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FOREWORD

The Swedish Government has supported the democratisation peoses in Chile since the
carly 1970s. In the begimning of the 1990s, as part of the demOCTatisation process,
Swedes theough the Swedish Iaternanonal Development Auharity, SIDA, supponed the
900 School Programme, which was 4 national peoject implemensed by the Chilean
Goversment.

The objectives of the 900 School Programme was 10 improve the quality of primary
edecation = schools located in Jow-income areas of Chile. The programme achieved
most of its objectives and wan extremely successfully implemented.

Amongst e factors which led 10 the prograseme’s success 11 15 well worth mentionieg:
the caceful dsagnosis of o problems is the sector before implementation; the small
scale in which the programme was implemented; the delscate balance between tradition
and innovation that the programme managed 1o keep and which implied ®at no one felt
Dreatened by the changes: the continuous ovaluations; asd the siroag commitment (o the
programme by the implementaton team.

The pedagogic aspects of the 900 School Programme have been thecoughly evalusted by
the Cenvro de lnvesigacidn y Desarrollo de lo Edweacidn, CIDE. However, SIDA
together with the Chilean Govemnment decided to evadeate the cepanisational and
management mpects of the programme, and the results of the evaluation temed out 0o be
very intereating. It was thesefore agreed 1o poblish the findings as pan of SIDA's
Education Divisica Docussents, 40 that lessons leamst in the implemennation of the 900
Schoo! Programeme can be shased with others interested in snproving primary education.

Kjell Nystrom
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L INTRODUCTION

Wil the petum to democracy in 1990, the Government of Sweden signed a Nlateral
agreement which enabled the newly elected Govemnment of Chile %o launch the so-Called
900 School Programme. Better known as the P-900, the programme was abio sappormed
by the Government of Denmark as part of the transiticnal aid offered so Chile in suppon
of the social policses of the democratic government.

The Programme aimed st mproving the quality of primary schools i the poorer areas.
Specifically it simed o impeoving the infraostructare of primary schools s well 2%
wmmmummmmmmmmu
mummmwuuwumu
learving processes at docal Jevel

Within a period of three 3nd a half years of operation the Prograsme has almost met all
s objectives. Taats, working books and manuals for seachers have been produced and
distnbesed for children = e schooly; classecom libraries and Sdactic maenals have
mwmhcmmwummwmmmm
10 improve educational performance of childeen with leaming difficeltics in thad and
founh grades and leaming workshops coordimated by yOung Community Monnoes were
created in seppon of this purpose.

A seam of highly qualified professionals undemtook the geseral coondination of the
Programeme at the Ministry of Education while educational supervisors were traned, a
the proviscial level, 10 endenake the operational respoasitilities, cooedmale im-acrvice
srainieg activities and launch and sepervise e traming workshops for chidres with low
kaming performance.

Additional 10 this, agreements were signad with usivenitics, consaltancy firms, enterpe-
ses and non-governmestal OrEanizations 10 CAITY Oul prograsme actvities which requi-
red 3 certain degree of specaalved knowledge and shalls

Due %0 its highly efficiem execution s project is comidered as one of Chile’s mow
suscensful experiences in the fiekd of ad management and cooedination. Successful in
torms of its achicvernents and alio successful in termm of its replicability in other
countries, within or ostride regional boundories. Foe thin reascn, both the Swednh
Irsemational Developement Agency and e Chilean Agency for Insemacional Coopera-
m.mivdm&bwdmmmmﬁmkmumdh
relevance for imemacional cooperation. The results of sach an evaluation is the maserial
of this regon.

This repon s O final resslt of sech s evaluation



2. DESCRIPTION OF THE PROGRAMME

2.1. Contexts under which the programme takes place

2) The mternational context

Chile received a special attention from the developed countrses during the seventics and
the cighties. Both governments and the public opinica favoured istermational auppon
and solidarity, pacticularly for those nos-governmental ceganizations who ssruggled for
the defonse of human rights as well as for the reinstallation of & democratic regime in the
cosntry. Development cooperation played an important role for these purposes, During
all these years bodh bilaserad and mudlasoral cooperation ageacies provided fmantial
sepport for grass-root progects which emphasized wpos education, social ceganization,
solidany links and oder practices which, in $he end, contriduled o regain democracy.

During the nineties Chile contiaued 10 receive Bhis swppon o spite of the economic criva
which affects e countries in the nocth and which has also afected development
cooperation. Part of s crisis deals with the remstallation of protectionnt policies,
increased raves of snemployment, presseres on social progeamses as & result of industri-
al reconversion, loss of confidence sowands the governments of the counanes in the south
conceming its role i promoting development, relative failure of Thisd Workd develop-
ment models as well as weaknesses in the Unmed Naticas and the regional miegraton
systems. Added 10 this, Be diminishing importance attribeted by the public opinson
wowands development cooperation in the industrialized cowntres

Political confidence. linkages among democratic governments and previoss relation-
Nps in the fleld of development cooperation were some of the elements which made
Chile an elegible country for non-reimbersable aid & this particular moment in history,

This enabled do crecation of cooperation programmes and peojects such as Be %0
School Programme. pointly supporied by Sweden and Deamark.

The Programme win also influenced by ofher factors. Among them, the World Cen-
ference on Education foe All which ok place i Jomtiem, Thailand, by 1990, The
Conference explicitly declared that every pervon, - child, youth and adult — should be
shie 10 besefit from educational opporenitics designed 10 moet their basic learsing
needs. These necds comprise both exsential keaming 10ods required by human beisgs w0
be sble 8o wrvive, %o develop their full capaciies, 1o hve and work in dignaty, 10
particpate fally in development, %0 improve the quality of their lives, 1o make informed
decivions, and %o continue deaming (3) (4)

The principles of Jomtien's World Declarstion on Edecation for All were ratified in
Latin America during B¢ foerth meeting of the Insergovernmental Comminice for the
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Principal Progect for Education (Quito, Ecuador 1991) which counted upon the partcipe-
tion of the majority of the Misisiers of Education of the cosntnes » the region.

L, Bt not Jeawt, the Economic Cominsion for Latin America and the Caribbean
(ECLA) and UNESCQO's Regional Office for Latin Amenica and the Caribbean worked
(ECLA) and UNESCQO's Regional Office for Latin Amenca and the Canbbean worked
ost new ieas and proposals published ender B tithe Educacitn y Conocumiemoc ¢je de
Ia trasaformacidn productiva con equidad (Education and Knowledge: axis for an
equrable peoductive transfommation ).

B) The naticaal context

The plebiscite in 1985 marked B beginning of a persod of polinical dynamiam in Chile.
The military regime, which had ruled the country for shxaeen years was defeatnd thoough
democratic eloctions and the Citizens prepaced Bemselves for a substantive imtitutional
change. During the pee-clection period the political coalition Concersation of Parties
Pro-Democracy, formed task-fosce grosps 1o fommelace policies and peogrammes for the
&fferent sectors. These groupn were formed with sesior professionals and high skilled
technicians who Bad been working in nos-govermestal organizations and i prvate
imbitutions at aational and mternational level (5),

€) Guiding prisciples of the edecationsl policy during the 19501994 period,

President P Axiwin’s povernment marks the beginming of tramsition %0 democracy in the
cosntry. By 1990, soon after saking office, the Presidont addresues the Parliament and, in
his speech, he sets up the national goals for educational development during the
transitional persod. At this time, a close relationship could be seen among the edecata
nal goals of the povernment and the issses worked out ot the programmalic Commisns
of the coalmon in power Such lssees were relmed 10 the followmg problema:

~ Access and Coversge. Educational coverage in Chile, unlike 10 other cosntries in the
regron, is not the main peoblem in educational development. Noaetheless, there are
still arean whese accens 10 school and 10 edecatmal opponunies seffers serious
sevtrictionn, This i particularly %0 in the reral aeeas aad in marginal settings where
there ave will childeen who do not sttend school or who are early drop-outs of the
oducationad vyslem.

~ Leaming Achicvements. National achicvemeat tests have peoved that the quality of
education in the country is Jow and that primary schools are not accounsable for
Seaming acheevemneras. The tests alwo show regional and social dispanities in school
coverage and loaming pesformance which, in fum, are problesss relwed 10 eguity.
Childeen from the poorer groeps in socety, who amesd state-rus public schools, are
not offered the same educational opportunitics 3 those coming from well-off families
and amending private schools. In fact. Jower chass children leam less than those
coming from midde and spper classos in S country.

= Fisantial Resowces. Famantial svestment m educacon is sot ecnoegh 1o moet e noods
of the population and has been decreasing during the past years. In addition 10 s, the



milkary repme made budgetary commitments for 1990 which were lower han the
ey commitied in proviows years and insafficient i terms of meeting social and
edecational demands.

- Administration of the educational system. During the malitary repime, e educational
sydem was moddied in two major ways: decentralizanon and privatization. The
orientation given 10 the decestralization process involved shifting admenistrative
rosposiblity for schools 10 the municipalsios. As a result of this, teachers were no
longer employed by the Ministry of Education and as privase employees, they lost job
stabelity. Nosethelens, two meamures were introdeced 10 ensere quality of education: a
nanonal sepervisory systemn and a naticaal achsevement lest.

~ Inadequate policies for secondary and vocational education (6)

On the bases of the sbove mentioned peoblems the main orentacions of the educational
policy for the democratic government emphasized upon e following principles:

® oducation is & prorey for democracy,

® o Stane is respossible for wivenalizing acoess %o primary education and promating
oquity. The Swate & alw resposaible for increasing coverage in other educational
levels and offering eqeal opportumities 10 achicve and maintain good levels of
Jeaming performance,

® parests should be entithed %0 choose the education they want for their childres and
teachens sbosld be catitled %0 plan and develop leamng activimes within the misimal
unified nonms and regulations of the educational sysiem,

o aducational quality hosld also be guaranieed by the State,

o oquiy should be at the bases of the educanonal organization and account for cultunal,
cconomic and social inogualities ®at may be affecting an equad disaribution of
edecational opponusitics,

o masagemnent of the educational system should be centralized when dealing with
policy-makmg and decentralized. m regional and local level, for policy mmplementa-
thow,

e cfforss should de done i order 10 improve the working condmons of teachen,

I order 1o comply with these onentanions the newly clected govemment implemented
WO Types of activitios: emergency programmes and invsautional reforms. The fiewt were
imended 1o comply with a social dete with the poorer groeps in society and Maanch the
fewt isstiatives 10 improve he quality of education asd schieve edecational equity. The
second oncs, were measures imended 1owands the modemization of the educational
sysiem and the improvement of the working condition of icachers. The 900 School
Prograsmeme is part of the first type of activities together with other programmes related
10 e improvernent of secondary and vocational edecation and saistertial aid for poor
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students. Withes the secoad type of activities Jegal imitiatives may be found, amoeg
them: the Constitutional Law for Education and Teaching, the creation of Provincial
Coencils for Education, Reforms 10 the Norms for the Functioning of Parent’s Usioss
aad Stodent Usioss,

Within the emergency programmes vanoot mitiatives were planned. Among them, the
Modernization of Secondary Technical and Vocational Schools, the diversification of
secondsry scientific and hemanistic schools, Laeracy and Adult Edecation Programmes,
and Assistential Programmes for Poor Students. The 900 School Programme was one
among these other initiatives planned by the democratic governssent as one of the first
measures 0 be taken in order 50 mprove the living conditions of the poorer groups in
sOChety.

