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VANUATU: BASIC INDICATORS OF EDUCATION AND DEYELOPEMNT
Population* 215,836 (2004) Literacy rate of 15- %/
24 year olds (%)t <\
Per capita GNT 1,560 (2005) Net enrolment rmﬁﬁmmg ‘v‘\
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Economic Growth | 2.8 (2005) Ratio of girl$Mo “\}99.7 (2 0
Rate (Yo)** boys in primary
Human 0.71
Development 119/177 (2006)
Index¥**

/ NN
Public Expenditure | 9.1 (2005) Q et enrolment ratio N82.5 Total (2000)
on Education (as % i Sgcond Q 7
of GDP)** ncation (%o
(estimate) AN 21\\
Population Growth | 1.9 (2005) \\7 Pmﬁo 20 (2005)
(annual %)** O pri
Adult Literacy Rate | 74 (2006) "/ §-LeatHer ratio | 13.9 (2005)
(% of people aged : *
15 and above)** m e)
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Executive Summary

Background
Development of the Vanuatu Education Sector Strategy (VESR) hak &
Ministry of Education (MoE), which hasused a broad consul{at{ve

Rationale and purpose of VESS including
The VESS, the broad directions of whighka

of the Ministry. The broad ; ogs >d Atructure is compatible with VESS
priorities, particularly j spéyati rdte support and delivery services.”
The core roles of M dvé policy, planning, standards, budget

allocations, monito

e functions (based on the core roles) that
2ft proposed numbers supplied by MOE,

arship Unit reporting directly to the DG. Functions
SS structure Mclude: needs identification, costing, policy
of mopitoring data and evaluation reports. There is a
Mcaﬂ be justified within the context of support to
id ds are not available in the recurrent budget. To
have developed creative responses to many of the

s to % ation.
apdcityBullding to implement the VESS

ethents for a sector approach:
requirements for a sector approach which include: a sector policy

fies, outputs, reform milestones and financial benchmarks and agreed
enents for institutional implementation, this should include agreement on the
aMmplementation plan with development partners. These requirements have
gn/met except for the means to rmeasure progress and the final requirement to



agreement on the annual plan for implementation with development partners. These
requirements are currently under discussion and development. The itself does
not give guidance regarding priorities or strategies for implementati

Institutional Setting Ministry of Education
‘Some of the more important strengths of the Ministry at this s
commitment of the senior management team to the implem
DG leads this commitment and enthusiasm and has confi

Tnication also
gement system

moves up and down Divisions. There is #
orperforming for

in place in the Ministry at this time wi
either PSC employees or teachers.
interact.

Policy Framework
At this stage the policy framew
order that polices are prioritised
accompanying legislatioy]
into programs for impleiy

Systems .

There may be sim whi ent systems can be streamlined. There are
however some j anageme; tems that are not yet fully operational in
MOE. These i the policy {0 n systems, the planning and reporting
systems, th ana ems, the records management system and the
asset manay nt system

Man t gyl Administration of VESS
Exp Ahe d meft of the VESS and to date has highlighted the gaps in
skills id lementatio ing, costing of inputs, monitoring, identification of

uts e~jndicators. There is likely to be a need for continued TA
i de Wigh level skills in the medium term.

will not be able to produce the range of performance indicators
BeAustainable without some further limited support.

arriers to Effective Implementation of VESS

e
e MFEP has not decentralized its services
@ » Communications, power and transport infrastructure need to be upgraded

il



s Planning and reporting activities with identified performance indicators, &
through the budget process have not happened.

¢ Expansion of universal primary education and improy, iry'ychool
facilities will require increased capacity in tender eyalll d contr
monitoring skills, construction and building mainten s an
construction business management skills at provigesdlde

e The TSC has not been able to perform its role '

o VITE has not been able to provide sufficie

d teach ith
appropriate teaching and linguistic skills to service e edycati ds of
_the population %
» The role and responsibility of MoE in .@ sartepthe

1 outh
Training and Development could be.cla

) gramnt is mixe

. § i ?rvice provision

tts-numbers and the size of

cture, develop and submit legislation
, and legislation that might relate to the
even policy areas need further development
nted

Institutiona) Mg ening%z oF is required through the strengthening of
A/ and the TSC alsd“equire institutional strengthening to enable them to

i1 theirgoles. The VEMIS is currently being supported through
i hich is scheduled to cease at the end of 2007, Further
pthe-analysis and reporting of statistics collected by VEMIS will be

wefopment needs identification exercises have been undertaken in

€y identify the operational, management and specialist knowledge
ganisations. Capacity Building of skills and knowledge is required
incial Education Boards and School Councils and Committees

building will be of no benefit if people do not have the necessary operational
e include the teaching and learning resources in schools, readily available
unications, minimum standard facilities and access to regular and affordable

ort and delivery systems.

it



Risks , &
There are several risks to the implementation of the VESS including thg risk that th

will not be political support for prioritization of the budget, the sl4 i
and implementing a sector-wide approach, the need to address psidsity~aid cost is
and the lack of reliable statistical data on which to plan and m 13t6ns. These
risks are all being addressed.

Sequencing Issues &]
Priority activities in terms of timing are support for the apph and i
of the restructure, development of the policy framework so
implemented, creation of the strengthened Inte: i it @
development of financial management traini .
accountable management of the proposed sch

Strategic Approach

The overall strategy approach should fo uam%proach which
builds on existing initiatives, uses exis § an serviCes where possible,
is structured, sequenced and monitor ined with coaching
and mentoring should be priority t

supplement training activities. ;

eve ent and always
Conclusion

The current organisational stru
sets need development to effectively implégiont
the MTEF, the logframg i errtal
foundation for a stagef

There is some un 1 ong ¥§ about the capacity of MOE to
implement the V unce evolves from past experience. Current MOE
senior staff ar ifted and delivering the results identified in the

VESS. A stag ch to the entation of the VESS with a parallel capacity
strengthen wou propriate strategy.
ach in which pment partners commit funds to a sector policy

equire frequent and meaningful dialogue between partmers. Progress in

icies/3nd support to overcome barriers to implementation will
]ogue between MoE and the EPG.

framework and implementation details of VESS activities the
endations are made.

program of capacity building for MOE be developed with strategies,
ctivities, an implementation plan and budget and with reference to past HRD
orts and the current Financial Management Assessment Report. This
program could work towards MoE implementation of an Approved TA
contractor scheme and provide support to VEMIS as a key tool in decision-

making and monitoring of the VESS. Strengthening of the internal andit unit

Ok

iv



will be a priority activity if a grants program is to be implemented. Draft
TORs for such a program can be found in Appendix 10.

grants scheme, curriculum review and VITE strengthening,a
implemented in the first instance, while a parallel capacity
directed towards complete implementation of the VE
e If a grants program is to be implemented the stren
unit is a priority activity
o Allocation of financial/corporate services office
financial accountability and transparency at thé
school grants, fees and raised funds.




1s pressure on the education system to continually provide
increasing population. There is agreement from all key st that the q
of education could be improved, that the curriculum at b e ba
level needs revision and that the system could produce iMpro

per student. The Ministry of Education (MoE) and donor partners agre

Background , @
Vanuatu faces challenges of providing access to education ic%%‘ while the

funding and support for implementation of a sectd
Vannatu Education Sector Strategy (VESS) will
appraisals, including this joint assessment of )¢ jhg

The VESS was developed through a coyst
describes the desired goals that the Vr

consider how they can pool fun
in 2008, .

nd purpose of VESS including priorities

ESS generally is the 2001 Education Act, the implementation
drgsges. This Act envisages parents, local communities and School
ers with responsibility for delivery of services resting at the .
1, supported by Provincial Education Boards. This mandate is
with the decentralisation thrust of the VESS and the Government of
oV). Achievement of the vision of the VESS will see every young person
ith all the skills, values and confidence they will need to for life-long

SS Introduction, page 3

@



education system which will work in partnership with all stakeholders o provide
well-managed schools,

Technology (VIT) and the Vanuatu Institute of Teacher Education V]
relocation of the Teaching Services Commission will require Jogidlaft Y

contribution to the development of Vanuatu. These will be provided through a caring j g

mandate for the bilingual language policy comes from the B e D5 aister’s specch
that accompanied the 2007 Budget. The VESS vision is a1t
developed through implementation planning and sequencing of avHivitie:

implementation.

