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PERFORMANCE AUDIT MEMORANDUM

JAMATICA FIRST EDUCATION PROJECT

Introduction

achievements under the

hi 468-3M of September 30, 1
was fully disbursed in October 1973, It is based mainly on a review of
the attached Project Completion Report (PCR), prepared by the Bank's Latin
America and Caribbean Regional Office, as against relevant documents and
material from Bank files, and on discussions held with Bank staff invoived
in the project.

The Project

At the request of the Govermment UNESCO sent an educational plan-
ning mission to Jamaica during 1964 to assist in the development of the
country's educational program. Included in the mission's report of November
1964 were a number of suggested projects for which extermal financial assist-
ance was recommended. TIn July 1965 the Bank, at its own initiative, sent
an informal reconnaisance mission for preliminary identification of projects
suitable for financing. 1In view of the Bank's preference, at the time, for
education projects aimed at increasing productivity and diversifying tradi-
tional academic systems, the mission's interest was confined toc proposed
projects for expansion and improvement of midlevel facilities providing
technical, vocational and general secondary education and to teacher training
facilities. Towards the end of 1965 two UNESCO experts (an architect and
an educator) assisted with the preparation of a project for which the
Govermment requested a Bank loan in January 1966. No further project pre-
paration mission was undertaken: the Chief of the earlier UNESCO planning
mission, who had returned to the Ministry of Education in an advisory capacircy,
also served as advisor to the appraisal team during its mission in February 1966.

The appraisal mission found the project in a less advanced state
of preparation than anticipated. Pre-negotiation issues centered around
the proposed main project item -- construction of 66 new junior secondary
schools (JSS) for children in the 12 to 14 age group. First, the appraisal
mission had concluded that the capacity of the local contracting industry
was limited in terms of skilled labor and productivity and that the scattered
nature of construction sites would discourage international bidding. With



the intent of supporting a project to be implemented within three and a
half years, the Bank requested a reduction in the number of JSS to be con-
structed and dur1ng negotiations it was agreed that only 50 be included

Secondly, the mission had judged the JSS draft designs and schedules
of accommodation (timetables for space utilization in accordance with educa-
tional requlrements), prepared by a newly created Planning Unit in the
Miniatrry of Fducation. to be lackine in detail oenprwn'l'lv for nurnoses of
ritLiliioLs L puu\_ul—.‘.vLA’ ~ R AT Iva iy Al MR L4 wall s Ay _— i r ~
accurate cost estimates, As a result, the Bank requlred retention of an
Avrm maad amnad Ffaradon cangiltanmt architoctr o revyiew the 168C Macter Plan
capericnicd 101 cigli LllbUlL Lalll altiliitoet LU 1ovd CHT JUOU diaoeccis il
and to finalize designs and schedules of accommodation.

Finally, the mission found that site acquisition for the JSS, to
have been completed prior to the Loan Agreement, was proceeding very DlUW ly.
To avoid further delay, the Bank agreed that negotiations be held as soon

as 20 sites had been fully acquired and some progress had been made towards
acquisition of the remaining 30 sites.

Negotiations were carried out during July 1966. 1In addition to
construction, equipping and furnishing of the 50 JSS, the project comprised
the expansion of the College of Arts, Sciences and Technology (CAST),
the Jamaica School of Agriculture (JSA) and of four teacher training colleges.
A technical assistance component of USS$ 0.3 million was included in the loan
to assist with provision of 15 man-months of expert services for curricula
development and scheduling at CAST and 11 man-years of similar services
plus 5 man-years of teacher training fellowships for the JSA, The project
also included 40 man-years of technical assistance and 8 man-years of fellow-
ships for the JSS to be financed by a USAID grant of up to US$ 1.3 million
equivalent (PCR 1.02). During project preparati on USAID had expressed an
interest in providing technical assistance for the JSS program and in May
1966 it entered into an agreement with the Government to provide the required
services, mainly for curricula development and teacher training.

Overall responsibility for project implementation was assigned
to a Project Unit, consisting of a Project Coordinator and a Project Architect,
to be employed on a full-time basis. The Bank loan, in the amount of US$ 9.5 )
million equivalent, represented 507 of total estimated project costs and
was to cover all foreign exchange costs (excluding the USAID contribution)
and 327 of local costs.



Project Implementation

All project schools and colleges were constructed or expanded
as planned and the quality of construction was generally satisfactory.
ith the exception

of the Fr\nv teacher trai

in the JSS item.
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g1na1 July 1971 closing date and 42 had been completed by Novemb
the final 8 schools were not finished until August 1973: delaye
of sites and slow bureaucratic procedures had prevented completio

acquisition for these last schools until August 1569, one and a nal
after the date specified in the Loan Agreement.

Construction of the first 18 JSS began in February 1968, six
months behind schedule, due to delays in initial stages of project imple-
mentation. To avoid further delay, the consultant architects were asked
to group preliminary designs and other bid documents for all 50 schools
into a single package. The contract was then awarded to a general con-
tractor who was to employ Jamaican subcontractors (PCR 2,05),.

Delays in construction of individual schools resulted largely
from originally inadequate choice of sites, inaccurate land surveys and
too rigid adherence to master designs (PCR 2.03, 2.04). As a result,
greater than planned quantities of site development and construction works
were necessary and excessive quantity change orders were made throughout
the construction period.

The JSS construction delays were largely caused, and in turn
reinforced, by inefficient project management. The consultant architect
received inadequate instruction from the Project Unit, in part due to
appointment of only a part-time Project Architect during the first year
of construction and to appointment of two replacements thereafter (PCR 3.01).
In addition, the delayed site acquisition and necessary extra works made
implementation of a planned three phased JSS construction program impracti-
cable: as many as 47 of the schools were under construction simultaneously.
This proved to be too great a burden for the consultant architect both in
terms of timely delivery of final designs and specifications to the contractor
and of supervision of construction (PCR 2.04), Finally, lack of skilled



labor available to subcontractors and a legal requirement to change labor
teams each two weeks, to provide employment opportunities to greater num=-
bers of local laborers, also contributed to delays and inefficiencies in
implementation of the JSS construction program.

Local consultant architects, as required by the Bank, had been
retained to prepare final designs for CAST and JSA, under guidance of the
Project Unit Architect and the technical assistance experts. For CAST,
the consultant architects' standards were excessively high and once com-
pleted, designs had to be revised under instruction from the Project Unit.
The resulting delay and a lack of cooperation on the part of the principal
of CAST, who contrary to Loan Conditions continued in the position on a
part-time basis, postponed the beginning of construction for three years.

Construction of the JSA began a year late, due to delayed preparation of
and was further delayed by student strikes, contractor

eased quantities of work owing to use of higher than planned
truction of both schools was completed during 1971, rough

final designs
default and i
standards. C

two years behind schedule.
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ibu f equipment was also inefficiently carried out:
equipment had to be stored, sorted and packaged before delivery
In the process, some equipment was damaged or misrouted.

f local supplier representatives for some items and the Govern-
ment's decision to take the risk of not insuring goods created further
problems: 1lost or damaged equipment was not immediately replaced and spare
parts and maintenance services were not readily available. Less complex



Bank procurement requirements, allowing for the packaging of bids by
teaching area, as originally planned, might have eliminated some of the
procurement difficulties and distribution problems (PCR 2.10). Allowance
for off the shelf local purchase of smaller less costly items also would
have simplified procurement and assured accessibility of spare parts for

those items (PCR 2.09).

