments of BEP, which are more focussed on the

implementation level.
Local governments and communities at the Upazila and district level are involved in the

planning and running of the NFPE-schools and in many cases also other programmes.
BEP relates to the Upazila Recourse Centres to co-ordinate activities and build capacities.
The relations are described as good and many letters of local and district government

officials express a clear support to BEP's activities and make requests to extend the areas
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of co-operation. These letters are often directed to national level government officials, thus
trying to acquire more commitment of this side for co-operation with BEP.

At the national government level the main stakeholder is the Ministry of Primary and Mass

Education (MOPME). Relations with this ministry are increasing at the technical level,
directors and the Director General-PME. There is a clear recognition of the capacity and
relevance of the work of BEP and there is a will to extend co-operation. This is especially
s0 with BEP's pre-primary schools and post-primary education (transferral of a limited
number of government community schools to BEP). The interest extends also to the
projects with adolescents, reading centres and community libraries. However, the NFPE-
schools is avoided as a subject and isn't part of the areas of co-operation. BEP recently
has approached the Ministry of Education to investigate possible areas of co-operation in
secondary education. Also with the Ministry of Youth and Sports, BEP maintains regular
dialogue and is realising joint activities.

BEP is working with 514 NGO's in the ESP-programme to operate NFPE-schoois. These
NGO's highly value the co-operation with BEP. There is an interest to extend the co-
operation as well as in number of NFPE-schools as in other programmes. BEP is seen as
competent and reliable, although sometimes strict partner: especially with respect to
financial aspects the NGO's sometimes claim that the level of support is not enough. The
co-operation with BEP provides an important reference for these NGO's in their relations
with donors and local governments.

National NGO's: BRAC is part of most networks and maintains extensive relations with
NGO's. Lately the relations with some NGO's have suffered setbacks. As BRAC was the
initiator of the Federation of NGO's the relation with some ADAB member-NGO's,
especially Proshika has changed into a cold shoulder. CAMPE is one of the main

networks that co-operates intensively with BRAC/BEP.

The International donors of BRAC/BEP have formed a donor-consortium (in 1991). This
consortium maintains a collective dialogue with BRAC/BEP on funding requirements,
monitoring, evaluations and appraisals of BEP. The Donor Liaison Office (DLO), staffed
with two programme officers and two service staff facilitates the relation of the Consortium
with BEP. The relation between DLO and BEP is intense and reciprocated by trust and co-

operation.

Also at the level of the individual donors the relations with BEP are characterised as
intensive, open and constructive.

The results of a questionnaire with 6 donors of the consortium show the following picture.
Table 3: Donor appreciation of BRAC's performance
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Donor appreciation of

(on a scale from 1 - 4)
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10OA research, 2003

The general appreciation of BEP by members of the Donor-Consortium is higher than
average (on a four point scale of poor, less than average, higher than average and good).
Most aspects were considered higher than average and only three aspects were
characterised as lower than average.
The highest appreciation of the donors was related to:
- The capacity of BEP to set clear and relevant targets,
- The capacity of BEP 1o achieve these targets;
- The reliability and co-operativeness of BEP.
The elements thal were least appreciated are:
- The interest of BEP in co-operation with other actors;
The level of external orientation towards trends and policies,
The level of quality and client-orientation.

Especially on the element of quality and client-onentation the I0A-team has observed
differences of understanding of these concepts between the donors and BEP.

3.3. Vision and Mission of BEP (within BRAC)

The society of BRAC is registered under the Societies Registration Act 1860 and complies
with all regulations and legislation with regard to NGO's.

BRAC's overall vision is:

Page 33 (78)



@DF Institutional and Organisation Analysis of BEP

"A just, educated, healthy and democratic Bangladesh free from hunger, poverty, and
environmental degradation as well as all forms of exploitation based on sex, religion and
ethnic background.” (BRAC 2001b, p.12)

This vision is translated in the following mission:

“BRAC works with peopie many of whom still live in poverty, illiteracy, disease and other
development interventions, BRAC strives lo bring about changes in the quality of life of
these people. BRAC firmly befieves and is actively involved in promoting human rights
and dignity through building poor people’s, especially women's, social, economic, political
and human capacity. BRAC is committed to making its programmes socially, financially
and environmentally sustainable using new methods and improved technologies. As part
of its support to programme participants and its financial sustainability, BRAC is also
involved in various income-generating enterprises.

Although the emphasis of BRAC's work is af the individual and community levels, the
sustenance of work of the organisation depends on a pro-poor, pro-women and pro-
children policy environment and on supportive infrastructure. To achieve that, BRAC will
continue its efforts to bring about changes at the macro level.

The fulfilment of BRAC s mission requires the services of competent professionals
committed to the goals and values of the arganisation. BRAC thus believes in promoation
and development of programmes of excellence that will produce leaders and managers
with competence and commitrment.

Given that development is a complex process requiring a strong dedication to learning,
sharing of knowledge and being responsive to the needs of the poor, children,
adolescents and women, BRAC places a strong emphasis on the overall development of
its programme participants and their organisations at all levels. BRAC thus engages itself
in the process of capacity development of its staff and programme participants.

In order to achieve its goals, wherever necessary, BRAC welcomes partnerships with the
development partners both at home and abroad.” (ibid. p.12)

BEP is the transiation of the vision and mission of BRAC in a concrete strategy in the area
of education and this programme complements the BRAC Development Programme and
Health Programme. These programmes together contribute to the realisation of the
mission of BRAC.

BRAC Education Programme especially contributes to the element of building the faculty
of the poor people in respect to social, economic, political and human capacity, with
emphasis on women. It also contributes to the capacity development of staff and
programme participants. This situates BEP at a very central place in BRAC's overall
mission.

3.4. Place of BEP in the society of BRAC

The society of BRAC as a whole constitutes one of the biggest NGO's in the world and it is
certainly the biggest NGO in Bangladesh. Before we introduce the structure of BEP
specifically a few words are needed to outline BRAC's overall structure. A basic
representation of BRAC's overall structure is the following:
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3.4.1. Top management structure of BRAC and place of BEP

The Chairperson of the society of BRAC is responsible for overseeing the overall
operations of BRAC and still exercises executive functions in relation to the financial
management and strategies and he is chairperson/shareholder of the BRAC University
and BRAC-related enterprises. The chairperson also represents BRAC in some external
bodies.

The executive director (ED) is responsible for all programmes, Research and

Development (RED), Support Units and directly supervises the Monitoring and Audit Unit.
The ED exercises some functions of official representation of BRAC in external bodies.

Three Deputy Executive Directors are responsible for:
+« DED 1: BRAC Training Division and Advocacy Unit
DED 2: BDP, Health and BEP
* DED 3: Research and Evaluation Division (presently on leave)

An advisor is appointed at the top-management level to advise the ED, DED. A second
advisor advises Programme Heads and Co-ordinators on issues related to the BRAC
Education Programme.

Especially relevant to the functioning of BEP are the support units at BRAC-level (Training
Division, Human Resources Department and Advocacy Unit), RED, the Financial
Administration, Monitoring & Audit Unit, the newly established (2002) Advocacy
Department and the BRAC University Institute of Education and Development (BUIED)
that is recently conceived and to be set up independently under the structure of BRAC

The relations with the support and financial departments are mainly at the
functional/operational level and are well established. The link with RED is relatively weak.
It is not clear how RED defines its agenda of researches and it is also not clear how BEP
can influence this agenda. As a result only occasionally research is carried out that is
commissioned by BEP and directly relevant for this programme. A few years ago a list of
priority research items was elaborated by BEP, but only a few of them have been carried
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out. The relations with the Advocacy Unit (which is resorting under Support Units),
because of the recent creation of this unit, are important but not yet clearly defined and
established. Future relations with BUIED will be very relevant, but are not yet defined. This
institute will be functioning within the University of BRAC, related to BRAC, but functioning
independently. The Chairman of BRAC establishes the link between BRAC and the
University as its chairperson. At the same time several of the functionaries of BRAC are
involved in the University as lecturers and members of the Scientific Board.

At the central level the programmes are clearly divided in different units in the
organisational structure. At the decentralised- level we can see that the infrastructure of
regional and district offices is serving the different programmes at the same time, thus
rationalising financial and infrastructural resources. At the functional/operational level, the
programmes are clearly divided.

3.4.2. Place of BEP within BRAC-structure in terms of number of staff

In terms of number of regular, project and service staff, including the teachers that are
recruited by BEP, University staff and staff of programme related income generating
related enterprises (excluding the commercial enterprises) we arrive at the following
picture:

Table 4: Number of staff BRAC (June 2003)

Number of Staff BRAC June 2003

Source: Human Resource Department BRAC, 2003

The total number of staff employed by BRAC is 65.664. BEP's place in the overall
structure of BRAC is congruent with its central place in the mission of BRAC. In terms of
human resources BEP employs 3.270 regular and 3.464 project-staff members in May
2003 on a regular basis. The 3.464 project-staff of BEP is not included in the statistics of
the HR Department. BEP in the regional offices maintains separate statistics and
monitoring of this staff. This means that these staff-members are not within the HRD-
system (but they are included in the salary-system of the Financial Administration
Department). It is recommended that also the project-staff be included in the HRD-system
in order to ensure that these project-staff members can benefit from the same support
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from the HRD. Inclusion of the BEP project-staff is also needed to maintain accurate
statistics on the total number of staff in BRAC.

In the table above we have added the project-staff to the official number of HRD on
project-staff in other departments. If the teachers of the NFPE schools are also taken into
consideration in the statistics of HRD (they are included in the numbers of HRD) the total
number of staff within BEP is 40.440. In terms of human resources BEP employs by far

the largest number of people.
3.4.3. Position of BEP in the BRAC-structure in financial terms

In terms of finance (expenditure on programmes) the BRAC-structure can be represented
as shown as follows:

Table 5: Place of BEP in BRAC structure in financial terms

milllions of USD
(1 USD = 57.61 taka)

Source: Annual report BRAC, 2002’

Considering the scope of the BEP-programme in terms of expenditure, this programme
comes second after the BDP programme (the programme-related enterprises are related
to all programmes of BRAC). investments in the BDP per beneficiary are higher, but this is

’Taﬂ“hmhmmmhwwmmudhmmmm
new loans paid in different BDP-programmes (ioans to VO-members (21. 10 million USD); Motor
Cycle Loans (0.92 million USD) and Other Loans (4.34 million USD) have not be taken into
account. Also the Purchase of fixed assets (8.59 milion USD) has not been included. These figures
in total account for 34.94 million USD, which explains the difference between the balance-
statements on expenditures (126.06 million USD) and the total expenditure of BRAC in 2002 (161
million USD) presented in the introduction of the annual report of 2002.
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logical considering the nature of that programme (involving investments in inputs and
machinery etc.).

The income generating programme related enterprises are BRAC printers, BRAC Cold
Storage and AAF Aarong Shops). The commercial enterprises of BRAC are itds. They
funchmseparatatyananﬁrprim with BRAC as a shareholder. The Chairperson of

BRAC (BRAC as an institution is the sharehoider of the commercial enterprises) serves as
a link between these enterprises and BRAC. The independent commercial enterprises
are: BRAC Bank, BRAC Industries, BRAC BD Mail network, BRAC Renata Argo
Industries, BRAC Services, BRAC Concord Lands, Deita BRAC Housing Finance
Corporation, Bangladesh Netting Factory.

BRAC in this way is generating a significant income of its own. Without having exact
figures on the enterprises and income generating programmes, this income amounts to
several millions of dollars. For example the present 330 million USD portfolio of the Micro-
credit programme (2003) is generating almost a 15% profit for BRAC, which alone is
amounting to aimost 50 million USD.

This income is for the bigger part invested in expanding the Micro-Credit Programme and
other income generating programmes and enterprises of BRAC, contributing to the
gradual improvement of BRAC's financial self-sufficiency.

The trend in improving financial sustainability of BRAC as a whole has been as follows:

Table 6: growth and financial sustainability of BRAC

Growth and Financial Sustainability of BRAC
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BAnnual Expenditure

OExternal Donor
Contribution

{in millions USD)

1897 1868 189% 2000 2001 2002

Source: BRAC Annual Report 2002. Note: this table includes the loan expenditure and
purchase of fixed assets of BRAC.

The goal of BRAC is to reach 50% self-financing of the BEP over the next 20-25 years. In
other words: BRAC aims to finance 50% of BEP's budget (which is foreseen to stay
roughly the same) from profits made by BRAC enterprises. Considerable self-financing
within BEP (in other words by payments for education by parents) isn't the goal:
BRAC's/BEFP’s vision is that Education cannot (and need not) be sustained by payments
for service-delivery by the target group. Whereas BRAC targets to raise its own financing
of BEP to 50% in 20-25 years, the lion share of the remaining 50% of the budget will need
to come from donors or the government. In view BEP's vision of becoming a Resource
Center, the composition of the budget will also over this period.

