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EXECUTIVE SUMMARY

The IOM programme to “Upgrade the Capacity of the Costa Rican Education System
in Selected Communities Affected by Mitch-Related Nicaraguan Migration” stems
from a collaborative effort between Central American Countries to manage migration
and from a humanitarian necessity following the Hurricane Mitch disaster. The
General Amnesty for the migrants from Central American Countries in December
1998 was a major step towards addressing the problem of illegal migration in Costa
Rica.  However, there was still a need to improve the living conditions of immigrants
if a lasting and dignified integration was to be achieved, especially in view of the
damage caused by Mitch in neighbouring countries. At the beginning of 1999, the
Government of Costa Rica, with the technical assistance of IOM, established a
programme entitled “Improvement of Living Conditions and Integration of
Immigrants in Costa Rica” covering the four sectors where important needs had yet to
be addressed.

IOM received a special contribution of USD 5 Million from USAID to cover the
education sector. In close collaboration with the donor and the Government of Costa
Rica, IOM finalized the programme document in November 1999, and started its
implementation immediately. The main goal was to improve access to quality basic
education in selected communities strongly affected by Mitch-related Nicaraguan
migration. Activities included “the construction and rehabilitation of education
infrastructure; the development of specialized teaching material and texts for migrant
children and their special educational needs; in-service training for teachers and
school administrators to help them address the pedagogic, health and socialization
issues of migrant children; and the strengthening of adult literacy programmes that
also incorporate health and civic education themes” (Memorandum of Understanding
USAID/GVT Costa Rica/IOM, December 1999).

Both components – infrastructure work and education – were subjected to more
detailed analysis by IOM and the Ministry of Public Education (MEP). They
pinpointed the different levels of priority of the intervention, established precise
criteria for the selection of the beneficiary schools, and agreed on the different
modules to be prepared for the training of teachers and administrative personnel, as
well as for the children.  For the education component, three sub-programmes were
finalized covering:

1) ‘primary education’ through the ‘theory of mediation’- a new approach in the
Costa Rican education system;

2) the ‘open schools’ concept targeting young populations already out of, or close to
leaving the education system; and

3) ‘literacy’, a component of Adult Education, addressed more specifically to the
communities affected by a large influx of Nicaraguan Migrants.

Concerning the education component, the Government has taken all the necessary
measures to institutionalize the different approaches and modules prepared by the
programme. It should be recalled here that the ‘theory of mediation’ applied to the
primary school level, as well as the inclusion of modules and teaching material with a
focus on migration, integration, ‘inter-culturalism’ were new concepts in Costa Rica
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that had to be properly integrated into the educational system. The theory of
‘Mediation for the development of intelligence’ can be summarized as the
intervention in respect of a child whose academic performance is poor or whose
behavior gives rise to problems at school. The mediator can be another child, a
secondary or university student, parents, retired teachers or other members of the
community who have the ability to help young children.

The ‘open school’ and ‘literacy’ components have been considered as a complement
to the existing Adult Education branch and IOM included them at the request of the
MEP. There was a need to specifically target young populations and adults in
communities with a high percentage of Nicaraguan migrants. It has been possible to
note during the evaluation that the education component has been implemented very
professionally and effectively.

Concerning the infrastructure component, it should be underlined here that the
beneficiary schools were carefully selected using precise criteria, among which the
presence of a representative number of Nicaraguan children. The building of new
classrooms and the repairs were carried out in line with the standards set by the
Government of Costa Rica. All costs have been kept within budget; moreover,
important savings have been achieved through a competitive bidding process, making
the implementation of the component very cost-effective.

The evaluation observed the very effective collaboration between IOM and the MEP.
Both the Government of Costa Rica and the donor were very pleased with the quality
and timeframe of IOM assistance. Collaboration with universities, associations
specialized in education and NGOs was also very effective.

The overall programme has been found relevant to IOM's mandate. The intervention
at the education level was considered appropriate to addressing the problems
specifically linked to migration and the integration of needy migrant populations. In
addition, the target groups selected and the strategy adopted were found to be relevant
to the needs of the affected communities.

Concerning the impact of the programme, a detailed evaluation will be conducted
before December 2001. However, there is already ample evidence that the programme
is having a positive impact on the children who benefited from mediation and on the
communities who participated in its implementation.  Regarding its sustainability,
important action has been taken by the Government to guarantee it, especially through
the institutionalization of the different approaches and modules developed.

This evaluation has recommended that the programme be included in IOM's best-
practices to address problems of social and economic integration of migrants. It can
also play a major role in creating acceptance of large migrant populations by host-
countries. The success of this approach does however depend on strong Government
commitment to integrate it into the overall education system.
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1. BACKGROUND

1.1 Migration in Costa Rica and IOM Assistance

Before focussing on the particular situation prevailing at the time the project proposal
to “Upgrade the Capacity of the Costa Rican Education System in Selected
Communities Affected by Mitch-Related Nicaraguan Migration” was developed, this
section resumes the history of IOM's recent initiatives to assist the Government of
Costa Rica in managing migration.

In 1996, the Governments of Central American countries, Mexico, Canada and USA,
decided to pool their efforts and create a multilateral coordination mechanism of
policies and actions concerning migratory matters in the region known as 'The Puebla
Process'.  In that context, and following the Hurricane Mitch disaster in October 1998,
the Governments of Costa Rica and Nicaragua jointly requested IOM “to develop a
common strategy to provide a satisfactory and comprehensive solution for the existing
situation between both countries.”

In November 1998, during the Central American Presidents' Conference in San
Salvador, Costa Rica officially announced a general Amnesty for the migrants from
Central American countries — mostly Nicaraguans — who had been seriously
affected by Hurricane Mitch. The Decree for the Amnesty, which was prepared and
implemented with IOM's assistance, was published in December 1998. This Decree
was a major step to overcome the instability of Central American migrants in Costa
Rica, but there was still a need to improve the living conditions of immigrants in order
to achieve their lasting and dignified integration.  To do so, the Costa Rican
Government requested further assistance from the international community at the
second IDB Meeting held in Stockholm in May 1999.  However, due to the
tremendous damage left in the wake of Hurricane Mitch, particularly in Nicaragua
and Honduras, the flow of migrants from Nicaragua continued unabated.

IOM was tasked to provide the Government of Costa Rica with a comprehensive
proposal covering the main issues needing further attention to improve the living
conditions of the migrants and to achieve their integration into Costa Rican society.
IOM proposed a complete programme covering four sectors: education; employment;
health; and housing – for a total amount of USD 90 Million, of which 60% would be
contributed by the Government of Costa Rica. The programme entitled “Improvement
of Living Conditions and Integration of Immigrants in Costa Rica” was officially
presented to the donor community by the Government of Costa Rica to raise the
necessary funds.

USAID approached IOM and proposed an amount of USD 5 Million as a contribution
towards programme implementation. These funds came from a special allocation to
assist the countries affected by Hurricane Mitch. In discussing the different
components, both USAID and IOM agreed that this amount was most needed in the
education sector, where education of Nicaraguan migrants presented a real problem.
USAID therefore sent two consultants to work with IOM on the education proposal to
“Upgrade the Capacity of the Costa Rican Education System in Selected
Communities Affected by Mitch-Related Nicaraguan Migration” which was finalized
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in November 1999. A Memorandum of Understanding (MOU) between USAID, the
Government of Costa Rica and IOM — acting as the executing agency — was signed
in December 1999. The programme is expected to end in December 2001.

The main goal of this programme is to improve access to quality basic education in
selected communities affected by Mitch-related Nicaraguan migration. In particular,
the MOU stated that “the programme will support an integrated set of educational
activities to improve education quality and access in disadvantaged schools with a
high concentration of migrants, particularly from Nicaragua. These activities will
include the construction and rehabilitation of education infrastructure, the
development of specialized teaching materials and texts for migrant children and their
special educational needs, in-service training for teachers and school administrators to
help them address the pedagogical, health and socialization issues of migrant children
and strengthening adult literacy programmes that also incorporate health and civic
education themes”1.

1.2 Evaluation Scope and Methodology

The main objective of the evaluation, as described in the Terms of Reference (Annex
1), was:  “to evaluate the overall performance and success of the programme and to
assess the relevance of its strategy for replication in other sectors and/or countries,
especially from the perspective of a better integration of migrant populations”.

The methodology mainly consisted of a documentation review of the material
developed during programme implementation, and of a series of interviews with key
actors and beneficiaries (Annex 2). A survey to measure the impact of the programme
was discussed with IOM San Jose, but not considered necessary for two main reasons:
1) IOM San Jose is confident that there is sufficient evidence available to make a
global assessment of the programme's impact; 2) a detailed impact analysis is planned
for November 2001 and Terms of Reference are already available2. A discussion on
the impact evaluation has been organized with the Association that will conduct it.

The evaluation report is divided into three main sections: Section 2 describes the
different components of the programme with their expected results; Section 3
analyses the relevance of: 1)  the programme to IOM's mandate; 2) the target groups;
and 3) its strategy to the  prevailing migration situation in the country. This Section
also covers the programme's effectiveness in reaching its objectives, its efficiency and
cost-effectiveness, as well as its impact and sustainability. Reference to ‘gender’ will
be made when necessary. Section 4 looks at future prospects in the field of education
and integration of migrants in IOM, as well as potential for replication of the strategy
in other countries and/or sectors.

                                                                
1 USAID/Government of Costa Rica, IOM, “Memorandum of Understanding”, December 1999..
2 See Annex 3 for the objectives of the impact evaluation.
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2. PROGRAMME STRATEGY AND COMPONENTS

Two activities are at the core of the programme strategy: 1) improvement of the
infrastructure and teaching materials available to the schools; and 2) educational
activities for the teachers, administrative personnel, children and adults, with a main
focus on migrant communities and integration. The report looks at these activities in
detail, following a description of the needs assessment conducted to finalize the
strategy before submitting the programme for approval. This section also covers the
concept of integration as one of the programme's main goals. The last section deals
with the administrative management of the programme, including coordination with
the Government and other partners.

2. 1   Migration, Education and Integration

In 1999 Costa Rica implemented an Amnesty programme for its immigrants, the
majority of whom were Nicaraguans.3  According to a study carried out by IOM, over
150,000 applications for status regularization have been filed.  However, this decision
has had some negative impact on the absorptive capacity of various sectors such as
health, labour, education or housing. The problems raised were further analyzed and
detailed in the programme of the Costa Rican Government on the “Improvement of
living conditions and integration of immigrants in Costa Rica4”.