The project's final cost, US$ 29.8 million equivalent, represented
a 547 total increase over the estimated cost of US$ 19.4 million, including
contingencies. A 25% overrun, leading to a final cost of USS 2.5 million
equivalent for the JSA, resulted from use of design standards higher than
those appraised but the major overrun occurred in the JSS item where the
final cost, US$ 25.01 million equivalent, was 67% higher than estimated.
The JSS overrun was mainly in the construction category, which was 82% above
the estimated US$ 10.48 million equivalent, but also in the high fee paid
to the general contractor. The contractor performed a valuable service,
taking over from the understaffed Project Unit a significant part of mana-
serial and supervisory tasks, but at a rate of 12.5% on top of civil works
costs. (Under the second Jamaica Education Project, Loan 727-JM, the
Government agreed to make professional fees independent of cost increases.)

The USS 9.3 million equivalent overrun in civil works (including
construction costs and professional fees) for the JSS was attributed in
part to an average increase in construction area of 16% (USS 0.6 million
equivalent), and to unforeseeable price increases over the implementation
period (US$ 1.3 million) (PCR Annex 2). 1In addition, 36% of the overrun
(UssS 3.4 million) was attributed to original underestimates of costs. The
average actual cost of construction per square foot was US$ 7.80 equivalent
for the JSS while the appraisal estimate had been US$ 4.80 equivalent.

Both during appraisal and negotiations the Bank had questioned the validity
of this lower figure, its own original estimate, based on similar accommo-
dations, having been almost US$ 7.20 equivalent. However, at negotiations
the Government produced evidence substantiating the lower unit cost.

When prototype designs were completed by the consultant architect in 1967,
it was confirmed that the estimated baseline unit construction cost for

the JSS should have been about US$ 6.00 in 1966. The residual USS$S 4.0
million overrun was attributed to delays and inefficiencies, and to avoid-
able price increases, mainly the result of the 34-month del lay in completion

As a result of cost overruns the cost per planned student place
at the J5S rose from the estimated US$ 450 equivalent to USS$S 750 equivalent.
Further, the Government contribution to total project cost more than doubled,
from the estimated USS 8.6 million equivalent to US$ 19.2 million equivalent,



Recurrent project costs have been in line with appraisal esti-
mates of 9% of total Ministry of Education recurrent expenditures. The
amount budgeted for project schools has been adequate though teacher
salaries have absorbed too great a share for the JSS as a result of a
too low student-teacher ratio, 27:1 in 1973/74 (whereas during appraisal
35:1, later revised to 30:1, had been targeted), in contrast to an average
class size of 45 students; this discrepancy is explained by the scheduling
of only 30 hours of direct class contact per teacher per week compared with
50 teaching hours required for each class (PCR 5.08). Recurrent costs per
student at all Government JSS were slightly lower than expected, at US$ 160
equivalent for 1973/74, mainly because all intended quality improvements
were not undertaken.

Maintenance of project school buildings and equipment and furni-
ture, as required by Loan Conditions, has been inadequate (PCR 5.14).
Improved procedures have been recommended by the Bank, but have not yet
been systematically undertaken.

Technical assistance required under the project was fully utilized
by CAST and JSA. A UK expert assisted with the development of an improved
schedule of accommodation for revised curricula at CAST. For the JSA, a
Canadian advisor and a university team headed a major reorganization of
curricula and scheduling and implemented the fellowship program. A uni-
versity team provided under the USAID grant worked with the University of

he West Indies to develop urricula and teacher training programs for the
the Wes dies to develop curricula and teacher training programs

JSS. Draft syllabi were prepared by 1970, with some delay resulting from
inadequate cooperation among the Project Unit, the USAID team and the
University's Curriculum Committees. The USAID advisors also assisted in
Avoantoime Tmoonririnn wrarlahAanag FAar arhAan Admimt atratara and taachare
Ul.éa.llJ.L.Llls 111 DTLVLILLUC WULK\DAIUHD Ll [SASS SR V.LY N aulliilliioLiacLuvLo ChLiva - aLviicL o
and in implementing the fellowship program. The main objectives of the
TICATN +aoprhndiral acadatanmcae nracr»a arhd avrad +hacial TTCEC N 9 w3 1138 Ao
VontLy LTLillilCal QooloLallvc PLUELCIJH WCLC actlisiTvocu LllUUsll UO\R Ue Ll UL 111Ul
of available grant funds and 11 man-years of planned expert services were
not utilized.

Operating Outcomes

s and the output of graduates at CAST have been higher
than planned due to intensified utilization of new and existing facilities
(PCR 5.01)., For the JSA, output has reached planned targets, but an ineffi-
cient admissions policy, providing for mid-year (January) entrance into

the two and three year diploma courses has resulted in an inefficient use
of facilities (PCR 5.03). The required provision of short courses for 50

students at a time, by the JSA, has not yet been implemented. Enrollments

] A C©



at the project JSS increased as planned, exceeding the targeted 33,360
n 1973/74 though a low average attendance rate, 70% in 1972/73 (PCR 5.05),

underutilization of faciliti nc’ in prnr-f'1 ce, A notable short-
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Qutput at the four project teacher training colleges has reached

the agreed target. However, late in the implementation period, Bank
supervision missions noted a shortage of teachers, particularly of prac

tical subjects, for the JSS. (Junior secondary teachers were trained

along with primary teachers mainly in the project teacher training colleges.)
The shortage can be attributed in general to inadequate numbers of potential
candidates from senior secondary schools, inadequate numbers of places
available and high attrition rates. The appraisal target calling for

100% fully qualified JSS teachers by 1972 has not yet been achieved, nor
have all principals benefitted from the new in-service programs to improve
school administration: as a result the 90% utilization of JSS facilities

has caused scheduling difficulties (PCR 2.07).

The quality of teachers and improved curricula at CAST and JSA
appears to be adequate, as reflected in a continuing labor market demand
for graduates. For the JSS, new curricula -- including exploratory courses
in the fields of agriculture, industrial arts, home economics and arts and
crafts-- have been satisfactory. However, supervision missions reported
the need for an improved quality of teaching of science, mathematics and
languages: UNDP assistance was obtained in 1971 to improve teacher train-
ing in these areas. Remedial training provided in literacy and mathematics
has slowed implementation of the intended full JSS program, but is necessary
for achieving the original project objective of raising the level of educa-
tion of the average student in the 12 to 14 age group. The schools are
providing an increasing number of Jamaicans with a strengthened educational
background. The graduates are better prepared for pre-employment training
or continued formal education than the graduates of the three "senior
classes" appended to most primary schools prior to introduction of the
separate junior secondary cycle.

The anticipated impact of provision of the JSS has, however, so
far been significantly reduced: JSS graduates' opportunities for acquiring
the necessary further pre-vocational training, formal or on-the-job, are
limited. The unemolovment rate in Jamaica has cop_tlnuallv grown, from

roughly 13% of the labor force in 1960 to 23% in 1972, and much of the
unemployed group comprises technically unskilled young people, a category



including the JSS students: early employment has been obtained by a very
small proportion of JSS graduates (PCR 5.06). A significant labor market
demand for already skilled technicians persists, but above the junior sec-
ondary level adequate development of the necessary training capacity has not
been achieved and the Government has proceeded more slowly than planned at

appraisal with expansion of upper secondary facilities, The second Bank loan
is providing assistance towards the needed expansion of upper cycle secondary
schools offering comprehensive (pre-vocational as well as academic) programs
and for the development of two small vocational training centers.