At present BEP is the BRAC programme that is most dependent on external financing.
BRAC's contribution to the BEP-programme in the past period was 0.4 million USD per
year (approximately 2%) and for the next period will expand to 0.8 million USD (per year).
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Al present BRAC is investing an amount of 1 million USD dollar of own income in the
Health Programme, which is also sustained 70% by contributions from target-groups for
service delivery in this programme.

These figures demonstrate a clear commitment of BRAC at the overall level to improve
the independence of BEP of external funding on the long-term, but that the planned
increase is still enormous. On financial aspects and sustainability specifically related to
BEP we will return in section 3.8 on inputs of BEP.

3.5. Strategy and main objectives of BEP

BEP did not formulate a separate vision and mission in the past BEP-plans, but it does
formulate its own specific strategies for its programme components that contribute to the
general mission of BRAC.

At present BEP is developing a specific long-term vision on *Education for All* in

and its mission towards achieving this, within the scope of BRAC's vision and
mission. This vision has been discussed internally and also with the donor-consortium but
till date is only partially in documents, such as the project-proposal for 2004-2009. Some
of the elements are developed further in a paper "Consideration of the future direction of
the BRAC Non Formal Education Programme®, based on the outcome of a meseting with
donors on January 16, 2003.

This BEP phase IV document describes the long-term vision of BEP as follows:

*Human resource development is the major need of Bangladesh as the country has limited

other resources. In order to be part of the emerging global system Bangladesh should be

aiming for an education system where:

- Al least 40% of children would have a good secondary education (the present
proportion is less than 15%.)

- 10-15% of young people would receive lertiary education (the current ratio is under
5%)

These figures will not be reached without a major improvement in quality and
achievements at primary level.

Government will be unable to meet this need from its own resources; so there is still a
case for external assistance in the foreseeable future. Moreover, the government has not
demonstrated the capacity to develop and implement creative approaches to serve
effectively the disadvantaged groups in the population who remain deprived. Therefore, if
all external assistance funds were to be channelfed directly through the government these
will not be utilised to the best advantage. Although both BRAC and the donors recognise
that ultimately education is a public sector responsibility, there is still a need for a diversity
of providers, preferably working through an increased institutional capacity at Upazila and
local level. At the same time, there should be a gradual shift towards funding from

of community and other non-government resources.
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BRAC has the ability to support the government's primary and basic education goals both
through its primary schools and other education activities and its role as a learning
resource centre. Equally important, it can support the government education programme
through its large and widespread organisation at a communily level due to its extensive
VO network. Through the combination of these factors it is envisaged that BRAC could
eventually become a network of Education Resource Centre for the nation, assisting with
community-based management of education, teacher training, curriculum development,
and capacity building.

In this vision the progression seen for BRAC is from its present position as providers of
basic education to one as a network of Education Regional Centres on a regional/ national
scale. This path with take BRAC through a growing role in high priority innovative activities
ranging from early childhood and pre-primary schools, to extended primary and post-
primary basic education, to education for children with special needs, and to creating
community learning centres." (BEP phase IV, 2003, page 15-16).

This vision clearly points towards a different direction than the one in the past phases of
BEP's programmes. In discussions with people within BEP and with donors the |OA-team
saw that the vision is not yet widely shared and discussed at all levels within BEP. It is still
a provisional vision and mission-statement of the top-management of BEP. The vision is
not yet translated coherently in long-term programmatic and financial strategies. The
process is still in its converging stage.

As the vision to become a network of resource centres on education is projected at the
long term, at least not before 2015 is doesn't have immediate consequences for the
strategies and objectives of BEP 2004-2009. The results of the process of elaboration of
this vision likely will have consequences on the sirategies and contents of BEP 2009-
2014,

For the Programme of BEP 2004 - 2009 the overall strategy is directed towards obtaining
more recognition by the GoB for NGO's and BEP's efforts to deliver primary and non-
formal education and to promote co-operation between government and non-government
providers of education. As explained in earlier paragraphs this recognition is not expected
at the short term, however activity-based co-operation and partnerships with the GoB can
has not yet been translated in concrete long term strategy, the main strategy for the period
2004 - 2009 is to continue the implementation of the NFPE and BEOC schools at the
present level. The ESP programme, working with the same model, will expand its co-
operation with NGO's during the following years. BEP foresees to expand activity-based
co-operation with the government (GPU) to improve the recognition of GoB for BEP's
changes in specific components. Continuing Education & Information Technology will
consolidate lessons learmned in the previous phase and make some adaptations to
previous models. Post-Primary Education will evolve from its pilot-phase into a
mainstreamed programme.

Overall, this means that the implementation of activities and target-groups will gradually
expand over the next phase, maintaining the present level of NFPE-schools as the crux of
the whole BEP-programme.

In addition to these strategies some general principles and cross-themes are defined that
will orient the next phase. These are mainly continuation of principles and themes of
earlier phases:

- A clear gender-perspective in all programmes;

- Affirmative actions in favour of women in all of its hiring practices:
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L ;. )
- Increasing attention toward specific target-groups: ethnic minorities, children with
special needs{new in phase IV)

- Inclusion of values education in activities and curriculum.

- Expand linkages with other organisations and institutions.

Analysing the overall strategy, the IOA-team has observed that it is merely formulated in
general terms and that it doesn't state how each component of BEP contributes to the
overall strategy. At the level of programme components, the elaboration of strategies is
done at a more detailed level, relating activities and output to strategy and to the mission
of BEP. This approach doesn't facilitate the process of understanding, between the
coherence of the programme-components and the overall strategy.

3.5.1 Definition of strategy, goals and targets

Strategy formulation for the five-year cycle BEP plan is done at the top management level
of BRAC and BEP. Extensive bilateral and collective consultation takes place with

members of the Units of BEP and with the regional offices. General goals and targets are
set by the BEP-management. This setting of goals and targets takes place at the level of
each programme component (5 in total). A sixth non-programmatic component related to
the management and co-ordination of the programmes is added as a final component. All
programmes at their respective levels in addition to goals and targets elaborate a specific
strategy, which is focussed on the implementation of their respective programmes.

The observation made earlier that the overall strategy and coherence of components isn't
strong is also related to the process of definition of strategies and setting of goals.
However this process involves a lot of consultations, there are no clear mechanisms and
moments of collective discussion and decision-making related to the formulation of
strategies and setting of goals. There is no formal management-team that takes into
consideration all the different programme-components to ensure coherence and
complementarity. The relative importance and relevance of each specific component in
relation to the overall strategy, therefore is not always sufficiently explained. The lack of
collective discussion and decision-making might weaken ownership and commitment of
the managers and staff of specific programme-components to implement strategies and
realise the targeted goals. This also limits clear dissemination of strategies, goals and
targets at the regional level and finally at the local implementation-level.

mmmmmmmmamwmmmw
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vertical lines limits the possibilities to co-ordinate the different programmes jointly at the
implementation level. At this level inter-programmatic decision-making on implementation-
aspects isn't a practice, despite all the informal consultation taking place. This replicates
the limitation earfier identified at the strategic implementation level.

This situation hasn't yet threatened the level of understanding and commitment of
programme and project staff at the regional and local offices. The I0A-team believe this is
mainly because the way strategy, goals and targets were set in the past (and also in the
future BEP 2004-2009). This hasn't changed much over the years and thus the continuity
ensures better understanding. However, if vision and strategy is changed (and this will be
the case in the plans of BEP for the upcoming future) the existing mainly informal
arrangements of discussion and consultation, might not be enough to ensure this
understanding and commitment of staff at the lower levels.
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There are two programme-components (one of them a sub-component) within BEP, where
the I0A-team did observe some issues that deserve attention.

ESP: The Education Support Unit that works under programme-component 1. Non-formal
primary schools only recently became part of the BEP-structure at the Head Office. The
strategy under this programme-component states thal expansion and implementation of
NFPE-schools by local and regional is important. The ESP-programme needs to grow. But
this expansion is not being elaborated or discussed among the wider and collective stage
because of its past physical separation. As a result ESP has no clear long-term strategy
on expanding the capacity of NGO's to implement the NFPE-school model. It is merely
focussed on goals, targets and efficiency. This was also identified by an earfier
assessment mission on the ESP (2003). To be abie to fulfil expectations of expansion of
this programme within the overall programme-component of primary education, such a
strategy is needed.

GPU: The Government Partnership Unit was created under the BEP Il programme. BEP
states that the creation of this Unit was a result of negotiations with the EC related to
additional funding. The EC expected BEP to invest more time and efforts in expanding the
co-operation with the GoB. BEP was happy with this possibility to expand isolated
experiences in co-operation with the GoB and GPU organically became a part of the BEP-
structure and it is a very important strategy of the BEP as a whole.

The GPU is responsible for the implementation of two programmes in co-operation with
the GoB (Pre-primary schools and Community Schools) and the PRIME-project, which
involves activities related with advocacy and development of models and agreements with
the GoB. In 2003 the PRIME activities had a modest coverage of 28 districts; but all GPU
activities together run in 58 distructs. The position of GPU as a separate unit within BEP
does not fully enable to develop a coherent strategy with BEP as a whole. Its structure is

vertical and it is mainly focussed on implementation.

3.6. Structure of BEP

1. Organisational structure

BEP has a complex structure that has grown and has adapted over time as BEP ventured
mmmdmmnmmnwmﬂmmﬂ

complementary activities was added to BEP's portfolio.* Consequently, the organisational
structure became more complex and the number of BEP employees increased

® The I0A-team in a workshop with BRAC/BEP management suggested an approach for
developing new areas and initiatives based on the core-competencies of BEP. These
competencies can be used as criteria to define whether or not 1o explore new areas. Core-
Mﬁﬂﬂmwmww

Innovation of educational models

Targeting models on specific target-groups, especially girls and women
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significantly over the years. Although the total number of staff is gradually stabilising, new
units keep on being established. The table (see next page) shows the process of
expansion and increasing compiexity of BEP.

Table 7: Expansion and increasing complexity of BEP

Expansion BEP department
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Source: HRD and interviews with BEF.

The rationale for establishing new units is not always clear and the I0A-team has the
impression that new units are established mainly as a result of successful new initiatives
and pilots.

The phase |l mid-term review team (2001) recommended BEP to develop a vision and
strategy in relation to the long-term possibilities for replication and transferral of successful
pilots. Although BRAC indicated that during 2002 and 2003 a follow up of this
recommendation would be made, the current |OA-team was unable to see if this issue
was fully addressed. A first step however has been made, BEP addressed this issue in the
meeting with donors on future vision in January 2003

In discussions the |0A-team identified one area where there is a clear interest of BEP to
do so. A full scale BRAC Youth Development Program could be developed as a new
programme. The current ADP could develop into such a programme (or become part of it).
The long-term vision and strategy thus ensures divergence from the core-competencies of
BEP without a risk of dispersion of the overall programme.

The organisational structure of BEP in spite of its size and coverage of central, regional
and local levels is reasonably flat. This is a strong contribution to BEP's success, as it is
able to maintain short communication lines between the bottom and the top. The present
structure of BEP at the different levels is present in the figure on the next page.

Page 43 (78)



Institutional and Organisation Analysis of BEP

Page 44 (78)



Institutional and Organisation Analysis of BEP

Figure 3: organisational structure BEP
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The following figures give an indication of numbers of employees involved in the

mmmwmmdmm
Approximately 34,000 teachers (number fluctuates according to schools in cycie)

* 2500 Programme Organisers (Pos) visiting 10-12 schools twice a week, and involved
in monthly refresher courses to all teachers

« 500 Team in Charges (TiCs) supervising 4-10 PO's, monthly visiting all schools and
meeting monthly with the Regional Managers (RMs)

* 45 RM’s visiting and meeting monthly with the TiC’s and randomly visiting schools,
and meeting monthly at the BEP head office (which is reachable within a day’s travel
from any corner of the country)

* At the head office the RM's meet with different BEP section heads

Although each manager has a large number of team-members, the system works well as
the 'BEP formula’ consists of well-defined tasks and is standardised, making it easy to
scale-up activities according to a fixed model. Nevertheless, there is a considerable
imbalance between the size of the projects and activities under the main Units of BEP:
BEP, PACE and ESP. These imbalances in the organisational structure of BEP have
evolved historically out of involvement of specific units and managers with specific new
initiatives. The organisational structure and arrangements build upon the past experiences
and suit the present needs and capacities of the managers in BEP. However, it is worth
considering some organisational rearrangements at head quarters. Resulting from earlier
observations this is especially the case with ESP and GPU; the strategic importance of
these units can be better reflected in the organisational structure. Another possibility that
might be considered is to transfer the ADP to PACE, where it seems to fit content-wise

equally well.

During the management level Open Space workshop it was suggested to bring more unity
in the command structure by having the TiC's supervise also the PO's in ADP and PP.
arrangements at head office. The organisational structure could be simplified when the
PO’s (MT English, Library supervisor, eic), and regional staff that now individually report to
the RM's (QAS, RSS, eic) would have more direct relations with units at the head office.
This would enable more effective use of the overall knowledge and experience in these
areas at the level of the programmes as a whole. At the same time more frequent
horizontal exchange of these staff-members at the regional level could improve the
understanding of the relations between the different programmes and activities and would
enable a better understanding of the overall strategy of BEP as a whole.