VESS are to transform the education sector sodhat/3
and efficiency are improved while the educati

ent MOE Structure, is
rwards decentralisation. MoE

The current structure which canvbefoupd/in TapleN:
regarded by MOE as a transitional mired€l in $H

Primary, Special, Pre
Education, Distance
the Director Gener

e TRC. These key institutions report directly to
sifating highly developed teamwork among these
is to perform in an integrated and cohesive
important role to be played by the Minister of Education in

f 18 work. Past performance of the sector indicates that
as not been evident. A teaching service that appears
d underqualified has evolved and VITE has been
uired number of qualified linguistically skilled teachers. It
that about 53% of teachers are not qualified.

re i§ 7jo policy function in the current structure, internal audit is located
agement, rather than separate from it and focuses on financial
rformance audit. There is no allocation of the monitoring and

ctor General of Education.

a sixth Director who is in the Minisiry of Youth Development and Training but reports to the



rrent

visory Bo B}ﬁa

G, NEAC, TSC (2) plus VITE
/ 2,870 leachers, 7 VAT 82 teachers
PN
{7 1] 0 H
v - ] 1
NTC 2 TG staff / Ao mmeeee 3
— ;

I [ SN~ <[ I i I
Director Director Admin Director VIOE Director Youth & Director Youth
Planning & Finanee {19} 28} Sport (3) (10) Vocational (0}
Policy (10} budgeting, evelop and :
Coordinating bookkeeping,
planning, producing financial dellvér basi, Spoit
data reports, procurement education Development | [— Youth
collection, including contracts, services, pre {4) Development (1)
stafistics assef registry & school,
analysis, maintenance, disabilities
school recruilment, discipline, services & 7 "
mapping, termination, welfare, related f@ﬂq' 4} — Youth Planning (1)
project OH&S, performance projecls Seconda k
proposals management 1BA Education
Situation Rasic

lyei ]

;Eﬁc‘;s's and Education Scholarships -
development Finance {5) 1 BA 1 BA 1 MBA
—  Provincial
. Educafion Distance d
- Personnel (4} 2 BA Education Examu’latlun&
— Planning (6) 1BA Assessment (7)
2BA, I BA Provincial
ML — Admin
\—  Architecture (8) Technical | | Inspeclorate :
2BA Education 9
Policy & 1BA \—
L Planning (4} Blue numbers r}p:es_eut/
2BA current staff




Table 2: Alternative Future Structure Minister VIT (82
' teachers} VITE ¢

Advisory & ] ) (37 teachers)
Consultative _ : UNTC (3 TS0 17
Bodies ~ [eo.__ Poliical Advisers Secretariat 7@70 feach n(
NEC | T redee— Y £
Neac | T N DRt 3
UNEsco 4§  TTTmgemTT ——]
EPG & TAG - 3 control
Policy & Aid — Director General {1) rds, efficiency & V
Coordination- coord to i f operations (5)
ensure guality, identified /
objectives, costs, monitoring AN AN
(1) “HR & Schwiagahips Mana o,
discipline, termination Asave,
matters, allowances, O :
el matters A S,
jfate schy }eé\'rENQh arstips 7 {10}
el T
Ofiice staff, (2} b~ 7 cigl Advisers T,
<\<//}S A‘%
-R A
I <( N !
Division Corporate Services Divigigh Educatior Sevice
Manage finance and administration Q ferAnd monitor ‘I%h
planning & reporting & records . Seryices and r?suh\s(?;

analysing expenditure
for Ministry,

managament {3) % \\\\)
Finance tracking & r —'ﬁ Ei ;Iation
cougdihation plan
afd de ucation Provincial

/
developing budget & #75 {provingial F---- Education
analysing expenditure . ™ m pre school Boards
against budget, [~ r 13 including
providing monthly ™ “disébilities, technical
financial reports monitor defivery of
process, providing C) ) services (74) —{ SCHOOLS
cost estimates with g Plus 45 ZCAS? TEACHERS &
service units and 4 S_TUDENTS (797
defiver all T kindergariens, 560
procurement including AT Schools schools, 2,084
development of é"" [mprovements & {eachers, 38,973
fenders & contracts { 4] O _ Nationa enmolled studenls)
(8 o 1 Initiatives support
4 implementation .
— v projects inifiatives , :
Education Re 5@ - including School Councils
Planning& vemacular, and School
y iplse W distance ed, Committees
facilities standards,
unit costs,
improving access
(13)

\? L Curriculum

\b Examinations &

,\ Assessment

: curricuium review, — p-~--

’ materials

/ development,
preduction, implement —
and analyses national ECOIE
examinaions& [T -- 4@!
assessments (21) *{ Bagel

<< 7 ister oE,
dertake asset
its, plan &
ge :
maintenance for — Red numbers represent MoE
Q infrastructure and : projecled staff numbers
) IT (13}




evaluation roles or identification and costing of needs provision to achieve Education
for All. These considerations have been addressed in the proposed futyge structure.

1.1.2 Restructure

A key feature of the VESS is the move to decentralise services tok{h
proposal to restructure the Ministry as part of this strategy. A

structure is compatible with VESS priorities, parti
separation into corporate support and delivery se

the service level that is at the provincial level.
central to the work of the MoE.”

The core roles of MoE, as stated in the AEF
allocations, monitoring and evaluation,

have developed creative responsegte
These include the training and
use of the Maritime Training

alylelivery services and the
ion in the DG’s office.

An alternate but similar 67 _ /ised Stqstire can be found in Table 2:
Alternate Future Struciyre~oipage 4. @ ate structure includes the functions
{visi Quide expected to fulfil, draft proposed

numbers supplied lines of responsibility and cooperation,

includes a polic ordi ction and has the HR and Scholarship Unit
reporting direct G T ctiofis included in the alternate model, which
were not include curr sed VESS structure include: needs

. % tion, production of monitoring data and

pogether with recently completed or continuing projects which
¢g vernacular, literacy, numeracy, community liaison. It could
a¥hount of policy formulation and regulations could ultimately
ough its purpose and functions are not well developed at this

my/the first instance to define the purpose and tasks of the unit, along

%cipated by the DG that once the restructure has been implemented that HR and Scholarship
Y d become part of the Corporate services Directorate,



There are 157 permanent staff proposed for the alternate structure. Th cost of these

N

Appendlx 4,

The alternate structure does not change the refs
and the critical VITE and TSC organisations

.1.
tive

TABLE 3: COMPARISON CURREN : ND(QR STRUCTURES
| 1. Current’\\]‘\ 2. ALES’S\\V | 3. Proposed
HR Implications L )
Numbers 102 + 10 MYSBR_ D), 157 rmm [ (157 + MYT&D)
Functions developed with developed with
HR durt MoE HR during
TA
Job ava 61\ / ( 33 wved for two approved for two
Descriptions /3 ors Directors
Transfers n M / NStaff may resist Staff may resist
transfers to PEQs transfers to PEOs
Implementatioy o VESSAmplicationd\.
Location m 45 ZCASNDN_Y 44 plus 30 school There is not
cial Equ improvement officers | enough
Q es (R% in Provincial information to
Education Offices identify final
/7 numbers in PEOs
not in structure Policy
Coordinator/Aid

PO”CW

Appgars in
mcuw

a

Coordinator
reporting to DG

S¢gd with

Reports to DG

Reports to DG

information has
travelled up then
down the hierarchy

service delivery as
they are in the same
Directorate

Director Education

Services should have

cial
ﬁ}anagement
\- aditionally officers Closer relationship Closer
have reported to their | between curriculum relationship
Directors so and assessment with | between

curricuium and
assessment with
service delivery as
they are in the
same Directorate




a more broad view of | Director Education
activities Services should
h more

& (¢

L aefi
Statistics Depends on input §0§M0f
from projects i ance &f
: /)QQ[ IS to Plaw

z

Planning No responsibility for & Cosfdinatjon of
costing of activities @sﬁng a ed to
No responsibility for Inan
identification of identif| of heed
needs m allg€aietNd-Blanning
Provincial PEOs are built to eed to be
Education house current
Offices numbers of staff nt will need

sumption that
roval for LPOs
[Tpay not move to

provincial level in the
short term

Relationships | Performance of lationships N~y | Relationships

VITE and TSC | is closely relgied continue.} continue to be
performanc TE 7 advi in ture | advisory in structure

and TSC,

adviso s .
st (O

Issues for Capacify O€yelgpment/ 7 N
ik

t more pressure on the systems to deliver
tous. When decentralisation occurs capacity

Capacity development sfeg same regardless of the structure. The
decentralised s and
and therefore eeds m

development wil ace pace and be more expensive.
Staff nupbe V budget fwure
Based axailable statistics, which are not necessarily reliable, the current ratio of
sup eachgfsn Vamatu is 1:20 (see Table 4 below). This ratio is very
high w. pmedW New South Wales (NSW), Australia and New

land. Pace agdinihese-gimbers are estimates that have been taken from annual

NG ealand and available statistics in Kiribati. Estimates were
¢ Pacific countries. Based on these estimates the Vanuatu MoE

C

cation budget and an increase in the salary budget is difficult to justify. The
nditure on salaries is very high because of the low teacher student ratio.
equently there is an immediate need to prioritise the budget so that the
age spent on salaries decreases. In order that this can happen there is a need for

aad rep% ,
Thefyoblerm™’ Vanuatu is that the current expenditure on salaries is more than 90%
u
t



proposes that more affordable models need to be explored. This could provide the &

necessary information and financial projections te enable political support for

prioritisation of the budget. :
TABLE 4: Ratio of Head Office staff to teacl%s\
AN

FaN

(current) | (proposed) | (2004)

Vanuatu Vanuatu Kiribati "% V New\ \/
/4

Teachers 2,084 2,084 1,245 7 TSQ636  ™NMRTT7
Head Office staff* 111 157

(equivalent full time)

Ratio HO 1:18 1:13

staff‘teaching staff

*Not all staff are stationed in one Head O

Consequently an increase in staff at the M

from a support point of view but not R02 we/ It is unlikely that
MokE will be able to justify the em the nmbe proposed support staff
to MFEM and PSC and they ¢ ommoda e recurrent budget. It is
recommended that any additional

ore affordable models of

N
: % I e employed on a

temporary basis until more rel da
schools can be implemented.