It was considered that intervention in the education sector could be a key element in
improving the living conditions of migrants (many of whom had been seriously
affected by 'Mitch') and in successfully integrating them into Costa Rican society. In
the communities where immigrants tend to concentrate, the pressure on the education
system was severe and the schools were unable to absorb new students whilst
maintaining quality services.   This was especially true for primary schools.

The programme document states that “education of both children and parents is
essential for the successful integration of the immigrant population into Costa Rican
society and for the development of the socioeconomic skills necessary for survival
and progress in the new environment. Additionally, it is expected that the impact of
intervention in the other sectors — health, employment and housing — will be
enhanced if the target communities can rely on quality education that will help them
acquire the necessary concepts and skills to sustain results5”.  An analysis of the
overall situation highlighted a series of key issues to be addressed, which helped to
frame the programme strategy6.

Concerning the overall situation in elementary schools with a large Nicaraguan
population, it was noted that they were seriously overcrowded and experiencing
difficulties in accommodating over-age immigrant children, slower-learning children
and children with different educational levels.  Textbooks and other learning materials

                                                                
3 According to data collected during the implementation of the Amnesty Programme, 97% of the
caseload were migrants from Nicaragua.
4 See also Section 1.
5 IOM/USAID, “Upgrade the capacity of the Costa Rican Education System in Selected Communities
Affected by Mitch-Related Nicaraguan Migration”, programme document, December 1999.
6 See also Section 1 – quote from the MOU.
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were in short supply and teachers were ill-prepared to meet the needs of the
Nicaraguan children, who posed their own set of problems: differences in level of
learning; arrival of students during the school year; illiterate parents; poor health
practices; and lack of civic education. Needs were also identified in adult education:
programmes for a high percentage of illiterate adults; trained teachers; teaching
materials; and more flexible approaches.

Although not specifically mentioned as such in the programme's goal and objectives,
there is frequent reference to ‘integration’ in the documentation available: integration
could thus be considered as one of its ‘sustainable goals’. The concept of ‘integration’
includes three important issues addressed through the programme: a) the need to
adjust certain aspects of the curriculum to address the needs of different cultural
groups in the classroom; b) the emerging tensions in Costa Rican society regarding
the impact of migration on the education system; and c) the feeling of exclusion
experienced by migrant children attending schools and by their parents. This aspect is
examined further in the report when deemed necessary, for instance in the
establishment of the target groups.

2.2 Infrastructure

The standards for classrooms set by the Ministry of Public Education (MEP 7) make
reference to a class size of 30 pupils, with an average of 6 teaching hours per day.
However, due to lack of space in many public schools, the teaching average has been
reduced to 5 hours per day in two shifts, and in poor communities — often with a high
percentage of migrants — this average has been further reduced to 3 hours per day in
3 shifts. In cases where there is a high incidence of Nicaraguan immigrant children,
class size is usually about 40.

According to the programme document, it was planned to build 210 classrooms, to
repair 47 and to build 45 sanitary units. The assessment of the situation, as well as
selection of the schools expecting to benefit from the infrastructure component, was
made according to data available at the MEP. A set of criteria were used8 to make the
final selection of beneficiaries:

Ø Schools with a maximum of 30 children per classroom were not considered as no
need for new classrooms was identified. As a result, of a total of 3,531 schools,
1,096 have been excluded.

Ø Presence of migrants as the programme is closely linked with the immigration of
Nicaraguan population. Of a total of the remaining 2,435 schools, 1,077 have been
excluded as no migrants were registered.

Ø Schools with at least 20 migrants registered. This effectively reduced the number
of schools to 252.

Ø Number of pupils per classroom: taking into account a density of 35 or more per
classroom, the number of schools was further reduced to 159.

                                                                
7 MEP stands for “Ministerio de Educacion Publica”
8 This data analysis has also been used for the implementation of the education component. It is
possible to have schools excluded from the infrastructure assistance but benefiting from the education
component (for instance schools with less than 30 pupils but with a high percentage of migrants).
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Ø Finally, a field visit was organized in the remaining schools to make a careful
assessment of their construction and repair needs. Issues such as space available
for construction, land ownership, security, environment, proximity of other
schools were taken into account.

This final screening process led to the selection of 85 schools needing construction
assistance. A total of 5,037 migrant children were registered in these 85 schools,
representing 8.6% of their total population. The construction of classrooms was based
on the standard designs approved by the MEP.  For every new classroom built, the
programme also purchased furniture consisting of a desk for each child, as well as a
desk and chair for the teacher, a cupboard and a metal book cabinet. The children's
desks were chosen with their general health and well-being in mind (for instance the
size corresponded to the age of the children).

2.3 Education Component

Based on the needs of the Nicaraguan migrants and the receiving country, three levels
of intervention have been identified to address migration pressures:

1) elaboration of modules taking into account the migrants' needs and the concept of
integration for primary schools;

2) the 'open school' 9 concept, mainly addressed to meet the needs of 'street children',
many of whom are migrants;

3) literacy programmes, considered as part of Adult Education.

A strategy and programme document has been prepared for each type of activity in
order to complement information contained in the original programme document.

Another level of intervention concerned the school environment and consisted of the
purchase of teaching materials for the children's use in the classroom or the school
library10. The material purchased was selected according to the approach set out in the
education component, based on the theory of the “Mediation for the development of
intelligence”11 that is explained further below.

2.3.1   Primary Education

Two fields of activity have been covered under primary education: a) the elaboration
of 5 modules for the capacity building of teachers and administrative personnel and
for delivering courses to the children; b) direct intervention for children needing
assistance through the concept of mediation.

In order to institutionalize the approach, the different modules prepared were closely
coordinated with the Ministry of Public Education (MEP) and formally integrated into

                                                                
9 Translation from the concept of 'Aula Abierta' also called 'Educacion Primaria Acelerada'
10 See Annex 4 for the lists of teaching materials
11 Translated from the Spanish – “Teoria della mediacion” also called “teoria sobre el desarollo de la
inteligencia de Reuven Feuerstein”.
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the Costa Rican education system. This aspect was considered crucial to guarantee the
effectiveness and sustainability of the education programme. The modules covered
areas linked to migration and subjects related to the needs of the migrant population,
based on the assessment made during the preparatory phase of the programme. The
modules, listed below, were prepared in close cooperation with universities and
professional associations in Costa Rica:

1) diversity and cultural integration;
2) learning gaps12;
3) over-age children;
4) leveling13;
5) localization and registration.

Modules 2, 3 and 4 were grouped under the heading of 'school performance'14.
Module 5 covers administrative issues relating to the registration of migrant children
in the school, either arriving during a school year or having to move to another place
for better employment opportunities for the parents.

A series of training sessions covering the different modules has been organized for the
teachers, school directors and administrative personnel in charge of education.  The
total enrolment for the sessions organized in 2000 and 2001 is 1,489. However, at the
time of writing this report more capacity building activities are foreseen, so that the
total participants will increase further before programme completion.

The second field of intervention is of direct benefit to the children, mainly through the
‘theory of mediation’ which is defined as the intervention in respect of a child whose
academic performance is poor or whose behavior gives rise to problems at school.
Mediation addresses both the cognitive and the motivational/affective dimensions of
the child. A mediation session can also be considered as both educational and
recreational, being organized formally but outside regular school hours.

A mediator15 can be another child in the same class or primary school who has the
ability to help younger children, a secondary or university level student, or adults who
are parents, retired teachers, members of the community etc. For instance, a 75-year
old lady, who was illiterate, asked to serve as a mediator and shared with the children
her rich experiences of the culture and traditions of the two countries.  As a result of
the training programme, at the end of 2000 each school selected for this assistance
was asked to prepare a mediation project (PEM16), including relevant information on
the situation of migrant children facing major difficulties in integrating into the Costa
Rican education system, and a plan of action for implementation of the mediation
component, to be reviewed by IOM specialists and implemented in 2001. They were
also aimed at improving integration and raising children's performance, with
mediation as the main theoretical input. The PEM is used as a basis for the
methodology and is subject to a formal evaluation at the end of the school year.

                                                                
12 Translated from the Spanish 'Rezago escolar'
13 Translated from the Spanish 'nivelación'
14 Translated from the Spanish concept of  'Rendimiento escolar'
15 Translated from 'Mediador'
16 Stands for 'Proyecto escolar de Mediacion'
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2.3.2 Open School

In the early stages, when examining the programme strategy in more detail, the
Ministry of Public Education requested IOM to consider the possibility of including
the 'Open school' concept in the Adult Education component. The main reason for
establishing another component in the Adult Education approach was linked to the
needs of a target group that is not specifically covered by the other components of the
programme. The beneficiaries are young populations already out of, or close to
leaving the education system, and this field of activity should offer them educational
solutions adapted to their new life.

This component was formally established in December 2000 through an agreement
between a Costa Rican Institute (ICER17), the MEP and IOM. This agreement was
approved by the 'Consejo Superior de Education', which has formally integrated the
concept into the education system. The beneficiaries are formally registered and
receive a diploma at the end of their studies. They also have the possibility to interrupt
their schooling and resume at a later date. This was an important factor for instance in
integrating young pregnant women into the education system.

As soon as the agreement was endorsed, a selection of the schools started activities in
close cooperation with another project targeting education in marginal urban
communities18.  In January 2001, 30 schools located in poor urban areas in San Jose
and with a high percentage of Nicaraguan migrants were selected. Various
information activities were conducted in the schools and communities in order to
present the project. In the meantime, educational materials were prepared so as to
train the teachers for this new approach in the selected schools. 34 more schools were
integrated into the programme in May this year.

It is also important to note that for this activity IOM was specifically targeting schools
in communities with a high percentage of Nicaraguan migrants and providing
teaching materials covering various aspects of integration. For instance, a module on
‘Integration and Inter-culturalism’19 was prepared for teacher training sessions. Each
of the three main modules prepared for the students covers aspects of
migration/integration20.

2.3.3 Literacy

This component of the programme is part of Adult Education, a sector already
covered by a department in the MEP that promotes a traditional approach to address
the needs of adults.   However, this aspect of education was not given priority in
Costa Rica due to the high literacy rate among Costa Ricans, estimated at 98%.

     

                                                                
17 Instituto Costarricense de Educacion Radiofonico – ICER : a Costa Rican Institute who already had a
4 years experience with the education of  ‘street children’ and of alphabetization programmes.
18 PROMECUM – Programa de Mejoramiento de la Calidad de Educacion en Comunidad Urbana
Marginal
19 translated from ‘Integracion - Interculturalidad’
20 In Spanish the three modules:  ‘Autoestima’, ‘Interculturalidad’, ‘Genero’.
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In conducting assessments among the migrant populations in preparation for the
programme, the Government of Costa Rica and IOM identified a real need for literacy
programmes for Nicaraguan migrants. Two categories of illiteracy were identified in
this population:  'real illiteracy' representing about 8% of the adult population of
Nicaraguan migrants who had never attended school; and 'functional illiteracy'
representing about 37 % who had left school before finishing their primary education.