Another way of looking at the organisational structure is to consider the balance of
functions within the organisation, following the concept of Mintzberg. He distinguishes five
functions:

* Operational core, the primary process in an organisation. This shouid be the focal and
therefore largest part in well-established organisations — say at least 50% (the bofforn
portion in the picture below)

« Strategic apex, the decision making top. Insufficiently strategic organisations run the
risk of loosing competition in the future, whereas overly visionary companies may
neglect production. Generally strategic apex should receive between 2-10% input

= Middle management, connecting the former two. In bureaucracies this tends to expand
beyond acceptable (an organisation generally becomes bureaucratic if more than 30%
of time is spend here)

= Support, administrative, financial, secretarial services to enable others to perform their
function (together with middle management and strategic apex these overheads
should normally not exceed 30% in terms of time)
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» Techno-structure, which is involved in R&D and improvements. A healthy techno-
structure (e.g. certainly 5-10% of the time in innovative organisations, like the foreseen
Resource Center) is needed to materialise the dreams endorsed by the sirategic apex

Figure 4: Organisational structure of BEP in functional terms

Balance of functions BEP in Balance of functions BEP in terms of
monetary terms working hours

®

The above images provide a general impression and are based on the following data:

llouhryhrm: Hﬂl.lfllvplﬂd
23% Teachers salary + 38% 34,000 teachers who work 3-4 hours/day are operating
materials cost = 66% core
expenditure in the operating « All BEP regular staff, minus trainers and developers (e.g.
core CDU) are predominantly middie management
* 30% Middle management = BEP top is part-time and BRAC top full-time (but then for
* 1% Strategic apex all programmes) in siralegic apex
* 10% Training (fixed in the = Training (TARC) and development (e.g. EDU) form the
budget) lechno-struciure
« 5% Support « HRD and FA are largely serving BEP, whereas within
BEP certain sections and persons are fully dedicated to
support

These images of BEP indicate that the emphasis is vastly on the core aclivities, and the
middle management body is not excessively large. To function as the Resource Center
that BEP intends to become, strategic apex and techno-structure may increase.

3.6.2. Mechanisms for decision-making and co-ordination

BEP has its vertical system well in place and it operates a well-oiled machine. The
frequent meetings between employees and their superiors and the short hierarchical
communication lines make BEP’s functioning strongly implementation oriented. Managers
are fully aware of what happens in the field.

BEP has also a powerful informal co-ordination system in place, typical for the open BEP
culture. The amicable informal contacts are striking. People the IOA-team got acquainted

with during the short visit would be seen frequently in many different corners of the BRAC
head office. These bilateral contacts are an essential feature and considered by BEP
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employees to be a great strength of the organisation, streamlining communication within
the respective programmes.

The horizontal co-ordination mechanisms seem to be weaker. Structural cohesion and a
collective thinking on vision and strategies between programmes seems to be limited.
What is missing in our impression is a forum where programme heads and managers
regularly exchange ideas and align their plans to a common strategy. Regional managers
and staff, working from these regional offices also could do this more frequently at the
regional level. Management teams should not become a bureaucratic burden or a forum
for routine action planning, but a regular place to reflect on how the programmes can

each other for maximum impact. Teamwork and decision-making not only yield
good ideas, but also builds commitment to decisions that go beyond individual project
sSCopes.

The observations made under the previous paragraph in relation to vision and sitrategies

with regard to GPU and ESP also can have consequences for the organisational
arrangements with regard to these units. The basic idea here is that strategy should be

reflected in these arrangements. A specific case is that outside GPU there are activities in
co-operation with the Government, for example in ADP. This reflects that Government
Partnership is not so much a Unit but a strategy.

The IOA observed that BEP in recent years is implementing a process of decentralisation
of its structure and decision-making to find a better balance between checking and control,
monitoring for support, and consultative decision-making processes. This balance is
difficult to obtain considering the need to constantly control the whole organisation on
accountability issues and to keep an immaculate track record. Although BEP employees
acknowledge that a lot of formal and informal consuitation takes place, it is also felt that
there is still more room for decentralisation and participatory decision-making. Considering
the open BEP culture, the implementation of such mechanisms seems to suit the
organisation well. It can afford to continue its process of democratisation because it has
aiready a disciplined monitoring and control mechanism in place.

3.7. Inputs of BEP

3.7.1. Human resources

The most important input of BEP is without doubt the impressive number of staff-
functionaries and locally recruited teachers. Below some basic figures on staff
composition of BEP (only regular staff, 2003) are presented:

Table 8: Staff composition BEP, June 2003
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3.7. Inputs of BEP

3.7.1. Human resources

The most important input of BEP is without doubt the impressive number of staff-
funclionaries and locally recruited teachers. Below some basic figures on staff
composition of BEP (only regular staff, 2003) are presented:

Table 8: Staff composition BEP, June 2003

Staff Composition BEP June 2003

numbaer of staff

regular staff projecl siaff sendce staff Total

Source: MIS data BEP June 2003

The total number of staff in BEP in June was 7.040, 59.6 % of them female. At first sight
this gives an impression of gender-balance. Taking a closer look, this is not the case at
the different leveils.

The regular staff is for the bigger part composed of male employees (76.9%). The regular
staff of BEP at the Head Office shows a gender-balanced picture: 48.7% of that staff is
femaie. This means that the difference in gender-balance of BEP-staff is almost entirely
accounted for by the regional offices. Al this level approximately 75% is male. The IOA-
team didn't have access to reliable data on the historic trend of this staff composition.” The
service staff at the Head Office is almost enlirely male, thus showing an important gender
imbalance. At the level op project-staff the picture is reversed: 98.5% of the project staff is
female. According to historical data of the HRD department that was confirmed by BEP,

'hW4HmMWMHmmmmerdaﬂﬂEP-
employees. Therefore the data provided by that department could not be interpreted. This
underscores the importance of harmonising the staff-records of BEP and HRD.
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this has not always been like this. The historical trend in staff-development at the project
level looks like this.

Table 9: Historical trend in composition of project staff

Composition of Project Staff
(regional and local offices) 2

EMale
W Female

Dec98  Dec01  Dec02  May03

Source: HRD, 2003

The project-staff of BEP, since 2001, is aimost entirely made up of women. In 1998 this
picture was reversed and 65% of the employees were male. In BEP phase |l a
recruitment-policy was enforced to change this staff-composition and recruit mainly female
employees. This policy has been very effective as in 2001 more than 90% of the project-
staff was female. This has further increased to 98.5 at present. Al the level of the teachers
(who are not presented in these figures), the same image applies; of the total of 33.706 in
June 2003, only 569 are men. Also this has been the effect of an aclive recruitment policy.

The recruitment and HR-policy thus has consciously contributed to significant changes in
staff-composition. At the local level (teachers) and at the level of project staff the target
was to have a major share of female employees. At the level of the head-office there is a
gender-imbalance. Taking into account that the positions at the Head-Office are higher-
level and management functions, this means that women in BEP are reasonably
represented in the higher positions.

Data provided by HRD, on the overall situation in BRAC (see next page) showed that the
situation at that level is not the same as in BEP. Female staff in general constitutes

approximately 20% of total staff and they are less represented at the higher functions,
especially in the Head Office (level 9 and above).
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Table 10: Composition and leveis of staff in BRAC

Composition and levels of staff in BRAC
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BRAC and BEP have an affirmative action policy on recruitment of female employees.
This policy has been effective in BEP, with exception to the staff-composition of regular
siaff in the regional offices. BRAC as a whole is notable that the affirmative action policy
didn't have the effect of equal representation of women in the organisation, especially so
at the higher positions.

BEP, at the level of teachers and the lowest functional levels, also recruits people without
a formal educational degree. Al these leveis significant investments are made in

development of competencies of these employees. The teachers receive an initial training
of 12 days and then receive during the 4-year cycle of school continuous monthly follow-

Within the BEP management there is an overall satisfaction with the level of education
and experience of the functionaries at the Head Office. At the regional level this is not
investigated. BEP has a strict recruitment policy in which all regular and project-siaff of the
programme principally qualifies to a standard criterion of requirements. During the job-
application process candidales are interviewed and checked if they have the knowledge
and experience for the specific job.

Al the level of the Head Office sufficcient capacity exists to analyse socio-economic and

gender data. This is aiso true for the RED Department. in spite of the exdsting capacity,

thorough analysis and interpretation of data is not always done. The IOA-team identified

three factors that may account for this:

« |mplementation of activities is the major priority and draws the most attention,

« The Management and Information System does not always provide sufficient and
timely information to enable analysis and inlerpretation, and

¢ The staff needs specific training in interpreting and analysing data (see also under
paragraph 10).
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The programme head in the Advocacy Unit is responsible for monitoring gender-issues
within the BRAC organisation. Her general impression is that the gender-situation within
BRAC has not improved over the last years. In the last semester of 2003 a gender audit
will be realised within BRAC to obtain information about the present situation, bottienecks
and key action-points for the future. It is interesting to analyse the outcome of this gender-
audit in BEP in comparison with BRAC as a whole.

3.7.2. Information

BEP in general has good access to information by (MIS, HRD, FA, MA and RED). For
more information on MIS we refer to paragraph 10. The research output of RED is not
clearly related to the needs of BEP and as earlier mentioned a list of desired research
items made by BEP was not followed-up clearly.

The I0OA-team looked at a research carried out by RED on socio-economic impact of
BRAC schools (2002). The results of this study show a very mixed and confusing picture
of the impact of BEP schools in comparison with other models. It is not clear which
external factors and influences over time have been taken into account. The research
document could have been better structured. More and better quality research on socio-
economic and other impacts of the BEP schools and other BEP-programmes have to be
carried out to create a clearer picture. It is important to state that this is only an
impression, based only on one report of RED. This might not be the general situation.

The good relations with MOPME, MOE and Ministry of Youth and Sports, enable BEP to
information on the situation of education in Bangladesh. Especially the yearly Education
Waltch Reports are a valuable source of information.

3.7.3. Financial inputs

Ower the past phases the external funding to BEP has gradually increased to
approximately 17.5 million Euro (19.2 million USD) a year, in the present phase lIl. During
the last phase of BEP Il the level of external funding has been stabilised. For the next
phase the overall five-year budget is approximately 113 million Euro (125 million USD) or
22.75 million Euro (25 million USD) a year. This means that BEP for the next phase
foresees a significant increase of donor funding of about 5 million Euro per year. This is
partially related to increased planned output (see paragraph 8) in the next phase, but also
to quality improvements such as a slight increase in the salaries of teachers. (As they
make out an import cost-item of the schools activities, this has a significant effect on the
total cost of this programme-component).

At the start of each phase ('92, '96, '99) it is notable that the total level of funding
decreases drastically. This is related to the five-year funding-cycle of donor funding of the
BEP plans. At the end of each phase, the time required for negotiations and assessments
required by donors have caused temporary setbacks in availability of funding. This is
particularly sensitive in schools in cycle or commitments of BEP with communities to open
new schools. In the past at different moments BEP had to decide to postpone the opening
of new schools. See table below for an overview of the funding of BEP over the last

phases of BEP.
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Euro

(2003: B0 Taka = 1 Euro)

Table 11: Donor contributions to BEP from 1892-2002

Donor contributions to BEP in Euro/Year

The present members of the donor-consortium are interested 1o continue funding BEP,
although the trends to the Sector-Wide Approach make it harder for some to justify direct
support to NGO's al the medium or long-term. It helps them if the BEP plans clearly spell
out how their interventions are complementary and not competing with government efforts.
As the budget of BEP phase IV has increased, the present members of the consortium will
not be able to cover the whole budget. It is also not sure if all donors are able to maintain
their present levels of funding. NORAD has showed interest to join the donor-consortium
of BEP, providing additional funding to the donor-consortium contribution. Even so, this
still doesn't mean that the total budget of the next phase will be covered entirely.

In order fo facilitate discussion and negotiation with the donor-consortium, the
management of BEP has decided to prepare the next cycle of BEP phase IV with more
anticipation, to avoid gaps in financing between the present and the next phase and to
have more lime for proper assessments and negotiations. 18 months before the start of
the next phase in June 2004 the first draft of the BEP 2004-2009 was shared with donors.
This period provides sufficient time to have preliminary discussions with the donors and to
realise the necessary assessment missions. In October 2003 the donor-consortium will
meet to discuss the outcomes of the appraisal missions and define their future (level of)
support as well as points of attention and if necessary conditions to the funding of the next
phase. In case the budget of BEP phase IV is not be covered, additional discussions
might be needed. It is a good initiative of BEP to anticipate this process.
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The I0A-team is not aware of initiatives in this area in Bangladesh. Social responsibility of
the private sector both applies to national enterprises and international enterprises
investing in the country. BEP has already explored forms of co-operation with the private
sector in relation to specific projects. However the full potential of this concept has not yet
been explored. BRAC's culture as a highly efficient and cost-effective organisation makes
a good fit with the entrepreneurial sector and there probably is potential for partnerships
that go beyond the simple mechanism of sponsoring (that in itself can also be interesting).
The I0A-teams believes that if BRAC would take leadership in this theme, social
responsibility of the private sector could also gain impulse.