Of the project's general educational objectives, expressed in
a supplementary letter, only one has been largely fulfilled: the Ministry
of Education's supervisory services are being improved and im-service training
for teachers and principals has been initiated. Other important objectives

have not been fully achieved: the Government was to undertake a strengthening
of the Ministry of Education's statistical and planning services, but little
progress was made. (Technical assistance has been provided under the Bank's
second education project to improve these services.) Likewise, some progress
was made under the project with selecting and procuring textbooks, but an
intended program for local textbook production was not developed.

The Bank's Role

The Bank's participation in the First Jamaica Education Project
was confined mainly to the implementation of the construction/expansion
program. With one exception, the Bank's supervision missions devoted only
minor attention to the project’s educational aspects and the Bank exerted
little pressure on the Government to fulfill the educational objectives.

As regards the construction program, the Bank was already aware,
at the time of project preparation, of problems likely to be encountered.
In its effort to support an efficient lending operation, the Bank can be
credited with reducing the number of JSS and requiring architect consultants
to review designs and schedules of accommodation and to prepare accurate
cost estimates. It should also be noted that during project implementation,
Bank supervision missions were frequently carried out and supervision reports
show that the problems associated with the construction progiam were well
understood by the Bank staff. However, the brevity of the missions, averaging
five man-days each, impeded active participation in resolution of those
problems. A more dlrect and continuing Bank participation, especially during
the early implementation period, might have resulted in a more egonomical
construction program.



Specifically, the Bank could have moved earlier towards a strength-
ening of project management and exerted greater control over project costs.
In large measure, the limitations of the administrative and managerial capac-
ities of the Ministry of Education and the Supplies Department of the Ministry
of Finance were recogunized by the Bank prior to implementation., More timely
provisions for expanded expertise in the Project Unit -- including an educator
7 L

economist, quantity surveyor, equipment/procurement specialist, and Bank
insistence on appcinfment of a full-time architect -- could have improved
the efficiency of project implementation. A well-integrated team of Project
Unit specialists might zlso have allowed for more effective coordination

of activities between the project implementing authorities and technical
assistance advisors as regards both construction and achievement of educa-
tional objectives. {(An expanded Project Unit and a Coordinating Committee,
comprising representatives from relevant Ministries, have been required
under the Second Education Project.)

Ideally, pre-project retention of necessary technical consultants,
recommended in the PCR (7.01b), could also have speeded and improved the
efficiency of project implementation. In view of the actual uncertainties
remaining during early project implementation, however, the Bank could then
have financed under the loan an extended two to four month mission, com-
prising an experienced architect and economist. Such experts could have
assisted the Project Unit and consultant architects with preparation of
final designs and cost estimates as well as construction schedules. (Similar
but shorter early implementation "critical assistance" missions are currently
being carried out by Bank staff.) The resulting cost and scheduling data
could then have served as a model for project progress reporting, which
was particularly weak under the project: its utility as a gauge of prcject
progress was very limited.

In the effort to avoid delay, the Bank did not insist on reviewing
final designs, as called for in the Loan Agreement, prior to award of con-
struction contracts. However, part of the JSS construction overrun could
have been eliminated directly by the Bank if it had systematically revicwe

all designs, and required use of the simpler and adequate standards agre
upon during negotiations. Pre-qualification of subcontractors by the Ba

2d

might also have promoted a less costly JSS construction operation (PCR 2.06).
Further inefficiency might have been eliminated had the contracts for the

50 JSS been awarded in smaller phased groups, as originally planned, rather
than in a single package. Invitations to bid might have been extended only
for groups of schools for which land acquisition had been completed and
review of final designs and specifications, in terms of applicability and

economy, had been completed.



In view of the increasing costs of the JSS construction item,
the Bank might have considered reappraising the project, especially before
construction of the last eight schools was undertaken. On the basis of
the earlier implementation experience and in view of the limited possi-
bilities for employment or continuing education, a decision might have
been made to delete them from the project. The USS$ 4.4 million equivalent
cost of these last schools, borne mainly by the Government, was extremely
high (PCR 4.04), and undoubtedly strained resources available for the
Government's other educational investment priorities.

Conclusions

Under the First Jamaica Education Project all schools and colleges
were constructed or expanded and equipped as planned despite delays and
significant cost overruns, mainly related to the JSS construction item,

The project's quantitative objectives have been largely achieved: enroll-
ments and output have equalled or exceeded targets. However, in respect

of JSS graduates, benefits have been less than anticipated due to continuing
high rates of unemployment among unskilled labor and inadequate provisions
for continuing midlevel education and training. More efficient utilization
of Govermment and loan resources might have resulted from greater Bank
involvement, especially during the initial project implementation phase

and, possibly, from deletion of the final eight JSS from the original Loan

Project.



COMPLETIOK REPORT

JAMAICA - LOAN NO. L68 - JM

First Edecatiom Project

I. PROJECT DATA

1.01 The Loan

1.02

Borrower Japaica

Loan Amount BS$ 9.5 million

Date of Loan Agreement September 30, 1966

Effective Date | Octeber 25, 1568

Original Closing Date July 31, 1971

Final Closing Date Ootober 31, 1973

Terms of Loan ‘ 20 years, including 5 years of grace
Interest Rate 6% p.a.

Fiscal Year Jaly 1 - June 30

Current Exchange Rate Us$ 1 - J$ 0.88

Average Exchange Rate of Disbursements US$ 1 = J§ 0.8k

Appraisal Report Ho. T0-553a of Septembar 8, 1966

The Project. The project consiasted ofs

(a) additiomal bwildings, equipment amd furmitare for the College of Arts,
Science and Teshnology (CAST) amd the Jamaioa School of Agricultare (JSi)s

(b) additiomal buildings, equipment and farmiture for fowr teacher traiming
colleges}

(¢) construction, equipment and famiture for 50 new jumior seccadary schoolsj
and

(d) techmical assistance, comprisings
(1) 15 man-months of expert scrvices for CAST}

(14) 11 man-years of expert serviees and 5 man-years

of fallowships for JSAj; and



looj

2.01

The total project cost was estimated at US$ 19.4 million, to be financed bys
(1) & Bank loan of US$ 9.5 million;
(11) USAID grants of Us$ 1.3 milliony and
(111) a government contribution of US$ 8.6 million.

Project Objectives. The project had the followimg objectivess

(a) to help meet the immediate needs for techmicians in indwstiry and
agricalture through the provision of 390 additional student places
in CAST and 330 additional places in JSAjg

(b) to help meet the staffing needs of junior secondary schools and to
allow for a gradual upgrading of the teaching force in primary
schools thromgh the provision of 675 additiomal student places at
four teacher training colleges;

{e) to helps

(1) improve the quality o
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i V)
formal education; and

(141) make available workshops and instructors for general
upgrading of the skills of the adult populatiomj all
this would came about throngh the provision of about

33,000 stadent places in 50 new junior secondary schools;
and

(d) to assist in the implementation of the proposed educational development
through the provision of 52 man-years of expert services and 13 mam-
years of fellowships.

II. PHYSICAL EXECUTION

Civil Horkg

General. All physical facilities included in the project description have
been pr provided and the construction of all project institutions have been
practically completed. Serious problems were encountered, however, during
project implementation, mainly because the project was too large in relation
to the implementation capacity of the Education Ministry. At the time of
appralsal, the construction period was estimated at three and a half years,



but comstruction was actually spread out over a six-ysar period (Chart).
With the exception of JSA, construction of the post-cecondary institetions
met with only minor problems. Comstructiom of the 50 junior secondary
schools, however, was beset with problems during the entire period.