Another problem with eg

situation of the School § not clear. There are currently 45 Zone

: Ath the School Improvement Officer

e’current Inspectors (currently 9). The
rting lines of these officers is not clear and
ilable.




Ministry of Finance and Economic Management and the Public Service Commission
who could be instrumental in supporting the implementation of the SWAp and who
may be signatories to the Memorandum of Understanding along wi { %o sector
agencies. It is not feasible to jump from a project approach to a fedged? SWA
approach overnight*. Institutions need time to evolve. There ar ;
requirements for a sector approach and they include:

1. A sector policy which is consistent with the higher developmen
objectives o
2.~ A Program Implementation Plan (PIP) with indi measurip(and thé

means to measure) outcomes, outputs, reform milestoned4nd fj

benchmarks consisting of:

o Medium term strategic plan

o Medium term expenditure plan whick 1s
a clear expenditure framework an i
framework or implementation pl
effectiveness’

o Medium term sector-financi

i{fes/for implementation and funding.
nplete though TA has been contracted
s for measuring the results of VESS
the means for measuring them is being

he Vanuatu Education Management
Sdéveloped specifically to measure the results of
ESS Logframe, the Medium Term

and the Institutional Capacity Building Assessment
A%, In many instances time constraints have

which could give
The Program Implergenta

Expendi
are bei

7
t can be used as the basis of a sector wide approach. Continued

—Suppo bly be needed until MoE builds the staff capacity to undertake these
task@ ely to take some years.

~7
Health and Population Program Project in Bangladesh is often held up as a model of a successfil
(not without its faults) and it took 20 years of coordination to implement the approach.
hi

equirement for cost effectiveness comes from national governments, as well as development

@NBIS




2.2 Institutional Setting Ministry of Education

The current institutional setting for the implementation of VESS comfyrises an

Vila with the remaining <25% located in Provincial Educatioq
delivery of services takes place. There are also about 45 Z
(ZCAs) allocated to the Provinces. The Ministry retains

of about 4-5% /year®.

2.2.1 Strengths

Some of the more important strengths of the Mini
commitment of the senior management team to/Ahe A
They recognise the importance of their partnefskj
benefits to be gained from cornmunicating wi
with commitment and enthusiasm and ha

ghcial administration

experlence in working in schools
¢ undertaken in a reliable

capacity in the Finance Unit that

is needed to implement the VESS.
ills and knowledge of some

individuals is a thin la
There also seem to bg 70 caI
individuals and in ion o

: ¢ ormation and analysis of it through using the
echni% ants. MoE itself has weak capacity to research,
an and organise Currénfly, management arrangements focus on the
ZS€s A8 p sif entei at hea;l?uarters with systems and procedures reflecting a
1CAl .11 ed VESS structure seeks to address this issue by
L)

elivery at the Provincial level. Communication also

tmadpefformance management system in place in the Ministry at this
ecific incentives for performing for either PSC employees or teachers?.
f medals for years of service has been introduced which provides
ot recognition for performance at this stage. The end result is that
the accountability for performance. The planning and budgeting functions do
??nt , This is reflected most obviously in the narrative volume of the Ministry’s

retention rate is even higher with a turnover rate of less than 1% /year

Cipacity does rely heavily on one individual
PSC Jaunched a performance management system during the week of 16® July 2007.

10



Budget documents where performance indicators are out of date and progress against
performance indicators has not been reported.

Policy Framework ‘

The VESS proposes implementation of service delivery at the p
achieve results in seven comprehensive policy areas of need. Thi
Education, Bi-lingual Schools, Teachers Curriculum, Secon
Sustainable School Models, Decentralisation and Aid Effegtyve
policy descriptions in the VESS don’t define clear strate
equity and quality issues which have repeatedly appeared as prablems for
education system since the mid 1990°s. Enrolment rafeg have remaine

problems in the education sector. These initigfifed deod figtherana
d i e essing key
oyough analysis of

special policy initiatives and outlines
fere regarding these

(these) options and studies of best pr:
policy initiatives”.

At this stage the policy framewn er development in
order that polices are articulated cle accompanying legislation if
necessary, costs and monitorin , Cal)k s¢d into programs for
implementation and their achievem@tits maglitQi 3

implementation togethe i
these policies have be

nd decentralisation are two policies which
lications.

approach. The Bil
have particul

Systems

e Orders, ot thedelivery of goods to the provinces, the systems

iy adequate, especlally those which have come from central agencies

. There may be simple ways in which current systems can be
eferable to focus on making those systems work with

to serving the needs of the client population in the
chools. Supervision by managers to ensure results could also
sponse to provincial needs. There are however some important
at are not yet fully operational in MOE. These include the
systems, the planning and reporting systems, the financial

s, the records management system and the asset management

Pr&rmulat:on and Implementation Systems

ation as large as, and with an important a role as, the Munstry of Education

ith as'much to achieve has need for systems and procedures that will result in

) formulation, development and implementation. There is a need to re-activate
a policy function role and to put in place a system with procedures that will result in

11




statements about the need to increase the numbers of schools/classes the need to
improve remote schools need to be accompanied by more detailed i
planning with sequences of provision related to agreed priorities.
partners have provided assistance to address these issues but somé&fin
basis. Without the systems and skills in the Ministry to analyse.a
needs in detail such that specific results can be identified MOKE™w
specialised assistance in these areas. Where resources are sgz
identified and targeted for funding. The VEMIS has been<léstage
needed for policy development and decision making but it will ta
years before reliable and comprehensive data will be able.

the formulation of policies with objectives, procedures, costs and results. Broad policy &

Planning and Reporting Systems
There is a ministry-wide pianning and reportin
planning and monitoring expenditure. Natio
developed. MOE produced a Master Plan i

common with the Current VESS. There ha

Vanuatu Education Management It
the basis for future decision makj

schools. VEMIS could pr
monitoring systems in

The Government wide fiaucs e implemented in MoE. It was reported that
the senior mana, 1 ore use of the monthly financial reports to
assist their man: A simple bookkeeping format designed to
be used by primary the Primary Teachers Handbook but this is
not commo imdry Sshivels. It would be essential that a bookkeeping

e very high workload of primary head teachers dictates that the
ibe h¢ Handbook is appropriate, that primary schools

described in
wi le cash book, receipt book, stamp, a lockable box and
- etece exists in the school council, assistance could be
~The financial systems in secondary schools are based on a
most have a bursar and implementation of the systems needs

12



There has been an inability to prioritise the budget which has seen the proportion of
budget expended on salaries grow until it is now more than 90% of thg total budget.
The result is that minimal funds are available to support school operajf '

The ITC environment
There is an IT Unit as part of MoE establishment. Oversight of jts fitheffons and

software to be flexible to meet its needs. A note of captioh has been raise
VEMIS team because the VEMIS is part of a Pacifig @e ysizm that ha

support for VEMIS, there will also however, bé
writing.

headquarters in Vila. It is anticipated
capacity but there could be legislaty
term, MoE plans to enter the requi
the data to memory stick and tr

Records Management Systg

would assist with the

Asset Management
An asset managepiey

224 r-i:é:
The cen encies o ave concentrated on strengthening their centralised

provision at the provincial level has not yet been

systgms ar
Wt the s me investment in infrastructure, services and transport has
sed pulation centres. The result is that the following constraints
sy/otsid E il affect implementation of the VESS.

. as not decentralized its services and the problems which surround
%S;elease of funds will not be addressed until MFEM is able to provide
a cial officer and LPO approval at the provincial level. This is

unlikely to be available for about three years.

» Communications, power and transport infrastructure need o be upgraded
to support the decentralisation process. The current communications
@ system will not support the relay of computer information from the

13



provinces, many schools have no telephone service, shipping services are
slow and unreliable and provincial travel is expensive and slow. These
barriers will not prevent implementation of VESS activit] :

realistically progress will be slowed because of the quals
services in the provinces

e Although the budget process provides for planni
with identified performance indicators, this has
need for both support and supervision of thes
activities from DESP in MEFP.

Teaching Services Act of 1983,
employees to the Minister to P
efficiency and economy 6f the
for the service. '

¢ VITE has not been a vide
appropriate teaching and Iifiguisti ervice the education needs of

the population,
. SPQ lhty 0

éd aud tHe’capacity of MoE to implement the VESS. These
xvemade them cautious about ready acceptance of the VESS
ifd ;z ort for the MoE varies with frequent changes in Ministers.
sen three Ministers to date in 2007. Given the number of
in service provision.

2. ucation Partners Group (EPG)

G consists of eight development partner members. The EPG members are
@ ed with upholding the Paris Declaration principles on aid effectiveness and

14



moving towards more effective delivery and management of development assistance.
The result of their functioning should be more shared missions and anajytical work

which are better coordinated and a consensual view being presented t, on major
issues of concern.

through contributing factual and well-analysed infornya
likely impacts of policies, on which decisions can bg @

They are sometimes announced without suffict
policies can be easily adopted they cannot ajx

demands on both the EPG and the MoE 3 for MoE to develop
the VESS to the point where the EP i inysstment in the priority
policies of the sector and where 1

These needs are currently bein Ve

development, the activity implemen ay @ %
assessment. They will provide a~good foundatteq &y discussion between MoE and the
EPG.