The first category could be easily integrated into the existing courses organized by the
MEP, but the second category required a different approach to offer some educational
alternatives. This was also seen as an important contribution to the effective
implementation of the programme's main component, especially in supporting the
parents' efforts to integrate their children into the Costa Rican education system.

IOM assisted the MEP in the implementation of the ‘ABC method’, which was
already used before programme implementation, and established a list of schools and
teachers working on adult education. For these teachers, the ‘Asociacion Demografica
Costarricense’ was sub-contracted to organize and conduct training sessions covering
‘diversity and cultural integration’. At the same time the National University was sub-
contracted to prepare new modules adapted to the targeted population but
complementary to the existing ABC methodology21. These efforts were crowned by
the launch of an information campaign. All of these steps were closely coordinated
with the Direction of Adult Education at the MEP so as to officially incorporate this
approach into existing programmes. Collaboration with NGOs22 was key to
encouraging the participation of adults of the communities in literacy programmes
and improving programme coverage in areas where the MEP is not active.

2.4 Administration

As mentioned in Section 1, a Memorandum of Understanding was signed between
USAID, the Government of Costa Rica and IOM underlining the responsibilities of
the different actors in charge of programme implementation. In the MOU it is stated
that …“to insure appropriate coordination, the IOM will lead a Programme
Coordination Committee composed of the IOM Regional Representative (or
designee), the Minister of Public Education (or designee) and the Minister of Foreign
Relations (or designee) [...]  The IOM Programme Coordinator and staff will serve as
the Committee’s Secretariat. The Ministry of Foreign Relations will be the lead entity
for the Government of Costa Rica’s cooperation on this programme. The Ministry of
Public Education will be the principal technical counterpart for the IOM providing
guidance on sector policies, standards, and priorities as well as technical resources
and expertise for the success of the programme.”…

Concerning internal organization, a programme coordinator and an assistant were
appointed to coordinate the overall intervention. For the infrastructure component, a
coordinator and three supervisors, all suitably qualified, were recruited to manage
implementation, including the preparatory work and assessments. All the building
work was then sub-contracted to specialized firms. For the education component, a
                                                                
21 The modules are based on a new approach to literacy teaching called 'total language' and represent a
breakthrough in education methods in Costa Rica.
22 See Annex 5 for the list of NGOs participating in the Adult Education Component.
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coordinator and an education consultant were in charge of defining the strategies and
implementing the different sub-components. Experts were appointed for each sub-
component, assisted by other specialized personnel when needed. For the
implementation of the ‘Mediation’ approach, an association was sub-contracted in
2000 to provide a team of 40 to 45 ‘facilitators’23. The association was forced to
withdraw in 2001 because of heavy commitments elsewhere, necessitating the
recruitment by IOM of a team of 25 full-time ‘facilitators’ and 4 ‘mediation advisers’
to cover different regions with a high incidence of migrants involved in the
programme. The team followed the implementation of 207 mediation projects from
the beginning of 2001. IOM San Jose's regular staff — including an Administrative
and Finance officer, an accountant and an internal auditor — handled the overall
financial management of the programme.

As already mentioned in the first part of Section 2, most of the work concerning
distribution of teaching materials, teacher and administrative personnel training,
elaboration of modules and institutionalization of the approaches promoted by the
programme was sub-contracted to universities, specialized associations and private
companies. Cooperation with these sub-contractees, as well as with other agencies
was managed by IOM.

3. PERFORMANCE AND ACHIEVEMENTS

This section evaluates the relevance of the programme to IOM's mandate, the
relevance of the target group and the relevance of its strategy to the situation of
migration prevailing in the country. It also analyses its effectiveness in managing and
coordinating the intervention, and the contribution of the infrastructure and education
components in achieving programme objectives. A brief analysis of impact and
sustainability is also included in this Section. Finally, an analysis of the efficiency and
cost-effectiveness is made.

3.1 Relevance

3.1.1   IOM Mandate

Looking at the objectives of the programme as well as its strategy, there are clear
signs that the intervention is aimed at managing migration and integrating migrants,
both of which are fully in line with IOM's mandate. Furthermore, field visits and
interviews did not provide any evidence to the contrary. The goal of this programme
is to facilitate the integration of Nicaraguan migrants affected by Hurricane Mitch into
the Costa Rican education system; a goal which is constantly reinforced in the
programmes elaborated for each component, and especially the modules prepared for
the education component.

                                                                
23 See Annex 6 for the ToRs of the mediation facilitators.
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In the IOM Constitution, more specifically in its Preamble and Article 1, one can
read:

… “the provision of migration services at an international level is often required to
ensure the orderly flow of migration movements throughout the world and to
facilitate, under the most favorable conditions, the settlement and integration of the
migrants into the economic and social structure of the country of reception”24…

Under Article 1, it is mentioned that: …“the purposes and functions of the
Organization shall be: […] to provide, at the request of and in agreement with the
States concerned, migration services such as […] activities facilitating reception and
integration”25…

Other IOM policy papers or statements, such as document MC/INF/240 “Technical
Cooperation on Migration”, confirm the relevance of the intervention in Costa Rica to
IOM's mandate. Based on records of projects/programmes implemented in IOM in
recent years, it should be noted that this is the first time that IOM has been actively
involved in revising and formally adapting a country’s education system in order to
promote important concepts such as integration of migrants, diversity, tolerance etc.

3.1.2 The Target Group

Three target groups were identified in the programme document: the primary target
group being Nicaraguan immigrants in Costa Rica who were displaced as a result of
Mitch. It is evident that the first target group selected is directly linked to migration
and an intervention at their level can be considered relevant to the strategy of the
programme, and to IOM interventions in more general terms.

The secondary group consists of all Nicaraguan migrants. When conducting the
assessment, it was difficult to dissociate the migrants affected by Mitch from those
who were already settled in Costa Rica. It was even unrealistic to try to focus the
assistance just on migrants directly affected by Mitch, since the Nicaraguan migrants
have tended to settle in the same area and therefore face similar problems regarding
education. It can be considered that assistance to this second group is also relevant.

A tertiary target group included all pupils of the schools selected for assistance. An
intervention at this level might be considered as irrelevant, especially as most of the
children are Costa Ricans, not migrants from other countries. However, as explained
in the programme document, it was considered inappropriate to exclude them “since it
would be technically impossible, and politically undesirable, to separate assistance to
Nicaraguan immigrant children from a mixed class of children.” In addition, the goal
of the programme was to “improve access to quality basic education in selected
communities affected by Mitch-related Nicaraguan migration”. If it had been decided
to focus on Nicaraguan migrants only, the goal would not have been to assist
“communities affected by Mitch-related Nicaraguan migration”, which can also cover
other nationalities including Costa Ricans, but to assist “Nicaraguan communities
affected by Mitch”. Other issues needing attention, such as respect of the migrants'

                                                                
24 IOM Constitution, 1989, pp 9.
25 IOM Constitution, 1989, pp. 11
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culture, have also been taken into account when preparing the modules or
implementing the activities26.

A distinction between the children based on nationality would also go against the
basic principles of integration.  On the one hand, major differences in the type of
assistance provided could lower the Nicaraguan migrants' self-esteem, perceiving
themselves as less intelligent than pupils from the host country.  On the other hand,
Costa Rican children could see IOM assistance as preferential treatment of a foreign
population.

It is important to emphasize again that schools were selected on the basis of the
number of migrant children registered. Therefore, the tertiary target group selected
can be considered as an indirect beneficiary capable of enhancing the benefits by
participating in the different activities, either through mediation, open school or even
adult education.

3.1.3   Programme Strategy

Some questions could be raised about the advisability of combining a construction
component with capacity building assistance to the Government of Costa Rica and the
education system in general. In looking at the rationale for including a construction
component and the criteria for school selection, it becomes more evident that an
intervention at this level is relevant to the needs of the target population, whether the
primary, secondary or tertiary group.

In an evaluation conducted in November 2000 on the construction component in IOM
interventions, it was also clearly stated that construction is only one of many other
tools to achieve objectives that are in line with the Organization's mandate. One can
read: “As one of the main elements for achieving the overall objective of the projects,
the construction component can be considered as relevant for achieving a goal linked
with the mandate of the Organization. This can however be questioned if the
construction investment/type goes beyond the overall objective linked to migration”27.

Neither during the field visits nor the interviews conducted have elements been
identified that would lead to conclusion that the construction component went beyond
the objective of the programme or the mandate of the Organization, on the contrary.
However, this could have been the case if, for instance, there was no selection
criterion closely linked to migration for the construction of the classrooms, or if all
the public schools in poor areas were covered by IOM assistance.

Concerning the education components, the four levels of intervention — capacity
building, mediation, open school, and adult education — were selected according to
existing needs in the schools and in the migrant communities. The problems faced by
the Government of Costa Rica are presented in the programme document and are
listed below:

- Serious overcrowding in schools;
                                                                
26 For instance the module on ‘Inter-culturalidad’.
27 IOM, “Evaluation of the Construction Component in IOM Interventions”, Office of the Inspector
General/Evaluation, November 2000, pp. 17.
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- Over-age immigrant children;
- Lack of textbooks and learning materials;
- Teachers ill-prepared for the needs of  Nicaraguan children;
- Difference in levels of learning;
- Arrival of pupils during the school year;
- Illiterate parents;
- Poor health practices;
- Lack of civic education.

These problems and IOM's response to them have been observed at first hand during
the field visit and interviews, permitting the evaluator to draw conclusions on the
relevance of the education strategy to the needs of the target populations.

Conclusion: The programme is relevant to the mandate of the Organization. The
assistance provided to the different target groups can also be considered relevant to
the work of the Organization, as is the strategy to the needs of the target population.

3.2 Effectiveness, Impact and Sustainability

3.2.1 Effectiveness

Effectiveness in responding to existing needs and problems, and in reaching the
objectives of the programme is examined at the three different component levels: 1)
infrastructure; 2) capacity building; 3) education.

Infrastructure

The MOU makes the following reference to infrastructure and teaching materials:
[…] “These activities will include the construction and rehabilitation of education
infrastructure, the development of specialized teaching materials and texts for migrant
children and their special education needs […]”. Under Section 3.1 above, it has
already been shown that the construction component is a relevant tool to address
existing needs and problems. Therefore, this analysis concentrates on the
effectiveness in implementing the component and in contributing to the objectives of
the programme.