A strategy of BEP towards financial sustainability will have to combine the last four
elements, as payment for services is relevant in strengthening ownership, but not in terms
of financial sustainability.

The I0A-team didn't detect a great concern within BEP about the future financial
sustainability and there are no innovative strategies defined. The main strategy remains
directed to continue to acquire external donor funding.

3.8. Output of BEP

3.8.1. General analysis of output

The outputs of BEP education activities are clearly stated in the objectives of each
programme component. The outputs are defined in quantitative and qualitative terms and
are based on previous experiences and trends. Each output is clearly directed to well-
defined and specific target-groups.

After a period of fast expansion of activities, outputs and coverage in Phase | and Il of
BEP, the number of NFPE-schools was consolidated in phase Ill and this number will be
maintained for the next phase, with an internal shift towards more ESP-run NFPE-schools.
The activities in the other components show a gradual and modest expansion, several
pilots of the past phase will be upgraded in BEP phase V. For a detailed description of the
development of the output of BEP during the last phases and the projections for phases to
come the I0OA-team refers the BEP phase IV project document.

BEP in phase Il increased its attention towards quality of its output by appointing quality
assistants and increased efforts of the EDU to improve quality of the materials produced.
BEP states thal continuous attention to improving quality of output is needed. The
measures taken in the last phase will receive continuous attention in the next phase.
There are no additional or special interventions in BEP phase IV.

Education quality in BEP schools is remarkable given its modest cost and reliance on local
teachers who receive only basic training prior to teaching. The knowledge transfer in BEP
schools is better than in government primary schools, with more room for improvement.
The Education Watch report 2002 showed that Government schools need 6-7 years to
reach sustained literacy, in BEP schools this figure is 4-5.
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The cycle in most BEP schools is year-round and contains around 630 contact hours per
against that of 450 contact hours per year of government primary schools. 5 grades are
covered in four years. While net-output in terms of contact-hours may be similar, BEP
reaches out to the poorer families, with less educated mothers and therefore to pupils with
a more challenging start and learning environment. Moreover literacy and other well
quantifiable outcomes are probable not the most important life skills transferred in BEP
schools. Own observations of the IOA-team are in line with BEP perception that its
government primary schools.

3.8.2. Input-output relation (efficiency)

The average cost per student per year for NFPE and BEOC schools is around 19§, close
to the government efficiency, although the latter might be an inflated figure disregarding
several overheads. BEP schools are attractive for parents and pupils as the schools are
often nearer, cheaper (more supplies and no need for tutoring outside the class), and
provide comparatively child-friendly and effective education (both intellectually and in life
skills), resulting (most importantly) in almost full retention of students. In terms of
efficiency per grade BEP stands out more positive and comparable then other NGO's, with
a cost below 14$/grade (as BEP schools cover up to 5 grades in 3 years). In terms of
cost-effectiveness BEP further distinguishes itself, as the exam results of BRAC students
outdo those of graduates from government primary schools.

The various BEP school models present variable efficiencies and cost-effectiveness, as
the figures below show. In the ESP programme a high emphasis is put on cost-efficiency.
ESP schools save on materials delivered to the students (e.g. by rotating books, and
relying on parents to buy pencils), and pay the implementing NGO's considerably lower
salaries than its own project staff (enhancing high tum-over of NGO PO's or NGO's
topping-up PO salaries). The percentage of total overhead costs in ESP is comparable to
the NFPE/BEOC schools (see table ‘Component cost’).

Table 12: Comparison of cost-efficiency in NFPE, BEOC and ESP schools
Source: BEP, MIS 2003
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In spite of lower numbers of students and more supervisors per teacher, ESP schools are
more cost-efficient in terms of cost per year, but more expensive than NFPE and BEOC
schools in cost per grade (first and second column in ‘Cost-effectiveness’ table). As the
ESP schools cover 3 grades rather than 5 grades in 3 years their cost-effectiveness in
terms of reaching certain basic education criteria is higher (research by S.R. Nath, RED,
2002), particularly for giris. The last column of the below table shows cost/criteria, a rather
doubtful calculation, which however indicates that it is hard to give final judgement on the
cost-effectiveness of the various models.

The various other components of the BEP phase IV proposal follow roughly the same
detailed and budgeting principles and procedures, although the libraries deserve special
attention as they intend to establish financial self-sufficiency in one to two years.
Successes in this respect may be used in other education programmes, not so much to
significantly reduce the dependence on external funding, but as a mechanism to
strengthen local ownership.

3.8.3. Output-outcome relation (effectiveness)

QOutputs of other programme components, such as ADP, PRIME and PACE that are more
focussed on qualitative aspects are harder to measure. Also the impact of the primary
education models (as said above) in qualitative terms are more difficult to measure. The
relation between output and outcomes (let alone long-term impact) are influenced by
many factors. This is clearly shown in the Socio-economic impact study of BRAC Schools
by RED (2002). An instrument that also can be used are questionnaires on client
satisfaction of both pupils and parents.

Another parameter that is already been used over a long time is the retention-rate of
children in the schools. Changes over time show that this rate has increased until almost
100%. This is a clear sign that the children and parents value highly the education offered
by BRAC. Researches, such at SAT-scoring, will have to be improved in order to provide
more qualitative information on how children are doing in relation to basic competencies.
In these tests, children of BEP schools show better results than in government schools,
but the overall picture there is that also in BEP-schools further improvements can be
made (the IOA-team refers to other appraisal and assessment reports for more
information on this subject).

Recently BEP has received permission to send their children to scholarships exams. BEP
is confident that their children will obtain higher scores than children of government
schools. It will still take some time before proof of this can be given. This will not only
provide another indicator of the quality of the primary education offered by BEP, but if
indeed these children receive higher scores it will be an extremely important instrument for
BEP to achieve more government recognition of the effectiveness and quality of its model.

3.9. Control and support processes

As described within its structure, the supervision and control within BEP are frequent,
intensive and rigorous. This is one of the reasons why quality of education is continuously
improving. Various BRAC divisions immediately research variations in outcomes. The
following sections are engaged in ensuring and scrutinising education performance:
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Unit | Superior  Aspect Scope  Example

MIS BEP Quantitative data collected All | Number of schools, numbers

- I_ N _| through reporting | of giris in school

MRU | BEP | Qualitative applied data | Random | Clarity of new books
collected through monitors . Student achievements

according to subject based

MA ED Quantitative process Random | Age, location, timeliness of
| monitoring | | material delivery, attendance
| | | accounts, dlient satistaction

RED | DED | General quantitative and | Random | Socio-economic impact of

- o 5. change

This control is thorough and abundant. In general can be said that control is more
focussed on output and efficiency than on quality and effectiveness. In the last years also
quality-aspects receive more attention by BEP.

The main challenge is to move from control and to use the control processes o ensure
uwmbalﬁng The MIS-system (see next paragraph 10) is an important tool for

With regard to financial and administrative control, BEP is strict. There are regulations and
mandates defined for decision-making on financial investments that stipulate that the
higher level managers have to control the people that request the investments. The
mechanisms in place are exemplary for other NGO's.

In the first chapter of this report on external review and appraisal missions it has already
been observed that these are very frequent. These missions cover a wide range of
aspects of BEP and provide good quality information and control of the BEP programmes.
However, these review and appraisal missions tend to accumulate findings and
recommendations. In spite of the sheets on which the donors (by DLO) and BEP record all
the recommendations, agreement (or not) by BEP and actions for follow-up, the volume is

plans, but it might be that some important recommendations less liked by BEP will simply
disappear in the process.

This procedure has two limitations: a) cumulative learning from reviews and appraisals by
BEP and the donors does not sufficiently take place because of the lack of linkages
between many reports; b) the sheer volume and variety of recommendations makes it
difficult to prioritise the most important or urgent ones.

3.9.1. Effectiveness of support processes

The process of procurement against a budget line is as follows: To buy any materials
beyond petty cash limits, the department head has to file a request which is checked by
accounts to see whether there is sufficient budget provision. Staff have the liberty to
approve up to 10% over-expenditure, provided there is no general over-expenditure by the
programme concemed. Once approved procurement oblains the goods, and accounts
pays the bills, charging them against the balance of the concemed department.
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Salaries are sent o the regions and areas, where Team in Charges and the accountant
see to the payment to staff. Centrally HRD administers data such as recruitment,
promotion and transfer of staff. Two years ago their input was automated, and they have a
direct link to FA, that automatically updates payment requirements. The Finance and
Account Unit reports directly to the BRAC Chairman.

if the BEP programmes want to procure materials for more than 77Taka one and ten
million, they have to collect three quotations or float an open tender respectively, in which
the BRAC enterprises (such as the printing press) can take part as any other supplier.
Thus BRAC enterprises do not compete in an unfair way with other companies.

The TARC'’s and the BCDM's deliver services to all BRAC programmes as well as to
external clients. Roughly 70% of their services are to BEP, 20% to other programmes, and
the remaining to paying clients. The services to BEP are accounted on actual cost of
salaries (monthly the TARCs report how much they worked for which programme), and
fixed rates for accommeodation and food. With the external clients the TARCs and BCDMs
make profit, but do not pay tax as in Bangladesh training (school, universities) is VAT
exempted.

FA is also responsible with inventory control up to regional level, whereas the checking of
stocks and dispatches at area level is decentralised to the regions.

To comply with EC regulations BEP budget overhead costs at 7%, but they actually
slightly exceeded 9% last year. This includes both so called direct and indirect costs,
which fully correspond to BEP (e.g. staff and vehicles) or are pooled between
programmes (such as the HRD and FA personnel).

These procedures, rules and regulations are all materialised in document and thus are
transparent to staff as well as donors or other external stakeholders.

Eamst & Young Malaysia annually audits all BRAC programmes, approving it and giving
minor recommendations. In May 2003, the observations and recommendations were:

- Discrepancies exist between MIS reports and composition of students at school visits

- Incorrect maintenance of fixed assets register

- Accountants’ salary in the area not apportioned accurately, but charged against only
one single programme (whereas they serve all programmes active in the area)

- Lack of effective and systematic stock management practices at Central Store

Such shortcomings are addressed and checked during the subsequent audit.

3.10. Systems

3.10.1. Management Information System

BEP has a small group of dedicated people (5) that develop and operate the BEP
management information system since 1993. It includes comprehensive information on all
BEP components as well as other activities (BRAC funded or non-BEP-donors funded). It
contains information on students, teachers, schools, libraries and so on. Gender dis-
aggregated information is incorporated in the system. A great amount of data related to
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poverty is available from village surveys but as hard copies only and are therefore
currently of no use for identification of trends or policy analysis.

The system is fully up to date. The reliability of data seems to be reasonably good. Each
month reports are submitted by the TiC to the RM and from there to head office, where
data are processed. MIS reports are then returned to the RM and TiC for verification. A
standard set of informative reports is monthly submitted to BEP managers and the various
sections. Likewise a set of standard tables is supplied for the quarterly reports.

The processing of all reports is centrally done and this is a great burden on the shoulders
of MIS stafi. Encoding of data occupies most of their time. Decentralisation of data
encoding could only be realised by equipping the regional offices with computers. This
would not only streamline data processing, but once the offices are hooked up to the
internet, field managers could also be given remote access to the MIS. They could then
view and retrieve any kind of information they are interested in about BEP (currently they
only receive the MIS reports on their own region). Information access is limited due to ad-
hoc approach in development of the database and software applications and lack of ICT
facilities. In fact, there is just one computer where the MIS can function in its full scope
and all information is distributed by printing it from this single unit. This has made this
highly centralised MIS highly inaccessible, inflexible and increasingly difficult to expand.

At the moment the system is undergoing major modifications. At the time of visit the MIS
was being restructured and redesigned, with assistance from an external consultant. Also
procedures and processes for managing and operating the MIS are changed and it is
expected that within 6-8 months a total system overhaul will have been accomplished.
Also new data (currently only on paper available) will be included in the system, including

geographical information (mapping).

The MIS carries a wealth of information, which is very useful for general planning and for
research purposes. Especially since it contains data going back to 1993, it would be
interesting to research on how statistical trends are interrelated and how they relate to
programme interventions, so that these could be statistically supported. Furthermore, the
MIS allows one to check if programme targets are met. In other words, the system is of
great value for research for policy analysis, as well as for planning and monitoring. The
I0A-team has the impression that the MIS is under-utilised. Reasons are inaccessibility of
the system, as described above, the workload of MIS staff (to be reduced by
decentralisation) and lack of experience in data interpretation for policy analysis of
managers in general.

In general BEP seems to be embracing information and communication technology. it has
a LAN in place, a web-site, email/internet-access and of course the MIS. Employees have
received some training on application software. ICT may have a major impact on the way
the organisation operates, as nature and scope of communications and leamning increase,
and streamlines operating and processes. While the use of computers is gradually
expanding and its impact grows, the need for an ICT policy becomes apparent.