2.3 Manage and Administration of VESS
The most imme gaps to implement the VESS are the skills to
manage and a e sector proach. The development of the VESS to
date has been achie ith pport to coordinate and produce the VESS,
¢ S—logfr edium Term Expenditure Framework, the
plan and to tify the institutional capacity building needs.
o development of the VESS to date has highlighted the gaps in skills
n plafining, ¢opting of inputs, monitoring, identification of outputs
i 'Wre is likely to be a need for continued TA input to

e

medium term.

{(student learning) rather than the resources for delivering the
There has been an amount of dialogue about this need but the
evelop costed alternative strategies to address the key to the

A yeich low teacher student ratios, particularly at secondary levels. The
ate’s to achieve this re-prioritisation but does not address the strategies to
edpher student ratios. MoE needs to provide well-structured, data-based

andgdevelop ways to address a situation where over 90% of the education budget is
ing atlocated to teacher salaries.

15



Expansion of Universal Primary Education
There is no costed implementation plan, based on identified need
policy priority at this point. Needs identification currently occurs
requests for establishment of schools and historical data of stud
enrolled against SPC national population projections. VEMIS
identification of future needs based on present provisionI s
ability at this stage to identify the education provision ne
level. VESS priority area needs support to develop a cos
would be based on VEMIS data in the first instance, on district
population projections from the 1999 census and o unity request:

identified needs will require physical verification.
A
al primary
xpattd universal
* edisatjonal materials,

of those teachers.

: t will monitor the
SS. uatu EMIS is the same system
@ ar ¢ combined support and
i

fad dne year to become operational.
tractor and MOE staff are

ame. The reality is that there is a

b range of performance indicators

lessons learned from a depth of expe
The advantage of this si i

ya1in
wi be awle

required or be sustainé

iy
cost/student and teas need further time to develop. By the end of

ost of the skills and knowledge to collect that

report which re

tion of the data will need further support to
be comple e years for the data collected to be almost
universgl an
2.4 all Ne d Possible Support

g (Hd
une pperational planning and mnonitoring of both performance and
anci pent. This capacity will help MoE to determine if it is achieving the
it ipates.

I monitor performance progress and financial management MoE needs
ighle,"wéll operated computer systems. The IT unit adequately provides IT support
ice computers, the financial IT system is centrally maintained with minor

1n

tions. The Vanuatu Education Information Management System will however,

@/ide the bulk of information requited for monitoring the performance of MoE. The
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system is not yet fuily established (see Monitoring and Evaluation of VESS
Implementation page 15 above). Current data for 2007 is being enteredfor the 70% of
schools that have responded to VEMIS surveys. Currently schools and Proyincial

monitoring of facilities standards is included in VEMIS data
relationship between the Inspectorate and the Zone Curric
whom conduct school visits to support quality, is neither

debiye Advicy D i
: Iy cil (through
puncil gehtra ange as

s over the last

incumbent upon MoE to provide wel
NEAC for their consideration and

analyse policy options ay
Education Advisory Cpy

As managers are
implement the
tools to supervis

issuing ins RNy
will also req al manager esent in the Ministry most of the time to
andly what is happenifig and to support their staff,

V generally relies on development partner support to provide
ations and infrastructure services.

Th ing environment for the VESS includes GoV support at the macro level and - -
e t partner support. At this stage there is only reserved GoV support for
e VESS and the SWAp approach and the CoM have approved the “broad
s” of the VESS. Development partners, particularly NZAID and AusAID
oft a SWAD approach but with some concermns that the VESS needs to be

17



developed to a more detailed level to support implementation. MoE senior staff are
keen to implement the VESS, understand that there will be a need for support,
particularly financial support but are impatient at the requirements f er detaile
development.

the key supporters and implementers of the VESS. There 1s
sector wide approach needs an annual plan of work that is
and that while the sector-wide approach is being implem
for accompanying capacity building measures. The Prime Minis
which has developed and implemented a successful SAW4

that “an essential factor in dealing with the donors j
by either side but should be discussed in a clear
agreement that is reached should assuage the d

Priority Organisational Needs {Proeram\of Support
Planning, Monitoring, W) program of capacity
Policy Formulation, prm-firection, inbuilt flexibility,
Restructure (Clarification e5. Organisational long term
roles of ZCAs and mgsupport (based on program) with
Inspectors, functions ¢ yenced TA and access to funds to bring
VITE and TSC need, as needed.

Wider InsﬁtutionaLSeﬁhg\Négdi :

Performance nt’ Qrtfddevelopment of public service wide

across the Publiie Sefvi ) ce plans, indicators and monitoring systems
) ~pgractivities and personnel

Provincial / N AsStsfance to provide provincial transport, buildings,

infras e roads, telecommunications through financial and

telecgmc ns . Jtechnical support

Vanu\ata@te of 1‘0@\/\he\r/'/ﬂxssessment of situation regarding merger with

Vanuatu Institute of Technology, support for

Education
/) S| strenetheniiz VITE
fb«;%ml

ehtralistai A pilot decentralisation program is being considered
4 s % for MEFEM, support this program through financial and
technical support and complement its provision
O —— __5) through MoE restructure
q ‘T‘éache%ﬂ Assessment of situation regarding legislative changes,
p Com 10 support for strengthening structure, functions through

financial and technical support

Efgbling Puyironment Needs
vy

e Dialogue involves at least two partners and if a SWAp
approach is to be implemented then dialogue needs to
@ involve MoE, development partners and key GoV
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threatening and supportive environm t it cannot/

agencies such as MEFM. Support can be provided
through support to hold meetings in a rglaxed, non-
7

_ be forced. /7
Financial Resources Financial support provided withi Aedic Q
framework for the sector, in this ca ESS /~—_
NS XY
2.5 Risks & '

Several risks exist regarding the implementation of WAp approach
them relate to perceptions of the weak capacity of, G

- approach. MFEM and PCS as key central agencj€s 1l
approach and each of these agencies require defpo
production of particular planning documentat has
implement a sector-wide approach. The pr i this
undertaken with assistance from TAs.

ation and agreement

slowness of implementing a sector-%
on priorities to be addressed. A d
found n Appendix 5.

Risks that need to be addressed includ iori 'saw ot the budget, the
a3 3' i

estrucfure reguireme
fegarding 1% 4. Some aspects of the restructure have not been
g of time constraits eg merge of VIT and VITE, clarification and

A and inspector roles. Responsibilities and detailed

dge and skills to develop the policy framework need
dition MoE needs the capacity to present these policies to key
as the Minister for Education, NEAC, MFEM and PSC with

. ocumentation includes the restructure proposal and specific planning and monitoring

@c mentation
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The planning unit has well qualified staff but they don’t yet have the data collection
systems and team support at both the hiead office and provincial levels to support their

could relate to a weakly developed organisational culture.

There may or may not be approval for the merge of VIT
has been made then strengthening of VITE so that it can improveMhe quali
teaching in schools needs to take place. There have bgems

strengthen VITE in the past but it remains weak.
will need to be justified in the historical context :
Strengthening will be more effective in the eve
provide some good performance examples.

and counselling poor performing teaché
framework for TSC may be able to e
regardless MoE will need to work
capacity needs MoE may find this

2 ONgy not occur and
dad sipport it. Given its own

2 context of MoE’s past inability

fo prioritise its pydge 2ssen the salany component and increase the
operations);

o the lack of décerittalisa offipr GoV Ministries, especially MFEM;

e the lack g 2l i e such as transport systems, roads,
telecom i .

e thelack o e ormance planning systems

o the f con% ills available at the provincial level.

3.2 fohal Stfergthendng
The exis ancial are robust but their implementation proceeds slowly.
Thetg are rgivever: ite
Wafc the e
{Sting~dsset maig

ut ¢ beee anded to include all provinces. The Vanuatu EMIS is still in
dev€lppment. It is not yet sustainable but has the potential to contribute

formulation, monitoring and evaluation processes.
ch are not articulated and operating organisation-wide are the policy
cords management system.

> uman resource development needs have previously been identified in MoE
@ ITE through the NZAID Education Assistance Project (EAP). They identify the
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operational, management and specialist knowledge required in these organisations.
Capac1ty Building of skills and knowledge is requlred by teachers, Provmcml

procedures planning, financial management, monitoring dnda
obligations would improve financial management and accountab
level.

implementation planning and reporting, student centred le g
and costing of services. Additionally capacity building in ‘g Aredsng meetmg
54 1litz

adopting a sector-wide approach need to
implementation with time frames, cos
framework for the implementation of

be found in Appendix 6.