Section 2 underlined that the selection process for the schools to be constructed or
repaired followed precise criteria, taking clearly into account the migration
dimension. During the field visit and the interviews, it was noted that the construction
work assisted the public schools with the least resources, those that were seriously
overcrowded, and had a significant Nicaraguan migrant population.

The construction and repair work was carried out in accordance with Costa Rican
standards for public schools and was of good quality (see Annex 7 for examples).
Work also covered security aspects, such as fire hazards, and the general well-being
of pupils, for instance the type of windows, the problem of resonance in the
classrooms or the appropriate lighting to safeguard pupils' eyesight. The furniture
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supplied was also carefully selected and even took into consideration the problems
faced by left-handed children by providing each school with some specially adapted
equipment.

According to the programme document it was planned to build 210 new classrooms
and 45 sanitary units, and to repair 47 classrooms. At the end of construction, 260
classrooms had been built, 105 repaired and 55 sanitary units had been constructed in
accordance with the official standards28. For the furniture, it was initially planned to
provide the schools with 7,350 units but the project managed to equip the schools
with 9,720 units. These improvements to the 85 schools selected benefited a total of
58,785 pupils, of which close to 10% were migrant children. It is worth mentioning
again that the schools had to participate in the construction and repairs in order to
benefit from the assistance of the programme.

Likewise the management of implementation of this component was handled in a
highly effective manner. The selection of IOM staff was done professionally through
the recruitment of construction specialists.  One of the IOM engineers had many years
of construction experience with USAID, which was also useful for meeting donor’s
expectations at this level. The enterprises sub-contracted were selected through a
well-established bidding process and no delays in the implementation of the
construction activities were experienced. Regular reports were issued and a final
report —a good report containing very pertinent information — was submitted to the
Government of Costa Rica and the donor.

The capacity building component

Capacity building assistance covers the three components of education, i.e.
‘mediation’, ‘open school’ and ‘literacy’. It focuses on the training of teachers, school
directors and administrative personnel. As underlined under Section 2.3, the training
material took into account the problems linked specifically to migration and
integration of migrants. In addition, every effort has been taken to institutionalize
these training materials and sessions to give maximum credibility to the overall
exercise, to motivate the personnel trained and to ensure sustainability of the
intervention.

During the interviews conducted and through the documentation review, ample
evidence has been found of the interest and active participation of all the parties
concerned: directors of the selected schools; regional school inspectors;
administrative personnel of the Ministry of Primary Education; and the ‘mediators’
trained. According to some interviews, interest in the courses provided went beyond
the schools selected and teachers or directors from other schools asked whether they
too would be eligible for training. It should also be noted that many modules were
designed with the possibility of becoming institutionalized self-training and distance-
learning tools.

Concerning the quality of the material used in the training sessions, its preparation
was subcontracted to universities and specialized associations under the supervision
of the IOM coordinator, an education specialist, and of the technical personnel of the
                                                                
28 See Annex 8 for a summary of achieved versus planned results.



18

MEP. As already mentioned, the material had to go through a formal approval process
by the Government of Costa Rica.

The project document foresaw the training of 1,500 teachers and administrative
personnel. To date, 1,489 persons from 324 selected schools have attended training
sessions. Before year-end additional training will have been given to an estimated 250
persons, especially for those involved in the adult education component. It is also
important to note that more than 1,500 persons from the community (parents, former
teachers, high school students) have also participated in training sessions. Depending
on their responsibility/field of work, some participants attended individual sessions of
the different modules.

Again, in order to benefit from assistance under the education component (see below),
the schools had to prepare a mediation project, explaining the measures that would be
taken to apply what was learned — mainly on integration and migration issues — and
the new approach of mediation. 310 mediation projects were finalized and 207 have
been selected for implementation in 2001.

The education component

The third component is in fact a logical continuation of the activities implemented in
the first two: having repaired or rehabilitated some of the most needy schools, and
trained most of the personnel selected to implement the programme, the direct
application of the new modules and methodology for the benefit of the children and
their parents was the last important aspect of the programme strategy.

In the course of documentation reviews and visits to some of the schools using the
mediation methodology29, the evaluator encountered a great deal of enthusiasm for the
project on the part of the teachers, school directors and children. In particular, the
children who had been chosen as mediators were very motivated and proud to help
younger pupils. Some recognized that it was also helping their own studies. It is
important to note that although the sessions were organized after regular school hours
the level of participation was not affected30.  Many of the school directors have
already spontaneously reproduced the training sessions for their personnel.

A total of 7,110 children were participating in mediation sessions at the time of the
visit of which 30% were Nicaraguan migrants. In looking at these figures, it can be
seen that this programme has substantially benefited Costa Rican children from poor
communities in improving their results. This is certainly one of the most interesting
aspects of the programme in terms of integration. Faced with similar problems, the
children help each other and this will doubtless bring additional social benefits to the
population. 1,000 units of each module prepared have been distributed to the schools
for these sessions. It is noteworthy that although the PEMs are run outside normal

                                                                
29 In summary, it tends to improve knowledge of a specific topic through assistance provided by older
students, parents, teachers, other adults (for instance retired teachers).  For more information, see
Section 2.3.1. During the field trip, the evaluator visited 12 schools and observed 250 children in
‘mediation’ classes  – see also Annex 2.
30 During his field visit the evaluator was given 51 cards prepared by the children as a thank-you for the
programme (see a selection in Annex 9).
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teaching hours there is no lack of volunteers because of the general enthusiasm about
the level of attendance and results.

The Ministry, school directors, teachers and administrative personnel greeted this
programme with interest since it represented a fresh approach, never before used in
Costa Rica, to providing assistance to needy children. It is also worth underlining the
interest of the President and Vice-President of Costa Rica who participated in the
inauguration ceremony of the first classrooms built. During the interviews, some
school directors and teachers said that initially they had been skeptical about the
benefits of such an approach, especially as it was also intended to facilitate the
integration of migrant children through some of the modules prepared. However, after
experiencing it firsthand they recognized it to be a valid approach. As an anecdote,
when he learned about IOM's experience the creator of the theory told one of the IOM
experts that he “had never dreamt” of implementing his theory in a developmental
context to solve migration problems.

The ‘open school’ concept was also new to the formal Costa Rican education
system31. It has been institutionalized and implemented in the schools of communities
with a high percentage of children who are illiterate or not at school. At the time of
the visit, 40 schools were implementing the programme, 157 teachers had been
trained, 8,000 working guides had been adapted to the targeted population and 3,000
students, of which 21 % migrants, had already registered. During the field visits, it
was not possible to talk to the children attending open school but with their directors
and teachers. According to them, this is a very interesting approach that has been
welcomed by the affected communities.

Concerning adult education, implementation of this component is in its final stages.
To date, 510 teachers have been trained in order to assist an estimated 7,300 students.
350 units for groups of 15 students of literacy programmes have been finalized and
validated (representing a total of 5,250 students). 21 NGOs and civil associations
working closely with these poor communities have already shown that they are keen
to collaborate on the programme.

It is also worth mentioning that gender aspects were taken into account whenever
relevant. For instance, a module on ‘gender’ was prepared for the open school
sessions, and the problems faced by pregnant women were taken into account for the
elaboration of the open school and adult education programmes.

A last aspect of the education component is the selection of the teaching materials
consisting of books, maps, educational games, tools to stimulate creativity, etc.32. This
was based on a needs assessment in the schools selected for the programme. Material
was allocated to schools according to two criteria: that they had participated in the
training programme, and had prepared a mediation project33 (PEM), which was one of
the main elements for the ownership of the intervention in the schools. 56,000 units
have been distributed to 300 schools, and 150 units to 15 regional administrations.

                                                                
31 NGOs, such as Caritas, were already working on the educational needs of street children but their
work was not institutionalized.
32 See detailed list in  Annex 4
33 See also Section 2.3
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As a final anecdote on IOM's effectiveness in implementing this programme,
Government and donor representatives mentioned during the interviews that IOM was
asked to slow down implementation of the programme as the Government could not
keep pace with the speed with which IOM was delivering the various modules and
activities.

Conclusion:  There is considerable evidence that the implementation of the different
components of the programme has been very effective. All the complementary
activities — such as cooperation between the Government, schools, associations,
communities and personnel — and the institutionalization of the various approaches
— such as selection of schools and beneficiaries, identification of the migration and
integration problems, preparation of innovative approaches and modules — have
been carried out with a high degree of professionalism and sensitivity. Evaluations
were regularly performed as programme implementation progressed.     

3.2.2   Impact and Sustainability

Programme Impact

Impact analysis should examine to what extent this programme has improved access
to quality basic education for communities affected by Mitch-related Nicaraguan
migration, and to what extent the capacity of the Costa Rican education system has
been upgraded to address the problems this migration has caused. It should also
examine the notion of ‘integration’ of migrant children in Costa Rican schools, as one
hypothesis of this programme is that it will facilitate the integration of migrants
through education.

First of all, it is important to reiterate that steps have been taken to institutionalize the
methodologies proposed by the programme. Acceptance by the Costa Rican
Government and its great interest, as shown by the participation of the President and
Vice-President in the inauguration ceremony, are good indications that the
programme has made an impact on the education system and will continue to do so.
There are many signs that the Government considers itself as the owner of the
programme and interviews revealed considerable enthusiasm amongst the teachers
and directors for its methodology. This will certainly have a positive impact on the
relevance of the approach in the Costa Rican education system as evidenced by the
interest that other schools have already shown in the modules developed.

Before going further, it should be recalled that an impact evaluation is planned for the
end of the year, the terms of reference34 of which were also discussed during the field
visit in light of the current evaluation exercise. The objective of the impact evaluation
will be to evaluate the effects on the teachers and the education community of the
processes developed in the framework of the programme. The main focus will be the
programme's impact on the children and more generally on overall educational
performance.

Although this impact analysis has not yet started, there are already clear signs of the
programme's impact on the Costa Rican education system. Firstly, the physical

                                                                
34 See Annex 3 for the objectives of the impact evaluation.
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environment of the most needy schools has been greatly improved through the
infrastructure work and the purchase of teaching materials. According to interviews,
this has been very beneficial to the children and teachers.  It has also raised interest in
finding alternative solutions to the problems faced by the Nicaraguan migrants and the
schools hosting them.

