Effective Use of MCA Assistance:  

Basic Education as a Model 

Overview 

Development is a non-linear, non-sequential process involving a mix of social, economic, and political factors. It requires behavior change that occurs over an extended time period through steady, long-term commitment and cannot be precisely planned.  Below the level of generalities, there are no simple, global prescriptions.  The proper interventions will be determined by a variety of factors, including the specific objectives, the nature of governance, the country’s state of development and the sectors targeted, the maturity of civil society institutions, the timeframe, and the activities of other donors. 

MCA assistance should be focused on the goals of institutional reform and capacity building.  However, it also should recognize that the steps to achieve those goals include (1) creating and experimenting with models of what works and can be taken to national scale and (2) improving the current delivery of services to meet the needs of today’s children and youth. Programs need built-in flexibility to adjust to changing circumstances and to the success and failure of different activities. 

National Plan
Effective MCA investments in basic education should be based on comprehensive, systemic, country-led reform plans developed through a participatory process that involves all relevant stakeholders. The plan should set broad targets over a 7–10 year period and should serve as the instrument for donor coordination. MCA should fund components of the plan and monitor accomplishments based on achieving those targets. The appropriate roles of the government and civil society should be identified since education is most effective when carried out through the active participation of government, parents, community members, businesses, and other civil society groups. To support both the public and private-sector roles, MCA assistance should be provided by carefully linking education sector program (non-project) support and project assistance.  Program assistance should provide funding to the ministry budget in a manner which supports identified policy reform and change in prevailing practices, helps build capacity, and/or is tied to specific inputs (books, teacher training, etc).  Project assistance will serve to build capacity, provide technical assistance, and implement experimental or proven approaches to how education reform and innovation can be implemented at the regional and community level. 

Program Assistance 
Education sector program assistance should provide financial assistance to the government, primarily for the ministry of education, to carry out components of the national development plan.  The funding should be linked to specific policy reforms (redistribution of resources to basic education, hiring more women teachers, decentralization of administration and decision making, more resources at the local level), improvements in administration, capacity building, and support for specific education inputs (textbooks, school materials, and construction).  Accountability should occur through achievement of these reforms and inputs and through transparency and oversight by civil society.

Project Assistance
Financial and technical assistance for specific projects should be provided both to the government and for discrete projects carried out through civil society organizations with the involvement of international and local non-governmental organizations.  Activities should include:  

· Institution Building at the National Level: Technical assistance should be provided in conjunction with program assistance to ensure the effective use of that assistance. Education is a large enterprise, often consuming 20–25% of the national budget, employing more people than any other part of the government, and subject to inertia.  Technical assistance can be used to build the capacity of government ministries (leadership, management, technical capacity), to improve the collection and analysis of data, to support the decentralization of management, and to serve as a source of innovation and best practices.  Development history is replete with loan projects stymied for want of the right human resources at the right time and place.  Both local and external technical assistance can address the absence of ministry and other institutional capacity to effectively use and account for funds.  

In addition to building capacity within the ministry, project assistance also can create or strengthen critically important quasi-governmental entities to oversee and ensure education reform.  An independent institute, comprised of government and non-government leaders, can serve as a think tank to generate and disseminate best practices and innovation, evaluate education reform, and establish and promote standards of education quality. One model is the Korean Institute of Education (KEDI), which has served to lead reform but also support ministry implementation and ownership of reform.  All too frequently the technical education knowledge base lies only in the ministry of education which is subject to changing political dynamics and lacks the larger vision of other sectors (business, agriculture, etc). 

· Building Civil Society’s Capacity: Civil society institutions carry out important roles in a nation’s education system, including: mobilizing input into national development plans; helping improve the delivery of education at the community level (through activities such as participating in school management and PTAs, supporting teachers, producing learning materials, encouraging attendance, and operating schools (especially where no government schools exist) and other); and serving to create the demand for, and as an instrument of, accountability and transparency of policy and use of resources. 

Technical assistance and grants to civil society organizations can help improve and create new models for how to enhance access and learning opportunities and to improve and expand the delivery of services at the community level. 

· Supporting New Models: Stakeholders and clients normally require proof that change works before adopting reform and innovation. They want to see evidence at home of how a best practice from another country or a new idea operates and can be adapted to local culture and practice. Project assistance can support the development of local models (early childhood development, news modes of teacher training, curriculum reform, multi-grade classrooms, distance learning), which can be taken to national scale after they have been adjusted to accommodate local circumstances and costs and success validated.

· Monitoring and Evaluation: This important function should be the joint responsibility of the MCA and host country institutions, both government and civil society.  Project assistance can be used to build indigenous capacity by bringing to the task the strengths and capabilities of U.S. organizations.

Successful Education Reform


Countries that have planned and executed to scale national education reform plans, all in different ways, demonstrate that access and quality of basic education can be facilitated by foreign assistance even in challenging circumstances. The cases of Uganda, Ethiopia, Kenya (prior to recent years), El Salvador, Nicaragua, and Namibia are notable. In an earlier period, South Korea was an excellent example, and to a lesser degree also Thailand.