3.3. Strategic Appro @

The overall strategy approach sho Ocus g owned approach which
builds on existing 1mt1at : sterig and local services where possible

anlitored. T herg srenstveral features of successful
Appendix 9

is structured, sequenced/a -

capacity building, many of phi
3.3 Prioriti @atl

Sequencing :
There are s mentation of capacity strengthening to

. The VESS itself prioritises every aspect of

uench sues

resources available and current capacity of MoE staff it will not be
¢ses priorities. The MFEM has divided activities into four
W‘ the Four Key Challenges will be implemented from
mt-of analysis needs to be undertaken before sequenced

jaterventions can be determined. There are however, some
need to be addressed with the implementation of the VESS.

ontinued supervision and strengthening after that.

same time the further development of policy options to the point that costed
s can be implemented should be undertaken from 2008 based on priorities agreed
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access to years 7 and 8 education. An'implementation and investment plan to enable
universal access to years 7 and 8, particularly in remote communitie uld be
developed and implemented as soon as is practical. Research and
effectiveness of models of provision 2008, plan and implement

by MoE. One of these policy options which has aiready been announced is universal i g

8
<
—_
[=w]

Arrangements for the merging of VIT and VITE should be p

s SOOVT
practicable with the plan to strengthen teacher pre-service And in®sgtyice being
developed and implemented in 2009. The proposal for hould beprgsented 2
2008 with the strengthening activities to continue regardless of whether a is
granted or not. _ ' :

The proposal for improving TSC performance
accountability could be presented in 2009 wi
implemented as soon as its status is decided.

completed as soon as is practical. Thig

by 2009. ‘
Additioﬁally a program of capac
plan and costs to accompany @n

0

g ol 1h -“i
Texsiaptnent of capacity of MoE to

soon as possible. This progr
hgme.Develop costed resourced plan

implement its own Approved TA
in 2007, implement 2008., + in para

ORITIES & RATIONALE

Rationale
The policy and restructure approaches in
VESS have driven many senior MoE staff
who see it as crucial to revitalising MoE,
approval of the restructure will not be
automatic, work should continue on the
restructure as it will take some time to
implement and should result in more staff
located closer to schools throughout the
country, A small increase in staff numbers
e.g. up to 20 (on a temporary or confract
basis) could be justified if financial
resources were available.

Q 2, () Tfs@amework of |5 There are too many polices and priorities to
th needs further implement at once, alternative approaches
e
on-

nt to enable and costs have not been considered and

e aking. presented to funding agencies. It is
imperative to start acting on improving the

@ Vanuatu Education System and the VESS

Fal
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Issue

Priority*

Rationale

| investigate so actig

presents a number of policies which have

3. Schools, especially rural
schools are very poorly
resourced and consequently
are n poor condition and
have few books and
stationery resources

| rather than later,/Ighpl2 ati
start as soon ag gestad plans argapprove

4. Planning systems are not
articulated and integrated
with other decision making
areas such as statistics

\lﬂ%{%imp entidsghd monitoring
itlf colle ill enhance
ip, agststidentification of

5. The VEMIS which will
provide planning and
monitoring information,

not yet sustainable @

(

£

(VEMIS) and finance. infprmati cost-effectiveness of
“\_Y results. an also be used as part
% Q) the erformance management
QN system.
AN

T ill be crucial in providing
i on for both MoE and development
egarding results of interventions

an?)b elines for planning, It will not be
able if support is withdrawn at the

of 2007.

6. Organisationywide walty/

and attitude off
accountability

There are a vital group of strong supporters
» of VESS implementation with a “can do”
attitude. This attitude needs to spread and a
conscious involvement of all senior
managers in problem solving and
monitoring the results will assist this.

MFEM systems work well and GoV has
made efforts to maintain a responsible
financial management approach. This
attitude has not yet permeated all of MoE
senior management and is not evident at the
school level. Any additional contribution of
financial resources to MoE by GoV or
development partners will need to be
accounted for through the GoV financial
systems, including at the school level.

8. ey formulation -
te ormance

sement system is not

gement and records

place, asset

There is a need for clear procedures in the
formulation of policy that will involve all
key stakeholders and develop the best
policy approaches. Development of the

current policy framework is critical and

(3
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Issue Priority* Rationale
management system ' development of a policy fogmulation

concentrates on EU project: system can be undertake: , based on
the lessons learned fro i
. Likewisg

framework develop:
m
.| systems need to emefted miﬁ'w-
wide. (\/

records managemept

9. VITE has not 4 The merging (pﬁﬁt%&ould bimdertakén
demonstrated the capacity to sooner rather than lafef in cgse-aherss is
produce enough qualified mplemented. ReEardless of a
good quality teachers and to gupirg iy is essehtialMint VITE
support them with in-service i : erformane cing well
development. ki aduates A a cost
rvicing the
: t of OtHer teachers.
10. TSC has not 4 er, not to the
demonstrated the capacity to ¢ have been several
hire qualified teachers, to i aHon over the lat few
implement discipline L A haSynot been fully supported
measures, {0 maintain a j} of by MoE. Because of the
valid teacher list. i ing, disciplining and
‘@ cacher lists the role and
SC need to be examined and

\ y 3

11. Year 8 curriculum Q Yst2nee of a relevant year 8 curriculum
review has not been QE&} cocompanying books and frained
completed. CHers is essential to complement year 7

@ curriculum and for workforce education of
ST A youth (both in the urban and rural areas)
12. Financial e >/ MoE does not have the resources to
not sufficient w % of implement VESS activities while such a

budget is z(!l aw) large proportion of its budget is allocated to
salaries, % Q% salaries '
. i 2

This activity is not under the “control” of
MOoE but decentralistaion will not be
successful without appropriate
infrastructure.

There is a need to integrate MoE
performance indicators and achievements
with those from other Ministries. Weak
government wide planning does not support
this integration

MFEM proposes to pilot decentralisation in
identified provinces (probably not for two
years), coordination with MFEM
decentralisation will strengthen MoE
activities

\Reactivation of regular | 5 Dialogue with development partners,
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Issue Priority* Rationale
EPG meetings with MoE especially those providing rgsources for a
partners can support

sector wide approach is 1 as critic
¢ ((
achievement of res

by successful SWAps.
] % specti{x{the\
need for the sectopfonlcaq the approacgv/‘

'\/%ﬁu

e 5=most critical, 1 = least critical

The preliminary Framework for institutional streng
MoE and associated organisations can be found in .
account of the fact that the current institutioqal CA%

while a SWAp approach is introduced. The frégqe
weaknesses identified in MoE but also inclpdesapanag
been shown to achieve results in other Padif ‘ a and PNG. The

framework also includes only those activities sycy ‘ as, some direct control
or activities which are crucial to MoE ai { cddgational results. For
example, while the transport, telecofun 7 ad{rycture at provincial
levels will hamper the decentralisgtion prose ¢ to directly control the
development of those provinci . le to provide quality

educational outcomes however; 20X ctively graduate sufficient,
well trained teachers.

4 Conclusio

The current organis efit arrangements, systems and skill-
sets need developm i ement the VESS. With the development of
the MTEF, the loGfihme i ntation framework however, there is a
foundation for the VESS.

There is so eholders about the capacity of MOE to
implement SS. This un: y evolves from past experience. Current MOE
senior re mitted and fociised on delivering the results identified in the
VES appr to tlrsy implementation of the VESS with a parallel capacity
stren rogram ¢ an appropriate strategy.

§ to the implementation of the VESS relate to the need to
cy costing and implementation, the need for stronger

at the school level and the need to develop division based

at are displayed and monitored. A commitment to

gienC# indicates that this is not sufficient for the processes to be strong and
dehtly sustainable. MoE staff feel that the collection of data is independently
{#1able but more support is needed in the analysis and reporting of date.
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A sector approach in which development partners commit funds to a sector policy
approach will require frequent and meaningful dialogue between p rs. Progress in
implementing sector policies and support to overcome barriers to imfleientation
could provide a focus for such dialogue between MoE and the EP

4.1 Recommendations %’
The VESS prioritises every aspect of every education are le entat.

following recommendations are made.

* A program of capacity building for M
activities, an implementation plan and

program couid work towards Mo¥

TORs for such a program .
o A smaller scale sector-yide ap 6n identified strategies,
such as restructuring, dev , athéwork, implementation of
grants scheme, curricnlum review angl % strengthening, and results, be
implemented in th f
directed towards

“nar

>
Py " ¢ )
A ..:)t‘

ervices officers to the PEOs to strengthen
ency at the school level with regard to
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TERMS OF REFERENCE &
JOINT ASSESSMENT OF THE INSTITUTIONAL C TY
MANAGEMENT OF THE GOVERNMENT OF VANUA E
A /

IMPLEMENTATION OF THE VANUATU EDUCATION S TE
(VESS)
Background '

Vanuatu is an archipelago of more than 80 islands, of w: ands ar -f:

permanently inhabited. It is part of the Melanesia group of countries in
The population is growing rapidly and has recently bgeirestimated to b

approximately 220,000 (2006 Agriculture Census? . ; Wthiss ing
more rapidly in urban than in rural areas. Prior toifidepé @ ain and
France jointly ruled the former New Hebrides vig/a The result

'.i el T i
Fren .

ot _The total public
izes approximately
udget going to

The Vanuatu government gives high budgé
expenditure on education is about 5.7%,0

25% of total government expenditure, 29
primary education. The bulk of the
salaries and education personnel.

verezin school, with boys and girls
4re not attending primary school and

The Ministry of Educ anagement the education budget
and for the delivery schools, teacher trajning and post
secondary technic g. The growing population and “youth
bulge” is alread SS he yystem. There is good public support for
prioritising educ then ey challenges, including access, quality and

curriculum i oor s on a cost basis. Education services are not

rural areas most disadvantaged.

fre that an agreed programme of support to education
1 weducation vision and national development goals. As part of
artiers will undertake several appraisals of the government’s

agngdrfrond{ within the Pacific region where sector reform programmes have
otpasded local capacity development).
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Purpose . ' ; g
itutional an

The purpose of the Institutional Capacity Assessment is to identi

organisational needs, determine appropriate support mechanisms 7Bute to
development of a Capacity Development Strategy, for the imple, f VESS
priorities.