These were shon term measures for educational development. The Miaistry of Educe
tion also mnnousced middle and loeg term policies which amed &t resdaping the
edecational sywem. It is wordiwhile menticning some of them:

o Cumrikular renovation. aiming ¥ an effective use of the cumicular freedom and
flexibulny granted by law for the chilean schools, This enables cermicular adequanion
10 the cultunl and social envisonement of B¢ schooly as well & 10 geogrphscal
settings and its characteristics. In this way, local sanagemest of edecational peo-
prammes are facilitaned w0 Be comespondng ators @ the sywem,

o the MECE Programme, approved i 1991 and finssced with a World Bank loan. Its
main objective is 10 improve the quality of leamisg performance and iImpeove cquiy
in bask education. The axis of this programme, which will last for a penod of
years, is the opening of new educational spaces at the schools, and n the system =
ceder 10 make an effective use of existing capacities. Relatioaships among ths
programme and the P-S00 will be refermed 10 n other chapiers of this repont,

o Improvement of the adminntrative and pedagogical deceatralization processes,

o Redefinition and reshaping of secondary and vocational education s well as improve-
ment and develoment of hgher education.

2.2. The 900 School Programme. Improving the quality of education
of basic schools in the poor areas.

The programme is Based upon educational research which provide empincal daea on
student’s failure in poor comemunies. This research was developed bascally by noe-
governmental acadientic centres devoted 10 research and developeent = educaton. They
produced a wlid and vast body of knowladge on chilean educational reabey whnch, in its
majority, was powiible Sanks 10 e fmantial assistance provided by ssfersasonal
cooperation,

In = formmulation, the Programme begins by recograzig that school faslure, s well as
the low quality of S cducation offered in the pooe arcas, obeys 10 multiple causes being



some of them of the schools” reapoasibity. For thes reason, some of these peoblems may
be solved by means of formalating a peograseme with guidng prnciphes, baved upos the
magor onentations of the educational sysem, a plan of action, defined perposes and
Adoquate PesCurces.

2.3, Institutional context: the primary education system

2) Basic Education

Basic Education in Chile comprises eight years of compulsory edecatson divided in two
cyches of four years each (151 %0 &b grade and Sth to Sth grade). A1 this educational level
the purpose is 1o develop the student’s personality and satisly, s effectively s possible.
their basic leaming seeds (7).

b1 Guiding Principles

This penoral purpose of basic edecation is sot gesenally met. The 900 School Pro-

gramme aimm &t mecting these objectives by means of impeoving the quality sad equity

of education i the poor schooly, comply with the principle of univenalizag batc

education and mplement & plan of action in accordance with the following guiding

ponciples (8)

~ Positive discrimination, takon a & geiding principle, given that is unequal social and
economic condons. sech s the observed i the poarer schools, the principle of
equal opporusity tends 1o porpessate Sheso megqualities. Due 10 this, moee and betier
resosrces should be provided 10 these schools in ceder 10 rane Be aming per-
formance and peepare the children for a seccomful completson of studies,

~ Equal cuncomes, taken as a principle which replaces the one of equal opponunities by
ensering, that after a reasonadle persad of time, all children wosld be able 10 obtan
sirralar culcomes in developiag e bassc skills for access 10 knowladge and partiipe-
thos,

- Exquity, is the guiding principle of the educational policy and that meam that the State
provides de resources 10 ensare universal access 10 education 1o Al chikdeen uader
school age. Bevides, for basic education 10 be equitablie all children must be grven the
opportusity 8 achieve and maistan an scceptable Jevel of lewming and an active
commitment muut be made 10 remove educational disparmes for aadenerved proupn
n urban and rural areas,

- Professionalization of seachers, 1 smed & sading teachers In improving curnculas

- Cultural articelation betwoen the school and the commuenity, as a principle which
socks 10 give recogrition to the children s expericaces at home and in the communsty
by imtegrating these im0 $he contere and lcaming activities and by buildag seaching
wpon Hem.



€) Objectives

The sational achievement test known in Chile as e Syssem for the Meassrement of the
Quality of Education (Sistema de Medicidn de la Calidad de la Educacein, SIMCE)
revealed low educatsonal achievements and an snequal distributon of levels of leaming
performance, panticularly in 500 schools located in the poorest areds in the counry,
These wore the scheols selected for the impeovement of its werking condmons and
levels of performance. The general objective of the Programme was set ford in teems of
“improving the quality and equity of the first four grades of bawc oducation and
impeoving the children s level of leaming performance in language and madhemanics ™.
The specific objectives were the followng:

o impeove the quality of teaching and learning process in the classroom,

o impeove the levels of performance in language and mathematics in the fiest four
prades,

® train supervisors at peovincial Jevel so that they can it as pedagogical guides foe
school seachers and CoOmMmuUNITY MO,

ommmmophmddmndamﬂmmﬂwm
= Sind and fourth grade,

o offer traming opportanities 10 all educanonal agents working in the programme,

e change $he negative attitades of the teachers towards the pepils in the poor arcas,

ommm'samdmnmwmyhehmfﬁbcw
seccess of their stedents,

o broak the isolation of the teachers work and promote Seamwork,

® Create 3 moee productive imteraction between the swchools celture and that of the
family and the community.

d) Plan of Action

The Programemse has five lines in its plan of action
~ Infracsructeral impeovement

« Inservice waning for teachon

~ Preparson and datnibution of textbooks

« Classecom libvanes and Sdactic masenaly

« Lesrrong Workshops (10)

© Material Resources. Improvieg isfraestructure and providiag techaical equip-
ment for the edocational process,

« Iafrscstrecture

Afier a detailed wtedy of the physical plant conditions of the school e necessany
mmmndmm“-mia&!muxmmomsim
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towaeds leaming and providing an improved physical environment for seachers and
studeats.

~ Claaroom Libvanes

Provision of an average of 35 books for reinforcing the acquisition of reading and
writing skills in children attending first 00 founth grades.

« Damos and Mimeographs

Matenal suppoet for the sepraduction of sextbooks a the schools avosding any loss of
time in this endeavour.

« Record players

Provided 10 first and second grades in order %o enhance the implementation of a
reading and writing plan.

= Didactic Masersaly
Provided o improve the Jevels of perfoessance in language asd mathematics both foe
working manuals for the seachers.

= Technical Books

Prepared by teama of specialists i language and mathemancs which were provided o
the whools s additional abd 10 be used o & complement of the official seabooks

provaded by the Minisry of Education.
N Humas Resources

- Trainng as the axis of the Prograsme

Traimng of Sepervisors. The sechnical sepervisors of te Provincial Depanmene of
the Minstry of Edecation are the ones i charge of organariag the traming workshops
for teachers and B learning workshops. They are responsitle for the techmcal
masagement at the schools of the Programme. Their role is 10 organize and coordinae
inservice workshops for leachers om the same bases as the ones offesed 10 them by the
central scam and e caperts in language. mathematics and leaming workshops. Foe
these perposes, they recorve ready-made masuals 10 be worked on the bases of the
schools noeds in the arcas of language and maths, doth by teachers sad moniton.
They are o mtrodeced mio new seaching methods sad straegics that may be used in
Be clmaroom, These workshops also favor sharing experiences among the panici-
pants.

- Regular visits 10 Regions and Provinces

They aim ut endancing shaced commitments and responsabilities among the agents
nvolved in e Programme. Thoy are mainly techascal meetings orgasired with the
purpose of shaning mformation and examming on-poing activities which are impon.
ant for the developesent of the Programme.



~ In-service worksbhops for weacherns.

These aoe undertaken by each of the supervisors with the ieachers of the schools ey
m!\qmm»w-atighhﬁmlunumsdm
education and emphasires upon the domain of kaageage and mathematics. They ase
camied out in the working-place and combdine reflection and ssalysis of the feaching
MMNMdmmmmmmﬂa
place i weekly sessions of appeoximasely two and a half houns, inclading clasroom
work under supervision. Training maruals and ofer maserialy are peovided 10 The
seachers by the supervisors who, in tum, receive it from the contral teass.

Non-formal education 3 a means of impeoving formal edscaticn.

Leaming Workshops. These are group sessions for third and founh grade sivdeats
with leaming difficelties and very low levels of leaming performance. They inchede
amention 1o posential drop-osty, wedents wit bad behaviour sad low self estoem. As
nM&anmmm;mmnymmk
from the same community as the school, who have been previouly wained as
moniors. The moniiors are chosen by the schoolmasters and the teachers in the
whools of Be Programme. The criteria for sclection are mainly theee: yousgsers from
the community, imerested in working with scheol-children and with an academic
profile. Mositors are wained by the sspervisomy with pregoepared manuals and
texthooks. They are alio trained in participatory seaching techniques and imleraction
o well a3 in methodological approaches to improve leaming performance, confidence
and self-estoem. Monitoes work with chilidren in out-of-school hours. Part of their job
nloplu-dmmtitmtvhmewpuvmmmimhmwa
mqmmmvitmmmwmmm-mm<m

g Coversge
Schools asd agents in the 900 Schood Programee
1990 - 1993
1950 1991 1992 1993

Schools 960 178 1123 1Mo
Teachers 237 TIN 749 5400
Students @ find 50 fourth grades 160 182 2195 191451 170000
Moaitors 20856 2 50 2 S0 2430

Sowre Mumbtry of Edsaten W0 Shonl Programee

h) Evalustions

Evaluations have been 3 component of the Programme since its very begiming. [t aims

® monitoring the activities and supervise its application. Evaluation also inclodes
classeoom observation & well as follow up activitics relaed 10 methodological issees

”



aad technical skills. dmprovemsent in levels of performance has also been evaluaned by
means of %o application of specially propared towts, similar 10 the ones used in the
national measurements of learning performance. This has enabled the seam 10 have some
pattorns of compansos @ different stages of the Programme.

The gradual participation of schoolmasters and teachers In the Programme is another
ssue which has come out through the evaluations. As well as a change of attitede of
teachen concoming inmal peejudices on e Programme s outcomes. lacreased -
semination to other schools, increased createvity and flexibility on behalf of the teachers,
COMMUNLY PAFTICIPAmON. New sieractions and sencwed miered in pedagogacal sswes on
behalfl of seachers, students and the community ae ofher variables with have been
examined through evaluation mnd moneonng.

B Learning Performance

Mexwrement of leaming achicvement in language and ssathematics showed that:

@ although language shows some mprovement ssathematics is e area with hagher
achievements,

® due 10 accumulated edecational deficits in thied and fourth grades the impact oo
leaming schicvernent has proved 10 be higher o first and second grade,

o studeats with very low lovels of leamisg performance obtain higher achicvemeonts
than those with betmor performance at the begianing of Be Programme,

& Bhe pouitive aniude of the sudestcs weards the Programene has peoved 10 ralse
teacher’s expectations on the quality of teaching asd leassing in the Classecom (1)

)) Learning Workshops

Learnmg Workshops have boen evalusted as a very posiive strasategy by all of the
apests irvolved in the Programme. Stadents in the workshops show considerable
improvessent in their dally werk when compared o stedenss who have not atiended

Beve workshops.

Increased panicipation, mproved self-cucem, self-confidence, scquisition of sew skilly
and capabiliics, motvation Wwards leaming and improvement of B¢ levels of per-
formance have been segivtered 2 outcomes of the workahops.

Conceming ity weaknessos, these are mainly referred 1o the seacher’s attitedes towards
e menitors 3 well a3 S0 monitors being 100 permissive with children under their care.