2.02 Post-Seocondary Imstitutions. Outside experts were emgaged to develop
detailed accammodation schednles for CAST and JSA. Since the expert for
CAST did not follow the agreed aoccommodation scheduls and the primecipal of
the college did not adequately cooperate, the preliminary desigms, once
completed, had to be redone. As a result, actual construction started 38
months later than expected, but was campleted within the period foreseen.
The new facilities of CAST are satisfactory. Cemstructiom of the extemsion
to JSA started 13 momths bshind achedule, ard took 15 months longer than
expected bacamse of student strikes, eontract camcellatiom and cost overrums.
The new facilities of JSA do not partiemlarly reflect austere standards.
Only slight delays were encountered in the civil works for the four teacher
training colleges and the mew facilities are satisfactory. Most of the
construction delays im CAST and JSA could possibly have been avoided if the
consultant had beer engaged before appraisal, fimanced either by the Govern-
ment or retroactively by the Bank.

2.03 Junlor Secondary Schoola. All sites for thase schoo 1oul
acquired befors December 3, 1967 (Side Letter on Project Execution). At
that tine- hgn_ggvgr 8ix slites were still })e!gd'hna and it took til1 Angust 1969

before the govemmnt complied with this covemant. As a result, construction

4+hn Oamo
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properly taken into account, 1aad1ng to musaary costs of site development
and comstruction. Furthsr, lamd surveys were mot always accurate, which led
to major variation orders, once construction was under way. Land acquisition
is 2 cumbsrsams procsss in Jamaica. Thus, for future projects in Jamaica
and comparable countries, considsration should be given either to the requirs-
ment of school site acquisition before loam effsctiveness or cancellatiom of
part of the loan amcunt if sites are not acquired by an agreed date.

2.0h The comsultent arohitocts, a consortium of one American and two Jamalcan
firms, performed gemerally satisfactorily. However, the grouping of all SU
schools into ame bid paok.nge exceeded their capacity. As a reswlt, various
dravings were late, their suwpervision was not always adequate, and measures

to increase their capacity, sach as the use of helicopters for site super-
vision, increased reimbursable expenses. Closer supervisiom of the consultamt
architects by the project unit appeared necessary. Further, contrary to the
Loan Agreement (Section 5.01(g)), the majority of the designs were only sent
to the Bamk for information after civil works bids had been opened. As a
result, the designes were not always scosmomicals



(1) The average construction areas agreed uwpon during appraisal
were in fact used as minima, inorsasing the total oonstrwo-
tion area by 16%;

(11) the specifications and design standards ocould have been
more appropriate and economicals

(i11) two model master-designs were developed, but they were
sometimes applied too rigidly, requiring adeptiom of sites
to designs rather than the reverse.

2.05 Civil works for all 50 junior secondary schools were grouped into ome bid
package because of delays 1n the preparation of bid documents. The contract
wa: awarded to F.G.M., a consortium of ome Canadian and two Jamaican firms,
which employed Jamalcan subcontractors. The involvement of the Canadian
contractor was beneficial to the project, since F.G.M. took over fram the
understaffed project unit part of the task of coordinating, swpsrvising and
paying the individual subcontractors.

2.06 When the contract with F.0.M. was signed in Jamaary 1968, the govermment
had not. yet acquired six sites. Further, problems with two other sites,
which had been acquired earlier, increasad tha mumber of schools in the lest

construction phase to eight. For these schools, the government insisted

that F.0.M. shomld choose subcontrastors from a n.%n‘lﬂn 1i=t of !11».-3’ not

all of whom had been included for their techmical competencs. F. 0 M. complied

with this demand to avold further delays, amd endsd up taki

building operations. Since the contract with F.QG. H. was more a nmagenent
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The quality of construction of the bulldings is gemerally satisfact-ry.

some false econamies have been made by not adequately waterproofing the
roofs amnd by using low-~quality doors, louvers amnd sanitary fixtures, much
of which is already in need of replacement. The accosmodation schedule of
the schools, with a use factor of more than $0%, appears tight in the
Jamalcan context, because of the large number of inexperienced school
principals. As a result, most schools wuse the mmltipurpose hall for regular
teaching to alleviate scheduling probleas.

N
3

2.08 Delays. Almost all the project implementation delays can be attributed to
the construction program, and in particular to the junior secondary school
camponent. Actual construction started in August 1967 (for the teacher
training colleges), or seven months behind the appralsal schedule, and teok
a total of 70 months, or 27 months longer tham the appraisal estimate.
Thus, the total delay was 3k months. All schools were in operatiom in
August 1973, but two schools have not yet beem properly completed.



2.09 Equipment. Because the Department of Supplies of the Miniastry of Finance
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was understaffed, the Crown Agents were emgaged to handle equipment pro-

ocurement under the project. Commmnication problems, slow instructions by

the Minlstry of Education, and imefficiency of the Crown Agents caused

mony dalava., Farther all itams mrecgardlass of tvre or nﬂnn‘l’ﬂf‘v e re
Rony ceiayg. rarther, all ltems, rega ypre aantily, were

procured on the basis of intermatiomal competitive bidding, which was

cumharsema ond at times 4-n1l-nt‘lnnh1n for the large number of s=all items
‘-r ‘50 AR W 5 A WS Al A

required for this project. The practice, presently being introduced im

this IMwd =t for orolscts A® 21V mecd e e svivemmacmd a® fwmaTY 4 boawa dse
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2.10 Receipt, storage, sorting and delivery of equipment to schools, which was
handled by the Department of Supplies, was aleo less than satisfactory.
Equipment was somestimes sent to the wrong schools and some equipment never
reached the schools. The Govermment took the risk during storage in the
varehouss and tramsport to the schools af not imsuring the goods. Thus,
damaged and lost equipment had to be replaced by ths Govermmeamt (Loan
Agreement, Sectiomn 5.07), but this is only slowly being dome. Most of the
distribution problems and part of the procurememt problems cowld have beem
avoidsd if equipmant had been gromped into ®dd packages by teaching area,
as 15 new being dome in many educatiom projects, imsluding the secamd edm-
cation project im Jamaica.

2.11 The quality of equipment was not systematically tested during bdd evaimatiaa,
and whatever testing took place hardly imvolved respemsible Jamalcans. Also,
the bld documents did not require suppliers to have local agents who cowld
ensure the avallahility of spare parts and maimtenance services. The incla-
sion of sach a clause in all equipment tdddimg doowments should be comsidersd
even though this might camse probleme for sams auppliers amd might 1imit
competition. With some exceptioms, however, the qulitw of oqtiipnent is
satisfactory.

Farni tero
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2.12 Three types of furniture were procured:s woodem, metal amd 1ami roted plastd
Neither during bid evaluation nor upon receipt in the schools was propsr
testing earried ont. Thae wooden furnitnre is fairly satd ﬂfa‘:..-,, though
there has beem warping of same furnitare dme to the wse of wmseascwed timber.

The dasign and Hnrhannhin of metal fin-n‘l#um, which was mommfastured leoslly,
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is genemlly of low quliv. The imported lamiaated plastié¢ furwliture has

not stood ap wnll to the olimotds gonditions amd e and smanat ba gasily
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repaired or maintained locally.