Concerning the ‘mediation’ activities, their benefits will be clearer once the impact
evaluation starts. However, it has already been seen that the children are enthusiastic
about this new approach to improving their scholastic results, and the fact that there is
a mixture of Nicaraguan and Costa Rican children in the same groups shows that the
migrant community should not be treated in isolation. As already mentioned, it would
have been a mistake to segregate the groups according to their origin and this is
another reason why, as also indicated during field interviews, integration is going
smoothly. Moreover, the ‘mediators’ assisting the groups of children are older
students, parents or adults, both Costa Rican and Nicaraguan.

Concerning 'open school', the field visit provided little or no evidence of the impact of
this component but the planned impact evaluation will also cover this aspect.
Discussions with the school directors and teachers have shown that the flexibility of
the IOM/MEP/USAID approach is attracting more children than usual, especially as
they can use self-learning tools to improve their education. They can also change
school if necessary without having to start from scratch. Pupils will receive an official
diploma that will facilitate their search for a job or the decision to continue studying.
At the time of writing, similar activities for adult education are just being
implemented. Nothing can be said now on their impact, other than that they have
already been institutionalized.

Conclusion: It is already possible to observe the positive impact of the programme on
the problems that the Costa Rican education system is experiencing as a result of
Nicaraguan migration.   In addition, there are clear signs that the 'mediation' theory
is having a positive impact on the children, as demonstrated by their enthusiasm, as
well as on their integration. Nevertheless, it is worth conducting an in-depth impact
evaluation to verify these preliminary findings.

Sustainability

Sustainability is certainly one of the most important aspects of the programme and
can only be achieved once these new approaches are fully incorporated into the Costa
Rican education system. The past year, which in fact has been a pilot phase, is
insufficient time to ensure that these new methodologies have been harmoniously and
durably integrated into the system and are giving rise to lasting benefits.

For the integration of the approaches in the Costa Rican education system, there are
already indications that the methodologies proposed by the programme have been
accepted by the teachers and the directors of the schools selected, which is an
encouraging sign for their continuation next year.  This enthusiasm has been apparent
for the mediation, open school and adult education components.
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As regards the child beneficiaries, it is probable that the methodology used for
children facing problems at school will be continued as the children themselves and
the ‘mediators’ have been heavily involved in the programme this academic year. In
addition, the assistance given to the children during the mediation sessions by retired
teachers, parents or others persons, such as social assistants of the schools, can
certainly be continued in view of their commitment.

At the administrative level, every effort has been taken to obtain formal approval for
all the methodologies and training modules proposed and to ensure their integration
into the Costa Rican education system without delay. It will be the Government of
Costa Rica's responsibility to continue to support and expand when appropriate the
activities implemented up to now. During the interviews conducted with Government
officials, it was confirmed that the relevant administration within the Ministry of
Public Education would continue to promote these newly approved activities.

Finally, concerning the integration aspect of the Nicaraguan migrants, there is also
evidence that the programme has brought significant benefits.  For instance, it was
found during the field visits that some of the ‘mediators’ were Nicaraguan mothers
who had in fact been teachers in their own country. This has proved very beneficial
for the children and the school directors are pleased with the quality of the mediation
sessions, which cost the schools nothing. Many Costa Rican children experiencing
problems at school are benefiting from mediation sessions given by Nicaraguan
parents. This collaboration is helping to show the Nicaraguan migrants in a different
light and not just as foreigners who are trying to extract the maximum benefits from
their stay without contributing anything to their host communities.

All these positive elements will no doubt lead to the continuation of the experience
and to the sustainability of the approaches. However, some technical problems might
emerge at the beginning of the next school year since the methodology is relatively
new to the Costa Rican education system and will probably require some
improvements and additional training.  This is especially true for adult education and
to a lesser extent open school. The extension of the programme could also help the
MEP to apply the systems to other schools that were not selected due to the their lack
of Nicaraguan migrants. The Government of Costa Rica should be the one who
allocates additional funds for the extension as it is closely linked to the programme's
sustainability and reinforcement of the ‘ownership’ of the methodologies proposed.
USAID Regional Office confirmed during the interviews that it will not be possible to
fund an extension as appropriate budget lines are no longer available, since they come
from special emergency funds related to the Hurricane Mitch disaster. However, they
expressed considerable satisfaction with the IOM programme and confirmed that
support will be given to the Government and IOM to identify alternative funding for
an extension phase.

Recommendation:  Even if there is evidence that the Government will continue
to promote the activities implemented through the programme, it is strongly
recommended that the possibility of extending the programme into the beginning
of the new school year be explored. This will certainly reinforce
institutionalization and acceptance by the teachers, directors and administrative
personnel of the new methodologies. This extension would also be the occasion to
analyze to what extent such methodologies could be applied to all public schools,
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whatever the number of migrants. Modules on migration issues prepared for the
programme can also help communities in the country to change their outlook on
the issue of migration and to facilitate the harmonious integration of foreigners
into society.

3.3 Efficiency and Cost-effectiveness

Concerning the efficiency of programme management, an external audit was
conducted at the end of 2000 and drew positive conclusions on its administrative and
financial management. Based on the findings of this audit, IOM San Jose has
maintained the same quality of administrative and financial management with the
involvement of the accountant and internal auditor. Regular contacts have been
pursued with the Government and the donor on financial matters.

IOM San Jose continued to provide all parties involved with reports on monthly
expenditures35 as well as any information considered important for sound programme
management, such as the bidding processes or sub-contracts. It is also important to
mention here that budget revisions were presented to the donor when necessary and
an extension from September 2001 to December 2001 has been approved.

Concerning the bidding processes and contractual arrangements with sub-contractors,
the documentation examined shows a high degree of professionalism in the
establishment of these procedures and contractual agreements. During his field visit
the evaluator did not hear of any complaints from the Government or donor regarding
mismanagement at this level.

In analyzing the programme costs, there are many indications to confirm cost-
effectiveness. At the construction level, for instance, the cost per unit for IOM was
estimated at USD 10,000, based on the official Government data which proposes a
budget of USD 12,000 per classroom. The final cost was USD 8,200 per classroom
(i.e. 18% below IOM's budget and 31.6% below the standard Government cost)
representing a considerable saving.  Economies have been achieved in a number of
ways and particularly by requiring the beneficiary schools to participate in the site
preparation and by implementing competitive bidding processes.

Some of the costs of the purchase and distribution of teaching materials could have
been reduced, for instance by managing the process from A to Z, but this would
certainly have been detrimental to effective organization. IOM therefore managed this
process in coordination with the MEP, and a well-known professional enterprise was
then selected to consolidate and distribute the materials. By doing so it has been
possible to distribute more than 56,000 articles with little damage or loss.

For the work with universities and associations on the teaching modules, all costs
have been kept within budget allocations. The amounts paid to the sub-contractors
were in line with the budgets, but it has also been noted that many of parties involved
inside the universities and associations went above and beyond the requirements of

                                                                
35 See Annex 10 for the financial situation as at end June 2001.
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their contractual agreements. Moreover, parents and retired teachers acting as
mediators have been working free-of-charge outside regular school hours.

Conclusion:  The external audit conducted at the end of 2000 and the follow-up have
provided ample evidence to conclude on the efficiency of the programme. Relevant
data has been collected on the cost-effectiveness of the infrastructure component. For
the education component, the possibility of a three-month extension with no increase
in budget can be considered in this specific case as cost-effective, especially as all the
planned activities have been executed properly, as shown under the analysis of
effectiveness.

4. FUTURE PROSPECTS IN THE FIELD OF EDUCATION

The programme implemented in Costa Rica is an innovative experience for IOM that
merits inclusion in the list of tools and services that IOM can offer in the framework
of education and integration of migrants, as well as in IOM’s list of best practices.
Such a programme can be implemented in countries facing problems associated with
integrating populations into their society, as was the case in Costa Rica. It differs from
those that IOM has implemented up till now as it not just limited to migrants (as
would be the case in language training for migrant resettlement programmes). It is
also an ambitious programme as it has called for the institutionalization of new
methodologies and modules inside the education system.

Action at the education level, and especially with primary level children, is an
effective step towards integrating a given population into society. The active
participation in the mediation sessions of parents and adults from the community —
whether migrants themselves or hosts — is another positive step towards creating
awareness of the problems faced by these migrant populations and finding solutions to
them.

There has been no specific action by IOM Headquarters that highlights the importance
and validity of this holistic approach in the field of ‘migration, education and
integration’. The evaluation report, the planned impact evaluation and the final report
of the programme could form the basis of a working document to be made available
to countries in need of such assistance.

Recommendation: The Migration Management Service Department is strongly
advised to include this programme and the material produced in the best-
practices of its Technical Cooperation services, as it represents a very positive
and unique experience in the integration of migrant communities into society
through education. However, this type of programme can only be replicated in
countries where the government provides its full support to IOM during
implementation and agrees to institutionalize the approach.
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 5. SUMMARY OF CONCLUSIONS AND RECOMMENDATIONS

Conclusions:

1. The programme is relevant to the mandate of the Organization. The assistance
provided to the different target groups can also be considered relevant to the
work of the Organization, as is the strategy to the needs of the target
population.

2. There is considerable evidence that the implementation of the different
components of the programme has been very effective. All the complementary
activities — such as cooperation between the Government, schools,
associations, communities and personnel — and the institutionalization of the
various approaches — such as selection of schools and beneficiaries,
identification of the migration and integration problems, preparation of
innovative approaches and modules — have been carried out with a high
degree of professionalism and sensitivity. Evaluations were regularly
performed as programme implementation progressed.

3. It is already possible to observe the positive impact of the programme on the
problems that the Costa Rican education system is experiencing as a result of
Nicaraguan migration.   In addition, there are clear signs that the 'mediation'
theory is having a positive impact on the children, as demonstrated by their
enthusiasm, as well as on their integration. Nevertheless, it is worth
conducting an in-depth impact evaluation to verify these preliminary findings.

4. The external audit conducted at the end of 2000 and the follow-up have
provided ample evidence to conclude on the efficiency of the programme.
Relevant data has been collected on the cost-effectiveness of the infrastructure
component. For the education component, the possibility of a three-month
extension with no increase in budget can be considered in this specific case as
cost-effective, especially as all the planned activities have been executed
properly, as shown under the analysis of effectiveness.

Recommendations:

1. Even if there is evidence that the Government will continue to promote the
activities implemented through the programme, it is strongly recommended
that the possibility of extending the programme into the beginning of the new
school year be explored. This will certainly reinforce institutionalization and
acceptance by the teachers, directors and administrative personnel of the new
methodologies.  This extension would also be the occasion to analyze to what
extent such methodologies could be applied to all public schools, whatever the
number of migrants.  Modules on migration issues prepared for the
programme can also help communities in the country to change their outlook
on the issue of migration and to facilitate the harmonious integration of
foreigners into society.
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2. The Migration Management Service Department is strongly advised to include
this programme and the material produced in the best-practices of its
Technical Cooperation services, as it represents a very positive and unique
experience in the integration of migrant communities into society through
education.  However, this type of programme can only be replicated in
countries where the government provides its full support to IOM during
implementation and agrees to institutionalize the approach.