Local authonities, have a very positive evaluation on e role played by the young
mositon in the execution of educational plans and they msist upon the imponance of
kecping tese youngsiers as edecational collaboratons once the Programeme is completed.

Teachers a1 e school have 3 doublefold postion. On one hand, they look upom the
workshops and the ssositon as 3 valusble support in mproving self-estoem and leamng
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performance. On Bhe other, they ofien criticize the youngiers preparation foe this job
and, more frequently, Beir undercontrol of children’s dncwpling (12),

Seggertion derimg the evalustion mdicated e the institstionalization of dese prac-
toes shosld cnly Be done in Bose whooks where Bie teachors demandod the workihops.
Other pointed 3t the noed of developing bener means of coordination amosg teachers
and momitors, a better definition of the monitoes role &t Be swchools and withs the
learmeng process.

k) Teaching practices

An importast percestage of the teachers thmk hat one of the advastages of e
Programme lies upon inservice trainieg. New teachng methods may be scquaed and
motivation seems 10 impeove after thess. Conceming problems being faced = their work
mention was made 1o lack of time % comply with Be workshops commutments, lack of
physical space for training activities snd podsgogical overload for most of the leachers
tnvolved in the Programme.

Funcuonality of didactic maserials was also evaluated thecughout the implementation of
the Programme. In geoeral serms these were ovaluated by the seachers as a valuable input
10 impeove their work. Prionty was given 1o textbooks, classroom kibranies and games, n
that order,

Esgagemest of schoolmassers and supervisors with $he pedagogical work at the schools
was sl valued by teachers as one of the positive ouscomes of the Programme. So much
for e tochnical role played by the supervisoes when inroducing new teaching methods
for language and mathematics at clanarcom level In addition 10 thia, it was pomsted ot
that time distridution s teacking and lcaming had seffered importaat changes as a result
of this practioe: while in the beginming a 60% of working hours were wed 10 discipline
the students and 40% 10 teaching # the time of the Programmes’ evaluation 20% of
working hours were dodicated 1o dinciplinary activities and 30% 10 effective teachng.

Flexitility is another issue which appeared a5 a contribution of the Programme 10
teaching o the classroom. Teachers = the Programme sended 10 favour interactions
mmnﬂnmuunpamco(wmmmmm
codes and exercises were bellt on this expericace and recognition paid to cultueal

inequalitics i the learing peocess.

The supervisces 1ol within the Programme was definad in terms of their techaical
advice 10 the 1eachers a1 the schools and improve exiviisg practices o day-to-day weork
s lassecom level This was perceived by the teachers s 0ae of the most important
changes istroduced in existing refations a1 the whoal syssem. On their side, superviven
Belicve that isservice training workshops are 3 ood way 10 improve their managenal
skills sad provide them with fhe necessary mesdhodological tooks 10 advice the teachers
Be whool
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The above sarategies are clearly porceived as 3 way of overcoming dependency asd
mmmmu&owm&mdwﬂm

cvcemion of the Programme 10 the other grades in basic edecaion,
developeng bnkages with Jocal authonmes and the community leaders and invite them
%0 pasticipate in the Progrmumes” activities,
- mprove commuenication with regional asd local coordinatorns,
~ define clear goals and managessent & sational level,
- improve participation in the managessent of S Programme,
= Imcorporation of language and mathemnatics specialists 10 10 the training workshops,

AlBough these tsues may be isterpreted as critics 10 the Programme i practice they are
ndicators of the supervison commitments with its dovelopment and results (14).

« Incorponation of schoolmantors and seachers 1o their traning workshops,

s



MAIN FINDINGS IN THE CHAPTER

Considering the different sasional and international costexts which influence the forme-

lation of the Programene, it is important 1o Righlight the particular conditons under

which the Programene takes place.

® The decwsion taken by imemational cooperation agencies 10 provide mansmonal
finantial and sechaical sepport 10 Be povernssent of Ohile,

o The redefinition of education s the axis of sustainable development at internasional
level,

o Accumulated technical knowledge in chilean academic matitutons,

o Existance of a natonal system for the mexsurement of leaming performance in basic
edecation, SIMCE

o Technical participasion of qealified professionals in the peepanation of the govern-
ment's programme particularly in aspects refarmed o sectonal development,

e New poliical and insssutional conditions which csabled the smrodacuion of o
novalive prograssmes in the agenda of trassition 1o democracy,

o Polacal decision 10 implemet an emblematic programme, “defined and concrete, 10
show advancements in the desired direction™ (13),

o Inwtitstionsl imertion of the Programme within $he structeres of the basic education
sysem,

e The Programme's guiding prnciples:
« Posmrve discnmination

Equality in curcomes

Equity
Professionalam

Cuural relationship among the schools and $e community,

® The Prograssme’s main poal of impeoving the quality of education in langeage and
mathematics foe children atiending the poorer schools in the country,
@ ltx bnes of action which comprise:
= lafraestructure mprovements and provision of technical equipments
= In-service traming for seachers
~ Preparation and distribution of 1eadooks
= Classroom librares and didactic manerials
= Leaming Workshops,

o Traming endersiood as the axis of te Prograsme,
¢ The incorporation of non-formal edecation practices 8o the formal educalion sysiem.



3. STRUCTURE OF THE PROGRAMME

The organizationad structuse is referved to the way in which an organization wos and
coondinates its human resosrces for developing activities thar will concwr 1o the
fulfillmene of its goals, Mty focws is e way in which &s staff duilds permancst
redatsombips which, in tum, determine both social mteraction and the behay loer owands
2 task. Due 1o existing sterrelatons among structure and the bebaryiour of its members it
becomes socessary 80 explore Mo @ bemer compreheniion on Be way in whach the
seructare affects its members and viceversa (16). Sech 3 comprehenion is panticularly
important in refation 10 the possitility of mtroducing chasges imo them.

This chagter deals with e sractural ceganization of $he 900 School Programme in ity
relation with the structuses of the Ministry of Edecation, its fusctions and the perception
Hat different social scton have is relation o the Programme. Special attention s paid 10
enisting lensions within e structure and on $he way in which appropiation takes place,

Two crmeria were taken into consideration in the exploration of the saructare of the
Programme:

~ Componition of a contral team formed by a proup of professionally qualified people
dedicated to the technical execution of the Programme,

= Management of the Progeamme through and within the exting stractures of e
Minsstry of Edecation.

The Minutry of Edecation has 2 normative and finantial role accosding 10 e existing
legislation. Stracourally it is made up of the Minister and his Cabinet, the Undersecretary
with four Divivons asd theee Departments and the Ministerial Regonal Secretanes
(SEREMI) in exch of the himcen Reglons in the country. Figures No | and No 2
Hlusieate the way in which the Minstry and the Programme are structured.

3.1 Central Level

The Prograssme han » dect dopendance from the Usdensecoetary of BEducanon. It is
connecied 1o the rest of ®¢ swtructere throegh a Council m which the dfferent regelar
ceganization of the Minivry participate. This are the Division of General Edecation, the
Division of Plasning and Budget and the Division of Adminisirmion and General
Services. The fint imtitutional tensions may be found at thes level of the stracoure. This
15 due 1 the astoncmeous nature of the Programme within the Minisary. Dee 10 its direct
dependance feom the Undersecretary. and its relative astonomy, it ofien happens dhat the
Programsme entens mto direct relationships and coordination with other divisions and
deparuments in the Minitry, This appears 10 be a problemanc issue parncelarty when the
Programme has 1o coordmate itselfl with the naticaal isstituson in charge of teacher’s
eraineg, the Centro ¢ Investgacion. Expermentacion ¢ lavestipaciones Pedagdgicas.
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Problems arise in relation 10 he mnovative characteristics of 3 Programme which 1s
executed within exnting tradonal strecoures. Up to now, the Programme has succeeded
m overcoming &dficulties asd promeoting change. Nocetheless, s sentanability stroegly
depends on the way B which these tensons will be faced = e futere,

Figure 1
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A2, Reglonal and Provincial Levels

The heads of the Miniterial Regional Secretaries in each of the 13 Regiom and the
Heads of Be Provincial Depastments of Education are resporaible for coondinating the
Programmes” cxecution o regional and provincial levels. Each of those authorities has
named 2 programese coordinator who acts in his representation.

A this level, tenssons and probloms within the structuse are less than those at the contral
level. Nooctheless, m the opimion of the Ministerial Repional Secretanes and their
technical staff an isstitusional incegration of the Programme 10 the sorucoures of the
Miséstry could be of use for an effective plaaniog asd & benier imegration with other
programmes and policees ender execulion.

3. Local Level

The supervisors of Be Misistry of Edscation are the cnes that carry ost the Programme
in the schools. Apparcesly this has boen a strasegic decision whach cbeys 10 e role

Figure 2
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played by the wpervisors, on one hand On the other, 10 the existng legislation which
obliges to operate Grough the existing hoerarchy in the systemn. Communications occesr,
them, among the central teass in the Mamistry of Educanon. the authonties and cocedna-
sors 3t the regional and provincial Jevel down 1o the school, a local level,

In pracuice, supervinon are tramed through special traming workihops. [a term, ey train
the seachers in the whools under their sepervivion, Teachens implessent their newly
acquzed knowledge and secheiques wih their sudents in the classeoom. Monilors take
care of the children with low levels of educational achievement Becugh Be activities
<amied owt in e Leaming Workshops.,

In pencral serms, the Programme has a verucal saructere with qualified seam leaders sad
expens al e central level, eses existing structures and spaces at regional and local level
and shows an relatively good inlegration in the overall educational strecoure.

3.4, Role Description and Evaluation

Vanous are the agents who inseract in e execution of the Programmse. The central team
o e Minstry of Education, the Minisserial Regional Secretaries, the Heads of the
Provincial Depantmenss of Education, regional and provncial coordmaton, sspervisons,
headmasters, teachers and moaitors. [n the next panagraphs a description of e agests

roles and relationhips willl be presenned together with the information gathered throsg-
hout the evalsation of the Programme.

341, The central team

The central teass is made sp by the Head or Nasonal Coordisator of the Programme =
charge of 3 seam of sax professionals, 3 secretary and & jenioc In addition 1o this there are
two specialized techmcal seams with part-time expens working i the areas of hagsage
and mathermatics and a leam, made up of foer persons, in charge of the suppon of e
Learreng Workihops and the traiming of monitoes.

The teams was selected amending to their techracal expertise and commitment with De
guiding principles of 8¢ Programme. It is micgrated by highly qualified expents tained
in oducation and the wxial sicacos. Most of the mombers of the team have boen
involved in basic and applied sesearch and are finked 1o non-govermmental independent
centres, Other come from the smiversities and from the Ministry of Edocation, in o few
cases, The team's main chacacierno has boen ity selative atability. It has suffered no
major changes within a penod of theee years. Throughout these years the team has not
loose its mitial motrvation and continues 10 struggle for She Programme's culcomes and
poals. Thew commatment for dialogue among Be different actors i the struciure has also
boen a characiernnic of their professional performance.

Conceming some specific techncal tasks Bhese were swb-contracted %0 specalized
privine nstitetions, perticularly comultancy fiems and e wivenities, Ao o -
Oependars acaderm centres. Some regional usiversities have abo cooperated with the
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been kept withen the Sframework of the Minatry of Edacation.

JA.L The Ministerial Regionad Secretaries (SEREMIS)

They are thirscen (13) i mumber and they act on beball of the Minater of Edwcation in
cach of the Region in the cosntry,
According %0 the mierviews held with some of them it is possible o highlight De

following feateres @ the advantages mnd disavastages of the Programme a3 scea by
these actons.