Technical Assistance

2.13 Post-Secondary Institutions. No proper reocords could be found in the Miniatry
of Education on the uce of technical assistamcs under the project, but the

VA ainawmieowm

provision of technical assistance in the amounts foreseen was confirmed by




2.1k

3.01

3.02

3.03

CAST and J5A, and in Bank records. An expert, finamced by the UK Govermmenti,
assisted CAST in elaborating the accommodation schedale on the dasis of a
revised curriculum (para. 2.02). Technical assistance for JSA was financed
by the loan under contracts with the Guelph University (Canada) and the
Florida State University (USA). Expert services for the teacher training

TYRTTN Y.

USAID.

Junior Secondary Schools. Technical assistance for the jumior secondary
school program, which was included in the project but mot im the loan, was
provided by USAID wnder a comtract with the San Diego University (USA).
However, this assistance was not used fully, owimg to a lack of planmimg and
definition of assigmments. As a result, some experts ended up im teaching.
The original intention was for a USAID grant of US$ 1.1 million to be later
supplemented with an amount of US$ 0.2 milliom, Wat this supplement was not
necessary since most of the objectives had been achieved by August 1969. A
total of 29 man-years of expert services - 11 man-years fewer than foreseen -
and eight man-years of fellowships was provided for this program.

III. ORGANIZATION AND MAMAGEMENT

The Loan Agreament (Section 5.01(d)) required the appointment of a full-time
projact coordinator and project architaet to be respomsible for the execntion
of the project. It soon became clear that such staffing was inadequate for a
project of this size. Nevertheless, the Edwcation Ministry's Chief Architect
functioned as part-time project architect dmrimg the first year, the project
architect was twice replaced, and the post was vacant for periods of wp to

n months. Administrative officers were added to the project unit after two

awg mmd 44 was mad emddl 10792 dee srmmcnadd on wl th tha coanmd adwantd Am
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roject, that a quantity surveyor and equipmeat specialist were appointed.
P —nm ryon 4
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n the Side Latter on Project Exeomtion.
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The project unit did not receive effective administrative support from other
entities in the Mimistry of Education. Also, inter-ministerial cooperation
was inadequate, particularly with the edusatiom planning unit, and intra-
ministerial cooperation was unsatisfactory, particularly with the Land Authori-
tles and the Department of Supplies in the Ministry of Finance. The latter
unit was already understaffed before procurement for the Bank-financed project
was added to its respensibilities, and the absence of a procurement officer in
the project unit aggravated this problem.

As a result of the above, project management faced the following specific
shortcomingss

(1) no proper project-implementation schedule was ever worked
out in dstailj;

(11) site selection and acquisition were insufficiently controlled
(para. 2.03);



3.05

(111) land surveys were not properly checked (para. 2.05);

(1v) the execution of the construction program was not
adsquately supsarvised by the project umit;

(v) payments to contractors were delayed;

(vi) decisions were dslayed and, once made, often changed,
leading to delays and excessive variation ordsrs for
constructlon;

(vii) proocurement and delivery of equipment and furniture
were not adeguately supervised:

(v‘iii) no 1 Vpntnrv has vnt baan made of tha

a
farniture ava.tlable in the schools; amd

ipment and
o-]

g =

pt accurately,

(]
2te bagis for cost analysis.

main contractor for the junlor secondary achoola, F.Q.
-3 + -~

- Am awa o o wait an
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struction qulity but at a fee of 123 of civil works cost, or about

= A&
US$ 2.3 million. Likewise, the Crown Agents arranged for procuremsnt at

a fes of 7% of equipment costs, or about US$ 120,000. Neither at the
project's comception, nor during its implememntation, did the Ministry of
Education conceive of the sheer magnitude of work involved. The sxperiemnce
wiih the implementation of the second education project so far does mot
show a major improvement of this conditioa.

Progress reporting was not wholly adequate, both in content and in timing.
Progress made was only described in general terms and delays were rot fully
analyzed. Since progress reporting is am important managsment tool, both
for ihe borrower and for the Bank, it should be given more attention. In
this regard, guldelines for progress reporting already introduced in this
Division should prove useful. Bank supervision missions visited Jamaica
on the average every seven months but only for about five man-days per
visit, which was insufficient to fully appreciate and help overcome scme
of the above implementation problems. Omly little assistance was provided
by the Bank in the sarliest stages, when Bank involvement was most meeded.
The recent trend in this Division of mowntimg swpervision missions to
assist project units at critical moments, particularly during the early
stages of projeoct implementation, should ba of bsnefit to our borrowers.



IV. COST AND FINARCING

Project Cost
L.01 The estimated and actual cost by project items was as follows (see also Annex 1):

Estimated Actual Excess
—— T e aeme _— % —
(Vo9 millilion) »
CAST 1.26 1.18 -6
JSA 2.02 2.52 25
L Teacher Training Colleges 1.10 1.11 o
50 Junior Secondary Schools  15.02 25.01 67
19.40 29.82 Sk

L.02 Higher construction costs, marticularly for the junlor secondary schocls and
JSA (paras. 2.02 - 2.06), are the major reason for the cost overruns; actual
construction costs for the entire project were 70%# higher than estimated.
Professional fees increased more than proportionally because of the involvement
of the main contractor (para. 3.04) and high reimbursable expenses; actual
professional fees were 190% higher than estimated. The costs of equipment,
furniture and technical assistance were well within appraisal estimates,
partly because equipment and furniture lists were reduced in the later stages
of project implementation and because less technical assistance was provided
than foreseen (para. 2.1L4).

0O Tha likalihand af snnat Aavarrmiwo hassms snnowamt {4m tha asrly gtnoas AP nrniacad
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implementation. During appraisal, constructlom costs had been estimated at
QAR 7 9 nar sAamama fantd et Arnm dha cnveavamewmd 1o {omcd cdbaman dhd o ™M orvsven 2o o
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reduced to US$ L.BO per square foot durlng negotiations. Further, the contin-

mnalan astdmata A 12T A4 A wmat ndanemadale dolba dombn —ammesmd bho e~k Yo nad oo
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increases, particularly in view of the fact that baseline-cost estimates had
been kspt 1o a minimum and oconstruction cosis were alr‘*ﬁauy increasing at L-5%
p-a. in 1966. However, the bulk of the cost increase, mainly as a result of
inefficiency and aceelerated price increase, cowld not have besn foreseen.

k.04 The construction cost increase for the junior secondary schools accountad for
85% of the total cost overrun. The last eight schools in particular showed
very large cost increases (para. 2.06). Construction costs for this project
item were US$ 7.80 per square foot on thu average, but US$ 11.00 per square
foot for the last eight schools. Likewlse, the total cost per studemt place,
which had been estimated at US$ LS50, amounted to US$ 750 on the averags, but
US$ 1,250 for the last eight schools. The total cost overrun in the comstruction
of the 50 Junior secondary schools of US$ 9.3 million can be attribmted to the
various factors as follows (see also Armmex 2):3



ve)

1. Underestimates at appraisal stage US$ 3.4 million

(para. L.03)

3

?. Increase in construction area US$ 0.6 million
(para. 2.0L)
(para. 2.04L)
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original implementation schedule US$ 1.3 million

L. Avolidable price increases, delays,
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S$ 9.3 million

The analysis shows that more than L0O% of the cost overrun or some US$ L milliom
of expenditures could probably have been avaided if the project had bsen
implemented by a well-staffed, efficient project unit.