With these measures, BEP is giving follow-up on several recommendation of the Mid

Term Review mission in 2001. However, these different actions are not integrated in a
policy or Master Plan.
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3.10.2. Monitoring

Mention has been made already of the various control and monitoring systems, both
internal and external. Much emphasis is placed on accountability of staff and on the
standard execution of program activities and quality-issues are increasingly addressed by
the Quality Assistants, appointed during BEP, phase IV.

The following measures are in place: supervision of field staff by regular and random site
visits (as described under the section on structure); reports from the MIS — mainly
quantitative information; monitoring by BEP monitors — mainly performance of teachers;
BRAC monitoring department and occasionally RED through its research on impact.

With such strong emphasis on implementation the monitoring system functions well. For
monitoring on programme level it is questionable if it serves its purpose fully, as this
implementation and even policy development. As all of this information is only available at
central level, programme planning will be centralised until regional and local managers are
sufficiently capacitated.

3.11. Staff performance

In April 2002 an external team of consultants on human resource management visited
BEP. Since then, a number of measures are being implemented or were already in the
process of being implemented. While this I0A-team would agree with some
recommendations, it would oppose some others (for instance the creation of a position of
a director for HRM and one for HRD). Below some specific findings (additional to the
earlier human resource mission) by the I0A-team relating to BEP are described. BEP
works with three main categories of staff, namely the local teachers (they are not formally
considered as staff, but are monitored by HRD and FA), temporary project staff and
permanent regular staff (employed after a first year of probation).

Noteworthy is that BEP receives yearly well over 300 guests and among them PhD
students and researchers, which greatly contribute to the organisation and international

learning and exchange.

3.11.1. Career development

Inflow of staff is normally only at PO level through public advertising, and directed by HRD
in Dhaka. However sometimes KS and PS can occasionally sit for an exam while no open
advertisement has taken place, to fill a few places. After this the career perspective with
BEP is to become a master-trainer and then TiC. After TiC one may become QAS, RSS,
UM, or monitor. In the next step all these functions lead to the position of RM, which is the
last step towards Dhaka.

Lateral transfers (to e.g. the health programme) are not common at these levels, but may
occur in managerial positions. Head office sometimes recruits outsiders for technical
functions in the units and sections, or hires consultants for this purpose. This creates the
although recently increasingly more higher staff is also recruited from outside. Thus
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almost all staff in management positions have extensive grass root experience. Thisis a
great strength, but might also enforce the somewhat internal orientation the team
perceived in BEP. Since BEP is large and performs well, it is easy to discard the external
world, or even the other programmes. We believe that attracting more external staff could
help BEP to stay fresh and inspired at all levels.

3.11.2. Recruitment and selection

Considering the above, recruitment takes mostly place at field level functions. Field offices
indicate the minimal requirements (gender, years of schooling and experience and
technical background), where vacancies are centrally deall with HRD does the recruitment
and selection based on a test, including an orientation under auspices of the nearest
TARC. Selected men may be placed anywhere in the country (although their current home
address is considered), but for women BRAC applies a policy to only assign them near
their home.

The staff turnover rate is about 7% and has been decreasing over the years. Although
BEP itself would prefer a still lower staff turnover, this |OA-team believes that the present
rate is healthy and could even be more actively managed. Staff could be assisted in
looking outside BRAC for further career development perspectives and at the same time it
could continue to scout for new employees at all levels.

3.11.3. Appraisal, training and development

The HRD staff development is to some extent systematised. New PO’s receive after their
orientation training 3-5 general training-courses a year, and a number of programme
related courses on top of that. A fixed sequence of training-courses lasts for four years,
after which there are again four years of training related to the next management position
(TiC), and subsequently RM. As an employee and being part of the system, there is not
yet enough focus on personal needs for development. Although the appraisal system is
being revised (the new staff appraisal form introduced last year requires a signature of the
appraised), thus far staff have been assessed by their superiors but generally didn't
receive feedback, let alone the specific training they need to improve their performance or
address lacking skills.

The standardised approach to development allows BRAC to train large groups and in a
manageable period of time, but at the same time with the risks that certain personal needs
or lacks of skills are not adequately addressed.

This IOA-team believes that the key to top performance is in having good feedback
mechanisms in place, through transparent appraisals, individual coaching, participatory
meetings and teamwork. This type of HRM may be strengthened, but would require
training of BTD personnel, who can further disseminate refined personal skills through the
organisation. As part of such training it could also be decided how to (pilot) improve
coaching practice within BEP: Through the management line, or through (half) yearly
coaching by TARC trainers. The key issue is to develop a way so that coaching (helping
others to define their weaknesses, aspirations and action plans) becomes a “way of life”,
part of the BEP culture (merely establishing the ability will be insufficient). Documenting of
coaching interviews (career desires, agreements) is useful for all parties involved.
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in terms of meetings the challenge is to make them more participatory. Another challenge
is to go beyond planning and programme focussed work, which is obviously not to be
neglected, but also into comprehensive (rather than haphazard) problem analysis.

3.11.4. Culture

it is most amazing and wonderful to see the BRAC culture of goal commitment and values
function well (while it does not depend on religious binding, or overt quotation and pictures
of the Chairman). Our findings are that in general the women are a littie bit more satisfied
with their situation than BEP men, the overall level of satisfaction is high.

There is great level of discipline in the organisation at all levels, which shows in many
small details (e.g. the queuing in front of the elevator at head office in the moming). It is
the missions feeling that people work very hard (some being on the verge of maybe of
working foo hard) and yel a ot of informal interaction lakes place among people. Staff at
all BEP levels, from managers to teachers is confident and outspoken and eager to leam.
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4. Conclusions and Recommendations

The conclusions and recommendations presented in this Chapter are based on the
description and analysis of the BRAC Education Programme (see chapter 3). In order to
facilitate the understanding of each conclusion we refer to the respective paragraph in the
description and analysis (however, as some conclusions have no recommendation and
others have more, the numbering of the recommendations do not correspond to the
paragraphs).

One issue is very central to the overall aspects not only of BEP but the society of BRAC
as a whole. This issue is presented immediately below:

Long-term strategy of BEP and the future of the NFPE-model

Conclusion: The new long-term vision of BEP to become a network of education resource
centres on a regional and national scale in the future, points towards a different direction
than the past phases and phase IV of BEP, where the position is envisioned as mainly
providers of basic primary education. The present position of BEP, where focus primarily
is on large-scale implementation of primary education modeis, would change drastically in
the long-term future. This new vision is not yet elaborated and translated in clear
strategies programmatically as well as financially. The main challenge is how and to whom
to effectively transfer the implementation of these modeis on the long-term.

The new vision is not yel shared and discussed at broader levels within BEP and BRAC; it
is merely a provisional statement from the top-management of BRAC. The process of
elaborating the new vision is still in its converging stage. (See annex 8 for a description of
future scenarios in relation to this new vision)

As this vision of becoming a network of resource centres on education is projecied at the
long term, not before 2015, it does not have immediate consequences for the strategies
and objectives of BEP 2004-2009.

Recommendation 1:

Make time and resources available within BEP to elaborate the new vision on the niche of
BEP, the corresponding mission and strategies and discuss and share them at different
levels in BEP and BRAC. At the same time the efaboration of the new vision requires a
continuous and expanding dialogue with the GoB. The resuits of such a process will have
consequences for the contents of BEP phase V, 2009-2014. THE IOA-team recommends
to integrate a plan in BEP phase IV, for continuous actions in vision and strategy-
development.

1. External context
Socio-economic, cultural and environmental situation and poverty
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Conclusion: BRAC's mission covers all the dimensions (economic, human, security,

social-cultural and political) of poverty and BRAC's implementation of programmes
contributes significantly to quantitative and qualitative poverty alleviation in Bangladesh.

BRAC's main three programmes are clearly focussed on economic (rural) development,
health and education and take into account the socio-cultural and security dimension.
Gender and Environment are transversally present in most of the interventions. At the
same time BRAC's programmes are targeted to the (ultra-)poor, women and chiidren.
The political dimension of BRAC's interventions can be strengthened. The Advocacy Unit,
established in 2002 was created to influence public awareness and government policies.
Until now it merely focuses on specific issues. BEP/GPU is also exercising advocacy
towards the government in the area of education. However, the advocacy approach has
not yet reached an integral and institutional level within BRAC.

Political context of BRAC Education Programme

Conclusion: BRAC/BEP can improve its advocacy on important policy-developments that
are presently taking place in Bangladesh and that are directly related and important to
BRAC's mission in general and the BRAC Education Programme specifically. It is likely
that the impact of these future developments will increase and will influence immenselythe
overall mission and strategies of the different programmes of BRAC.

BRAC/BEP can direct more attention to the following policies and government
programmes: Poverty Reduction Strategy (PRS); the National Education Policy (NEP), the
National Plan of Action "Education for All' and the sub-sector plan on primary education
PEDP 1. In addition, the important developments in Decentralisation and Public Sector
Reform should be taken into account. Finally, the persistent and wide spread
phenomenon of corruption within the government needs continuous attention.

requires an integral approach. The co-ordination between advocacy efforts in specific
programmes and departments of BRAC must mutually reinforce one another.

Collaboration between GoB and NGO's

Conclusion: BRAC must continue to co-operate with other NGO's and contribute to an
mmmmmmmmmmwmm
the GoB and NGO's and the internal crisis within the NGO-sector. The crisis in dialogue
between NGO's and GoB can only be resolved when NGO's elaborate a common strategy

to approach the government.

The absence of dialogue between NGO's and GoB and the crisis within the NGO-sector
has been addressed with the establishment of the Federation of NGO's. This initiative,
however, is not endorsed by the whole NGO-community. More co-operation and NGO-
NGO dialogue is necessary to resolve this issue. Al the same time it is imperative that the
Federation of NGO's discuss upcoming new legisiation on NGO's. New and more
restrictive NGO-legislation will also have consequences for BRAC programmes, although
conceming its own relations with the GoB, BEP seems not very much concermed about
this threat.

Recommendation 2 (related to the three conclusions above):
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Complement the existing issue- and activity based advocacy efforts of BRAC/BEP with a
more integral approach and strategy on important policy developments and processes.
This calls for a central role for the Advocacy unit and a necessity to link the different
advocacy efforts that are faking place at de-ceniral level. Linkages with and contributions
to advocacy efforts of the whole NGO-community should receive more prominent attention
by BRAC.

2. Main stakeholders of BRAC Education programme

Conclusion: BEP maintains good relations with its main stakeholders of the programme.
Within the scope of these ToR it is especially relevant to mention its good relations with
local governments, government officials at the local and district level and with the
members of the donor-consortium of BEP.

The main instrument of convincing others of the effectiveness, efficiency and relevance of
the different educational activities is by involving them in the direct context and
convinced of the importance of the models. By working together with BEP, partners can
build trust in the reliability of BEP. These results have clearly been achieved in relations
with local government and local level GoB-officials as well as the donors of BEP.

Al the level of the central government, especially with MOPME, the relations are
improving, but recognition is until now mainly focussed on non-formal education activities
for special target-groups. The main model of BEP, the NFPE-schools, hasn't received
sufficient attention and recognition from the GoB. BEP states that over the last years,
more openness is encountered within MOPME, MOE and the Ministry of Youth and Sport

Recommendation 3:
Explore more possibilities to use the leverage of local governments, government officials
and donors in accelerating the dialogue with MOPME. In this dialogues focus on the

recognition of BEP's NFPE-model as the 12 type of officially recognised primary
education mode. Instruments of multi-stakeholder dialogue could be considered to open

up further the present, but limited dialogue. The donors of BEP should play a brokering
role.

Conclusion: There are differences in understanding between the donors of the consortium
and BEP on the issue of quality and client-orientation.

While the general understanding of issues is good, understanding in specific cases could
benefit from more discussion and exchange on conceptual issues before defining action
points.

Recommendation 4:

Clarify the understanding of the concept of quality and client-orientation by BEP and its
donor pariners. Then proceed lo identify the specific bottlenecks and constraints in
relation to quality education. Only then proceed fo establish an agenda to address the
improvement of quality by defining specific actions.
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3. Vision and mission

Conclusion: The BRAC Education Programme contributes to the mission of BRAC by
building poor people, especially women's, social, economic, political and human

capacities. It also contributes to the capacity development of staff and programme
participants. This positions BEP at a central place within the overall BRAC mission.

4. Place of BEP within BRAC

Conclusion: The importance given to BEP in BRAC's mission is reflected in the important
place this programmes occupies in the society of BRAC.

BRAC shows a commitment with BEP to dramatically increase its own investments in the
programme to 50% in the coming 20-25 years. For BEP phase [V the investment of BRAC
in the programme has doubled. However, for the following phase BEP remains for the

large part dependent on outside funding.

Recommendation 5 (see also recommendation 14):
mamw;wwmmgmmwmdw.
Next to own resources (from profit generating BRAC enterprises) and possibly continued
donor funding this plan should consider resources from commercial enterprises, and the
possibilities of government partnership.

