[image: image2.png]


[image: image3.png]\mVVVPo

@

UNDG





                                             
[image: image4.png]



Seventh Six-month progress report for project

REPORT COVER PAGE

	Participating UN Organization:
	
	Cluster:

	UNHABITAT and UNICEF 
	
	Cluster B – Education and Culture


	Project No. and Project Title:
	
	Report Number: 

	B1-22 (a &b)

School Rehabilitation and Capacity Building for School Maintenance
	
	3


	Reporting Period: 

	
	Project Budget [and revision if applicable]:

	July - December 2007
	
	UNDG ITF: US$15,660,938

UNICEF: US$ 9,029,120
UN-HABITAT: US$ 6,631,818


	List Implementing Partners:
	
	Geographic Coverage/Scope:

	· UNICEF 
· UN-HABITAT

· Ministry of Education/ Directorates of Education and Local Contractors
	
	Babil, Baghdad, Diala, Dohuk, Erbil, Kerbala, Kirkuk, Muthanna, Najaf, Ninevah, Qadissiyah, Salaheldin, Suleimaniyah, Thiqar, Missan, Basra, Anbar and Wasit


	Abbreviations and acronyms:
	
	Project Status: Duration/Closed Project/Timeline Extension:

	DoEs: Directorates of Education 

PTA: Parent Teacher Association
BoQs: Bills of Quantities

MoE: Ministry of Education 

PM: Programme Manager 

PMO: Programme Management Officer

HQ: Headquarters  
	
	Project Status: Ongoing

Project Duration: 24 months (16 July 2006 – 30 June 2008) 

Project Extensions: One (From 31 December 2007 till 30 June 2008)


I. Purpose
1.1 Provide the main objectives, outcomes, outputs of the programme/project

The main objective of the programme is to increase access to primary, intermediate and secondary education for school age children (grades 1 to 12) with emphasis on rural areas and girls’ education. Secondly, to enhance the capacity of DoEs on school maintenance, and school sanitation and hygiene promotion. 

Immediate Objectives:

1. Improvement of the physical environment of 160 schools in 18 governorates, including water and sanitation facilities; 

2. Enhance the capacity of DoEs to undertake the maintenance of schools and promote hygiene practices;
3. Reduce the number of shifts and reduce the number of students in crowded classrooms by adding new classrooms;
4. Building capacity of local contractors under several categories using local materials, which will contribute to improving the economical conditions of the local communities;
5. Contribute to the reduction of the number of unemployed people in local remote communities.
Outputs:

Output (1)

      Rehabilitation of 160 schools in 18 governorates benefiting about 80,000 school age children;
70 schools by UNHABITAT in 3 Southern governorates benefiting about 35,000 school age children and youth, and 90 schools by UNICEF in 15 governorates benefiting 45,000 school age children and youth. 
Output (2)

55 DoE technical staff, 160 head teachers and 320 PTA representatives of the rehabilitated schools trained on best practices in the school maintenance programme and improved sanitation and hygiene practices.

Output (3)

Manual on asset management of school maintenance, and guidelines on school sanitation and hygiene practices produced.

Outcomes:

1. Improved teaching and learning environment for about 80,000 students in 160 schools; 

2. Strengthened capacities of DoE technical staff in maintenance of school buildings, water and sanitation facilities and in hygiene promotion;

3. Improved capacities of local contractors and young engineering professionals involved in rehabilitation activities;

4. Enhanced employment opportunities within the local communities.

1.2 Explain how the programme/project is relevant to the following benchmarks:

· UN Assistance Strategy for Iraq: The project is part of the reconstruction and development programmes presented in the Joint UN-Iraq Assistance Strategy 2005-2007 and implemented by the UN agencies through national partners and counterparts, and via the Cluster B approach.

· UN Millennium Development Goals: Reference to the project main objective and immediate objectives (see above), the project plans to achieve Universal Primary Education indicated in goals 2 and 3 in the Millennium Development Goals, which aim, by 2015, to have all children in primary schools, and provide girls with the same educational opportunities as boys. 

· Joint Needs Assessment: Following the 2003 Needs Assessment and the 2004 Living Conditions Survey, the Unmet Basic Needs (UBN) study, which was jointly launched by the Ministry of Planning and Development Cooperation and UNDP, shows that a high percentage of people in Iraq live under various levels of poverty and human deprivation despite the huge economic and natural resources of the country. This study, along with the Rapid Needs Assessment (RNA) of recently displaced people in Kurdistan Region, has highlighted the priority needs as the following:

· Shelter

· Access to public food and rations 

· Healthcare

· Provision of Water and Sanitation facilities

· Provision of Electricity and Fuel

· Iraqi National Development Strategy (NDS): The NDS for 2005-2007 emphasized on improving quality of life by developing required policies based on current and future needs. Achieving definite aims till 2015 requires hard efforts and developed policies in all aspects of life such as economic, social, environmental and educational. The project is in line with the NDS Goal 2, Target 4 as illustrated hereunder:
Goal (2): Achieve primary education for all: Everyone will have the opportunity for education and necessary skills to be able to enter world economy and have citizen rights and obligations. Educational levels are measured based on rates in the primary and postgraduate levels. According to living standards surveys, illiteracy is wide spread in Iraq; 39% in rural areas, 22% among adults who never joined school, and 9% in secondary schools; the highest educational level for them. 