.05 Toward the end of 1972 the new government in Jamaica established a coemission
(the De Costa Commission) to inquire into the award of contracts under the
former administration. This cammission investigated also the appropriateness
of contract awards under the first education project. The cummission's report
criticired the way in which the project was implemented, including the procedures
for the award of same contracts (para. 2.06). However, no question had arisen
during the course of the commission's inquiries of possible irregmlarities in
the award of contraocts financed from Bamk loans, or of possible misapplication
of Bank funds. Assurances to this effect have been provided in writing by the

governmant.
Finance

L.06 The loan was expected to be disbursed at 53¢ of tha project cost excluding the
USAID-financed technical assistance camponent (para. 1.02). This disbursement
percentage was gradually reduced to S¥¢ for the last disbursement application,
while no disbursements were made on an additiomal US$ 2.6 million (Armmex 3).
USAID contributed Us$ 1.] million and the UK Qovermment some US$ 30,000 in

technical assistance (paras. 2.13-2.,14). The Jamaican Govermment provided
the remaining funds amounting to US$ 19.2 =illiien, or 120% more than

In addition, the government tinanc;; the

project manscement . Navorrmont Aasmintowrnawd Aanda -
& v GUTCITINCN Y SCCRBWEIPATIV JmizGE Wl aVaisa

TS, e s R W @

needed.

Recurrent Costs

L.07 The 197L/75 budget includes J$ 8.0 million for recurrent expendi tures of the
nrodact inatf imtdama Mad . mrmmcdd dondans OF 8 Sln & _d_ T o4 Lo 3. A
progect insiiiusions. Lo vUuIib e Jp Ul Wit vwouwal Irscurrent ouageuv o1
the Ministry of Education, about the same proportion as estimated in the
annratcal wmanawt Muw +nd-V bee Il e B _ AL S . . N a
appraitas IsSporv. iHT wwal vuugsWwily 8ppropriauvion 10r recurrent ijunas o1

the project institutions is adequate, but the camposition could be improved.
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In particular, a too high proportion is allocated for teacher salaries, as
a result of the low student-teacher ratio of 2731 (para. 5.08). At the
same time, inadequate amounts are available for materials and meintenance,
covering omly about two-thirds of the meeds. A general provision in the
Ministry's budget for maintenance is used to finance major repairs of older
school bdildings, amd does not compensate fer the shortage of maintenance
funds in the new project institations (para. 5.14).

The projections of total recurrent expenditures for education in the
appraisal report are close to the actual figures. Earollments have increased
a8 expected, except for non-project junior secondary schools, where the delays
in project construction have also delayed implementation of the Govermnment's
larger expansion program. Costs per student at the JSS are slightly lower than
expected, since several intended measures to improve quality have not been
implemented. Further, the appraisal report indicated that recurrent expendi-
tures by the Ministry of Education would be kept within the limit of 19% of
total government recurrent expenditures. The actual proportion is 16.5%,
?iused E{ a larger than expected increase of total governmment expenditurés
nnex .

V. OPERATING RESULTS

Enrollments and (raduates

Planned and actual mmmbers are as followss

- ek 2 ‘ l“ § o & o

CAST 735 1,272 21,65 23R
tC [ agiic L4 P d

JSA SN0 N30 1L0 14L0
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JUIL.OT OBCORUATY OSCnools 35,3060 30,67y - -
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LAST.  The mumbers of students and graduates of CAST are higher than foreseen,
since buildings that were to be replaced under the project contimue to be used,
and because facilities are used more intensively tham expected. CAST maintaims
close contact with indmstry and expands or oomtracts courses accordimg to meeds.
Its gradwates are in high demand. Thus, the aechievements surpass the projeoot's
objectives.

Tacilities. New entrants are aduitted half way durimg the academic year,

resulting in a fluctuation of enrollments between 350 in the first semester
and 530 in the second. In 1974 the school was transferred fram the Ministry
of Agriculture to the Ministry of Education, which is reconsidering this



5.04

5.05

5.07

5.08

situation. Becawse of more emphg:nis on two-yeasr lpnstead of three-year

courses, JGA has been able to meet tha overall lrryet of 140 graduates p.s.,
all of wham can find jobs easily. “he projsct innluded pruvisiom of facilities
for short courses enrolling 50 stadents at & time and with an anmasl cutput

of about 1,000. These courses have not yet bsem provided and all facilities
ars used for the regular teaching progrsm. Thus the project's objectives have
so far only partly been achieved.

Teacher Training Colleges. The numbers of stmdsnts and gradeates are as

foresesn and primary teachers are being upgradasd. Thus the project's objsctives
have bean flﬂ.ly aohieved.

Janior Secemnd Schools. With Bank agreement, the class slze im the junlor
secondary sehoels has temporarily been imcreased from LO, as appraised, to k5,
and additional furmiture has bsem provided umder the project. This womld
increase the enrollment capacdity - in single shift - fram 33,360 to 37,530.
Officlal emrollments surpass this figure. However, actuasl school attendancs

iz rather low The average sttendance rate waa nn1v 7n¢1 in 1077/’72 with a
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low 62% in Westmoreland and a higher 82% im Hmchoster. There is no evidence
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spac:iul sm@ has been made of the cawses of n@-&tt@nd&nco, but this ie not

a special phenomshom coanfinsd to the jumior seesadary schools. The Ministry

of Education's over-emrolling of studemtes im the expectation of low sttendance
can be oomsidered as being realistic.

The junior secordary schools were intemded both to provide a betiter preparation
for pre-employmsmt and on-the-jeb training for those leaving school at age 15,
and to increase the mumber of qualified studeants for further formal educatiom.
No intentioms were expressed as to the relative pumber of those leaving anrd
those contimuing. Im practice, however, mot more than 5% of the graduates
find employment as a result of gensrally high ueemployment in Jamsica. The
above dual objective 15 no longer comsidered realistic by the Ministry of
Fduoation, which has dacided to offer wppar-sesomdary education in all project
schools by imtroducing a second shift, startimg in the 1974/75 school year.
Although the facilities would be used more efficiently, it 1s doubtful that
this constitutes an efficient wse of Jamaica's human and financial resources.

An additionel objective of this project item, expressed in the appraisal report
only, was that the schools would offer extemsiom classes for a gemeral upgrading
of the skills of the adult population. No systematic effort has been made,
however, to develep such ocourees. The schools are wasd in the aftermoons,
mostly by former stedents, for academic courses leading to the Jamaica School
Certificate. Thsese courses will probably be discontinued once the schools are
used in dowble shift. Thms several of the preject’'s objectives have not been
achieved so far snd are unlikely to be achieved in the mear future.

Staffing. The staffing of the post-sescomdary imstitutlioms is in accordance
with expectations. For the junioresecondary schools, the Government intended
to achieve a studemt-teacher ratio of 35:11 (Side Latisr on Fducational Objec-
tives), but this was later comsidered too high raid reduced to 3C:l in the Loan
Agreament for the second education project {Loam No. 727-JM). +This ratio

detuliid ol \
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reached 341l in 1971/72, but was only 2731 in 1973/7L, though the class
gize 18 LG (nnr. 5. nﬁ\- The reason for this discrepancy is the small

nuwmber of toacher contactlycmm of 30 per week in couparison with the SO
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secondary teachers is f\llly qualified.
Curricula

Post-Saconda_ij I.natitutiona. No intentions were expre.)aed in ths project

I aved +ha 4taambhoa e
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training colleges have been improved with outside technlcal assistemce and
are sau.:uacuur‘y. Thus the prUJUGu 8 objectives of quality improversat bave

been achieved.