5. Strategy and main objectives
Process of definition of strategy, goals and targets

M1MMMMWNEPMMI Al the level of
programme components, the elaboration of strategies is done at implementation level,
relating activities and output to strategy and to the mission of BEP. This approach doesnt
facilitate the process of understanding of the coherence of the programme-components in
relation to the overall strategy.

The present practice of discussion, elaboration and decision-making within BEP involves
many momenis of consultation with many people at the management and implementation
level. However, much of this consultation is done in vertical lines, related to the
hierarchies of each unit or programme component. It can have a negative impact on
ownership and commitment of managers and staff of specific programme-components at
the implementation level. In the end this might limit the capacity of clear dissemination of

strategies, goals and targets at the regional and local levei.

This existing practice should be complemented by other mechanisms that ensure more
horizontal and integral strategy formulation and decision making.

Recommendation 6:

Introduce and implement concepts of team-based strategy formulation and decision-
making at the top level of BEP, involving managers of all programme components.
Decisions on overall strategy and the coherence of the strategies at the programme-level
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should be assured by all the managers involved (DED, Programme Heads and Co-
ordinators). This could be done within the concept of a management-team.

Two programme-related issues with strategic implications
1. Education Support Programme (ESP):

Conclusion: The strategy of ESP is directed to further expansion. The expansion of this
programme is to a large extent dependent on the organisational and institutional
capacities of relatively small regional and local NGO's to implement successfully the
NFPE-model of BEP. It is exactly in this area where the main bottieneck of this

is situated. P of buliding ineditutional and ieational ;
require a long-term perspective and the ESP strategy isn't taking this into account
sufficiently.

An earlier review mission of ESP has produced important and useful recommendations to
address this issue and this I0A-team adheres fully to these recommendations. It is,
however, not clear if and in which degree BEP has given follow-up to these
recommendations. In BEP phase IV we cannol see sufficient elements that can account
for successful upgrading of the ESP.

Recommendation 7:

Develop a strategy for ESP with a long-term perspective. This strategy should include
more emphasis on organisational capacity building of the implementing partner-NGO's.
This might be achieved by longer-term commitments with these partners. This could take
into account the following mode:

ESP establishes fixed period contracts with the implementing partner-NGO's for a period
of five fo ten years, in which the partner-NGO's commit themselves to increase the scale
of implementation of NFPE-schools in a certain period to reach the leve! required to
receive direct funding of their NFPE-prograrmmes. BEP commits #self to provide, in
addition to the educational and financial support, a package of services lo strengthen the
organisational capacities of these NGO's to reach the required stage to be able to
implement these programmes and attract donor- or government funding. After the fixed
period BEP could provide a certification of these NGO's on a yearly base that qualifies
them to attract funding. Yearly audits by BEP can assure that these NGO's continue fo
comply with quality standards. This strategy would also be in line with the long-term
aspiration of BEP to become a resource cenltre for education.

2, Government partnership Unit

Conclusion: The Government Partnership Unit was created with the goal to expand and
improve relations and co-operation with the GoB. However, the GPU focusses on the
implementation of activities and on specific issues. This limits the possibility of developing
an overall vision and strategy of BEP on co-operation and partnerships with the GoB.

GPU puts in a lot of effort and obtains remarkable results {such as the permission for BEP
NFPE-graduates to enrol in the scholarship exam and the pre- and post primary
programmes). Implementation of joint activities with the GoB certainly should continue and
can be organised in a separate unit. However, the present position of GPU as a separate
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Recommendation 10:
Review the scope of BEP, PACE, ESP and GPU and consider a reorganisation of units for

the establishment of more balanced programmes and programme head responsibilities.

Mechanisms for decision-making and co-ordination

Conclusion: BEP has a strong formal (vertical) communication and control system in place
that provides the required discipline to carry out such a strong implementation-focused
programme in a difficult social setting. Horizontal co-ordination and exchange can be
strengthened.

Structural cohesion between units and programmes can complement present existing
informal interaction. By establishing horizontal platforms (between the programmes and
units) for interaction and shared decision-making at the central and de-central level
(regions and districts) BEP could strengthen its learing capacity and streamiine co-
ordination between units and programmes down 1o the local level of implementation.

lnnmmmmmw BEP has made significant progress.

mmﬁmmmmm

Recommendation 11:

Explore concepts of more team-based co-ordination, exchange and decision-making at
the field level to ensure a higher capacity of “self-management” of these leams. For
participatory strategic decision-making and action planning BEP is suggested o also
consider large-group consultation methods.

7. Inputs of BEP

BEP has an affirmative action policy on recruitment of female employees. This policy
ensures gender-balance of the staff in the head-office and conscious policy on recruitment
of women at the level of project staff and teachers. Gender imbalance still is found at the
level of reguiar and service staff in the regional and field offices; there the presence of
female staff still is very low.

Recommendation 12:

Analyse the situation and possible bottienecks in under-representation of female and

service staff in the regular staff at regional and field offices. If needed, also enforce and
implementation of affirnative action policy at these levels and set concrete

strengthen
quantitative and qualitative largets.
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Conciusion: The project-staff of BEP is not included in the statistics of the HR Department.
BEP in the regional offices maintains separate statistics and monitoring of this staff. This
means that these staff-members are not within the HRD-System.

Recommendation 13:

Include the project-staff of BEP in the HRD-system in order to ensure that these project-
staff members can benefit from the same support of HRD. Inclusion of the BEP project-
staff is also needed o maintain accurate statistics on the total number of staff in BRAC.

Financial sustainability of BEP in the long-term

Conclusion: BEP has a fairly stable funding base with a variety of donors. The programme
components and goals and targets are defined in such a way that they can relatively
easily be adapted to specific funding leveis.

Apparently BEP is not very concermned with the future funding perspectives, considering
the good relations with donors and the long-term perspective of increased BRAC financial
resources for BEP.

However, al present BEP is largely dependent on external funding from international
donors. In the past, the five-year cycle of external funding of BEP has lead to fluctuations
in the programme.

There is no strategy defined to ensure more continuous long-term financial planning and
also further diversification of funding has received limited attention.

Recommendation 14 (see also recommendation 5):

Develop a long-term strategy (changing the scope of five-year programmes) on financial
sustainability of BEP, inciuding external and BRAC-resources. At the same time aiso build
relations with the (inter)national entrepreneurial sector and deveioping the concept of
social responsibility of the private sector in Bangladesh should be considered. BRAC's
culture as an efficient organisation with many commercial expenences, provides a good
basis for understanding with this sector.

Alongside the possibilities of diversification of resources, also new, more flexible,
mechanisms and arrangements with donors can be made to avoid abrupt fluctuations in
funding and enable other funding-partners (including the private sector) to join in at
different times.

8. Output of BEP

mmmmmwmmmhmmm
Education Programme is the larges! scale programme on primary education implemented
by a NGO in the world. The output of the programme in qualitative terms is much more
complicated.

The focus of BEP on quality of the output has improved over the last years and receives

continuous attention, but it is mainly to ensure better quality of inputs (Quality Assistants,
improved curriculum etc.). The output measured in terms of satisfaction of the target-
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groups has received less attention. Also impact on the socio-economic situation has not
been sufficiently measured.

This impact is difficult to measure, since there are many dimensions and indirectly
influencing factors to be considered. The Research and Development Department has to
be more involved in providing reliable data on the socio-economic impact of the BEP
programmes. These socio-economic impacts can be more closely related to the
differences in the base-level situations of the target-groups of BEP (the uitra-poor)
compared to this base-level situation of target-groups of other implementers of primary
education. Also the impact over time can be taken more into consideration (longitudinal
studies). The appraisal mission of BEP phase IV (2003) also addressed this issue.

Recommendation 15:

Realise questionnaires or studies lo measure client-satisfaction of the services delivered
by BEP to complement the input-related investments in quality and to measure the effects
of these invesiments. Increase the co-operation with and provide reliable MIS-information
to RED to enable better qualily studies on socio-economic impact of the BEP programmes
(SATs, comparative and longitudinal studies).

9. Control and support processes in relation to BEP

Conclusion: The control and support processes are of sufficient quality for a smooth
functioning of BEP. The processes within BEP and support departments in BRAC are
clearly in place. Goals and targets are clearly monitored and financial control is strict.
There are well-defined rules and regulations in relation to financial control and delegation
of decision-making. The Human Recourse Department has good records of the
employees and with respect to salary-administration is linked to the financial department.

10. Systems relevant for the functioning of BEP
MIS and monitoring

Conclusion: BEP has a potentially powerful educational management information system,
which after its current migration to a new ICT platform, is an excellent tool for research,

programme management and policy analysis. However, capacity to use these applications
effectively needs to be built.

The current MIS has great potential but is technically in poor shape and is centrally
operated. As major revisions are going on it is expected that the potential can be realised
in the future. A well-functioning ICT infrastructure is a basic condition for MIS to deliver its
full potential. The most important benefit will be the increased and timely accessibility to
data and reports. Yet, the availability of such data is only fully optimised if they are used
for detailed analysis, research, planning and policy-making. While the MIS is one
important ICT application, the steady expansion of computer facilities within BEP calls for
an overall vision on ICT, to streamline the automation processes and refrain from an ad-
hoc approach to development of ICT-infrastructure and services. This issue was also
addressed in the MTR-mission of 2001. The |IOA-team wants to add two
recommendations to that mission.
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Recommendation 16:

Formulate (BEP and BRAC) an ICT policy/master plan as a vision, strategy and action
plan for future ICT expansions. An important element of this plan can be to equip all
regional offices with computers and e-mail/internel facilities, for decentralised !
of data and on-line access to MIS. It is understandable that investments in this area
depend in a great deal in availability of resources. Also investments can be shared with
the programmes outside BEP (especially BDP). The investments in ICT need to be
addressed in funding-strategies.

Recommendation 17:
Training of a selected group of managers and researchers in MIS data interpretation for
planning and policy analysis.

11. Staff Performance
Conclusion: In general it can be concluded that the BEP style of management of staff

leads to a high level of satisfaction and commitment. Issues on performance management
are currently addressed, but improvement may be made on implementing feedback
mechanisms for enhanced support and learning.

BEP develops its staff through systematic training, which provides them with
competencies for the job and allows them lo gradually climb up the hierarchical ladder.
This intemnal focus has led to a strong implementation-rooted workforce and BRAC-
dedicated people. Two concerns emerge from this approach. First, traditionally little
attention has been paid to applying feedback mechanisms (or coaching) for individual
staff. Secondly, the development of the BEP workforce is based on a vertical vision with
limited outfiow to other BRAC programmes or even other organisations.

Recommendation 18:

Implement feedback mechanisms (appraisals, coaching, meetings) at all levels, relate
them clearly to HRD policies, train the managers and finally integrate them in the
organisational culture of BEP.
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5. Over-all conclusions and recommendations

The objective of the ToR of this Institutional and Organisation Analysis was to determine
whether, from an institutional/organisational point of view, all preconditions are met for
BEP to perform and achieve its objectives in education, poverty alleviation, empowerment
of poor women and pro-poor advocacy.

The conclusion of the IOA-team, after having analysed extensively the institutional context
and internal organisation of BEP, is that all major preconditions are met by BEP to perform
and achieve its objectives. The performance of BEP in planning and realising large-scale
and high impact programmes that are clearly targeted to the poor, especially women and
children, is outstanding and provides an example for many NGO's, not only in Bangladesh
but all over the worid. The organisational structure, arrangements, procedures and
regulations within BEP and BRAC ensure a cost-effective and transparent functioning of
the programmes of BEP, that are highly valued by the stakeholders. The staff of BEP is
highly motivated to implement the programmes.

Quality improvement of the programmes receives continuous attention by BEP and
requires continuous attention in the future. Improvements can be made, especially in
relation to the long-term outcomes and impact of the programmes on target-groups and by
developing and applying better instruments to measure outcome and impact.

An important external factor and a continuous theme in the life of BEP is the struggle for

Government recognition of its innovative education models, especially the NFPE-schools.
This recognition is only very gradually growing and mainly directed to other programmes
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than the core-programme of BEP: the NFPE-schools. Further actions to accelerate the
dialogue with the Government are necessary and the donors of BEP have to play an

active brokering role.

A new long-term vision of BEP has been formulated, but needs to be further developed
and shared at all levels of the organisation. This new vision of becoming a network of
recourse cenfres on education in Bangladesh will change significantly the character of
BEP in the future and set challenging targets for dialogue with the Government,
continuous improvement of quality and future financial sustainability. This new vision does
not affect in a great degree the programmes of BEP for 2004-2009.

Recommendations
The I0A-team positively recommends the donors to fund the BEP proposal for 2004-2009.

The I0A-team also recommends that in BEP phase IV, 2004-2009 a plan will be
integrated that accounts for continuous actions in the development and shanng of the new
emerging vision, mission and strategy (including financial sustainability) within BEP,
BRAC and the Government.

The mission recommends fo strengthen the practice of giving missions (perhaps less
numerous) a limited focus on a clear theme, as this may increase the depth and impact of
the missions.