Uganda:  A Case Study 

 The case of Uganda demonstrates the breadth and complexity of comprehensive education reform. USAID provided a combination of program and project assistance supporting a range of policies and actions by government, at the national and local level, and by civil society organizations.  Budget support to the government was conditioned upon improving primary school teachers’ terms and conditions of service (ninefold salary increase), allocating resources to provide primary schools a sustainable supply of instructional materials, and decentralizing decision making and management.  That program funding was accompanied by short- and long-term technical assistance to support reform of the teacher training system and teacher certification process and to train head teachers and district-level officials in support of decentralization and improvement in management and administration.  The project funded the reform of the textbook procurement system and the purchase of more than 2 million textbooks.  At the community level, small grants were provided to empower parents to become involved in schools and to encourage girls to stay in school. Other keys to Uganda’s success were:  

· making primary education free

· resurrecting a weak, regionally based teacher-training system by revitalizing 45 primary-teacher colleges, 23 of which provide classroom outreach 

· training and supporting tutors assigned to networks of coordinating center schools

· empowering communities and parents to play an active role in local schools, including training more than 50,000 community mobilizers, headmasters, and primary school teachers 

· emphasizing improved girls' welfare, treatment, and education, including grants to nearly 1,000 schools to promote girls' education

· increasing discretionary spending allocated to education in general and primary education in particular

· creating distance education programs for training teachers and headmasters  
Principles for Aid Effectiveness 

· No Single Method: There are no global solutions to development. The most effective way of providing assistance will vary according to the specific circumstance and objective and depend on diverse factors, such as the nature of the government, the state of development of the country, the level of development of civil society institutions, the purpose/goal of the assistance, timeframe, activities of other donors, and level of coordination. 

· Long-term & Non-linear: Development is a non-linear, non-sequential process involving a mix of social/economic/political factors that require behavior change, which can be achieved only over a period of time and cannot be precisely planned. Development is a process that requires steady, long-term engagement and commitment that cannot be allowed to be diverted by setbacks and crises. 

· Local Ownership & Participation: Local ownership of the objective, design, and implementation is critical for effective implementation. Local stakeholders, customers, and communities must be participants for the activity to be successful and sustainable. 

· Partnership: Assistance activities are most effective when they maximize the appropriate roles of public and private actors and bring to the task indigenous organizations and U.S. partners with the most relevant, strongest capabilities (government, NGOs, universities, business, etc.). 

· Capacity Building: Strengthening of individual and institutional knowledge and skills is critical to effective implementation and sustainability

· Accountability, Transparency, & Empowerment: Accountability for the use of assistance funds should shift from the current concentration on the proper use of each dollar to the accomplishment of the overall goals and from the USG to indigenous institutions, which can be accomplished most effectively through transparency in budget and administration processes and through empowerment of indigenous civil society organizations to monitor activities. 

· Cultural Relevance: Activities must be sensitive to local and national needs and culture in order to be relevant and effective.

· Coordination: Donor coordination is essential to overcoming duplication and conflicts among programs and to minimize the considerable burden imposed on host country institutions for meetings, reports, and conditions. 

· Results: Assistance activities must be designed and managed to produce specific results, but management must avoid excess concentration on interim indicators and benchmarks and paperwork and maintain focus on the ultimate objective.

· Flexibility: Implementation must provide flexibility to allow adjustment to changing circumstances and lessons learned.

MCA Administration 

At the broadest level, the governance and policy direction of the MCA should take advantage of the engagement and energy of the White House in the conceptualization of the MCA and capture the interagency coherence that has been evident in the design phase.  The vast U.S. knowledge and capabilities in development—universities, private sector, NGOs—should be sought to inform and participate at the policy level.  Other U.S. economic policies that affect MCA recipients should be reviewed periodically for consistency with the assistance objectives. 

At the level of administration, implementation should take advantage of the existing U.S. government’s (particularly USAID’s) and its partners’ experience and presence in the field in implementing assistance policies and programs.  Donor oversight and management is more effective when conducted by in-country staff, whose expertise also serves to inform other U.S. government policies and the programs of other donor institutions. 

The role of MCA administration should be to facilitate the use of assistance. Its appropriate roles are: 

· formulating overall policies and priorities; 

· reviewing proposals; 

· coordinating with other USG agencies and other donors; 

· serving as a center of knowledge and technical expertise; 

· ensuring the collection of data and proper analysis/evaluation; 

· reporting on results. 

Given the nature of the MCA and the emphasis on country ownership, the focus should be on facilitating—not designing—a country’s development plans.  

Current procurement rules and processes are often too rigid.  In streamlining and rationalizing the procurement process, attention should be directed to correcting the too frequent prescriptive approach that stymies innovation and flexibility. Instead of prescribing the solution and individual steps in the procurement request, the solicitation should identify the objective and leave the prescription to individual proposals and permit flexibility and adjustment during implementation.
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