Target (4): Dialogue continues with MoE regarding a rapid assessment of the impact of insecurity on school attendance, after UNICEF voiced its concern over the increasing number of children out of school. The education sub-cluster continues to make a significant contribution to the long term goal through programmes on physical rehabilitation of schools, and provision of essential education and recreation materials. 

1.3 Indicate the main implementing partners, their roles and responsibilities, and their interaction with the Agency

The project is being implemented largely through:

1. Regular information sharing between UNHABITAT and UNICEF on prices of materials and labour, to better monitor cost effectiveness of project interventions. The two agencies are also planning joint capacity building initiatives related to school building maintenance management and hygiene promotion;
2. Involvement of local contractors to maximize the project’s impact on employment;  

3. Engagement of local consultants/engineers in undertaking technical assessments of rehabilitation and construction needs; defining the scope of work; preparing BoQs and terms of reference; supervising rehabilitation works according to contract conditions while ensuring the quality of work in compliance with technical specifications; and ensuring the timely completion of works;
4. Representatives (engineers) of the DoEs are conducting field visits in collaboration with UNHABITAT and UNICEF engineers in each governorate. 

II. Human Resources 
2.1 National Staff & Consultants: 
For UNHABITAT, the total number of national operations staff is 17, distributed according to the operations' needs as follows: 

· Three senior engineers and one database expert (in Amman office).

· One consultant engineers (in Basrah Communication Base) 

· Two consultant engineers (in Nassiriyah Communication Base)

· Four consultant engineers (in Missan Communication Base)

While for UNICEF, a total of 28 persons are currently working on the project in the field, as follows:

· Civil/Construction engineers inside Iraq


10
· Facilitators inside Iraq




13

· National staff inside Iraq




4
· National Officers (Engineer)  in Amman


1
2.2 International Staff: 
The total number of international operations staff is as follows:

1- Programme Manager (UNHABITAT)

2- Rehabilitation Expert (UNHABIBAT)

3- Programme Management Officer (UNHABITAT)

4- Rehabilitation Specialist (UNICEF)

5- Education Specialist (UNICEF)

III. Methods of Operating
3.1 Summarize the implementation mechanisms primarily utilized and how they are adapted to achieve maximum impact given the challenging operating context.

· National consultants of the two agencies (UNICEF and UNHABITAT), with the active participation of DoEs, carry out a detailed assessment of the facility to be rehabilitated. An assessment report is prepared which forms the base for discussion among all stakeholders to agree on priority needs. As soon as consensus is reached on the broad scope of rehabilitation works, BoQs are prepared by the consultants who set out, in precise detail, the scope of work and specifications.

· BoQs and technical specifications are sent to UNHABITAT and UNICEF Offices for review by Rehabilitation Divisions. Once approved, the agencies authorize the preparation of the tender documents and invitation to bid.

· The two agencies maintain a register of - now over 700 - Iraqi Contractors with different specialties. Normally, between 10 and 20 Iraqi contractors are invited to tender for each rehabilitation contract depending on the estimated amount of each contract.

3.2 Provide details on the procurement procedures utilized and explain variances in standard procedures.  

The tender evaluation process included a system of checks and balances with a clear segregation of functions. Tenders are opened publicly by a Tender Opening Committee and evaluated by a separate Tender Evaluation Committee. A separate technical team based in Erbil prepares the agency estimated cost for each contract, using a specifically designed database system, which generates priced BoQs using monthly updated market prices. The process occasionally based on comparison with market survey done by other UN Agencies. 

For UNHABITAT contracts, which exceed US$150,000 the tender evaluation report is subject to review and approval by the Local Contracts Committee in the Headquarters / Nairobi and the UN Office in Nairobi (UNON)/ Procurement, Travel and Shipping Section. Contracts less than US$150,000 are reviewed and approved by the Programme Manager under the terms of a delegation of authority. 

As for UNICEF, bidding evaluation is submitted to a Contract Review Committee (CRC) who after vetting and evaluation submits recommendations to the Special representative of UNICEF for authorization.

3.3 Provide details on the monitoring system(s) that are being used and how you identify and incorporate lessons learned into the ongoing programme/project.