Junior Secondary Schools. A National Curricelum Development Commditee amd,
more recently, a Curriculum Development Thrust have worked out the course
content and prepared syllabl and teacher mamuals for this program. An
important contribution has been made by USAID technical assistance (paras. 2.13
and the curriculum is generally satisfactory. There is genersl agreexsnt ia
Jamaica that the mew junior secomdary schools constitute a great improvement
over traditional Junior secondary educationr.

Nee?

The concept that the junlor secondary schools would in fact provide secondarye-
level education to all those attending seems unrealistic. Since there is no
entrance selection and because of the unever quality of edscation offered im
many primary schools, large mumbers of entrants are not of the expected level.
For example, up to LOY of the mew entramts are not fully literate. Thus smch
time and effort are spent on remedial teachimg rather tham the intemded jumlor
secondary programe.

Concerming the intention to establish facilities and & program to produce
textbooks and instruction materials adapted to local requirements (Slde Levier
on Educational Objectives), so far activities have been concentrated omly om
selecting and procuring, rather than preparing and producing, these materials.
This sitwation should improve, however, when the Educational Televisiom,
Materials and Aids Center, provided under the second educatiom project, starts
operation. The textbooks and materials available gemerally meet loecal
requirements as currently perceived.

Supporting Services. The govermment undertook to stremgthen the Minietry of

V’Annn‘]m nra“‘n—;‘na nhr‘ nTossndwses anrvvinacg IQ‘( An Ta}#mw o ?Amhn“"ﬂn..' nhlnnA
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tives). These servicee have been slightly atmngthemd but the expocted
raoulda \\nwn ot oo ohd awa A mVanw AdAoaPdwd +4 ~Am AP o2da #4 n#l ‘.-.1 A
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or of the purpose of data collection and proceeaing is 1acking Farther, those
statlistlical data that sxist are often ouwtdatad or imcomplete. r;é\l‘lﬁ‘uﬂg is

g ¢ ed on, but related chiefly to projests. An overall plan as & basis
Y

Based on a usual student timetable of LO periods per week,
additional periods when classes are divided for practical work,
and local timetable adjwstiments.
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for education policy does not exdst; nor is amy systematic progress toward

a4

this readily discermible. The statistics and planning services have recently
been stremgthomed with expsrts umder the seoomd edweatiom project. According

to the intentioms, the supervisory service has besen stirengthemed.

5.1k HMaintenamos. Maintenance is mainly carried omt om the initiative of sct\xool
)
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The institutien ef a maintenance progran and the dovol«:tpmmt of a maimtenance
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presently given to the primcipals. PMarther, tools vhich have bsemr lost or
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urgent in ueveml vorkshops. Shortages of fumds are partly respoasibkle for
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6.01 Froject Executisn. Seotion 5.01(a) of the Loam Agreement required that the
project be sarried out with due diligence amd efficlency and with due regard
to econcmy. Project ixmplamentatien has been less than efficlent; causing
large cost everrums {Chapters II, III and IV).

0.02 Project Unit. Section 5.01(d) of the Loan Agreement required a full-time
Project Ceordinator and Architect and para. 3 of the Side Letter on Executios
of the Projeect required that the projsct umit be kept adequately and competer.ily
staffed. The project wmit was without a fell-tims projesct architect for
extendsd perieds of time, amd the projset wmit wus comtinmously umderstaffed
(paras. 3.01=3.0L).

6.03 Site Aoquisition. Para. 6 ef the Side Letter im Execution of the Projeci.
required that sites for all Jexdor secondary schools be required before
Decembeor 31, 1967. On that date, omly LL sites had bsen acquired amd the
lest site was acquired in August 1969 (para. 2.03).

6.0L Approval of Designs. Section 5.01(g) of the Loan Agreement required thet
ths plans, spadﬁoauma; and work schedwules bs furnished to the Bamk for

its approval prdmpt]g wpon their preparation. fThe designs wers mot sent
promptly wpon their preparation, and the msjerity were emly sent te the Bank
after construction bids had beem opened (para. 2.0L4).

6.05 Toag_ﬁ and Installation. Paras. 1(e) and S(b) of the Side Letter on
Exacu on o tha Project rann'lr.d that nqmiwnt nd furniture be instal talled
ted, and that they shonld be 1nspectod when dslivered to sites. This

"N 1)
CoedlJ = c..;c;.

'S 7"““"&.nce an+4m C N7 AF +hao T Ao Aoves omoon P Cfw) & ala L1

(SR V.o agabRAT - WLV JeVi Vi WIT LOBI AgiTcERTUv U pPpalae D\W) U1 WE LLUY
Letter on Execution of the Project required that damaged and losi goods be
ranlarad [y gy PRPSTIE S [ RF WS T R VR W SO VR S S S L
3pAaleqoe A mumbsr of uqu}muub 1 VEBHS Wil naa mever reacnsa uwae scnools
have not yet been replaced (para. 2.10).
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6.07 Use of JSA. Para. A.L of the Side Letter on Educational Objectives and
Administration expressed the govermment's imtentiom to offer short courses
in JSA. These oourses are not yet being offered (para. 5.03).

6.08 Student-Teacher Ratlio. Para. B.6 of the Side Letter on Educational Objectives
and Adninristration expressed the government's imtention to achieve a student-
teacher ratic of 35:1 in jumier secondary schools., However, the Loan Agreement
of the secand eduoation project imndicated a studemt-teacher ratio of 30:1 for
thess schools. The actual ratio is 2711 (para. 5.08).

6.09 Heintensmrce and Materials. Sections 5.01(¢) and 5.02 of the Loan Agreement
required adequate maintenance of buildings and equipment, and the provision
of adequate fumds for opsration and maintemamce of the projeet imstitutions.
Haintensnce is gemerally imadequate, and femds for materials amd maimtenance

insufficient (paras. 4.07 and 5.1L).

VII. RECOMMENDATIONS

7.01 @eneral

(a) 1In countries where no proper maintenance system exists, projects
should include provisions - such as expert services, Lraining and
equipment - to build up or strengthen the maintenance capacity

LAY

(para. 5.14).

if a project comprising a complicated comnstruction/expansion
program is sufficiently advanced in preparation, the engagement of
the necessary architectural consultants might be considered before
appraisal and financed retroactively or by an engineering loan
(para. 2.02).

~~
o
N’

(¢) More flexibility is needed in adapting a loan agreement to changing
circumstances. When long delays occur or prices increase faster
than expected, the project content and loan amount should be re-
appraised (paras. 2.01, 4.03 and 4.04),

(d) For countries where land acquisition is a cumbersome process, con-
sideration should be given to either the requirement of land acqui-
sition before loan effectiveness or cancellation of part of the
loan amount if sites are not acquired by an agreed date (paras. 2.03,
2.06 and 4.04).

7.02 Project Management

(a} Where a large constructlion contract is awarded to a main cantractor
who will employ subcontractors, the Bank should pay more attentdon
to the pre-qualification of and contract awards to subcontractors

(para 2.06).



(b) More attention should be given to 8
guldelinss should be developed to make sueh reporting more

meandngful (para. 3.05).
7.03 Procurement

(a) The Bank should more liberally allow procurement of mmall items
according to borrower's regular proecurement procedurss (if

satisfactory) and without internatioaal eampetitive bidding

(nara. 2.00
\pPRiiae Ceoew) e
(h) BRid domemanmtao Por anudrenmd ohamld $emaluds o sdanmdeomd oY anco
\~) LA UWULMEOIl o LUL Dyul Ty Dlivddl Gl WS Ll Y Glaude
requiring suppliers to have local agents who can ensurs the
aweald1abkhd 14 4o PSS (. R D SR SO A 1\
Gvaliallliiy Vi Spals palsts anG mALOWNRANGCS \pPparte co Je

Field supervision of the project's educational aspects should be undertaken
on a regular basis.