ANNEX 1

EVALUATION OF THE PROGRAMME TO

 UPGRADE THE CAPACITY OF THE COSTA RICAN EDUCATION SYSTEM
IN SELECTED COMMUNITIES AFFECTED BY MITCH-RELATED

NICARAGUAN MIGRATION

TERMS OF REFERENCE   

1. BACKGROUND

In 1999, in the framework of its assistance to the Costa Rican Government, IOM
conducted a study indicating that the capacity of Costa Rican institutions to absorb
immigrants has reached a critical point, particularly the educational system. Hurricane
Mitch also aggravated the flow of migration towards Costa Rica from affected
countries, especially Nicaragua.

The Government of Costa Rica requested IOM's assistance in preparing a
comprehensive proposal addressing the negative impact of immigration on education,
health, employment and housing sectors, in particular among the Nicaraguan migrant
community. The provision of education to both children and parents was considered
essential for successful integration of the immigrant population and for the
development of socio-economic skills necessary for survival and progress in a new
environment.  In providing good quality education for these communities it was also
expected that impact of activities in the other sectors would be enhanced.

Different needs or gaps in the education sector were also identified and can be
summarized as follows: serious overcrowding in schools; over-age immigrant
children; lack of textbooks and learning materials; teachers ill-prepared for the needs
of the Nicaraguan children; disparity in levels of learning; illiterate parents; poor
health practices and civic education among the target group; lack of trained teachers
in adult education; lack of flexible programmes.

The goal of the programme was stated as follows: “to improve access to quality basic
education in selected communities affected by Mitch-related Nicaraguan migration”
and its objective was “to upgrade the capacity of the Costa Rican education system in
selected communities affected by Mitch-related Nicaraguan migration”. The
programme's strategy was based on four main activities considered essential for the
improvement of migrants' access to quality education:

- “Expand the number of classrooms in selected disadvantaged schools with a high
incidence of Nicaraguan immigrant children;

- Provide in-service training to better prepare teachers and administrators to address
pedagogical, health and socialization issues of immigrant children;

- Improve access to textbooks and innovative teaching material oriented towards the
immigrant children and their special educational needs; and

- Strengthen adult education programmes, especially for parents of disadvantaged
immigrant children.”
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A series of indicators were also proposed in the programme document:

- Build and/or rehabilitate 257 classrooms, dining rooms and 45 sanitary units, thus
providing classroom space for about 15,000 children and reducing the chronic
overcrowding in selected immigrant communities.  This should result, in the
longer run, in improved education;

- Provide a full set of 8 textbooks for use by each of the 15,000 children targeted by
the programme, innovative learning materials and special after hours remedial
programmes for students with special learning needs, which will result in the
medium-term in improved  performance of disadvantaged school children;

- Upgrade the skills of 1,500 teachers and school administrators to better address
the special needs of immigrant children, which will contribute to the improved
performance of disadvantaged immigrant school children; and

- Provide basic literacy and numeracy, health and civics training for about 5,000
illiterate Nicaraguan immigrant parents and adults, enabling them to be more
effective in helping their children with their school work and consequently leading
to better socio-economic conditions for the families.

Three targets groups were also identified: A primary target group consisting of
Nicaraguan immigrants who had been displaced as a result of Hurricane Mitch; a
secondary group comprising all Nicaraguan immigrants in selected communities, and
a tertiary target group consisting of all children in the schools selected for assistance.
In an effort to focus programme assistance on the primary target group, criteria for the
selection of schools were established in cooperation with the Government of Costa
Rica.

The programme budget amounts to USD 4,930,000 and is fully funded by USAID. It
officially started in December 1999 and should be completed in September 2001. A
grant agreement has been signed between the donor and IOM and a Memorandum of
Understanding between the Government of Costa Rica, USAID and IOM.

2. OBJECTIVES OF THE EVALUATION

The programme document specifies that the IOM Office in San Jose will prepare a
‘Final Programme Performance Report’ in order to address programme
accomplishments, progress towards achieving objectives, lessons learned and
recommendations for similar programmes. However, due to the size of the
programme and its innovative approach inside IOM, IOM San Jose proposed at the
end of 2000 to have a final internal evaluation conducted by the Office of the
Inspector General.  Evaluation/OIG subsequently included the programme in its 2001
evaluation plan.
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The main objective of the evaluation is:

‘To evaluate the overall performance and success of the programme and to assess the
relevance of its strategy for replication in other sectors and/or countries, especially
from the perspective of a better integration of migrant populations.’

More specifically, the evaluation will:

- Analyze the concept of ‘integration of migrants’ in Costa-Rica, mainly through
existing legislation, studies etc;

- Analyze the relevance of the strategy of the programme in light of the migration
situation in the country;

- Evaluate the relevance of the programme to IOM's mandate as well as the
relevance of the target group(s) selected, including an analysis of the application
of selection criteria;

- Evaluate the effectiveness of the programme in reaching its objective(s), in
particular effectiveness in constructing/rehabilitating schools, in providing teacher
training and to the administration in general, in improving access to education
material adapted to the target group(s) and in strengthening adult education
programmes;

- Assess the effectiveness in addressing health, employment and housing issues as
requested by the Government and as proposed in the strategy of the approach;

- Evaluate the efficiency in the administration of the programme as well as its cost-
effectiveness,

- Examine the measures taken to achieve the sustainability of activities
implemented;

- Analyze the institutional arrangements and IOM's global management of the
programme including an analysis of the comparative advantage in having IOM as
the main implementing partner. The management of the programme will also be
examined in light of the Grant Agreement with the donor and the MoU signed
between the Governement of Costa Rica, the donor and IOM,

- Evaluate the programme's impact on the education system from the perspective of
an improved integration of migrant communities,

- Evaluate the indirect impact on health, employment and housing, as well as at
social level inside the communities selected by the programme,

- Analyze the programme's potential for replication in other sectors or countries
from the perspective of a better integration of migrant populations in difficult
situations.
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3. EVALUATION METHODOLOGY

The evaluation methodology will consist of:

- A documentation review. For the programme itself, IOM San Jose will be
responsible for providing the necessary documentation including activity and
programme performance reports, financial data, correspondence, specific
agreements and/or sub-agreements, technical documentation (especially for the
construction component). It also includes any other documentation that IOM San
Jose's considers important for the evaluation exercise, for instance on the
integration policy/strategy in Costa Rica.

- A series of interviews in the field with: Government representatives, official
partners, parent associations, community leaders, teachers, students and any other
institutions or persons that IOM San Jose deems necessary. The organization of
focus group discussions will be considered. The schedule of interviews will be
finalized with IOM San Jose taking into account the duration of the field visit.

The organization of a survey to measure the impact of the programme will be
considered at a later stage depending on the qualitative and quantitative data already
available at IOM, or obtained from the Government and other institutions. This will
also be discussed further with IOM San Jose during the preparation phase.

4. RESOURCES AND TIMING

The evaluation costs will be borne mainly by OIG. A contribution by IOM San Jose
will be discussed, especially if it is found necessary to conduct a survey to measure
the programme's impact.

A draft report should be made available mid-September 2001.
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INTERVIEWS AND BIBLIOGRAPHICAL REFERENCES

Interviews and field visits:

- Roberto Kozak, IOM Regional Representative, San Jose, Costa Rica
- Solera Luis, Programme Coordinator, IOM San Jose
- Anne Robert, Coordinator – Education component, IOM San Jose
- Vilma Contreras Ramirez, Consultant – Education, IOM San Jose
- Victor Segura Ramirez, Coordinator Technical Team - Literacy Programme, IOM

San Jose
- Luis Daris Sanchez, Instigator – Literacy Programme, IOM San Jose
- Diana Villegas Barrantes, Instigator – Literacy Programme, IOM San Jose
- Heriberto Rodriguez Solis, Construction Specialist - Infrastructure, IOM San Jose
- Edgar Barrantes Mendez, Internal Auditor, IOM San Jose
- Javier Barboza Vega, General Accountant, IOM San Jose
- Daisy Orozco Rodriguez, Executive Director, CENADI-MEP, San Jose
- Miguel Jara, Director – ICER, San Jose, Costa Rica
- Eunicia Murillo Arias, Programme Coordinator, ICER, San Jose, Costa Rica
- Omar Esquivel, Director Adult Education Department, MEP, San Jose
- Marta Eugenia Sanchez, Vicerrectoria Academica, Universidad Nacional Costa

Rica - UNA, San Jose
- Marta Eugenia Monge Piedra, Director Rural Education – UNA/CIDE, San Jose
- Luz Emilia Flores Davis, Professor,  UNA/CIDE, San Jose
- Edgar Cespedes Ruiz, Professor, UNA/CIDE, San Jose
- Jose Carvajal, Statistician-Education Specialist, Asociacion Demografica

Costarricense, San Jose
- Richard Whelden, Deputy Director, USAID Regional Office, Guatemala

Twelve schools with a high concentration of migrants were visited. In each school,
meetings were held with the Director, teachers in charge of mediation and the children
attending the sessions.  It was also possible to talk to the mediators themselves
(children of the same school, students from secondary schools, parents of children,
both Nicaraguan and Costa Rican, retired teachers and other adults from the
community).