Advartagey:

« Interest and commitment towaeds the execution of the Programme,

« Agprecution of the goals met by e Programme,

« Antinedinal changes in teachers and sbadents,

~ lmprovement in leaming schievements (messured theough results s National Achie-
vement Test),

~ Changes = the wpervise’s sole and relationmbhips,

« Incressed relaticaskips among the scheol, Be communiy, children'’s familics and
other educational agents.

Duadvarcages

« The centralized masagement of the educational system,

« Lack of coordination among national policies,

~ Lack of clear policics towaeds the schoolmasters and their role,

~ Weakneues in the policies adopted by the local audorities concemng commisments
with the execution of the Prograsume

~ Esely relexse of successful schools from the benelits of the Programme.,

A4 Heads of the Provincial Departments of Education

Al proviscial level they act on behalf of the Minister of Edecanion. They are in change of
wapervisiag the eaccetion of the educational policees, advisng $e schools and wpervs-
wng the cormect application of scheol legalation in thew working aceas. Alogether, they
are 40 people theoughost e country,

Ceoncerning the opinion of these actons oa the advantages and dissdvantages of the %00
School Programme the mam ssues may be synihetined s the following ems:

Concerning advantages

- The Programme plays an important cole in the docentralization of educational pro-
Lowes,

- It materializes the will 1o favour quality and equity in e poorer arcas and % manage
" Sing 0 Thoss teidi incicd

- Credibility sad peestige of cxisting policies and read posaibilities of adapting them %0
existing noeds,

~ Sets up the bases for pedagogic decentralization,
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= latroduces changes in e role of sepervisoes and engages them in classroom work,
« Introduces changes in the school chmate,
= Ireroduces renewed methodological approaches and teckniques in teachen” practces.

Dnadvarcages:

~ Work overload and pedagogical pressure over the supervison,

- Lack of coordinating mechanisms with the Jocal management systems which, in the
end, are the only ones that can emsure the sustainabibity of the Programme at local and
commenity level.

In spete of the indicated dnadvareages # is imponant 1o hightlight the opinson held on
®e¢ Programme by the Heads of the Provincial Departesents of Education. In fact. they
are highly committed towards the Programme and, comsidening Sheir position in the
educational strecture, this seems %0 be a relevant facior for its sentamability,

344 Regional and Provincial Coordinators

They are key actors conceming the masagement of maserial and human rewoceces for
achieving the goals of the Programme. They look afier orpanizational mpects, dis-
tndution of 1extbooks, mansals and ddacte maenals. They are in charge of preparing
the wites for the activities camried cut by the moniices o the Leaming Workshops. At
reponal and provincial level ey act a networkers among the central team and the
Proviscial Depantments of Education, a particularly ssspomant and difficult task. Suc-
cosmfel experiences depend on Bheir charisvma and leadenhip. So much for de imegration
of wcconful practices %0 eusting soructeres.

When mked on the advamtages sad daadvastages of the 900 School Program, these
agents highlighted the following advantages and daadvantages:

Advarcages

-~ Dynamics and owtcomes of the Programme,

= Managemeat style of the central 1eam,

~ Relationsheps among the Programme and other activities financed with imemational
cooperanon facilities (MECE),

Disadvantages:

= Lack of regional auonomy,

~ Lack of chear policies concerning relationships wih e authoritics in charge of the
local management of basic edecation (DAEM),

~ Parmal adminnirative support for the Regional and Provincial Departments of Educs-
tion

« Evalustive necds concermng the way @ which the seachers apply scqeired keowledge
and sechraques
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=~ Early release of suocessful schools.

345, The sepervinors

The supervinor”s role s 10 provide secheical and pedagogical suppo 10 teachers and
pemcipals (20), In his specialized sole ey act a3 advinon, coondinmons and evalaatorns.
The supervisors participasag in the Programme are moee than 300 is sumber. According
0 evaluations n 1991 they have the following characteristics:

= 50.1% are men and 43.9% arc women,

= age ranges detween 40 and 49 years of age for a S5.5% of the sample while 2 lower
percentage are located in a range of A5 00 39 years,

~ the Regiom with a higher nember of supervisors are Region VIII (52), Regioa IX
(43). Region X and the Metropolitan Region (400 Total number of sepervisoes in each
of them o = accordance with the overall number of schools,
= Supervison have an avenage of 10 00 15 years of professional experience a fact which
scems 10 be important in serms of Seir antitede towands the istrodecton of educatio-
nal mnovations,

= 83% of them supervise ofher schools besides the ones in the Programme,

= in & majpocny they must advice more than 20 jeachers each and an impormast
percontage (24.6%) Is in charge of advisisg moee than 40 weachers each

Within Sheir funciions they are alwo responsible for advising the monitons in an average
of 10 per supervisor.

The supervisces’ role is 10 advise and 10 provide technical suppont for the improvement
of Be quality of education. Dee 10 bureaucran reasons, though, the supervisors sole has
been 00 superviac the application of educational norms and plans rather than observing
teachers & work. P-900 Bas boen omphasizing on their role as advisors om how teachers
can improve their seaching. It has also asked them 0 perform Inservice mining
activities with the leachers at the schools. For this perpose, the Programme has entitled
Be supervisors with the necessary authonty to perform this role. These are a senes of
clemests whach inflaenced e accepiance and commitment of the supervisors with these
ks, Among theex

~ the recogmition of their role by the educational suthoritics,

= B leadership exered by the central team and Be recogaition of their echnical and
adviscey rolie as well as the redefinmion of relations with e oducational acthorities,

- Samilarities among the proposed role and expecied roles among the supervaors,

~ Training opponumities, pood social climate and schoal acceptance,
~ Possitilities for imeracmon ssd partsershipn within & natiosally sgnificant pro-
gramme. Esprit & corps,

= New relationships with the eachers and emphasis oo the podagogical rather than e
adminmtrative and supervising role,
= Wigher prestige and sew relatioen with his partnens and with educational asthoritics,

Duadvantages snd weaknewes were charactorized in terms of

~ Admisisiratove overload,
« Duversification of tasks aad lack of time 0 perform them,
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~ Difficulties in articulating and priorizing the different programenes involved in the
wpervisors work,

= Lack of resowrces, and particularly trassporsation, 10 vinit @e whooks,

~ Limbed number of supervisors & provincial level,

~ Routinization of the role,

« Time shomages w0 easwee mprovements before the school leaves the Programese.
245 The headmasters

Headmasery are in ponition of complete ssthority at e schools. An important dose of

wha! can or carnct be done dopends on Bis decaions and commument. According 10

evaluation samples taken in 1991 ey are experienced leachers with the following

characsenstics:

= Concermng pender. the magority of headmastors ace men (S7.1%),

« Ages mange within 45 and 54 years of age (44.9%)

« They come from schools locaed in different regions = the country but maimly from
the VIl Region (17.3%), IX Region (16.3%) and Mewropoless Rogion (11.2%),

« 35.7% are teachers with 11 90 20 years of expenence while 21.5% have been teaching
for 20 10 30 years,

- Concerning the tme of their sppoimment, 3.7% have been schoolmawers for 2
period of 3 %0 7 years; 22.5% for § % 12 years, persods of tme which gives an
mportant peactice of goveming eapereace.

Headmasters believe that their participation in the Prograssme has been highly significa-

tive (60 2% ). They explain this in terms of their participation in the Learsing Workshops

and Shewr relations with the teachers, supervisors and monilons. 35.7% thisk that they
have had a partal panicipation mainly due 1o lack of tme. Oers argue that the

Programme does not include headmasters within s plan of acticn. Incorpormng them

has been defined as a pnonity due 1o the relationship among the headmaiters paricipa:

1hon and the possibelimes of success for e Programme,

Headmaviers asied o the Programmes’ anainments thought that mmportant changes had
been achieved Beough s development. Among them:

- ponitive changes concermng the leacheny’ sellesieem,

- changes = seachens Behaviour due 10 trasing and teamwork

- increased inlerest m preparing school impeovement projects as a resslt of the partici-

- changes in the attitude Sowards the children’s families,
- mmprovements in $he schoal’s infraswruciare,
- mmpeovernent of the school climate.

The following sssues were considered an limatations ot Sisadvaniages in the development
of the Programme:

« hmited covenage of Be Programme (firss 10 fosrth grades),
« Lack of space for svservice traimng and Jeaming workshops,
= Rotation of sepervisors,
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« Rowenization of the Programme,
« Tme shonage 10 casere effective sesults,

347, The teachers

Teachers are the mam actors in the Prograssne &ue 10 their imponance in impeoving the
quality of education and increming Be levels of leasning performance of the studonts,

The vast magonty of the teachors in ®¢ Programme are women trased o the sniversities
(59%) or peofiessional invtimstes (22%). 33% of the sample taken for Se evalustion of the
Prograssme have boen teaching #t the same schools for & periad of 3 10 7 years whale
21% had boon ocoupied at the same school for a period of § %0 12 yeans (22)

Teachen imerviewed as pant of this evaluation highlighted dat the Programese csabled
Hhem to:

~ change their expectations concermng their pupils,

= respect the pupd s culbure as well as their leaming rythms,

= build teams. paninerships and mprove leamwork,

= improve thew teachng medhods and techmiques,

= avold roumeizaton and share experniences.

They also value:

= increased self-esicem among the stedens,

= improved leaming Mmaaments @ natonal achievement tests,

~ the dudanc macenials provided by the Programme,

« mew role and relaticasheps with the supervisors,

« pew relaticnships with the students’ families due 1 the work of the monsorns.

Diffscelnes are soen s serms of;

« Low salaries,

« High rotstion affecting teamwork,

« Lk of uime 10 perform & vanety of fenctions,

« Infraestructeral problems o the schooks,

« Teacher's ssbjectivity affecting self-cstcem and motivaton,

« Stress aad anasety due 10 economical restriction,

~ Too many tadks for the supervisors who woek in @3¢ Programme,

~ Limitstions emposed By the bursucratic organization of Be schools. paricularly
conteming paricipation = macrvice training,

- Limited engagement of the headmanters in the Programsse,

~ Exrly release of the schools in the Programme.

AAX The monitors (23)

The monilon are yousg poople from the local communisies sesponsidle for implemen-
ting e Leaming Werkahops. The workshops, s mdicated before, are group sessions for
thied and fourth grade childrea who have exhibiled leaming &Gfficulties and low leaming
attzinements in language and mathematics,

The oversll sumber of moniloes in the Programme amousts 2.430. Mostly women
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performeing various activities ar the time of Beir recrument. Among them: stadents =
vocational and technological aress, wiedenty in secondary education, unemployed yo-
ungsiers.

In general terma, the acceptance of the moanoes by the school headmasters and seachens
was inititally low due 1o prejedices concerming their teaching skills as well s %
professional ealousy om behall of some seachers. This has beea gradually overcome
throughout shared experiences mnd, in most of the schools, monnoes have been finally
accepied and their job valued a4 & secesry, partcelarly for the middle aad long serms.
Conceming the montor's opinios on the Programme’s achievements the following
clements were poinsed out:

-
sepport for supervison
raning wif-cuoem i e wederty
commitment with $he pasents
- vaibility, recogmition, prestige and commitment with the Jocal communety and
problems.
A series of difficeltios in Beir job were also cutstanded. Among them:
« Lide cocedination wihh school teachen
- Tochaical gaps it seletion with edecaiional
~ Lack of dimemination concoming their activities and s rosults
~ Linde imseraction with the supervisors
~ ealy release of the schools from the Programme.