Latin America and the Caribbean Office

July 1974
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JAMAICA - LOAN No. L68-JM
Project Cost: Estimated and Actual
Civil Professional , Technical
Works fees Equipment Furniture Assistance Total
TAPTTMATIEN (s IONAN ITCED)
ALLATTULL AN |\ LM NN Uw]
CAST 6L9 65 353 157 31 1,255
JSA 1,125 122 320 122 327 2,016
Teacher Training
Collepes 914 91 23 12 - 1,101
Junior secondary
Schools:
- L2 flrst 5,000 825 919 1,036 1,127 12,911
- B laat L1 13k 156 165 3 2,108
- subtotal (10,481) (959) (1,075) (1,201) (1,300) (15,016)
Total 13,170 1,237 1,771 1,552 1,658 19, 308
\WCTUAL (in ‘000 US$)
CAST 790 50 260 52 31 1,183
JSA 1,795 368 161 58 137 2,519
Teacher Training
Colleges 903 133 27 L3 - 1,106
Junior Secondary
Schools:
- L2 first 1L, 609 2,297 911 718 9L8 1, b33
-~ 8 last L,422 695 154 115 1L6 5,53¢
- subtotal (19,031) (2,992) (1,065) (833) (1,09L)  (2,015)
Total 22.519 3.5L3 1,513 986 1260 ¢ Roa
do L LD Rdmld ) Pl P4 LD it e B
ACTUAL - ESTIMATED (in %)3/
CAST 22 -23 -26 -67 0 e
Jsa 60 202 -50 -52 -58 25
Teacher Training )
Collegas -1 L& 17 =42 - C
Junior Secondsary ‘
Schools:
- U2 first 62 178 -1 -30 -16 51
- 8 last 199 L1g -1 -30 -16 163
- subtota (82) (212) (1) (-30) (-16) 67)
Total 71 186 -15 -36 -2l Sk

3/ As a percentage of estimated costs,
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Anulysis of the Cost Overrun in Ci

Works for the Junior Secondary Schools

(in 1000 US3)

Appraisal Cost Estimate:

(incl., 12% contingencies)

- school construction 8,027
~ s1te development 1|§°5
9,59
- profagsional services, 10% 959
~ staff housing *Vigﬁzﬁ/ 11,441

!. Underestimates at Apprais&i&&egotiations Stage

(a) Unit Cost

Consiruction cosl had been estimated on the Lasis of US$L.80 per
5q. [t., but the actual cost at that time was US$6.00 per sq. ft. Thus,cost
estimates should have been higher as follows:

- school construction 2,007

- professional services, 10% 201

- staff housing 222 2,L30

(b) Continpencies

A contingency allowance of 124 had been included in the cost
aestimates, However, no prototype designs were available yet, 30 that a
hh\ru1r\ ul conti gency of ¢ )‘l would have been ammronriate Marthar. at the
physi continger have been appropriate. Further, at the
time of appraisul construction costs were increusing at L-5% p.a., 8o that the
orics contingency chnn‘lrl h)\rn 'hann at 'Innci» 10Z 1.H+h a2 +tntal scantincancv
1-)4\ RN & v RiVA) bull\« AV YVIa v V e 3 p. - w\l“ wWWes vﬂ;ﬁvnnv,
allowance of 20%, cost estimutes would have been higher as follows:

- school construction 717

il da dawral nweno b 112
- 21 VO uUVU.LU}JlIKﬂHU
- professional services, 10% 83
b A b ond e e 0 Qnf

- LSuvald UUUD.LHK ZZJ.

m_i " | § (U e s i

10oLvdd ynae

o
w
o
g
[
cr
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2. Increase in Construction Area

The construction area for the 50 schools had been estimated at
1,280,000 sq. ft., but the actual construction volume was 1,482,000 sq. ft.
The resulting cost increuse (at corrected unit cost) was:

4/ The working papers suggest that this amount includes provisions for
professional services and contingencias.



5
5
<

Annex !
Page 2 of 2 pages

| TN P + 1 CARE
WiV s> [ 7] ANJ

rofessional services, 10% 51 623

- p

3. Unforeseeable and Unavoidable Price Increasss

According to the original implementation schedule, construction of
the schools would start in July 1967 and be completed in August 1970. On
the bagis of the actual construction cost increase during that period, the
average price increase would have been 18.2%, as against the 10% which
could have been foreseen. The resulting cost increase was as follows:

- school construction 9l5

- site development 14O

- professional services, 10% 109

- staff housing 99 1,293
i, Other Factors

Actual total cost of civil works 19,031

Professional fees at the assumed rate of 10% 1,903

Total cost 20,93k
Appraisal cost estimate -11,Lk]
Cost increases explained above -_ 5,337

Other cost increases resulting from delays,
avoidable price increases and inefficiencies L,156



JAMATGA - LOAN No. L6C-JM

.. a2/ . -
Expendituresd/ and Disoursements
{in '000 US$)

Cianimed Disburse-
"~ Fiscal T=ar Cumulative Expenditures Actual ment aczuzl
and Claimed Expend-  Percent- Disourse- Cumulaztive Disoursements
Seme ster Bstimated Actual itures age ments Actual Estimzted
1967
1st 95 - 52
2nd 361 351 53 151 191
1968
lst 2,700 366 5 53 3 194 1,ae>
2nd 921 555 53 294 168
1969
1st 8,150 2,669 1,7L8 53 927 1,L15 4,275
2nd 2,931 262 53 138 1,553
1970
1st 1k, 500 5,865 2,93k 53 1,555 3,108 7,600
2nd 14,518 8,653 Li 3,808 6,916
1971
1st 18,100 14,518 0 Ll 0 6,916 $,500
2nd 17,085 2,567 24 616 7,532
1972
1st 20,622 3,537 2L 8LS 8,381
2nd 23,065 2,LL3 2l/110/ 581 8,962
1973
1st 23,065 0 1L 0 8,962
2nd 26,171 3,106 il L35 9,397
1974
1st 26,171 0 1L 0 9,397
Jan. 1974 27,173 1,002 1h/58/ 103 9,500
After Jan, 197k 29,823 2,650 0 0 9,500

a/ Excluding USAID - financed technical assistance.
b/ Reduced to L%, effectiwe March 16, 1972,
c/ Percentage at which last disbursement was made.
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972/73: Projected and Actu:l

2 LV T

Primary Tducntion
Cecondary BducsiLion
e Mdueabion
cther Lxpendl lin ey
TOT AL
Mroportion ol

tolal rrovernmenl,
teenrrent. Wxpendilines

Avvevtamd anl  vemwsnwéd Annav A
APPIL 8400l LGPUL vy RAMESn V)

projections made on prices

~
[ 4
S

(b) "Revised Estimates" of the

Pro@echcd(k Ardu!
) T [ 4 (\(\—IT- 4
UV JQ ) VN P 2
Y 1y S el . L
12,000 Ly 19,057 1o
11,730 L2 13,560 31
2,570 9 3,670 9
1,L70 5 6,210 1,
97,850 100 h3,090 100
19.0 % 16.5 %

J& 1 = J$ 23

at
at time of appraisal

1972/73 budgst
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JAMAICA — LOAN NO. 468--dM
Construction: Planned and Actual
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