· Rehabilitation works are supervised and monitored by Iraqi national consultants and facilitators. The progress of works monitored and approved through time-series photographs, daily briefings from the consultants, videos and telecommunication and laboratory test reports for quality control of construction materials. In addition, an initial handing over certificate is issued upon completion and receipt of the rehabilitated facility by the DoEs.

· Interim payments are only released to the contractor upon accepting the work progress and quality by the Senior Engineer and the Rehabilitation Expert in Amman Office, certified by PMO and then approved by PM as a final stage before being sent to Headquarters for processing. 

· Liquidated damages apply for any unjustified work delay and violation of the contract period.

· During the maintenance period, constant surveillance of the implemented work is carried out by the consultants/engineers and facilitators to guarantee implementation sustainability and defect repair. This is normally enhanced by interviews with local authority staff and beneficiaries for addressing their remarks on the work and responding to any justified request before the final handing over takes place in order to ensure the public good reputation and impressions of the agency achievements. All contracts incorporate a defect liability clause so that any defects, which emerge after completion are repaired by the contractor.

· Before the rehabilitated school facility is finally accepted, a final inspection is undertaken by an Acceptance Committee, which comprises representatives of the local authority, the beneficiaries, the relevant department of the Government and UNHABITAT and UNICEF staff and consultants. The final payment is not released until the Acceptance Committee certifies that all work has been satisfactorily completed.

3.4 Report on any assessments, evaluations or studies undertaken. 
During the reporting period UNICEF collected post implementation data from 24 schools, which indicate positives changes i.e. enrolment, improved attendance etc. included in section 9.2 below.
IV. Results
4.1 Provide a summary of programme/project progress in relation to planned outcomes and outputs; explain any variance in achieved versus planned outputs during the six month reporting period.

During July-December 2007, 69 schools (40 by UNHABITAT and 29 by UNICEF) were upgraded to child friendly standards benefiting 34,500 students and teachers out of which 13,455 (39%) are boys, and 21,045 (61%) are girls. Rehabilitation included complete renovation of school buildings, construction of additional classrooms, improvement of water and sanitation facilities and playgrounds, and construction of surrounding walls. Completion of the mentioned 69 schools brings the total number of completed schools to 124 schools out of 173* (163 comprehensive and 10 improvement of water and sanitation facilities) in Baghdad, Diala, Dohuk, Erbil, Kirkuk, Muthanna, Najaf, Ninevah, Qadissiyah, Salaheldin, Suleimaniyah, Thiqar, Missan, Basra and Wasit. Progress in the remaining 49 schools varies between 20-80%. These will be completed in the first six months of 2008.
* In addition to the original plan of rehabilitating 160 schools (90 by UNICEF and 70 by UNHABITAT), savings made from this project enabled UNICEF to rehabilitate an additional 13 schools (3 comprehensive and 10 water and sanitation facilities). All 13 schools have been approved by CRC following the assessment and bidding process and projects are progressing as planned. Hence the total schools in this project are 173 schools, which will benefit an additional 9,000 students. 

4.2 Report on progress made toward the achievement of specific medium-term outcomes of the programme/project as a result of the achieved short-term outputs during this reporting period.
Project implementation has contributed to an increase in enrolment for girls and boys while also contributing to the reduction of crowding in schools by adding a number of classrooms in crowded schools. The increased number of classrooms also helped headmasters in enrolling more children in some of the schools.
Rehabilitation of water network and sanitation facilities ensured students’ access to safe potable drinking water and hygienic sanitation facilities and encouraged families to send their children, especially girls, to school. Data from 24 school sites (some mixed and others only for girls or boys) indicates an increase of 13 % in enrolment (from 11,485 pre-rehabilitation to 13,023). A 14% increase in girls’ enrolment was also recorded. Despite the lack of specific data it is believed that access to safe drinking water and improved sanitation facilities played a positive role in the reduction of water related diseases among students and teachers.
In addition to the above, project implementation has supported government efforts in creating employment opportunities in targeted communities. It is estimated that the project has offered around 20,000 man-days employment for skilled and unskilled labourers. In addition a large number of people benefited indirectly through their involvement in transportation and loading/unloading construction materials. 
4.3 Report on the key outputs achieved in the six month period including # and nature of the activities (inputs), % of completion and beneficiaries. 
· During July-December 2007, 69 schools (40 by UNHABITAT and 29 by UNICEF) were upgraded to child friendly standards benefiting 34,500 students and teachers out of which 13,455 (39%) are boys, and 21,045 (61%) are girls. Rehabilitation included complete renovation of school buildings, construction of additional classrooms, improvement of water and sanitation facilities and playgrounds, and construction of surrounding walls. As mentioned above, in addition to the original plan of rehabilitating 160 schools (90 by UNICEF and 70 by UNHABITAT), savings made from this project enabled UNICEF to rehabilitate an additional 13 schools (3 comprehensive and 10 water and sanitation facilities). All 13 schools have been approved by CRC following the assessment and bidding process and projects are progressing as planned. Out of the 173, 124 have been completed while work is ongoing in 49 schools. 