MAIN FINDINGS IN THE CHAPTER

Moders approaches is cepmizational theory empbasize the smporsance of counting wpon
srectures with a clese seane of their mussion, abie %0 consider bodh insernal and exsemal
nieractions and flexible enough 10 adapt iself 10 continpencies. P-900 responds 10 these
clements in the following way:

® it is & Programme which matenalizes the guiding principies of the povernment’s
policies and ity eduecasional policies. In this seese, it has been considered as & symbaol
peogramme,

® it has great cleamess conceming its tssion and tis appears in most of the docwmenes
and sewslemens of the Prograssme as well as in several imerviews for the mass media,

o Seructsrally, the programme has had & double-fold challenge 10 count upon a modern
and Nexible structure for e achicverment of its goals and, & the same tme, 10 utilise
the existing structures of the Minntry of Education in ceder 10 achieve goal achieve-
ment and sastainabdity.

In relaton 10 this st challenge Be Programme has oaly boon partally secoessfel. This
% doc %0 e fact that the P-S00 wructers is highly functional 5o #s goals in operative
ferms bet has mot succeeded in integrating e Programme = the higher Jevels of
planning and decision - making. Although this has camed certain difficelies it has not
restraned the execution of the activities and the parcpation of the edecational actors at
regional and local levels.

Nencthclews, e Programme will have 1o face crucial decisions conceming ity -
stitutional integration which, in the shon term, will isfluence sustaisability, The P-900
could suffer modifications as » result of Bhe change of government taking place n 1994
This will bring administrative changes at the central, repional and provincial levels
Raising expoctations will be placed upos the MECE project fimanced by a World Bank
loan, and decisions mest be taken on fmantial isues in B¢ Programee. Among thom, #s
imegration 0 the fiscal budger. These are clemeonts which wore not present ot the
moment of the formulation and launching of the Programme, Usder these condition
there are theee options for Be futare of the P-900:

« To mamtsin a relatively astonomous strecture of the Programme wih the advastage
of contiruing to fencion upon the accomplishment of goals and sesults. Advastages
and Saadvantages of this decision have already deen cuamined in e chapter,

= Integrate the Programme 10 the Geseral Division of Edecation at the Ministry, It bas
the advantage of counting upon the support of the aditional strectures and the
possiblities of 1 bener coordination with other programmes under execution. Iis
doadvantage o a poteatial loss of dynamism,

= Imegrate the Programme to the MECE which is called 1o be a central initiative @ the
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years 1o come. [t counts with political support and finsatial resources. The advantages
in such mlegration would be its complementanity wih the MECE and the semilarses
in e plas of action. Its dissdvamages. being pradually ovenaken by the MECE

Al the local level there are some weaknesses @ relation with the role of schoolmasters
and with the asthorities at the Muncipal Deparments of Educational Admnistraton
(DAEM). This weakness 15 due to the rele of both acioes during the suthonzanan regime
and was consadered as such since the formelanon of the Prograssme. Now Sat changes
are ocowrring at this level, it will be secesiary %0 consider the role and relationships of
these refevant acioes for Be Programene, Nowadays, #t may be said thar

~ The main actors in the Programme are clear cn their roles but they face certain
&fMiculties = exerting them dwe 10 an overioad of work and weak pnonzation of their
functions in exisang policies,

« In spite of difficeltics redased 10 low sallaries and enfavourable workimg conditions, the
main actors in Be Programme declace themselves as highly motavated and commined
10 the Programee,

= The central team mastains & clear leadership which han given the Programme sdentity
and cobesion. It is expected that this leadersdhep will contimue 10 Be cxerted under e
SAme lerms,

~ The Programme has impeoved the school clmate and mfluenced working relations-
hips in all levels of the educational sysiem.



4. THE PROGRAMME'S MANAGEMENT

4.1, Strategy

The 0 School Programme operates in e content of two guiding principles of e
country's educational policies, On one hand, focalizanon and posaive discrimumation
towands the poor of the poorest. On the other, adminsirative decentralization. Manage-
ment has been organized within doublefold parameters. At the cenral Jevel the State
supervises the execution of plars and policies throegh the Ministry of Education while
the exccstion of such plans and policies is Jocated a1 segional and local level i
sccordance with the populations needs and social reality. Astosoeny aad corespossibility
are shared principhes in Bhe execunng strategy (24)

Locking for an equilibrated selaticashp among the centrald, regional and local levels i
new i edecational mansgement and its outcomes relevant for other sectors. For thin
participation @ the Programme a well as the relationships among ressonal aad educatio-
nal poals,

4.2. Hierarchy

Management i the Programme is organioed spon the folfowing Sicrarchy:
= the centrad coordination delegates the programme's representation and execution on
e regional coordinasors,

~ the provincial coordinasors, all of them supervisors, are respoesible for the execution
of the plans ot provincial level. They work with Be school supervisors who bear the
relatiombips with ®e Programme s schools

= School swpervisors vist the schools af bocal level and werk &rectly with the head-
manters and seachers

= Teachers work with the childres in the classroom and the monitors are responsible for
working with chaldren wish Jow sttainments at the Leaming Workshops.

Flexibilty has boen the main ouncome of this decenanalized strategy in the Programme.

This means that both af reglonal and provincial levels:

= The selection of schools which are incorporated 10 B¢ Programme = done at Bese
levels,

- Modificatons e inroduced i the plan of action, pasticularly in the el of in-
swrvice traning.

= Infraestructure improvements is aho decided a2 thess levels in accordance with the
bedpet approved at the ceneral level,

Decentralization has been improving smce the launching of the Programme. During the
¥



past years sechaical decovon-making has been mainly dose a1 regionad and local level
Some of them have workod out thew own plans while others are beginning 10 40 it. s
this Soenain cfforts hosld bo dose 10 suppont decentralized plannng Pasticularly whes
reguonalization and decontralization are selatsveley new procosses in the cosntry and
there is still 2 kot 10 @0 in this field of work, From this standpoint, o least theee stages
may de clearly cbserved o the development of the Programme during the pant four
years

4.3, Stages: Installation, approplation, consolidation

The imuallation stage is the one characterized by team buildng; the appropiation stage is
characicrared by the acorprance of te Programme by the schools and the comolidation
stage in the one which operstes once the whooli mcorpoeates the Programmes” plan 10
their daily work, Of counse. each of these stages opersies in accordance with school
rythms and particulanmes.

In this context, each of the stages face particular sensons and empbasizes on different
aspects. The st one o charscserized by the degree in which the peoposal is accepted by
school counterpans and sepervisors and relationships established among them. Tensions
are panicelarly seferred 10 the monitor's role as well as bis pamticipation at school level.
The role & ambaguous in #x relation 50 the ones of teachers and supervisors. Although in
the second stage this tensions are minmmized maiely due 10 the credidility ganed by the
moanoes though accomplishment of Bhewr tasks, sew 1easions anse with reference to the
adoguation of the Programme 10 the reality in each educational enit. Lack of commit-
ment of some of e schoolmasters in relation 10 edecational goals sppeared 10 be of
perticular smportance on fhis eespect.

Concemning the thisd stage, there are two big lensions. The find one reforred 1o e
schools” release onace they have achicved the educational goaly, considored %00 carly for
e majority of the schools. The second o, has to do with eanting policies conceming
seachers” stablity withen the Programene, a decivion which falls om the local authonities
and does mxt depend on the central team or schood asthorities.

Sustainabelity and managenial success of the Programme haghly depends on the resolu-
mon of the sbove describod tenuom,

4.4, Management Styles

The vast maporey of the actors involved in the 900 School Programme are very positive
concerning the evaluation of the managenial style of the central teass in charge of s
execution. Sech a style s charscsenzed as dynamic, efficient-onented asd with high
productivity. It has also been noted that sech a syle & a Juckd reliable, emphatic,
horizontal, prodectrve and effective. Mentions have alio been made 1o i bemg lively,
maovative. prapmanic, modem. It s important 50 sotice that sech a style calls for the
adwcnption of a pood nember of actors and facilitales the accomplishement of the
Programme’s tasks. Key in the success of sech a masagerial siyle are a series of
mecharmm usod by its leaders. Among Bem:
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= Priority given 0o face-to-face personal relationships which facilitate commanications,
~ Field work, contnbutes 10 increase motivation and 10 give visibdisy 10 the overall
proces,

~ Workshops emable exchanges among actors and increase sdentity and commitments
among Sem,

~ The Programme provides good technical waining
- Horizontal and colloguial relationships facilitae effectrvencss,
~ There is an effective and innovative leadership.

Leadenship is a key issve in edecanonal change. An educational leader must keow on
planomg. decision-making, execution sad evaluation. Impiring coafidence s also a
requont. Leoaders must alio be capable of buildisg seoworks and cocedinating leams.
Managerial skills see also imporsast, Particelarly concemning the masagemens of in-
formation flows, conflices, powendifts. Promoting change and working wih Beubility
as well as Bstening, observing and leading towards expected poals are alw important s
oducational managemest.

Most of Sese characteriviics were mestionod in interviews held with key actors s the
process. Leading capabalitics of the coondinating team were constantly mentioned a1 a
valuable chasacterivtic of the Programme. Special mensions referred 10 the National
Coordinatoe of the team, in fact one of the professionals in change of the formalation of
the project.

4.5, Other clements

Limle seference wan made, throsghout the interviews, %o sspects related 10 plansing,
cooednation and sucvsment. This, in spute of the fact that

cenain weaknesies may be perceived conceming these issees. Those are relased o the
way in which cegmnizational design afects coordinations at &fferent lovels but thoy
were rarcly referred to in the imlerviews.

Conceming commumications and dasemination a big effort bas been made in terms of
uung and producing different means for communication among the national, regional
and local Jevels. Bulletins are produced cn perodical bases, possers and other means
have boen wsed for sharing information conceming e oculcomes and plans of the
Programee. Nonetheless, feedback 08 on-poing processes and evaluations could be
bester used with a more agressive policy of peblic relations snd communications.

Constency among the elemests of an organizational structure is 2 key issee n
educational mnovation. Consestency with the stlzation of existing structures and
respect for organizational culbures s asother ssee 10 be taken mio coesiderstion when
introducing educational change. This wis one of the main achevements of the Pro-
gramme. Throughout its development special consideration has beea paid % the w-
ilization of human and material rescurces alreadly existing o the educational sysiem. The
Programmes” saccess i teacher™s motivaton and adscrigtion lies oa s principle. s
explanation may be also found in the following clements:
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~ The Programme’s and the 1eam’s capacity 10 promete the actors’ expresvion, self
development, paricipation, respect, wif-esoem, awociations, exchanges and con-
Adence,

= The Programeme’s ssrategy which emphasizes epon the recuperstion of seacher’s
dignity, self-esteem, Jow socul status and @ improvement, 10 & conain exlent, of
their working condiions, lack of stability, low salaries and lack of participation.

My aspects of the teacher's role are shaped by e sociery i which be works. This
is & valid for the cano of the seachers” working in chilesn schools who have suffered
the gradeal detenoration of thelr social wates and working condtions. The Pro-
pramme plays consderable influence in dignifying the teachers role st central,
regioead and local level as well as the monons role in the whools. Children atlending
very poor schools do also benefin thermuelves froem thay influence immofar scachen and
monnors work sogether in impeoving the school and the quality of edecation and both
of them impeove the conditions of snderpriviliged children with low self-esteemn and
very low atsnmests i leamng performance.