It is anticipated that the government will take the lead for defelo the Capaci; ;
Development Strategy with appropriate support from o opment ers.
Scope and Objectives

The Institutional Capacity assessment will be ¢
Financial Management assessment and the de

and interviews with staff in the Ministrigé
Economic Management (MFEP), the Dégg
(DESP), Provincial Affairs (DPA) an

Office (PMO), Department of Strajepi
{(PSC) and Teaching Service Co
informal education sector.

ke Prime Minster’s
the Public Service

The VESS is a 10 year plan whic
improving the access to aped-qua

a vernment and donor partners - to

and a% ion of SWAp

isation of MoE services

f key policy options

iversal primary education
Evaluation of VESS Implementation

ssment should also take into account previous and current work of
ducation on HR, including work provided via EAP and the MoE HR
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consultants will work with the TA who will be assisting the MoE to develop an
MTEF. A local consultant will also be hired to ensure that both the Ingtitutional
Capacity and Financial Management assessments reflect a good und ing of the
national/local context.

Objectives of the Institutional Capacity Assessment:
A Government Implementing Partners ; g '
ing p

IS to jmples

Obiective 1: Capacity and capability of key implement

VESS ' priorities identified including gaps in orgamisgtional systeris\3 man
Tesource requirements.
Questions: '
S >
thy

m em arrangements,
e implementation of

» What is the current organisational

systems and skill-sets? Are these
the VESS?

« What is the incentive enviro ff?
er ra /DoE.
-e\@ objectives and appropriate
Questions:

+ What is the . andat, n to provide context for capacity
development\ g i agement requirements? What is the

« What is the staff retention

Objective 2: Institutional barrr
responses, identified.

institutio the supporting policy framework and
resource o~gffective implementation and stakeholder

support fG

fr that identifies key organisational, capacity and
enirg.requirements along with indicators of progress as a basis

posed MoE structure compatible with VESS priorities?

t options could be recommended for a new MoE structure that
bgst support the implementation of the VESS?

are future human resource requirements - both staff establishment and

What sequencing issues need to be considered between VESS implementation

d capacity development?
. Are data collection processes robust?
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Outputs | @

1. A report comprising:

Part A providing an assessment of the‘newly proposed 5 e to implewént
the VESS. Other options for restructuring the MoE at elow th el of ¥he
Directors) and in the Provinces should be discussed. The recommendat take

into account the MoE policy of decentralisation of servie delivery.

ysito whether

Part B addressing the achievement of objectivesre
v minimum

the institutional capacity and managemenp

will identify strengths and weaknesses i
areas where capacity building and risk mt}

Part C a Framework that identifies 72 ity and institutional
strengthening requirements alo

icat f\pkogress as a basis for
development of a Capacity Deve, trategy.
2. Workshop 7
- Presentation of draft report~(key ﬁndingm@jmmendaﬁons) to the EPG and
MOE.

Process

The assessment will | en by the funding donors and the Government
i ill be commissioned by NZAID to

of Vanuatu. Ay
undertake the Its sessment. The consultant will be required to
work in clgsere review team undertaking the Financial

%)work plan for the analyses of key documents and
ith MoE, DoF and NZAID.

otk clo the DG of Education, Directors of DESP and DoF, and

: r@% ent teams in relevant agencies (including the relevant MoE
Tas
Pre¢pére reports and incorporate feedback from key stakeholders.
Prywvide lar briefings to the Government (including MoE, PMO, DESP,

@ -J and the Education Partners Group (EPG).

R g
onsultants will report to a Steering Committee comprising the Ministry of
tion, Department of Finance, Prime Minister’s Office, DESP and the funding
o (AusAID, NZAID and the World Bank). The consultants will present their
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draft report of no more than 20 pages excludmg annexes to the Steering Committee on
27 July (tbc).

The final report incorporating feedback from the Steering Commi uldbe
provided in electronic format to NZAID by 20 August. The fin uld be n
longer than 20 pages plus annexes.

Key Dates and Milestones | & '

Date . Event. . | Wiesiogan . |FeesDue
29 June Start of contract V0 BRVANNY

3 July Pre-assignment Brig§nscdmpleted U

Briefing Port Vila V2N LN
4 July Work plan lafy/agreed)
development Port Vila /=~

I
5 July | Fieldwork Port Vila Q Intapyiews and” N
and up to three out sis co
islands %
Report writing —Bﬁfleﬁn%
&\S sakgheldg 30

27 July Draft repo key
submission § 0 on
N\ | Iheofporated

13 August Steering Cotnittee N
pr%’ ents x<

20 August </< Reports submitted
é lon /\

15 October  \ YBAd c)ate of contrst Y
c/

Key Com e@ ios of t ltants

Instltm@lﬂﬂ) city Assessment Consultant

The will ut by a consultant with the following competencies
and char teplstics:

valuation systems and quality
f Institutional Strengthening
in participatory methodologies

. rie
. cellent analysis and writing skills
ce of education and/or social sector interventions in developing

%’tﬂes

ssignment will be undertaken during June-August 2007, It-will involve upto 5 -
f work, including one country visit to Port Vila and visits to up to three (3)
Yincial centres (Malampa, Penama and Sanma). Details and arrangements for the
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PEOPLE CONSULTED

~
_ Person _ Organisation // /> /7
T - N[ First Secretary (Development Cooperatio
i _ _ Vanuatu ‘ LN
_ Team Leader — Education NZAID  ~_ /A~y (o]
i | NZAID Manager/First Secretary s~ & \V/]
' il Education Sector Program ManagblNZARS Y
1| Program Officer, AusAID AN N
Director General, Ministry of Education™

! VAN o

; . i| Senior Program Officer, X060 7 /7

il ' i| PEO Personnel, MinistygyorEducation  (\ )

E ___{| PEO Inspection, MiniiryAZ EQitationNN—_"

' SEO Finance, Ministty SfEdiation// N

Acting DirectoericW&mdwy,

. ‘ Ministry of Ed zé;xx .

i : ! Systems, costifgs amdYdnitorikgxMinispy of Education
i i| Acting PEQ Cuiricthgth, MinistrondEducation
|

SEO Procﬁe@]ﬂ A/s.s&@}ﬂent, Ministry of
Educatioﬁ\ =~

Secretasy, PU§De Service Sompmigsion RN
MediumrL e, Expenfliture Fravhework Adviser '

* ;| Executive Officer, BrfuipetatEducation Office, Malampa,
il . ; Mf';@pf Educatien)
i ; | Kprinciphl, Lakafofo Central School, Malekeula

I dpAl, NorsupHigh School

S ic)Chair LroyreiatEducation Board, Malampa
| N Aing PHONMlampa, Ministry of Education
I @/:\D{rector@‘ap\m@;msﬁtute of Education

/Proje tion Adviser (Aid Coordination) JICA

e,

CRCRRS e

oz e e

T L TP R E )

B e R Lt e B

S -

o BN

{| ActingRi¥sétor Basic Education, Ministry of Education

i| Executivefficer National Training Council

i Acting Director Policy and Planning, Ministry of Education

Armte B A EIA P A VAT 2R e emr T e

ifg Director Administration and Finance, Ministry of

L ation
a0 V i1 Stafistics Officer, Ministry of Education
: { TA, VEMIS implementation

I| Director Ministry of Finance and Economic Planning

' Principal Education Officer, Inspectorate Unit, Ministry of
.| Education

-{ Education Consultant, PINZ

I ' 7| United Natiow’s Children’s Fund
.l ' " .| Adviser, Ministry of Education
Millennium Challenge

< N/ Technical Vocational Education and Training Sector
3 @ 1| Strengthening Program
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Fig. 1 An Overview of the Revised Structure of Education
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DRAFT FUTURE STRUCTURE FOR PROVINCIAL EDUCTION OFFICES

PEOS (5) ! pEBs @

DEPUTY PEOs (6) implements
disciplinary procedures affecting

PSC and teaching slaff, manages :
within province termination and

transfers ’
FINANCIAL/CORPORATE

OFFICERS (6) Financial

management including budget,

expenditure, monthly financial

reports for PEQ, manage 7 s
reciuitment, leave, allowances

salary, grievances, OH&S, {rainipg

Head Teachers & Bursars,

STATISTICS & DISTRIBUY

distribute and control
hooks), train H

afe Penma
| alampg ) Sanma

SECRETARVITYPIST (6) Word
processing, records management,
Q {Wist. communication

X =2
PRE SCHOOL COORDINATORS
(6) Coordinate preschool provision Cleaners, drivers
N fomaintain standards of )
) management, teaching, resources
and facilities.