· In close collaboration with MoE, a two-day workshop on Asset Management and Maintenance of School Buildings was managed by UNHABITAT and UNICEF in July 2007 in Amman. The participants included 2 Engineers, 2 head General Directors led by the Director General of School Buildings, as well as 5 participants from UNHABITAT and UNICEF. 

· The booklet/manual for hygiene promotion in schools was prepared and printed. Training of 452 teachers and headmasters on school hygiene and sanitation took place in December in the governorates of Wasit, Basra, Missan, Baghdad and Thiqar. 5,000 School Sanitation and Hygiene manuals were printed and will be delivered to schools early next year. 

4.4 Explain, if relevant, delays in programme/project implementation, the nature of the constraints, lessons learned in the process and actions taken to mitigate future delays.
A number of factors contributed to delays in project implementation such as poor security in some of areas; curfews; several religious occasions; selection of schools and approval of BoQs by education departments; deficiency of appropriate construction materials and fuels; and late arrival of funds. Therefore both agencies have proposed a project extension for a period of six months, which will facilitate the smooth completion of ongoing activities including release of warranty payments. The extension was approved by SCSO. 
Heavy explosions in Al Hadi, Aljamhoria and Saqar Quarish schools interrupted rehabilitation activities in December 2006. Prior to the destruction, the progress of rehabilitation activities in these three schools was between 30%-90% (for details please see Annex 1 – attached below). The explosions and prevailing insecurity in the Governorate forced the contractor to stop rehabilitation activities in the mentioned schools on 13 December 2006. In late 2007 the contractor resumed rehabilitation activities of Al Jmahoria School and completed this school in February 2008. However, the contractor failed to complete the other two schools due to insecurity and the fact that the Saqar Quarish School is located close to an American military base hardly accessible for civilians. Several attempts have been made by all the stakeholders to push the completion of the mentioned schools with no success. Following the extended delay (2006-2008), DoE Ninevah requested UNICEF to use the balance of planned rehabilitation for Saqar Quraish School (US$ 34,025) to rehabilitate the Aljamhoria and Hafsa schools through construction of additional facilities, which was not included in the original plan (for details please see Annex 1).
Actions taken to mitigate delay:

· New registration of contractors is undertaken to guarantee a better selection of contractors with good financial and technical capacities

· Intensive follow up was arranged to expedite payment processing
Lessons Learnt:
· Good relations with the Iraqi counterpart (DoEs) and School Masters will facilitate the assessment process in addition to the further rehabilitation/extension activities and handing over of works for final acceptance. 

· Insecure areas should be excluded from the projects plan and assessment to avoid any potential risk.

· The major part of the renovation process should be planned to start during seasonal school vacations to avoid disturbance for contractors' work and more importantly for students’/teachers' attendance and learning process.

Constraints:

· Selection of schools could be subject to some pressure from counterparts to consider schools that are not in compliance with the project objectives and priorities. 
4.5 List the key partnerships and collaborations, and explain how such relationships impact on the achievement of results. 
· MoE, DoEs, UNICEF and UNHABITAT

· Close coordination and collaboration between UNICEF and UNIHABITAT field Engineers and DoE staff was key for project implementation. DoEs select all schools for rehabilitation and approve BoQs and payment requests. DoE technical staff were actively involved in project planning, implementation and monitoring. This has helped to ensure transparency and greater sense of responsibility and commitment as well as sustainability of the project after its completion.

4.6 Summarize achievements against planned results for cross cutting issues: security, gender, human rights, employment (including # of short and/or long-term jobs created), and environment.  
· The project was successful in achieving stated objectives such as increased enrolment of girls; improved attendance; improved teaching and learning space for children; improved places for recreational activities; and proper sanitation facilities, especially for girls.
· The project has so far achieved the concept of increasing local capacity and supported government strategy in targeted communities.

V. Future Work Plan  
5.1 Summarize the projected activities up to the end of June 2008 indicating any major adjustments in strategies, targets or key outcomes and outputs planned.

· Complete comprehensive rehabilitation of the remaining 39 schools and improvement of water and sanitation facilities in 10 schools. 

· Update list of contractors based on their capacities and geographical location (UNHABITAT).

· Distribute school sanitation and hygiene manuals to targeted schools, 

· Conduct training on school sanitation and hygiene education, Avian Influenza and HIV/AIDS in targeted schools.

· Complete development of School Maintenance Guidelines. 
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