Schools visited:

San Jose:  La Valencia, Tejarcillos, Carolina Dent,  San Juan, Carlos Sanabria, La
Carpio, Otto Hubbe

Guapiles:   San Antonio, La Rita

Sarapiqui:  Flaminia, El Progresso

Alajuela:    El Sitio
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- OIM, “Contrato para Centro de Acopio, Reempaque y Distribucion de Materiales
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- OIM, “Informe Trimestrial de Ejecucion”, San Jose, January-March 2000, April-
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- IOM, “Procurement System: Contracting Procedure for the Design, Monitoring
and Evaluation of Construction Activities”, San Jose

- IOM, “Procurement System: Contracting Procedure for the Procurement of
Construction Services”, San Jose

- OIM, “Informe Final: Componente de Infrastructura”, San Jose, March 2001
- Universidad de Costa Rica, “Propuesta Tecnica y Economica – Pt 2-2000-

Material Didactico y Capacitacion”, Facultad de Educacion, San Jose, May 2000
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- Universidad de Costa Rica, “Informe Final de Ejecucion: Modulo 2, Rendimiento
Escolar; Modulo 3, Admision, Ubicacion y Matricula”, Faculdad de Educacion,
San Jose, January 2001

- Universidad de Costa Rica, “Modulo 2.1, Educacion de Calidad; Modulo 2.2,
Educar para la Diversidad; Modulo 2.3, Exito Escolar – Serie Rendimiento
Escolar”, MEP/OIM/USAID/UCR, San Jose, August 2000

- Universidad Nacional, “Los Procesos Migratorios Acompañan la Historia –
Modulo Autoformacion”,  San Jose

- Universidad Nacional, “Compartiendo con la Poblacion Meta: una Manera de
Acercarnos a su Entorno Cultural y a sus Formas de Comunicacion Oral –
Informe de Investigacion”, San Jose, November 2000

- Universidad Nacional, “Material Didactico y Propuesta de Capacitacion – Informe
Final”, San Jose, March 2001

- MEP/OIM, “Propuesta para la Evaluacion y Certificacion de la Capacitacion del
Sistema Educativo Costarricense en Comunidades Afectadas por Migracion
Nicaraguense que se realiza en el Marco del Convenio MEP/OIM”, San Jose, May
2001

- MEP, “Propuesta de Validacion de las Guias de Auto Aprendizaje en el Proyecto
Aula Abierta”, San Jose, July 2001

- Proyecto Estado de la Nacion, “Gallo Pinto, Agua Dulce y Mucho Mas: Modulo
Sobre el Tema de las Migraciones para Educacion Primaria”, San Jose, June 2001

- Asociacion Demografica Costarricense, “Diversidad y Integracion Cultural,
Modulo Pedagogico, San Jose, July 2000

- CARITAS, “Proyecto de Mediacion – Convenio USAID/OIM/CARITAS/MEP:
Informe Mensual”, Diosecis Tilaran-Cartago, August 2000

- A.M. Herrera Betancourt, “Proyecto de Mediacion – Convenio
USAID/MEP/OIM: Informe 2”, San Jose, July 2000

- MEP/Direccion Regional de Educacion de Liberia, “Proyecto Escolar de
Mediacion de las Escuelas: La Garita, Santa Elena, Las Vueltas, San Fernando”,
November 2000

- MEP/Direccion Regional San Jose Uno – Circuito 07, “Escuela Luis Demetrio
Tinoco Castro: Informe del Proyecto Escolar de Mediacion – Año 2001”, San Jose

- KPMG, “Financial Audit – Draft Report”, San Jose, February 2001
- Government of Costa Rica, “Improvement of Living Conditions and Integration of

Immigrants in Costa Rica”, San Jose, August 1999
- OIM/FLASCO, “Amnistia Migratoria en Costa Rica”, San Jose, 1999
- IMAS, “Sembrando Esperanzas: La Superacion de la Pobreza Mediante el

Desarrollo de la Inteligencia en la Infancia y la Juventud”, UNICEF/PNUD, San
Jose, 1998.
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ASOCIACIÓN DEMOGRÁFICA COSTARRICENSE

PROPUESTA
Evaluación Final del Proyecto "Ampliación de la Capacidad del Sistema Educativo

Costarricense en Comunidades Afectadas por Migración Nicaragüense Relacionada
con el Huracán Mitch"

N.B.  Only the objectives of the Terms of Reference are given here for easy reference

Objetivo general

Evaluar el efecto de los procesos desarrollados en el marco del proyecto denominado
"Ampliación de la capacidad del sistema educativo costarricense en comunidades afectadas
por migración nicaragüense relacionadas con el Huracán Mitch" en los docentes y la
comunidad educativa.

Objetivos especificos

a) Evaluar el efecto del proyecto sobre el rendimiento escolar de los niños y niñas

b) Valorar la capacidad de los docentes y la comunidad educativa para desarrollar
actividades tendientes a favorecer la igualdad social e intelectual de todo el
alumnado (proactividad en el desarrollo de los objetivos del proyecto).

c) Recuperar las experiencias y lecciones aprendidas por las y los diferentes
participantes en el proyecto.

d) Identificar los cambios de actitudes y práticas de los y las actoras en áreas
sustantivas del proyecto (sensibilidad e interculturalidad)

e) Realizar un análisis comparativo de los resultados del proyecto en las escuelas
participantes que permitan construir un parámetro de comparación.

f) Iniciar un proceso de planificación que permita la sostenibilidad de las acciones del
proyecto en el ámbito de la diversidad e integración cultural a partir del parámetro
construido.

San José, junio del 2001
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LISTS OF TEACHING MATERIALS
_________________________________

List A
Contenido del Paquete de Material Didáctico Escolar

(Total artículos  —  92)

MATERIAL DIDACTICO ESCOLAR A REEMPACARSE EN 315 PAQUETES:

MATERIAL APOYO A LA LABOR DOCENTE EN FORMA ESCRITA

CANTIDAD ARTICULO
1 JUEGOS LIBROS  "VAMOS SECUNDARIA" (16 LIBROS)

       4 ESPAÑOL
       4 CIENCIAS
       4 MATEMATICAS
       4 SOCIALES

1 DICCIONARIO DE SINONIMOS Y ANTONIMOS LAROUSE
1 DICCIONARIO SANTILLANA ESPAÑOL
1 FICHAS:  PALABRAS BASICAS
1 FICHAS:  ABECEDARIO
1 PAQUETE DE 24 LIBROS COLECCION "EN PAREJAS"
1 PAQUETE DE 6 LIBROS COLECCION "TESORO DE CUENTOS"
1 EDUCACION PARA LA PAZ
1 MEDIACION DE CONFLICTOS EN INST.EDUCATIVAS
1 TRABAJANDO CON IMAGINACIÓN
1 ESTRATEGIAS DIDACTICO-EDUCATIVAS
1 HACIA UNA EDUCACION DE CALIDAD
1 LA TOLERANCIA:  UMBRAL DE LA PAZ
1 ESTIMULAR INTELIGENCIAS MULTIPLES
1 ATENCION APRENDIZAJE Y RENDIMIENTO ESCOLAR
1 COMO EDUCAR EN VALORES
1 ESCUELA, TEATRO Y CONSTRUC. DEL CONOCIMIENTO
1 EL NIÑO Y LA PAZ
1 500 ACTIVIDADES PARA CURRICULO
1 VIDA SILVESTRE Y PARQUES NACIONALES DE C.R.

TOTAL ARTICULOS 63

GLOBOS TERRAQUEOS Y JUEGOS DE GEOMETRÍA

CANTIDAD ARTICULO
1 JUEGO DE GEOMETRIA CON 4 ARTICULOS
1 GLOBO TERRAQUEO CON PIE

TOTAL ARTICULOS 5
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______________________________________________________________________________________________________________________
CONTRATO ENTRE LA ORGANIZACIÓN INTERNACIONAL PARA LAS MIGRACIONES (OIM) Y

CORREDORES MARITIMOS Y ADUANEROS SOCIEDAD ANONIMA, (CORMAR)
PARA CENTRO DE ACOPIO, REEMPAQUE Y DISTRIBUCIÓNDE MATERIALES DIDÁCTICOS ESCOLARES

2

MAPAS
CANTIDAD ARTICULO

1 MAPA DE COSTA RICA FISICO POLÍTICO
1 MAPA DE CENTRO AMERICA
1 PLANISFERIO FISICO
1 PLANISFERIO POLITICO

TOTAL ARTICULOS 4

LAMINARIOS

CANTIDAD ARTICULO
1 PAQUETE 15 LAMINAS EDUCATODO:

 TABLA DE FRACCIONES
 TABLAS DE MULTIPLICAR
 SISTEMA OSEO
 SISTEMA MUSCULAR
 EL AGUA Y SU CONTAMINACIÓN
 EL AGUA - USO ADECUADO
 LETRA SCRIPT
 EL SOL FUENTE DE LUZ Y CALOR
 EMBARAZO
 APARATO REPRODUCTOR FEMENINO
 APARATO REPRODUCTOR MASCULINO
 SISTEMA RESPIRATORIO
 APARATO DIGESTIVO
 SISTEMA CIRCULATORIO
 LETRA CURSIVA

1 PAQUETE 4 LAMINAS MUNDO CARTOG.
SISTEMA SOLAR
CONTAMINACION
EL AGUJERO DE OZONO
ROTACION DE LA TIERRA

TOTAL ARTICULOS 19

MATERIAL MANIPULATIVO Y JUEGOS

1 PAQUETE DE JUEGOS ATRIBUTOS CADENA
TOTAL ARTICULOS 1
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CONTRATO ENTRE LA ORGANIZACIÓN INTERNACIONAL PARA LAS MIGRACIONES (OIM) Y

CORREDORES MARITIMOS Y ADUANEROS SOCIEDAD ANONIMA, (CORMAR)
PARA CENTRO DE ACOPIO, REEMPAQUE Y DISTRIBUCIÓNDE MATERIALES DIDÁCTICOS ESCOLARES
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List B
Contenido del Paquete de Material Didáctico Escolar

(Total artículos — 58)

MATERIAL DIDACTICO ESCOLAR A REEMPACARSE EN 800 PAQUETES:

MATERIAL MANIPULATIVO Y JUEGOS

CANTIDAD ARTICULO
1 LOS SONIDOS
1 LOTO MULTIPLICACIONES
1 LOTO SUMA Y RESTAS
1 JUEGO ENGRANAJES GEARS 150PZS
1 JUEGO ANATOMIA HUMANA
1 FRACCIONES
1 GEOPLANOS PLASTICOS
1 TANGRAMAS
1 SOLIDOS GEOMETRICOS
1 RECIPIENTES GRADUADOS P/MEDIDA
1 SOLIDOS GEOMETRICOS
1 OTTAUS PRIMER BALANCE (ROMANA)
1 MEMORY CLASSIC
1 MEMORY NATUR
1 MAPA COSTA RICA (Rompecabezas)
1 BOTONES

TOTAL ARTICULOS 16

CAJA CON SUMINISTROS ESCOLARES
CANTIDAD ARTICULO

1 CAJA MULTIARCHIVOS FAMOS
1 GOMA 1/4 GALON RESISTOL
1 CRAYONES JUMBO DE 24 PIEZAS
1 LAPICES DE COLOR LYRA
6 PAQUETE DE PAPEL DE CONSTRUCCION
6 PAPEL PERIODICO BLANCO

12 TIJERAS DE PUNTA REDONDEADA
2 LAPIZ DE GRAFITO MONGOL 12 UNIDADES

12 CUADERNO COCIDO FAMOS DE 96 HOJAS GRANDE
TOTAL ARTICULOS 42
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LIST OF NGOs PARTICIPATING IN THE ADULT EDUCATION
COMPONENT∗