SCHOOL IMPROVEMENT
OFFICERS (30) support the
teaching standards and assist
schools to improve resources in
schools

4
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RISKS

problem. At the same time the proportion of budget allocated to tga
continued to rise and the unit cost of education in Vanuatu is the highe
Pacific. A combination of political considerations'® and the wéak 4
TSC and VITE have resulted in a situation where there is a -
to address the access, equity and quality problems while

and VITE are strengthened. There is a risk is that the stregth

erspective. Itis

arties will be able to be
§ ! owever provide an
opportunity to implement a prgbegtion Siivities through a sector-wide
approach while building the capas p partictldr. (See Recommendations)

implementation slows down from the
unlikely that the SWAp approach gQris

There is also a risk that enehsRoPlish language situation in education
could interfere with ac

de the slow progress of key government organisations to decentralise,
of approval for legislation needed to merge VIT and VITE,
as over teacher employment numbers and the lack of
ralyse policy options. A Risk Analysis Matrix follows

not always cost-effective.

.}I\\'@o]itically aftractive to provide education services to as many small communities as possible, but
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RISK. MANAGEMENT MATRIX

@/@ﬁ
/9

Responsibility

Method of Management

PSC Will mﬁ{ oderate 04
struciure @SA e& e}

VA

Impact on SWAp
/&development

not
be supposd eﬁ(

MoE

Present the restructure with costs, functions and
justification. Implement priority activities that do not
rely on implementation of restructure

AN

2 |MFEM will not st ?gh SWApwil 1\‘1\71 Ensure regular communication with MFEM and
approve SWAp |<< roceed implement their recommendations as required.
approach N / 4 < )

nrs VAN

3 |There will not be High High X X161 wi MoE O ch models of school provision to identify
political support for able to sustal re most cost effective and present them in
prioritization of improve quanti - o at to the Minister for presentation to
budget quality, access and (D /\

equity QO

4 {Counci! of Ministers |Moderate [Moderate - The capacity Mo rengthe: ur without amalgamation
will not approve of VITE will have to E/H/ i ITEKS@ in VITE is
legislation to merge increase if teacher rt i pporf program for
VIT, VITE quality is to be improved. \ﬁ involve by VIT

o

5 |Prioritisation of High High - Implementation |MoE and TSC Regular(@' to ister and Pefjfam
budget to reflect of VESS will not be status of bu progres
objectives of VESS possible without and 1mp11cat10n
(access equity quality) continued donor support
will not occur to transform MOE and to

sustain transformation




Q

(\ |
5@ Risk Q\l\.\fyé‘i' d Impact on SWAp Responsibility Method of Management
5 N development _
6 La nt in H@% [oderate — Vanuatu MoE to attend meetings and present papers to
mfras afisation will not |Telecom, support investment in provinces
transport service |[Ministry for
communicatio Transport,
sectors /\ Ministry for
,\Q hc Works
7 |Other key agencies  |[Low {f <<'M0derate — % M MOE will decentralize over several years and will
will not decentralise 3&0% jon of < < ) need continued communication with Agriculture,
quickly or at all ill there Health, MFEM in particular to avoid duplication of
will @?} incial officers
duplication ey@ ‘
8 |Weak capacity of High High — Imple eptath yf) apd implement capacity development
MoE, VITE and TSC of VESS will not be ) VITE and TSC which is
achieved eds
A P
9 |Data not be available [Moderate [Moderate — costs, results |[Mo%/ u ort c\'t'( Té tat10n of VEMIS
to analyse and cost and achievements will be ‘
policy options estimates
10 No control over High Moderate — continued |MoE and GoV 1sc s
teacher employment employment of implica{igns/Of'to
numbers unqualified and large paper with&gy s
numbers of teachers
11 [Impiementation of  [Moderate |High — scarce resources {MoE Explore language p hs|amn costs
" |language policy will will be further stretched present to GoV for deci W \ﬁl@
remove funds from
need improve access,
quality and equity

U@U
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O

Goal: M st

theg@,

for Implementatlon of Institutional Capacity Strengthening
d attitudes to complete implementation of the VESS in a well-structured organisation with

well-des1gned functlo St
Q
Result \I\-) / / Atnons \\T\ Outputs | Performance Indicators
| Organisational Strengtifefifig: Y O )/ \
Restructure agreed | Paper of ap W ¢ standard @1 tructure signed off by PSC | approved structure in place
and implemented | prepared forGoyncil of PSC} b
Policy framework | Prioritise policiesddr an Pr10r1t1 dpofigles presented with plans Policy implementation approved by
-clarified and and costing costs MFEM and EPG for funding support
prioritised Development of prioritise
policies ) B
Approved TA Tender developed and successful "Lxst 0 pr v d TA thhé;z(n Suitable TA contracted, results as
scheme in place tenderer identified by Tender and wle ist 1rnpl 1tten in TORs of TAs achieved
and operating - Board, procedures for TA of the
contracting developed Approved TA 1o edures in @
place
TA produce results b

approved capacity

Required resources | Plan developed in consultation | plan for nnplementatmn o allocat d resourc capacxty
allocated for with MFEM, DESP, DPA, EPG | building agreed to by MOE, eiopment a i OE budget
capacity etc based on logframe, develo
development implementation plan, MEFP,

Capacity assessment and past @

HRD studies and financial

management assessment
implementation of | according to plan according to plan number/% o t1v1t1e utcessfully

completed in plan o

vw@
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QO

p on performance
commended

N O
O/ _/ / / Redult U/ /\\‘;' /Actions Outputs Performance Indicators
gpen(pan | N /1 A .

ded{sions e d1scuss aper ed for Relocation of TSC, merging of VIT/, TSC fulfilling role as legislated, VITE
merging cﬂ 0 VITE, approved capacity strengthening training required number of teachers
strengthemng ﬁ% program for VITE. with good teaching and language skills
VITE (R
Role of TSC f proposal NRoopssal for improved TSC presented to | Accurate teacher lists, qualified teachers
clarified and im mahge of T { >p I body Council of ministers or | employed, teacher discipline procedures
supported fulfil ifs ro implemented fairly

Institutional Strengthening

/>
~> ///)

placement of financial/corporate
services officers in PEO

training and support to identified
financial managers from PEBs
and schools (Head Teachers,
Bursars, School
Council/Committee member/s),
bookkeeping materials provided

summary is displaye
noticeboard/publicly

financial systems financial modelling of épﬁ tiy e ision mad€ and lc tation plan realignment of recurrent budget,
realignment of realign budget /x%sed of chos decrease in proportion of percentage
budget A allocated to salaries

financial training and support to senior ' ' % schools providing evidence of
management in officers and finance in ccountable use of school grants -
MOE and interpreting financial reports, operatlng within budget
provinces costing activities

/@

planning and
monitoring

planning and monitoring system
developed
MOE staff, including task forces

Annual implementation plan for Ministry,
Directorates, Provinces and Divisions

O S
senior offi¢ Os and above) have
GANTT ch I't

on digptayin office for
annual implemen ,1\0@ Divisijon’s
~
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O//ﬁe\wu q

| / /\\ / Actions

OQutputs

Performance Indicators

Wias

or su rted in
develo
lemen

o,

activities,( budget available and monthly
monitoring reports presented) based on
allocated VESS priorities for Division
and VEMIS data

procedures

training of MO staff in
implementation of performance:
management system
management supervision based
on clearly defined performance
expectations

VEMIS sustainable{ S c io ﬁegular statistical reports circulated to Government decision-makers (eg
and operational :é 2y rgstors and Heads of Units MFEM and Ministers) are aware of and
Rehighi] at10n ormative statistical report use MoE statistical report
calculated d
Statistical O produced™
development and | liaison with PST\®gardj proce al forMOE performance | Successful implementation of MoE
implementation of | introduction of perfo agem Tregu eetings to plans at all levels
performance management system, perform t MoE Improvement in key indicators shown
management development of MOE through VEMIS data '
system performance management '

[Opy, Oy
@@4<

P

development and
implementation of
policy formulation
system

policy formulation system
developed

policy statements in agreed format t viish
costs, implementation and monitoring
procedures and performance indicators

©

development and

expand EU asset management

implementation of

asset database

database across all provinces

asset management procedures

all schodls E/x/t m /mmf infrastructure
g

standards
</i/ @
<§ 47
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J ] /Resuit ~

/ Qw Actions

Outputs

Performance Indicators

FINYAN

P de e management
pro acrosg/‘&ll\provmces

improved quality of school facilities

reviewe

Year 8 %G/m@%

comple
culum

pr ooks t

sfto impleme

80u

{@@%

Year 8 curriculum
Books to accompany year 8 curriculum
for each year 8 student

car 8 teachers trained in curriculum

year 8 students prepared for future
educational or work life

Enabling environment

U/l

25,

> //\\

EPG functioning

EPG reviews
of conduct of gro

Regular meetings of

MoE

03%

MFEM invited to relevant EP

meetings

f con
tes of meetl

gree on purpose and code

‘Agreement and implementation of
sector wide approach in agreed areas

48






The ideal adyiser
Technical skills and ability (skills & knowledge) /7
The ideal adviser should: The ideal adviser sho @6 f