The I0OA-team finally recommends BEP and the donors to discuss the recommendations
of this I0A-mission (and future missions) and priontise a limited number of actions for
follow-up, however with a commitment to give extensive follow-up to enable shared
learning from the expernences.
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Annex 2: List of persons consultants and activities of IOA-team

|Saturday | 23-8 | Education Walch Report launching meeting

Appraisal Mission team BEP IV
Sunday 24-8 | Mr. Graham White, DLO
Mr. Comelius Hacking, First Secretary Education, RNE
Monday 25-8 | Analysis of Documents
‘Thursday | 26-8 | Analysis of Documents
“Tuesday 26-8 | Mrs. Erum Mariam, Programme Head NFPE, BEP, BRAC Mr. Safiqul |

Islam, Programme Head PACE, BEP, BRAC

' ' Briefing with most Units Heads under NFPE and PACE, BEP, BRAC |
| BRAC/donor briefing meeting |
| Mrs. Marjolijn Verhoog, Desk Officer Bangladesh, Novib (realised by a
team-member in the Nethelands) |

27-8 | BRAC NFPE, BEOC, pre-primary and government primary and

| | secondary schools |
teachers, area, regional and TARC staff

Wednesday
| - Mr. Ariful Islam, Programme manager Field Operations, BEP, BRAC
Thursday | 28-8 | Open space workshop =
Saturday
Sunday

Mymensingh
Mrs. Mahmuda Aldeen, Assitant DLO, DLO

"

Mr. Yusuf Kassam, Mission leader, BEP IV appraisal mission
Analysis of Documents

Mrs. Erum Marian, Programme Head NFPE and Mr. Ariful Islam,
Programme manager Field Operations, BEP, BRAC

Mr. Kamrul Aman, Senior Faculty Member, BTD

Dr. Manzoor Ahmed, Institute Education Development, 19" floor

31-8 | Mr. Aminul Alan, Deputy Executive Director (BEP, BDP), BRAC
Mr. Abdul-Muyeed Chowdhury, Executive Director, BRAC I
Mr. Ariful Islam, Programme manager Field Operations, BEP, BRAC

1-8 |menp-u
NGO leaders

g

workshop
involved in ESP

Tuesday 2-9 | Mr. Prof. A M. Mossaddequ; Islam, Director General, Directorate of

| Primary Education, Ministry of Primary and Mass Education, GoB, Mr.
| A_K_Abdul Muktadir, Director Planning and development and prof. Md.
Sultan Mia, Director Training.

Page 83 (52)



6

M. Manwur Hossan Khandkor, Progmmms and AZ M.

| M, Abiad, Chasman, BRAC

Rt weting

e —

e
e, Granam Wrile and Mm Malvnuds Aldeen, DLOSBRAC

weitng
Wity
Subminslon draft final repart

Page 84 (52)



@ADF Annex 3

Annex 3: ToR Institutional and Organisation Analysis of BEP
(25 June 2003)

Terms of Reference

INSTITUTIONAL & ORGANISATION ANALYSIS
of the
BRAC EDUCATION PROGRAMME (BEP)

1. INTRODUCTION

BRAC's Non-Formal Primary Education programme (NFPE) has been operating since
1985. It is one of BRAC's three core programmes (rural development, education and
heaith) aimed at poverty reduction and social empowerment in rural communities, with
special target emphasis on poor girls who have either never been to school or who have
dropped out of the formal education system. Originally the NFPE programme focused on
children aged 8 to 10 years and followed a three-year cycle covering Grades | to lll. In
1988 this was extended to include children aged 11 to 14 years; this part of the
programme became known as Basic Education for Older Children (BEOC). A further
development took place in 1991 when the Education Support Programme (ESP) was
started, seeking to extend the coverage of the NFPE model o areas in Bangladesh where
BRAC was less well represented by operating through small partner NGOs supported
technically and, in most cases, financially by BRAC.

From the start the NFPE programme was part of BRAC's main rural development
programme but it acquired the status of a separate core programme in 1996. Until 1993 it
was supporied by a varying group of donors but since then it has received a major boost
following the formation of the present donor consortium consisting of AKF/CIDA, DFID,
the EC, the Royal Netherlands Embassy (RNE), NOVIB, and UNICEF. Funding from this
consortium over the last ten years has been in three phases during which the programme
has increasingly widened in size and scope as follows:

Phase | (1993-1996): During this phase BRAC scaled up its activities, more than doubling
the number of schools from 15,000 to 31,000. It also consolidated its management
infrastructure and further developed its support systems for teachers. New initiatives in
this period included the creation of Resource Teachers, opening Reading Centres/Union
Libraries/Adult Literacy Centres, plus schools for ex-garment workers in conjunction with
UNICEF, ILO and BGMEA.
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Phase Il (1996-1999): After the rapid growth of the programme in Phase |, this phase
represented a stage of stabilisation and consolidation, with the emphasis on qualitative
improvements across all areas of operation.

for teachers and management effectiveness. New initiatives included the piloting of
Grades IV & V in NFPE schools, development of innovative programmes such as CLIP,
IRI and CLE, and the piloting of pre-primary programmes.

Phase Il (1999-2004): This phase continued the emphasis on quality both at HQ under a
newly formed Educational Development Unit and at field level through an extended
management and administrative structure comprising Resource Teachers, Batch Trainers,
Master Trainers, and Quality Assurance Specialists. Greater impetus was also given fo
Phase |l initiatives namely, the introduction of Grades IV & V in NFPE schools, to pre-
primary schooling, the adolescent development programme, and the sustainability of
Union Libraries, piloting of IT and mobile libraries under the continuing education
programme. A major effort was initiated to obtain closer collaboration with GoB in primary
and post-primary education. Effort was also made to provide equitable access to ethnic
minority communities through non-formal primary and post-primary interventions.

The  objective of the Mission is to determine whether, from an
institutional/organisational point of view, all pre-conditions are met for BEP to
perform and achieve its objectives in education, poverty alleviation, empowerment
of poor women and pro-poor advocacy.

The appraisal will be based upon an analysis of the institutional and organisational
activities of those parts of BRAC that have an impact on BRAC's education programme. it
will follow the methodology of the Integrated Organisation Model! that was outiined at the
BRAC/Donor Consortium bi-annual meeting in November 2002; this model will be the
guiding principie for the analysis by the Mission.

4. ISSUES FOR APPRAISAL

Based on the Integrated Organisation Model, the factors that influence BRAC/BEP as an
organisation and need to be considered by the review team are:

4.1 External Factors

= How does the social, cultural, political and ecological environment influence the
outcomes of the organisation?

* How are poverty, gender, empowerment and pro-poor advocacy included in the
national policy?

*What is the state of GO-NGO and NGO-NGO collaboration? What further
developments can be foreseen in the near future?

*Which stakeholders does the organisation work with (e.g. nationalfocal
government, NGOs that are active in and outside the sector, Ministry of
Primary and Mass Education and/or other Government Ministries, the target
group and the donor community)? What is their appreciation of BRAC?

4.2 Internal Factors
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Nature of the organisation

+Whalt is the legal basis of the organisation?

*What is the legal framework (laws, by-laws, regulations that may have an effect
on the functioning of the organisation)?

Strategy/objectives of the organisation

= Give a description of the organisation, including its strengths and weaknesses, its
opportunities and threats (SWOT).

*What are the long- and short-term objectives? How are the objectives
internalised?

*What is the output of the organisation in relation to the objectives (the quality,
quantity, experience, specialisation, coverage of the target group)?

= How are goals and targets defined? Are the set goals and targels disseminated
finformed/owned by the staff of different tiers?

Structure of the organisation

*What is the structure of the organisation (including organisational chart)? How is
it appreciated by the staff? How Is it appreciated by the Mission?

*Describe the sections/units within the organisation and their roles and

* |s there a mechanism in place to secure coordination between sections/units?

*How is the decision-making process (at what level, dependency, formal and
informal) ?

=Give a description of the level of decentralisation of decision-making. How are
women involved in decision-making? Do criteria for poverty, gender and/or
environment play a role in decision-making? Is attention paid to voice poverty
and gender advocacy, and if not, how could it be improved?

Inputs

*How is the distribution of staff within the organisation (quantity, quality, male-
female ratio, permanenttemporary)?

* Does the organisation have enough qualified personnel to have access to socio-
economic and gender sensitive data and to be able to identify and research
this?

*How is the access of the organisation to relevant information (research,
government)?

*What is the financial situation (income and expenditure as well as the balance
sheet) in recent years and whal are resources of finance
(GoB/Donors/members)? Indicate if the financial input from each source is
increasing or deceasing.

*How are the financial sustainability issues being addressed? How to further
improve the financial sustainability in a feasible way?

Outputs

* Give a short description of the achievements of the organisation until today.

* How are the outputs appreciated by its clients, in quality and quantity?

» Give an appreciation of the outputs in relation to the inputs.

Control and support processes
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= What are the control processes (focused on control of other processes?) and how
effective are they? Pay specific attention to administrative organisation, internal
and external monitoring reviews, reporting and internal control, approval of the
audits.

*What are the support processes and how effective are they? Pay specific
attention to financial administration, account management, budget control,
liquidity management, obligations and procurement.

« How transparent are these processes?

*How are the competencies for financial commitments and paymenis
(authorisation and execution)?

Systems

« Does a management information system exist and, if yes, how does it function?
* Does a monitoring & evaluation system exist and, if yes, how does it function?
* Is poverty and gender-disaggregated information available in these systems?

= Do financial reporting systems exist and, if yes, how do they function?

* Do accounting systems exist and, if yes, how do they function?

= Do procurement systems exist and, if yes, how do they function?

Human resource management

* Make an assessment of the accountability of staff members.

* Does the organisation have an HRD unit? If yes, how does it function and what
needs to be done for further improvement?

*What is the personnel policy (recruitment, termination, motivation)? Does
affirmative action for women exist and, if yes, how does it function?

* How are women represented at the senior levels of management?

= Are there vacancies and is this perceived as a problem? Is there a surplus of
staff?

* How is the staff turnover?

*What are the transfer policies?

*What are the training facilities? Is training adequate to improve/maintain the
quality of the service? Are poverty, gender and/jor environment issues included
in the training?

* What kinds of incentives are used?

In consultation with the Mission Team Leader, the consultants will have the freedom to
include and analyse any other linked issues that they decide would be relevant.

A stakeholder workshop of one/two day(s) is expected as part of the IOA (following an
IOM model).

4. COMPOSITION OF THE MISSION

The Mission will comprise a team consisting of two consultants both of whom will
specialists in institutional and organisation analysis. One of them will be appoint
Team Leader who will have overall responsibility for the findings and recommendations
the Mission and for the submission of the Final Report at the specified time.

o ¥

The team will be assisted by a consultant appointed by NORAD. His/her specific task will

be to help integrate the findings of a parallel appraisal study of the NFPE IV sectoral
programme with those of the institutional and organisation analysis.
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All team members should have:

An advanced degree in their appropriate field of specialisation

Al least ten years of relevant experience doing similar work

Experience in South Asia, preferably in Bangladesh

B oatarice i i SO etekiing trotssacial davel

Ability to write clearly and analytically, and to be able to work to deadiines
Excellent communication and interpersonal skills, plus the ability to work with senior
management as well as being a team-player.

@ & & & & @

5. TIMING OF THE MISSION

It is expected that the Mission will start on 24 August 2003 and finish on ....... . September
2003. The Team Leader will ensure that all comments on the draft report made by BRAC
and members of the donor consortium are addressed and that the report is finalised and
delivered before hefshe leaves the country.

6. REPORTING

The team will be given a formal briefing by BRAC and members of the donor consortium
at the start of the Mission. They will also be provided with all documentation relevant to

the analysis, including the HRD study completed in May 2002, and the Annual Financial
Reviews and Business Strategy Review done for BRAC by Shorebank Advisory Services.

The consultants will make a formal presentation of their findings and recommendations to
BRAC and the Donor Consortium on ... September 2003. A draft report incorporating
comments made at the presentation will be submitied to the BRAC DLO on .... September
2003.

The final report will be submitted in 25 copies before the team leader leaves Bangladesh.
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Annex 4: Report on the "open spaces” of 28-8 and 1-9

OPEN SPACE WORKSHOPS

“How can BRAC better support education in
communities”

an open reflection by a wide selection of stakeholders -
- August 28™ and September 1" 2003 -
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Open Space Workshops

Within the scope of the BRAC-BEP Iinstitutional and organizational analysis
(August/September 2003) two open space workshops were held, one on grassroots level,
and one on managerial level. The purpose of these large group interventions was to
quickly retrieve (and share) information from BRAC stakeholders on issues as perceived
important by them, in an open and inviting setting. BRAC managers, donors and
consultants, determined the central theme for both workshops:

“How can BRAC better support education in communities”

Contents

1.General Principles of Open Space Technology

2.Grassroots-level Open Space workshop
2.1. Summary of outcomes and recommendations

2.2. Remarks and crosscutting themes

3. Managerial-level Open Space workshop
3.1 Summary of outcomes and recommendations

3.2.Remarks and crosscutting themes
4.Conclusions

1. General principles of Open Space Technology

Open Space Technology is one way to enable all kinds of people, in any kind of
organization, to create inspired meetings and events. Over the last 15 years, it has also
become clear that opening space, as an intentional leadership practice, can create
inspired organizations, where ordinary people work together to create
results with regularity. It is a way to stimulate and collect creative ideas and commitment,
to generate a vision, to plan for the future or to develop a new product. It is a process of
differentiation and integration (dependent on emphasis and focus).

|
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In Open Space meetings, events and organizations, participants create and manage their
own agenda of parallel working sessions around a central theme of strategic importance,
such as: What is the strategy, group, organization or community that all stakeholders can
support and work together to create?