Viubility is a key concept in the above described sarategy. In fact, the Prograsme
offers spaces for Be acioes 10 express themselves and create new relations with their
portnors. As sech, they acquire social sates and prestige. They do belaeve o be
appreciated in the performtance of their roles.

As formelaned by & sepervisor:

“People cannot impeove Decause they are st given the opponunity. PL900 gave
everybody an opportumity, in sccordance 10 Beir place and role. The Prograsume
locked at his acons, considered Bem and offered visbility %o them. . If we wre
comsadered as social actors we commil ounelves 10 osr work. .. (Samement of 2
sepervisor in the the 1V Region)

The above quotation leads us 5 some classic themes = industrial paychology which
show that increased productivity does not necessarity obey 10 iscreased salaries o
impeoved working conditicns but dee 10 the vinibility of their performance. This clement
provades a feehng of belonging which influences productivity and effectivesens. In the
same perspecive. Ellon Mayo's studies msist upon the importasce of livesing 1o the
complasnts of the members of an crpanization, become intesested n their solation aad
try 0 avoMd dacussiom on working condsions ender wituations of social convirasint.



MAIN FINDINGS IN THE CHAPTER

The mais findings i this chapter concerning e Programme achicvements points at:

o Coberence among virstegies and goals in the formulation of the Programme,

o Mamagenal style of action, effectivescss and leadensdip which mfMuence the moviliza
tion of ddfecent social acton and the attainment of proposed goals. Refesence will be
made 10 this when dealing with replicability = $he repont,

® appeopiation and adscrigtion on behall of the actors due 10 Bhe Programme's adogua-
tiom %0 the organizational celture of the educational system,

¢ Clearness conceming the managenial hiersechy. Avosding some limisations in the
origmal design could contribute © impeove effectivensss @ the relationships among
the contral team, schoolmasters and Jocal administrative structeres (DAEM),

@ Need for the formulation of a clear policy conceming the releme of the schools from
the Prograsmme once they have achieved their goals. This policy should contader the
time it takes for educational changes %0 mature,

o Neod for enhanciag & commenicational sad evaleative policy for the feadback of the
Programme,

@ Nead for enbancing the dissemination of the Programme’s goals and attainments
towards the commenity in coder 10 Increase its sestainabddcy,

o Efficient relaticnships among all the Bnes and actons in the Programme.
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5. SUSTAINABILITY

A necessary distiacnon must be made in they chapler concerning poal achacvements in
te Programme and sustainabelity. Both apects will be considiesed in the following
parargraphs.

5.1 Goal achlevement

Goal ackscvemnent m the 900 School Programme is based spon an accurate stedy of
cultural and organcration aspects Mt the school system. Accemuiased meassremoent
matrumeets, like the SIMCE. as well as existing dasabase for decision-making on school
efMficiency were key clements i Be desgn and launching of the Programme. The
exintance of a supervsor system, hgh technical level of professional 1eams, moaiioning
sytems, somsitiviey 1 the needs of the communitics and opponursty of extermal sd
were all clements which contribeted 10 the achecvement of the Programme s goals. They
alw mfvenced the impact of acticns among sepervisoes, teachers and students.

Exsning evalustioss oo the Programme, refermed 90 in previous chapeers, accosnt for its
ackecvements. They are particularly refermed 10 the increased performance and profile of
supervnon, s stsedeal change In teachers conceming the performance posentsal of
poce whool children, increased creativicy and flexdility of leaming and weaching at
schools, scew methodological appeoaches, impeovement of school ¢limane, bemer educa:
ol lesmng performance = laageage and mathematcs.

People mierviewad for tis evaluation made reference 10 all Bese chasges. They alio
make reference 1 imgrovesents in the relationsbips among the school and the comme-
nity. True sussaimability is difficult %0 enaee in the maddie and loag ren but there arc 2

serves of elements which help in envisioning sestainabelity of e Programme. Among
them:

~ Focalization of social and edecational programmes 1owards the poor of the pooeest
#ad positive discrimisation in the edecanional system,

= Adoquate strecosres for the dissemsination of the mnovation and motivated supervisoes
wirhin an educanonal system which ha adopted the inmovaton on mstitetional bases,

= High techoical level of professional toases,

= Motivated and commitied actors towards the Programme s goals due 10 its adoquacy
to local sealities,

= New profile for the supervisorn sole,

« Importance of m-service traming for supervisors aad leachers,

- infracsaructens impeovements and provesion of lechncal equipment for e schools,
= Provison of didactic materials,

~ Educational policies whach tend 1o utilize improved competences o the schools for
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further impeovements finsnced with fincal sources. As cxample of thin ae those
projects formulsmed by the wchools at the 900 School Programme prepared for the
BIRF peoject content on the Improvement of Qualicy and Equry of Primary Educa-
on.

A good lluseration of goal achievemonts may be deducted from one of the vixised
schools during the evaluation. School G 148 is Jocased in Ovalio and s attended by
children belonging %0 very poor families in e area. The beadmasser has boen actively
imvolved in the Programme s activities and bas encoursged the teacher’s paruicipanion (7
teachers). Monitors have been welcomed o the school asd relationships amoog these
SO0, spervisors and coordinaioes aee fluest and peoductive. The headmasser evaduates
the Programme in the following temms: “i han deen higly postive. lafraestructure has
boen improved. Progress has been made with the SIMCE. Thanks 1o the Leaming
Workshops children spend more time at the school and in this way akecholnm and early
prostcution may de avoided Ohildren Bave smproved i terms of self-cucem and
personality and, due 1o B¢ action of the monitons, the family has come closer 10 the
wchool facilnating our job™,

In tum, when asked about the Programese, the teacheny said St the values of the
Programme were many. Particelicly training, they wed “All of us have atiended
traming workshops decause all of us leach in the first grades of basic education, We have
dodwcated a day for traising affairs. The ssatorial is good. Children like it and they cauly
ndersiand their costent, The monitors have belped us a lot. Their suppost is very
imponan for the childeen. We have propared material for them, we have adapted some

Semmative evaluations of the Programme have plenty of illustrations as the above one.
Benefits seem 2o be higher in small schools where headmasters ace higly commined with
its development. This facilisates the impact and goal amaiement

Some obstacies coscerning poal attainment & B0 schools. Amoeg them:

= Early selease of schools which have succeaded in improving the quality of edecation
and leamisg performance of the children. Although retributed with symbolic -
centives release from Be Programme & viewed 33 a mechanism theough which better
performance is penished, matenials aro 2o longer available and training facilities
elagne from the school,

= Routistzasson u & menace for any innovation and the Programme is not an exception,
In this semie, the moee Se schools take the proposals i thee hands the more they
Become pant of the normal routines ot Be school and their impact decrrases,

~ Seructeral problems related 10 the edecational system, its managoment and the wor-
King condmons o the schools as well as the seacher™s low salanes.

5.2, Sustainability

There are vanoss cloments 10 be considered when refemring 2o sustamability of e

Programme. Besides ity relevance in relation 10 the problem i istends %0 solve and its

formulation additional clements may be hghigined Among them:
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= Cultural aspects, dencting coberence with accepiod sorms and valucs,

~ Political mpects, concorming adequacy 10 general mad specific policies as well as wah
political support provaded 10 the project,

= lmstituticnal aspects, referred o the availibiliny of e roquired resources a the
moment of the execution of the project,

= Organizational aspects, related 5o the mission and vrscture withes which the project
takes place. Ir also refers 10 stratcgical dovign, leadendip, pood communication and
paricipaton chaancly, ability 1o maert itself mto the organizatsonal celture and, o the
same Uimse, avoid pressares and foces on the poals o be achseved,

- Dynamic and harmonic relations snong the previous clements.

Coasidering the above mentioned clemnents sustairability of the Programme i facilited
by

- ¥ coborence with the guiding prnciples of the govemment”s peseral and educatonal
policies as well as its possible costinuation withis the regular sctom of the Ministry
of Edecanson,

« o inchavion = e fiscal bodget bong negotiated by the educational aushornities for
fiscal year 1994,

= s pradesd invttutiosaliration, goal achecvement and cleamews concermang ity mas-
shom,

- Excellont managemont.
« Leadership of the centrad seam,

= The utilization of exsting structures and cepanizational celtura 10 impeove the quality
of education.

« Credibilety and committments obtained af regional. provincal and local level,
= Increase n perfoemance levels of leaming.

Concerning these issucs, Nilo Bemales, a Regicnal auhority in the IX Regon, reflecting
on the Programme”s sustssability said that: "' regional P-900 could be implemested if
the necessary resources were provided at s level It would be impaortant in lerms of
providng solutions 10 Blingual leacking and encouraging the cthnic grosps in the wea
10 keep their Mageage and cultuee. Some plans Bave boen cxecuted i th diection. Bet
there is sull a bot o G0, inchading the mativation of scachery and students 80 contmoe s
s effon. Special funds for reral schools and incentives for excellence in teaching
hould be creased. We should also sec that the poorer aseas are provided with more
resowrces. . Edecational coordmation for this perpose takes place through a special
commusion inlegraied by peofessionales from different peogects aad mstititions, | . Ia
onder 10 cnsure sustzinability we mest dissomsinate $he rosults of our programmes and
commit other social actors in our plans. Mumicipal actons, the umiversities, the Minmtry
of Educatzon, CPEIP. Commutments should adwo imply the obeention of fimantial resoer-
oes. . .
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. .Thnking in sustainability we cam also outstand achicvements: bilisgual textbooiks,
mmmmmhwmmw
means foe the POOD, .

Thin quotation illestrates the spint found in most of ®e visies pasd 10 two Provincial
Directions as part of the fledd work done dunng the evaleation of the Programme.

~ Sestainabiley could be mesaced if the fiscal finamtial suppon for the Programme is
80t approved. The Programme could alo suffer modifications acconding 10 decisions
made concerning it ategration 1o the MECE or 10 the regular structures of the
Minitry of Education. At peesont. it is impossible o foresoe e comeguonces of such
decivom. But, it will sndoubtedly infleence the futere of Be Programme,

- As mentioned before, early release of the schools from te Programme and s weak
relationship with other projects that may ensere e communy of actions (like e
MECE) is another factor playing sgainme sustainability,

= Weakaesses i the policies related 10 the improvemnent of teachen” working condi-
thons and sslanics,

~ Weakacuses in the policies concoming the management of schools at Jocal level in ity
relation 10 the regiosal and provincial levels.

The following reccomendations could be useful when thinking in actioes 10 be taken in

order 10 ensure the sestainabiley of the Programme:

~ Disseminate the principles of the Programme’s action and ity significance for the
mprovemnent of the guality of education in the coustry. Pownive discrimination,
oquity, profesionalizanon and parucpation of the community in edecational develop-
ment should be socialized among the opision Jeaders and politicall acton,

= Whatever the insertion of Bhe Programese in the system it should be ensured dat all ns
hoes of action continee 10 operste. That ix: infracstrecture improvements and equip-
ment, teaches”s waining, classrooss libearies and didactic masenal, leaming workshops
and provision of manuals and sears.

~ Work spon & betier coordination of the Programme with other projects executed by
e Minntry of Education,

~ Emphavire spon the appropsanion of the Programme by regional and Jocal authorties
due 10 the importance that the decentralizasion process will have = the feture of the
country,
= Formulate » policy which coasiderns the imponance of the local administranve struce
tures in D¢ management of the schools and mvelves them s Bhe overall policies of
mpeovemnent of the quality of edecation.