Have the capacity to assist and
support the development of useful
procedures within the unit

for the }

Lack
experience I

‘ad¥ising’ on

rofessi
e

EPN

Methodology (systems & prlocessesy /T~ N\

working environment, incluélin
finding solutions to any 1
barriers that exist
Have and follow and we
workplan that supports the wotk
program of the unz y and
counterpart sta
Maintain googd'pela

~

a4

ik (D

The ideal adviser should: The ideal aflyiser sho@
Use a cooperative approach when tetvene | necessary
working with Timorese fof Avork %0 be achieved
counterparts vour ividifalistic
and staff’ 4@ approach ovex eooperative
Try to transfer knowledge to st app
Adapt appropriately to the > . t or complete their own

. e in official meetings or
nt the department/ agency

/higdstry without previous
apyroval from a senior Timorese

Make decisions without
consultation with counterparts

b

The ideal advisgr/strould:
¢ ent and foster

2xul ff to achieve
s/ objectives of

N4
sense

i ohment and the
e §;-

Belcqmmitted to supporting

(Ment and ministry

The ideal adviser should not:

Be undisciplined or lazy or late

Put private interests ahead of

national interests

Be egotistical

Have a colonial or patronizing
attitude _

Present an attitude that
demonstrates a lack of trust

Behave in an authoritarian

manmner.

of the World Bank-led planning mission for the proposed Planning &

@veloped by Timorese staff of MoPF and line ministries at a workshop held
4

ial Management Capacity Building Program (PFMCBP), November 2004

50






H m@mpiate

tl " “Target level of oL o p
b y o eV {_ capacity in next . ‘Strategies to build capacity - By when erso.r:ﬂ
of e pacl \ % months. I ) responsible
Tool 1 Capacuty\auueung/ Pfanpmg Ex%rnﬁ‘ple / ( (\\
F . ' e I . . Person
unction / work task capacn‘ e / _Strategles to build capacnty By when .
‘ ;}S E j responsible
. X mon /]
1: Register new taxpayers PR fM)}E quallty ofwork through weekly review meetings. Maintaln
-- apacity Jevel through refresher coaching.
2: Develop and implement strategies IdeWup of sfafbio take the lead on the task and arrange for them to
1o find taxpayers and encourage attend stiorfCourse o inftencing, and negotiation skilis. Support the group fo
them 1o pay :ge;\felop their work pfog
shori-term congylfs tvelop qomspunity education program.
}lo dTnontkly meelingS~efwHol y{k e review progress and make further
ggrestions NLearmning circle) ~
3: Interpret the tax laws governing delify logal Ja it (govemmen@;fri @r} to provide ad hoc advice as
taxpayers to determine {ax liabilities negtfed
: i j ‘ i 3 owde follow-up
i g (3 e;,o er lunch every Frida
4: Respond to requests for Each team membr to Mer adback fro cu?tﬁ
information and provide information survey)
(for taxpayers and government) Establish small team to col|at s, t ew and impro Q
processes for dealing with en set(hg\yp a help des ,\
5: Collect revenue from taxpayers “i Implement visible monitoring proc&fnsl;a ce iT syst é T
{withholding fax, income tax, wages - revenue collected fo produce graphs showing trends;£od
tax and VAT) e TET | member to update graphs monthly (encou
 Assigted: increasing revenue collection)
N | Explore aliemnate means of collecting taxes, eg throu
7| Review taxpayer education program and sirengthen if nece <
et separale funclion) ™
6: Maintain an Excel spreadsheet on Independent Ensure independent level is sustainable by ir:lentify.ing and training bagk- NS
taxpayers, {ax paid and tax debits for Independent (malntained) Encourage retention of current staff through incentives A
the 4 types of taxes A
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evel of capacity after -
4 months (date) -

/NS A
Sy~

P
Tool 2: Progress%%%eﬁl 1/ /&
= QY e VAT e , /\“‘rﬁ/\

<4 Fun

1: Register new taxpayers
2. Develop and implement strategies
to find taxpayers and encourage them
pay

3: Interpret the tax laws governing
taxpayers lo determine tax liabiliffes

4. Respond to requests for information
and provide information (for taxpayers
and gevernment)

5: Collect revenue from taxpayers
{withholding tax, income tax, wages tax
and VAT)

6: Maintain an Excel spreadsheet on
taxpayers, tax pald and tax debits for
the 4 types of {axes

Indepéndent

Vlw/d t % independent
ntlebenden ndependen
> A7

Source: A Staged Approach 1o Assess, Plan and Monitor Capacity Building, May 2006, Australian Government Aus @ 4‘%

Independent Independent
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Long term

Capacity development is a slow iterative process and adeqguate tifhe
allocated to build capacity. A realistic time frame for developrnen) gt the capar

required to implement the VESS across the sector would be ggdsf 1 (years.

building therefore requires long-term government and devg partner
commitment. It is expensive and difficult to monitor becgyge

identifying the steps involved, the different pace at which colleagies w ,
“capacity” and the very nature of capacity itself whi multi faceted. encrally

accepted that a minimum ten years of capacity devg @u entis req ere is
institutional and individual capacity weakness.

Congruent with national needs and prioritie
Capacity development in a ministry should alwg f nattedial priorities,

CAPACITY BUILDING STRATEGIES
Some successful capacity building strategies appear below. &

Nature of TA

A long term commitment does no i
the later stages. Throughout ac
developed by the person providin
their high level technical gkitls, A profile of’s

s has been developed by AusAID and could
: e dependency, guidance, assistance, and
independence. ion-of-edpabity development activities needs to be

monitored 4

s¥ources in Vanyatu and MoE
%s;}ézms should be used as a basis for capacity building.
orbe g to develop or streamline (with MoE) processes to

ms/ for example a procurement system already exists in MOE

eedback. There may be a need for some intensive short training but real
es place in the job situation with supervision and feedback. Ideally this

effe
!
ision and feedback needs to come from managers.

S



Developing the management feam :
Capacity development of the management team also needs to focus on their work

tasks. These include knowledge of both the government and ministry grganisations,
planning for results, providing leadership in the workplace and wor
establish and manage effective workplace relations (communicatio
management, implementing change, manage personal work priowiie
development, manage workplace information, manage quality u

ﬁ‘il 4 S
Mentoring and coaching will be particularly important at the4 ana'-? F

can be a waste of resources, especially where &fterigecs dre nog
skills in their jobs. Training needs to be s i
to partictpants® work situations.

Formal qualifications
Careful consideration should be givg
acquired in some specialist areas.

Access and Equity
Capacity development
access to males and

© -1 56






DRAFT TORs FOR CAPACITY DEVELOPMENT DESIGN

systems and skilled staff to successfully implement the Vanu catfon Secig
Strategy (VESS). ' '
Scope and Objectives ' Q?
The consultant will analyse key documents such as .
Logframe and implementation plan for the VESS, i
of MoE, the Financial Management Assessment

MoE.
The consultant will work with a steering comm i
management and representatives of the E 2

Purpose 7
The purpose of the Capacity Building Program Design is to d ctured
program for capacity development so that the Ministry of Bdl@ﬁ e stry

HRD Task Force, conduct interviéws™w JoEstaffN\a¥ well as staff in the
Department of Finance (DoF); p ic and Sector Planning
(DESP), Provincial Affairs (DPAYN g airs YDFA), the Prime Minster’s

Office (PMO), Departme
(PSC) and Teaching Sery

ops{TS d other relevant agencies,
- @ Non sector.
jorrof an Approved TA Contract approach in

The consultant sh.
which MoE woule proved TA providers through the Government
of Vanuatu pr contract TA assistance from his body of

approved contr; =
capacity to/fmplendent suc s until the latter half of the initial three year
program, ?

ieofitesyt the Sapacity: Development Program Consultancy will be to:
etailed amdlysis and costing for the capacity development for the

% @with key stakeholders and MoE discuss key policy issues to be
itMo the capacity development program;

mendations on the measurement of capacity development to
urable improvement.

should incorporate a detailed implementation plan

1
capacity building to the counterparts from the MoE;

4 is a 10 year plan which provides a comprehensive framework for
uppoving the access to and quality of education. There are seven goals and nine
policy initiatives. Eight priority initiatives were identified for implementation
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in 2007. The capacity development program will therefore need to focus on the
implementation of activities in the Program Implementation Plan and legislation and : g

the structures, policies, systems and knowledge, skills and attitudes that will be
required to implement these activities.

Outputs 7:
1. A report comprising: : i g ' : é

Part A. A short summary of the capacity development needs oRKIoE the
objectives for a program of capacity development

1

4/

Part B. The principles and strategies on which
" operate. The strategic approach will need t¢/ 4
ate to other key
stakeholders, including other Ministries. Mgthgd i . the inclusion
affect implementation of activities

Part C. A timetable for implementat

with indicators of progress.

Duration:

It is* expected that tlH:
appropriate to com
management of a

NS
@ )
&'y
%
&

gpacity building design for financial
ch will involve other Ministries

&
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