With groups of 5 to 1000 — working in one-day workshops, three-day conferences, or the
mmmm ﬂnmmnmsulisapowarﬁj mmmam

We never know exactly what will happen when we open the space for people to do their
work, but the following results can be guaranteed when any group gets into Open Space:

1. All of the issues that are most important to the participants, and that they feel
comfortable enough to raise, will be put on the agenda

2. Al of the issues raised will be addressed by those participants most qualified and
capable of getting something done on aach of them.

3. In a time as short as one or two days, all of the most important ideas, discussion, data,
immediate action will be documented.

4. When appropriate, and when time is allowed for it, the total contents of this report
document can be focused and prioritised in a matter of a few hours, even with very large
groups.

General conditions wherein Open Space workshop is worthwhile considering are when
the theme or issue is complex in nature, the group or people involved are highly diverse,
there is an urgent question that need to be answered soon, there is potential conflict, no
one has the right answer or solution to the problem.

2. Grassroots-level Open Space

Date: 28" August 2003
Venue: BRAC TARC Mymensingh

Participants: 65 persons, ao. BRAC (graduate) students, parents, teachers (pre-
primary, primary KK school and secondary), direclors (adolescence

program) and board of trustee members, and school-management-

2.1. Summary of outcomes and recommendations
MWMmmmﬂmmmwamm
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The following is a recapitulation of the outcomes of discussions as reported by working
groups. This is slightly structured presentation of group reports only, i.e. without
interpretation or analysis, giving an honest refiection of participants’ opinions. The original
reports (in Bangla) are available through BRAC head office.

Increase scope of programs

* Pre-primary and primary schools

It was indicated that in the villages the demand for education is much higher than the
capacity of schools and the need is feit to increase the number of pre-primary and primary

Although the aim of pre-primary schools is to prepare young children to enter class | of the
formal system, it was proposed make provisions 10 enroll drop-outs of formal primary
schools in BRAC NFP schools and sustain their continuous education.

* Primary education (lowards secondary education)

To bridge the gap between BRAC primary schools and secondary schools and facilitate
admission of BRAC students to secondary schools, it is deemed necessary to offer a
programme that covers grade | to V. Also the difference in BRAC and government books
and other materials would need consideration and it was even suggested to provide
government books to the students (and train teachers in using these books). Also,
graduating students are suggested to take part in the government scholarship exam. To
further facilitate the access of BRAC graduates to high schools, BRAC is requested to
arrange for scholarships or provide otherwise for sponsorships to students for their
continued education.

= Secondary education (*¥)

A great need is felt to expand BRAC's pilot programme on capacity development of
teachers in non-government secondary schools (98% of secondary schools are run by the
community). More awareness building, training and monitoring is recommended for
parents, teachers, head masters and school management committees. Also the supply of
education materials, the establishment of libraries and the need to introduce (more)
WWMWHWMMMMWWW
might be improved ::ﬂestabhlﬁu a BRAC-assisted quality improvement and
supervision/monitoring erm

* Adult education
The idea of offering an adult education programme was proposed. This would promote
social values, could lead 1o aduits better appreciate education and motivate them 1o send

their children to school. It was also pointed out that supervision of children should be part
of the curmiculum.
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Improve infrastructure, facilities and materials

School (constructions) (%)

Recommendations were made to establish permanent pre-primary and primary schools
(constructions) in cooperation with local community and government authorities, and
design a financing and management structure for these schools.

= Libraries (")

Libraries were given significant attention. Indications were given that a library fulfills an
important role in the community as a place where not only learning may take place, but
they can also serve as a venue for social interaction and entertainment, as a link between
children and adults, as a link to formal schools and even as a link to the wider civil society

(through books and eventually through internet facilities).

* Materials and supplies (*)
It was suggested to provide the following materials to pre-primary schools: number chart,
alphabet chart, nameplates and school bags for students. For primary and secondary

schools it was suggested to distribute materials (books, khata, pens, etc.) free of charge,
supply medical facilities and provide (other) facilities in BRAC schools similar to those in

government schools.

Improve delivery of education

« English
Participants felt that the teachers’ capacity to teach English language in primary school is
inadequate. More intensive training (and follow-up) is required. Also, remarks were made
about the lack of interest in the English language among community members and
students, requiring conducting community workshops to change this situation.

*Exams
Recommendations relate to the standardization of exams (lo be prepared by the team
office) and training on preparation of examinations. Furthermore, some suggestions were

made to motivate students by introducing more competition among students (and even
provide prizes and stipends according to their performance) through annual exams.

Capacity building
= KK supervisors (*)
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A special session was devoted to the training needs for KK supervisors and members, to
improve KK centres. The following ideas for skill development were put forward: sewing,
computer literacy, photography, tel/fax operation, healthcare, fisheries, nursery, poultry

* Guardians and parents

The issues related to the payment of 5 taka for pre-primary education was discussed. It
was suggested that some guardians don't send their children to school because of this
expense. The fact that for some students the payment is waived, and that a stipend is
given to primary school students further blur the issue. To resolve the matter it is
proposed to make education free for all.

A number of measures were further proposed to increase awareness of parents and
guardians, through semi-annual workshops, activities in the library, education of illiterates
and financial support.

2.2. Remarks and cross-cutting issues

Observations regarding the Open Space group reports

1.Many ideas on program level were raised and a limited number of suggestions on
organizational/institutional level. The fact that pariicipants had their attention
mainly on program matters is an indication that in general the organizational
performance of BRAC is perceived as good!! (In other words, if the organisational
support to theprogrammes were poor, participants would undoubtedly have raised
more issues relating to the organization). In general the perception is that people
have great confidence in BRAC's capability to deliver.

zmmmmmmmm@mm:w

WWMMWHMMWMHBMWM&dh
local and national culture.

3. Training of teachers is understandably a strong point of attention, as the scope and

duration of teachers’ training programs is very limited. Many remarks were made
about the need for further training for all involved in teaching programs.

Page 95 (52)



@MDF Annex 4

4, Interestingly, many participants were well aware of the importance to cooperate with
and/or involve government to sustain the operations of the schools. For the
establishment of permanent schools, for distribution of materials, for student
scholarships and for alignment of schoolbooks and other teaching materials and
for examinations suggestions were made to look at BRAC to more intensely work
with government (and vice versa).

General observations regarding the Open Space workshop process

5. Participants were very disciplined in following the indicated programme and time
schedule. Just before 9:00 am (start of the programme) all participants had taken
their seats. After breaks and lunch the programme could resume as scheduled.
Not a single participant had left after lunch and all actively participated until the
end of the day. This behavior is remarkable and rarely encountered by the Dutch
facilitators (including The Netherlands).

6. Participants showed a great level of involvement. Although the process was slightly
hampered by the language barrier (the translator did a wonderful job), the
participants conceived the principles of Open Space well. This is among others
reflected in the great number of issues that was raised, and indication for active
thinking and ownership. The young teachers dispiayed a high level of self-esteem
and self-confidence and spoke out enthusiastically in front of the entire group.

3. Managerial-level Open Space

Date: 1™ September 2003

Venue:  BCDM Rajendrapur

Participants: 65 persons, a.0. BRAC regional and area managers, NGO partners, BRAC
head office staff and donors

3.1. Summary of findings and recommendations

The participants in the workshop in Rajendrapur participated with enthusiasm, and
expressed their appreciation of the methodology and outcome. Participants explored the
problems underlying their perceptions and recommendations. Again many issues were
The original session reports are available with BRAC (and are of great interest for project
decisions). We summarize here only the main findings, either from programme or
organisational perspective. Issues indicated by (™) and (*) were considered to be of
special importance by the group and are a reflection (rough indications) of where the
group felt that priorities should be put. it should be noted, however, that time did not allow
for extensive elaboration or analysis of all issues.
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Improve institutional cooperation GoB — BRAC and NGO - BRAC

« NGOs nistwork (*

Participants considered of great importance to strengthen its partnerships with NGOs in
remote areas to improve jis educational programs in remote areas through its NGO
network. Aside from cost-effectiveness through such a decentralized offering of programs,
ethnic minorities can be reached, which would otherwise be refrained from education.
Small NGOs expect a well-communicated rationalized selection of NGOs and schools.

BRAC funding is expected to achieve their targets.
* Cooperation with GoB (**)

A number of practical suggestions were made 1o align BRAC programs with GoB
programs. them was a prime concem of the delivery of primary education to all
children in Bangiadesh and set-up a primary education expansion program with GoB. Also
the strengthening of secondary education and the expansion of pre-primary education and
ADP by improved linkage with GoB were suggested.

The GoB's lack of Itraining capacity was pointed out. Even for staff training it was
mggeslaﬂtashamﬁmwmmeu& including teachers, librarians and

The continuity of BEP was guestioned, considering its high dependency on donor-support
and it was recommended as another urgent reason to intensify the dialogue with
government. it was suggested to enter into a dialogue with a large group of officials as
plan accordingly with important stakeholders.

Also suggestions were made to experiment with trust fund and other models for the seli-
sustainability of BEP, not aiming to achieve commercial education, but to strengthen
community involvement. Experiences with ESP, libraries and PRIME secondary schools
are valuable in this regard.

* Decision-making and responsibilities

It was pointed out that there is no clear (or at least a complicated) delineation of tasks and
respongibilities in the BRAC hierarchy, especially in the field. This results in overlapping of
tasks/responsibilities. It is recommended to clarify this issue by decentralizing authacity
and clear leadership responsibilities on decentralized level. Also, it was suggested to
create forums for interaction and open up for higher participation in policy and decision
making processes.

Also suggestions were made to invoive ESP staff more intensely in materials development
and distribution, and the design of training modules.

+ Computerization of regional offices
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Equipping the ROs with computer facilities would enable RMs to process information more
efficient, maintain small MIS, exchange and share information with colleagues and head
office and link to the Internet to collect new ideas and information.

« Staff recruitment, evaluation and training (%)

Participants perceive the recruitment and promotion process as not fully transparent and
fair.. Levels should further be based on the person's intelligence and performance.

The absence of a clear, individual stafl development plans was discussed. There is no link

between individual staff competencies, job requirements (as job descriptions mainly
describe skills and activities, rather than competencies) and performance evaluations
(which follows standard criteria for all levels and positions of employees). Until recently
staff performance assessments were nol fed back lo the staff assessed which was

perceived as problematic.
= Staff interaction

The need was expressed 1o intensify staff interaction by organizing forums whereby staff
from various levels and regions van meet and leam. It was proposed to do this once/twice
per year by Open Space Technology.

= Staff salaries (**)
An important issue for the participants is the salary that staff and teachers receive. It is
the

found too low and suggestions were made o change
aspects such as location and competitiveness should be considered.

Increase scope of programs

* Pre-primary schools (**)

In collaboration with GoB, it was recommended to expand the pre-primary school
programme and include the remote areas of the country. Important is to consider where
government schools are operating. The schools serve as a bridge between
home/community-life and education. It was also seen that pre-primary education
strengthens the relationship GoB-NGOs as GoB primary schools would benefit.

= Secondary schools (**)
It was proposed that various efforts be made to strengthen the capacity of secondary
subject knowledge (math, English, science), management capacity of head masters,

SMCs, and increase awareness trough community involvemnent, PTA participation, gender
awareneass,

* Ethnic minorities
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It was suggested to (further) design special programs for ethnic minority groups, preceded
by an extensive survey, a needs assessment and advocacy campaign.

* Adolescents development program (*)
ADP is perceived as a successful component that should be extended geographically, a.o.

into ethnic minority areas. It was also suggested that community participation should be
enhanced.

Improve infrastructure, facilities and materials

+Libraries (*)

It was pointed out that there is need to establish more community libraries. They facilitate
social-cultural life of the people and serve as centers for socialization. They guarantee a
continuing of newly acquired literacy for graduates,

* Computer aids

The need to provide computers as leaming aids to GPs and secondary schools was
suggested.

Capacity building
« Awareness programs

In many groups the importance of awareness programs for parents, community members
and children themselves were stressed, to guarantee a success of educational programs.

*SMC (%

The need was identified for better school management. Training and guidance of SMC
members was therefore recommended, as well as interaction of SMC members of various
upazilla's to share experiences and ideas. This would assist in planning and monitoring.
Cooperation with GoB was suggested to initiate such interventions and improve
management and operation of schools.
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