The analysis of existing cxpeniences could be of use in this case,

~ Formulate a policy in relation 10 the school's headmastors m onder 80 enwure their
participation and commitment towards the improvement of the quality of education
Emphasis should be placed in his protagonic role in $he seaching sites and comider
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« Assess Be results and present siteanion of those schools which were released from the
Programme. Special comsidenatson should be paad 10 the way in which $e puidieg
prmciples ae being applied oace the Programese has linished,

= It soerms important 10 formelase a policy that will consider incentirees for schools
which have been released from the Programme and koop follow-up systems in thewr
suppon,

~ Commit rogiosal. provincial and local suppont for the continuation of the Prograsme
and involve other socsal actors  this effort. Among them, esterprises and aniversiti.
o



MAIN FINDINGS IN THE CHAPTER

Elements which ensure goal persistance

e The way = which the actons of the educational sywems have wcorpocaied the
Programene”s plans and methods to their dally practice,

o Infreesorecesre impeovements and provision of sechaical equipments 10 the schools,

® Traming and updating of teachers and supervisors,

¢ Distnbution of pedagogical maserialy,

e Coberence among the Programme’s peciples with %he policies of the MECE Pro-
pramme.

Obstacies for goal persistance are:

® The carly release policy for the schools in the Programme,

& Dakieialund

Sustainabelity is favored by:

¢ Coberence with the educational policies,

o Possible fiscal finantial rescurces for the fusare,

¢ Cleamness of mission, masagement and leadensiep.

Obutacies 10 sestainabality ave:
o Early release polcy,

o Policy weaknesses conceming the participation of school headeasters and local
admizistrasors @ Hhe coordination of oducational improvements.



6. REPLICABILITY

Replicability concoms the possibility of sanderring or adapting a overall project or
parts of a peogramime 10 snother context, The term & alwo selated 1o the posubility of
promoting creativaty wsder simular sitsations as the onex in which 2 project was
conceived

Mia extremely difficult 10 repicane a project usder the same conditions of another. Thes,
isolating s Innovative clements Of systematize lewsonn learst 10 be adopted by others or
wmmmmudmdeMnam!y
important. For this reason, this chapter is dedicated to highlight the conditions under
which the Programme was formulated and cxocuted, As well & recall on & oripins,
charactensiics asd development, ity managoment and lesscons leaent.

The following enemeration isolates some of the elements which could be considered as
replicable ones in other comments:

= Sigsficant political support. The Programeme is ongmated before the transition from
an ssthorsanan 1o a democratic regime. In the educational secoor the Programese is
seen ax an emblomatic action and clearly idenuified and an nnovative project focused
upon the poorer growps in socsety (26). It is also symbalic in terms of generaag a
new dysamic wilin the Ministry of Edocation sad inspirng the formalation of
simelar proposals of natossl coverage. Among hem, the MECE.

= P00 s foemulated by a haghly qualified professional team before the clections. As
sech, 2 was incorporated 1o the programmatic bases of the newly clocted govermment
This provaded the space for putting the sew educational topecs in the political agenda
and the Programmee could be launched at the moment of taking office. Inmediate
lausching of activities was an importane facsor in credibility and confidence,

- Opportusity of finantial support coming from the Swedish povernment. Launching of
the Programme m Masch 12, 1990 was possible Shanks 10 foreigs fnantial asssiance.
Domations came 10 the country usder quick and effective mechaniums sad caabled the
chiloan suthonoes 10 Masnch & serses of activities as soon as they took office. The
exntance of accumulned knowledge on aid management and coondination as well &
acquired condfidence with catersal cousterparts wan of greal mportance # the mo-
ment of negotiaons. The newly crested Apescy for Imemational Cooperation (AG-
Cl) played an imponant role s coumterpart and negotislor of resousces for nler-
Aatooal COOperanon projects o the lime.

« The imporasce of sccumalated knowledge dunng the auhonitarian period. The
Programme was formsdaced on the basis of resslts of research done by soa-govemn-
mental sesearch contres. Most of them, financed by imemational cooperason. This
allowed a clear defintion of the focus of the programme as well as its pnonities, it also
avoided palot desting, It is wmpormant 10 take this clement im0 comsideration in
countres which do not have ts accumulaed experence and dacabase in order 10
void mastakes in project design and Implementation.
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=~ The SIMCE, a aational test for measuring learning achievements, was used by the
Programme in focussng the worst schools and opentionaliring positive discrimena-
Bon. Thix was one of the assens in the formalation of the Programme and an elememn
which must be taken 0 account in case of replicatng part or Be overall charac-
teristics of Se Programme.

- Multcassality and educational dynasics wese always 2t the dases of the formulation
of the Programme. It comiders the differess causes that iafluence leaming per.
formance and participanon end derives a plan

with five lines and action.

- The Programme considered the weilization of the existing strectures &t the Minisery of
Education for the execution of the ples of action. In Sis content, there is & syslematic
effort %0 coordinate the Programeme's activities with those of the other Divisions in the
Ministry as well as dependast inwitutions, such as e CPEIP. Aldosgh these
relationships were, &t times, problematic in the end the Mimistry of Edecation took
over the respoasdility of executing some of the activithes and incorporating thes
within their noeves and supervising mechanisms (27)

= The Programsse coented ypon the sepervisor sywem of S Ministry of Education and
with sechnically qualified hbeman resources working at the system, §a overall terms
these human sesources, in spite of mitial pregadices, were soon commitied % the
exacution of the Programme and motvated sowards the dssemination of results. This
Is an imporant clement 10 take into consideration in case of replicasion due 1o the fact
that experience gained by supervisors and teachers is difficult w obeam = the shon
ter=

= In relason % heman resources, it s imporant 10 owestand the participation of
edecational mosdtons a5 an effecuve peocedure 0 open the school towards the
commenity, These monitors played an smpomant role in achieving a poseive and
realivse perception of the school by the commusity, in impeoving the leaming
performance of children with low edecational atsinments and avoiding school drop-
outs. In terma of replication, it s imporant 10 formalate a chear policy on roles and
relacomhips of momtors within the school system and procedures CONCEMing Fecrut-
ment and working conditions,

= One of the oststanding characseristics of the Programme is s masagement bullt wp on
esanagenal sklls which emphasize upon echnical aspects and is flexibie and dynamsc
i style, This is one of e clements 1o take iato consideration in replying some of the
characterisncs of the Programme,

- The leading team is small i size, highly motivased and sechnically qualdfied. his
profesional excellence makes it a credible counterpan for the acsoes = the Pro.
gramme and its mtemal cobesion has been outstanding duriag Be developesent of the
Prograsmme,

- External ovaluation of processes and reselts, with permancet dalogee between the
external evalsation seam, !he acions in the Programme and B cennral team. Evalua.
Bom were whoomtracted wizh non-governmental academsc centres and e resules of
evaluation processes have been permanently wsed by the central seam. This has been
of great help in the management of the Programese due 10 the fact that the seam has
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boen always working upon the database provided by ®e evaleators. Thes i another
clement o be takion im0 comsidenation by anyome wasting o replicate part or the
overall projpect in another contesl

Weakaosses in the development of & project may alw
belp when dealing with lessons Jearnt in torms of replicability. At least two of Shem may
be relevamt for other costexiy:

= policies concormng the role and relationships of schookmasien in the execution of the
Programme. Although they were & comequence of the role fhey were attributed ender
B suthootanan regime if simmlar projects are 10 be mnplemented they should bear n
mind the imponance of defining the role and relationships of these social acioe i the
mplemestanon of & peogect,

= policies conceming the release of the schools from e Programume weee considered,
by most of the participants, as & peematere measere. In Bis context, & clear policy of
release and follow-wp should also be comidered af the time of the formulation of &
progect. Incentives, either mosetary o non-monsierary, should be conuderad v pant
of thes policy.



MAIN FINDINGS IN THE CHAPTER

The following clemeonts may be highlighted in case thin caperience is seplicated in
mother conseat

o Sigaificans political suppon.

o Importance and opportunity of finantial sepport,

o [mpormance of past educational research and educational lnovation in the country,
o Existance of imstruments for the focalization of actions,

o Multicausality and synergas in peoject design,

o Combined organizational design,

o Technical management with emphanis in use of managenial skills,

o Leadership based wpom sechaical excellence, cradibility and honesty,

o External evalsation and follow-up.



,.

CONCLUSIONS AND RECOMMENDATIONS

7.1, Conclusions

The 900 School Programme is origmated in the comeat of & favoeabie imemational
suppont towards Chlle soon after the cad of $he military regime.

~ Polincal suppont for the launching and inssallation of the programme comes from
the democratic povernment of President P Axiwin and finaatial support comes
from son-rambunable aid provided by imemational cooperation,

= The educational context also favours the installation of the Programume o 2 tme
when educanonal development is placed as 2 peiceity and kaow ledge viewed as the
bases for achieving equy,

- These clements, addod to the credibility of the mmistenal feam contributed 1o the
decnion of cxecuting and fineacing a peogramme which amed @ improving the
quality of hasic education.

The peogect is formulated By & group of motivaeed, professionally qualified chilean
specialists within the framework of the claboestion of the programeanc basis of the
democrati goverament. These professionals have had a vast expenence i rescarch
and development thioegh peojects carried ot af nos-governmental instnations wih
the suppont of miermanonsl cooperation. In this costex!, it may be sad that the
programme resalls from the it efforts of rescarchen, donors aad reciplents of
imemational cooperation.

The %0 School Programme i the symbolic materalization of the guiding principles

of the government in the edecational fledd: positive discnmination, equality =

ostoomes, oquty. professionalizanon, linkages among the school mnd Be community.

This sccounes for the political suppon provided for its implementation.

The %0 School Prograsme has & Clear mission: o improve the quality and equity of

basic educanon. The focus are the stadents attending first 1o founth grade in basi

schools in e poce areas and the imgrovement of hew leammng performance in
language and mathematics.

The Programme introduces innovations when ssing & meassment isatrumest, the

SIMCE, 10 focalure ity actions.

The Programme s mubdimensional in its foemulation and consders five lines in ity

plan of acton: afracstructure iImpeovements, jeacher's sraining. sestbook proparation

and diveribgtion, classroom libeanes and didactic masenals as well as learming works-
hops. The Programme uses these elements s a combinad and dynamic way,

Throsghout s umning workshops the Programene insovates by providing waining
facilines and new opponusitics for Macing cxperiences among pactncrs and with
oehers actorns in the sysiees,

Two additioead snovatioss ae mtrodeced throsgh the Programme: mcorpoeating
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non-formal educational practices Brough the learmmg workshops and usieg an evalu-
ative sealegy which eoadles feedback and tramsformations,

The orgasarational strecoure of the Programme Is functional to s missicn. As sad
bedore it &5 & combined structure Jeaded by 2 highly gualified profosional seam and
working with secheicans from the educational sysiem m charge of the adminivration
and exccution of the Programmse,

~ Ondy a relative success han Been attridased 10 the imegration of the Programee %o
the existing stractures 3t the Minntry of Education. lnsegration and commitment
towards the Programeme is higher 3 regionsl and local levels and weaker at Se
central Jevel, This has not affected he Programme’s development

~ [ the short runa, decisions must be taken concerming the fature dependance of Be
900 School Programme. There are three optioss on this concern: 10 keep e
Programme as a rolatively astonomous peogect within the Ministry of Educationc
imegrate it 1o the Genersd Education Division or integrate the Programme %0 the
MECE.

« Coacermng social acsoes. the Programme has secooeded in redefiming the supervi-
sor's role and in trassforring the execution of Be activities o techeical and
pedagogwcal qualdfied suaff from the edocational syssem.

Oher actors, such as coordmators, headmasters, teachers and mositors show an
imporant degree of adscrigtion asd commitment towands the Programene in spete of
their low salarses and defficiem working condoons. An explanation to this may be
found in the Programme's relevasce and s effective management,

Management is characierized by being modem and purposefel. Leadenhip o of
excellence and hased upon the cepanizational culture oreated by the Programme. It is
bust wp on masagersal shills and is dynamic and flexible in style.

~ Some weaknesses may be perceived m e overall administration of the Pro-
grasme. Among them, litthe comaderation paid 10 the role of the beadmasien in
10 coerect il bet han sot yet succeeded completely in doing %o,

~ There is & low panicipation of kcal actors and municipal ssthorities in plasaing
and execetion. Due 10 the decentralization proceses laking place in the counery thi
o an iswe which mast be comocted in the near future.

~ A problesatic imue s e carly releae of the schools from the Programme cnce
they have achieved ity goals. This is & constast complant among the aciors in Be
Programene, A clesr policy of releae aad follow-sp plass should be considored in
the futuee.

The formulation of 3 communicational policy scems 10 be as necossary a S
Scfingion of 3 dissemination strategy. Some inovative actions have been taken on
s concern but there is still noed 10 reinforce these practices.

~ Commumcational problems have not affecied the Programme s achicvements in
itnprovieg the quality of edecation, particularly in language and mathematics,
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~ Teachers and sapervisors bave changed their attitades 1owands children coming
from the poor arcas,

= There have been changes in seaching strategios and methodological approaches.
Creativity and flexibdity have boen increased,

~ An improved workmg climate has enabled new and bener relassonships at the
whoaok,

= The Prograsume has estimulated the teachen 0 propare local and educational
development projects foe the MECE Programme,

= Learming workshops and e monmors have enabled bemer relationships among
school and parernts,

o Goal achievoments and sestsnability are backed op by
= a edecational system whach has undertaken the resporability of improving the
quality of education, focusing on e poorer grosps and introducing positive
discnmination as pant of its policies,
~ the structure has boen pormeated by the Programmse and wes its melndimessional
sratepios 10 solve educational prodlems in the poceer chools,

= impeovemnent and enlargessent of sochaical capacitics cshanced through e actsons
of the Programme,

= impeovements in infracutracture, techmcal equipment and édactic matenals,
« coberence among the strategy of the Programme and that of the ongolag MECE
Programme.
® There are some factors affecting goal ackicvement and sestsinability. Amoag theex
= Structural and adminisrative situstions & the educational yyviem,
= Teacher's salaries and working condtions,
~ Reutinization and carly release of the schools in the Programme comsidered a
inadoguate by most of its acons.
® Nometheloss, sustamability seems 10 be ensered by:
~ cohorence with the govessment's policies = this and, mont peodably, in the sext
adaunisananon.
= Inclusion of the Prograsme = Be regular Sudget of the Ministry of Education,

= Adeguate poals and strecture. Orgamizational clearness. Effective management and
leadership.

~ Adwcription and commitment among social actors and educational auhorities,

~ Effective management of the Programsme in reghons and provinces. Sussaisability,
Sosgh, 1 il determmed by e mstitusonal options 1o be faced by the Pro

Framme concenmng its fulure istegration in the eaisling sractere,
Conceming replcatelity in its widest scnse, e following clements should be talien o

@



consideration by those wanting 0 replicate part or the overall principles and strategics of
the Programme:

~ Coberence among $e guiding principles and the educational policies,

~ Poliscal suppont from the educational decison-makers.

~ Adequate snd enough finantial suppon for the installasion and operation of the
Programsse,

- Quick implementanion and good visibelity,

- Utilization of focessing inscruments and & solid base of information oa the educa-
tional syssem,

~ Organizational design which combunes different clements and works spon the
leadership of a small technical team and stafl beloaging 10 the systes,

- Commitied human rescurces and good techeical shills

= Fleible Jeadership and cosstant moniloring

= Exsernal evaluations of processes sad results.

7.2. Recommendations

In the paragraphs 10 come a syrdhenis of the rosults of Be Programme and lessons
learned will be presented as recommendation 1o be conudered by intemational coopers-
thon sgencies in futare activities addrossed tlowards e smprovement of the quality and
equity of basic education aad educational development. It is belicved that the 900 Scheol
Programme offers  serics of lemom on this concomn. Some of Siem =ay be summarized

m Be followng terma:

¢ The imporsance of political support and consenses In promoting edecasional change,

¢ The imporance of isternational collaboration and finantial suppont for the installation
nd operation of e programmes,

¢ The exivarce of spaces m Be system for improvements in oducational qeality
provided that good peogects are formelased 0 undertake this challenge,

@ The prmciple of effective and quick iImplementation & as important as showing
visible reselts on short term bases,

o The importance of educational resources and good instruments 10 focus the actions
upon those who nood it most,

¢ The mportance of an adoquate organazational design and » central seam of expens,
resposaible for the sechnical and administrative aspects of the programme,

@ Flexible leadenhip with constant monnoniag sensitive 1o regwonal and local needs,
o Technical excellence, coodibility and fuflllment of promises.
In relatson 1o intermational cooperation there are some addinonal issues which may be
highlighted. Amaong them:

'



® The existance of a national policy for aid management sad coordination which
pronzed socsal palicses and programmes for the obtention of external asd,

o Estermal suppont came 8 & resslt of segotiations which 1ook place before the
cloctions. In fxce, the programme formulation took place before takmg office and
Repotiatons were iniliated 3 woon as taking office. AGCl's role was significant on
this concem,

e Finantial support was fast disbursement mosey, & fact which cootrnibated 10 the
nmediate launching of the programme and 10 its credlity among the population,

o International cooperation agencies respecied the onginal peoposal asd the mplemen.
taton of the prograsme was one with no interferences upon technical or managersal
wpects. Auonomy 0 caeculion was one of e mam charscieristics of the peo-
gramime,

® In its execution, the programme was bawed upon solid desbaie, measusement is-
struments, information, knowledge and sochaical capacities existing = the cosntry. i
also profned from edecational rescasch dooe in the cosntry and fossered collaboration
anoeg NGO and the Mirsatry of Education. It is not possible 10 think of smplemon-
ting programmes of this nature withowt a clear conuderation of the available resour-
cen

On the above bues indemational cooperation agencies should consider the following

recommendations when planning thew acnons:

@ provide finantial support for research leading 10 generate an adoquate database on the
educational system,

o lmance the devugn and application of measament achsevement test Sat may be use 10
focus wpon positive discrimmanon,

e Provade secheical and finarsal suppont for monnorng and evaluanion as well & Se

development of mnovative plot programmes that can be loer adapied 10 other
costexts,

o Support e claboration of state-of the-an oa the the quality of bask edecation in
developing countries,

e Coordinate and sipport e creation of networks for exchange of information and
CAPETIENOTS,

o Contribete %o the dissernination of results Seough peblicason of secoessful progeces,

e Suppont the organization of segional sominans with the participation of rescarchers,
sochmacuans, plansers and decivion-makery,

o Provide traming and technical assistance 00 professionals and technacal stafl in charge
of implomenting mnovalive programmes,

o Facilitae pannership peogrammes with roscaechers from the north and the south

onder 10 carry out collaboratne research and compare cxpeniences which may be of
mutual concem when dealing with the impeovement of the quality of education.
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ANNEX 1

Objective of the Evalaation

Thin evalsation aims at examining the origins, chancterisucs and dovelopment of the
900 School Programme. Its objectives are particularly referred 1o Se extent in which the
Programme coordinates itself wih prevailing educational policies. its conenuy in time,
the degree in which & articulates with the regional, proviscial and local admisistration
systems and its hnkages with other policies and prograsemes witich aim at improving the
quality and equity of bask education Lessoms leamt and the cootribstion of the
Programme 10 similar projects in other cowntries is also considered of analytical
imponance.

has %o do with the coatinsity of the programme once exsemal sepport is over as well as
with the extent in which the guidisg principles in ®e project have been incorporated
a0 incegral part of plans aad policies. Replicability is maisly referred 10 the possibulitics
of adapting or transfering the programme % other coustries, in o outside the region.

Specifically, the evaluation will:

- Describe the programme in ity insovagive charactensiics and sdentifyieg the contexes
n which the project is originated and developed,

~ Examine the mtersal ceganization of the peogramme, its masagement and coordna-
tices with the different levels in the adminstrative structure of the educational system,

~ Examise the temsions which arise among traditional sad modern structeses asd
management and e way in which dey may be imegrated in the future,

~ Examine those aspects relased 8o commitments, leadenship and adscription 10 the
programme,

- Examine the sestainabeity of the programme seen from the standposst of its contmui-
ty sad imsegration 10 the structures of the Ministry of Education,

« Jdentify those clemonts which may of sse for those wanting %o replicate the ex.
penence in other comtexts,

~ Formulste recommendation for insemational cooperation agencics o8 the actions 10
promote for & more effective use of existing resources in suppon of those projects
which aim ot improving the quality aad equity of banic educason
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ANNEX 2

Methodology

The meshodological approach ssed for thin evaluation was based upon interviews 10 key
perscns n e formulstion, plantng and installation of the programme; interviews o
ransonal, regronal and peovincial asthorities and review of secondary data. mamly
extemal evalustions aad docementation produced by the Frogramme.

Imerviews were 52 in sumber. Scme were done om individual bases, some on collective
bases. These were dome dering Asgust and September 1993, Arallysis of the information
wis done deritg Sepiember and October. Time limsations were due 10 the noed of
completing the evaluative report for misd-November as its resalts were one of the main
wputs for the Intormational Semmnar on Intersational A and the Development of
Edecation,

In order 1o valadate the collected mformation an effort was made 1o dversify the number

of mterviewed poople. More than 91 persons participased m this process and they were
sclected o B hases of the following cntenia:

¢ Relevance i relation o

= posation oocupied in the educationsl wiructure,

- partcipation in the formulaticn, installation and development of the programme.
o Diversity in relation with

= location at the ddferent levels of the srectare (national, regional, provincial, local)

- tole or position @ the structure (minisser, undersecresary, drector geseral, mini.
misistrator ot Jocal level)

« termmonal division, theee of the 13 Regons in the country were selecsed on the
bases of mamber of schools participating in the Programme. These repons were
Regon IV, IX and Metropolitan. In terms of cssuring peographical dveruty
schools were seleciod from a list elaborated By the Programme in 1993 and thew
in the IV and IX Regions which also concentrates the highest rates of poverty in the
country (30),

The figure which follows synthetizes the above critena
Hlustrates the characterivtics of interviewed people during the evalsation. Thewr position
and region in which they work are also considered:
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Interviews according to selected Informants

FIGURE

Level Position Regions Total
Mewop. IV IX

Natwonal Ex-Musister 1 |
Ex-Undersecret, | 1
Divisson Head | i
Natsoral Coord, 2 2
Cereral toam 7 ?

Regrorad Regional Seceet. 1 i | 3
Head of Area 1 1 3
Regaaal Cooed. 1 i 1 3

Provincial Prov. Direcsor B | 2 7
Prov. Coond. 1 i 3 4
Supervaors 14 1 “ po)

Local Headmassen I 12
Teachers 14 5 19
Head DAEM 1 | 2

TOTAL 34 41 L) 93
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