ASOCIACIÓN CAMPESINA PARA EL DESARROLLO SOSTENIBLE
ASOCIACIÓN CRISTIANA DE JÓVENES - ACJ
ASOCIACIÓN DE DESARROLLO ECONÓMICO LABORAL
ASOCIACIÓN MUJERES AFRO- COSTARRICENSES
ASOCIACIÓN DE TRABAJADORAS DOMÉSTICAS ASTRADOMES
ASOCIACIÓN VOLUNTARIAS VICENTINAS
CENTRO DE EDUCACIÓN Y PROMOCIÓN NOSOTROS
COORDINADORA DE BARRIOS
FUNDACIÓN PANIAMOR
FUNDACIÓN PARA LA DIFUSIÓN DE LOS DERECHOS DE LA FAMILIA
FUNDACIÓN SOCIO- CULTURAL AFRO- COSTARRICENSE
FUNDACIÓN KATAHUA
ASOCIACIÓN GERMINAL
RED DE MUJERES TRABAJANDO CON MUJERES
COMISION DE PENSIONADOS (SEC )
VISIÓN MUNDIAL COSTA RICA
INSTITUTO POR UN DESARROLLO ALTERNATIVO
ORGANIZACIÓN DE CIUDADANAS COSTARRICENSES
PARROQUIA MARÍA REINA (HOGAR NIÑO JESÚS)
CEDES DON BOSCO
CLUB DE LEONES
ASODELFI
MARIA REINA
DAMAS SALESIANAS
PASTORAL CURRIDABAT
MUJERES GENERALEÑAS
FUNDACIÕN PRODESARROLLO

                                                                
∗  As at August 2001.  Organizations are becoming involved in the programme at all stages of
implementation.
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TERMS OF REFERENCE OF THE 'MEDIATION FACILITATORS'

1. Coordinar con el Asesor Supervisor, los Asesores Específicos, Director (a) y
Docentes participantes, la ejecución de los PEM en el proceso de socialización de los
conocimientos adquiridos en la capacitación del año 2000.

2. Coordinar con el Director (a) de la escuela para lograr un espacio de participación en
las reuniones con el Personal Docente programadas en la escuela: mensuales,
semanales, por ciclo y/o por nivel. Espacios ya existentes dentro de la organización
escolar, que podrían ser una oportunidad para dar seguimiento a los proyectos.

3. Participar en los talleres presenciales para capacitarse conjuntamente con los
docentes, en temas específicos.

4. Clarificar los aspectos de contenido pertinentes al proceso de mediación.

5. Contribuir con los  lineamientos de diseño de los PEM desde la óptica de la
mediación.

6. Establecer los vínculos necesarios para la coordinación y el seguimiento de las
acciones en cada escuela.

7. En conjunto con los Directores, apoyar al Comité Escolar responsable del PEM en
cada escuela.

8. Apoyar la organización de cada proyecto dentro de la escuela con maestros, alumnos,
padres de familia o actores sociales de la comunidad.

9. Con base en una guía preelaborada por expertos de OIM, brindar orientación sobre
los procedimientos para la ejecución del PEM en lo referente a: la motivación de los
alumnos y alumnas participantes, comunicación con los padres y madres de familia,
divulgación en la escuela y en la comunidad.

10. Apoyar  diferentes iniciativas de atención al grupo de escuelas de la zona, como por
ejemplo: reuniones los fines de semana con el fin de socializar los conocimientos, las
experiencias y las lecciones aprendidas.

11. Preparar y entregar un informe mensual a la Asesora Regional, que registre los
avances, fortalezas y debilidades de los proyectos en cada escuela para dar el
seguimiento específico.

12. Informar a las personas encargadas sobre los resultados de los  proyectos en las
escuelas (Director (a) de escuela y Comité de Apoyo).
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EXAMPLES OF RECONSTRUCTION

Pestalozzi School (1,064 pupils)

Classroom - before

Corridor - before

after

after



PLANNED VERSUS ACHIEVED RESULTS OF THE 4 PROGRAMME COMPONENTS
(as at 31 October 2001)
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Activity Planned Actual Activity Planned Actual Activity Planned Actual Activity Planned Actual

Construction of new 
classrooms

210 260
Upgrade of skills of  teachers 
and administrators of 150 
schools                                                  

1,500 teachers/ 
administrators                                                                                                                                   

1,572
Programme for disadvantaged 
children: school selection 

nip 40 schools

Teacher training in use of ABC 
material and Awareness 
Workshop on Integration and 
Cultural Diversity 

350 
teachers 
to reach 

5,000 
pupils

510 
teachers 
to reach 

7,286 
pupils

Repair of existing classrooms 47 105
Distribution sets of 8 text 
books and teaching materials 
to each child

15,000 children 
(120,000 books)

120,000 
books

Students from groups at risk 
and immigrants in open school 
programmes 

nip
3,000 (of which 

21% 
immigrants)

Teacher training in Total 
language

380 
teachers 
to reach 

5,428 
pupils

Construction sanitary blocks 45 55
Teaching materials for 300 
schools

nsp (not 
specified)

52,850
Teachers assigned to the 
programme

nip 117
Distribution of ABC and total 
language materials to students 
and teachers

 9,460 
items 

Repair of sanitary blocks 0 1
Teaching materials for 15 
regional offices

nsp 2,790
Two workshops for Teacher 
training 

nip 83 teachers

Basic literacy, numeracy, 
health & civics training for 
Nicaraguan immigrant parents 
and adults

5,000
4,550 

parents 
and adults

Electrical installation and 
lighting

0 78
Teaching materials for CENADI 
and CERED/teaching 
supplement

nip (not in plan) 360
Two workshops for Teacher 
training in literacy

nip 74 teachers

Adult education programmes 
in NGOs and community 
organizations

nsp 15

Equipment:
Delivery of modules:                   
Self-training: Diversity & 
integration

nsp 1,000
Preparation and publication of 
work guides for the population 

nip 8,000
Adult education programmes 
in schools nsp 237

  Desks 7,350 9,720 Introduction to programme nsp 1,000

Sets of tables & chairs    
(teachers)

210 260 Diversity and cultural integration nsp 2,000

 Cupboards 0 260 Scholastic yield nsp 1,000

Mosaic flooring (sq.m.) 0 19,275 Workbooks (Migration) nsp 1,000

 Remedial programmes for 
students with special needs:

nsp
310 

designed 
207 

Total children enrolled in 
remedial programmes

nsp 7,008

- Nicaraguan children 2,137

- Costa Rican children 4,871

Recruitment of volunteers for 
remedial programmes 

nip 2,400

Provision of 
video/TV/overhead projectors 
for libraries of showcase 

nip 59

Educational videos for schools 
with most succesful mediation 
projects

nip 150

 'OPEN SCHOOL' ADULT EDUCATIONCONSTRUCTION PRIMARY EDUCATION
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SELECTION OF THANK-YOU CARDS PREPARED BY PUPILS OF THREE SCHOOLS
VISITED IN COSTA RICA

Estamos muy agradecidos con Ustedes, por la
oportunidad que nos han brindado en ser tutores
de nuestros compañeros(as) y a la vez
retornamos nosotros mismos los conocimientos
académicas que aprendemos diariamente.

Gracis OIM

Sección 3.3 Escuela Finca La Caja
Uruca - La Carpio
14.08.2001
Mi nombre es Rosa. Es un placer saludarle y
conocerles en este día.

Les cuento que es un placer dar recuperación a los
niños ya que ellos lo nececiton.  Les agradecemos
la ayuda que nos han brindado en nuestro curso
lectivo y tambien la ayuda que les han brindado a
muchas escuelas.
Es un placer tenerlos aqui y espero que disfruten
much este día.

Con mucho cariño, Maria Rosa Padillo.
Escuela Eleodoro Rodrigues balas.  El Sitio,
alumna VI grado - 16.08.2001.
La escuela  San Juan quiere agradecer al Proyecto
OIM por habernos todo esta gran oportunidad de
enseñar a dado los demás y aprendernos otros
mismos.

A la vez, queremos agradecerles por habernos
donado materiales para la educación que son de
gran utilidad para nosotros y principalmente para
los alumnos mediados.

Muchas gracias
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Administration

Actual Budget Variation Nature: Human Resources Actual Budget Variation
6,820      6,500 (320)           3-302 00 Project Coordinator 112,620   138,000 25,380         

-             3-302 04 Technical Supervisor - Construction 57,395     61,395 4,000            
4,500      4,000 (500)           3-302 05 Technical Supervisor - Education 70,000     84,000 14,000         

-             3-302 08 Other Support Staff (Short term contracts) 34             7,967 7,933            
1,077      1,100 23              3-052 06 Secretary/Assistant 18,590     28,811 10,221         

792         1,100 308            3-052 07 Accountant 18,266     28,637 10,371         
-             3-052 08 Other Support Staff (Short term contracts) 2,145       2,145 -                

13,190 12,700 -490 Subtotal 279,049 350,955 71,906         

Nature: Office Costs
492         400 (92)             3-201 09 Phone and Fax 4,506       5,097 591               

21            30 9                3-205 10 Postage 398           523 125               
42            100 58              3-203 11 E-mail, Internet 191           900 709               
70            400 330            3-211 12 Office Supplies 4,633       6,367 1,734            

1,818      2,311 493            3-223 13 Office Rental 31,711     43,909 12,198         
424         600 176            3-222 14 Maintenance 6,754       9,678 2,924            
148         250 102            3-225 15 Electricity, Water, etc. 1,893       3,357 1,464            

-             3-241 16 Vehicle Purchase 19,251     19,250 (1)                  
-             3-245 17 Insurance 3,204       3,226 22                 

400         (400)           3-242 18 Vehicle maintenance (tires, repairs, etc.) 1,412       1,831 419               
107         300 193            3-242 19 Fuel and Oil 3,511       5,696 2,185            

-             3-261 20 EDP Equipment 12,241     12,112 (129)              
-             3-281 21 Insurance 438           475 37                 
-             3-262 22 Maintenance 166           717 551               
-             3-271 23 Office Furniture and Equipment 7,446       7,397 (49)                
-             3-281 24 Insurance 57             350 293               
-             3-272 25 Maintenance 48             700 652               

37            (37)             3-212 26 Printing and Public Information Material 950           2,756 1,806            
5              150 145            3-308 27 Translations and other outside services 1,328       3,343 2,015            

269         500 231            3-306 28 Miscellaneous 3,276       36,901 33,625         
-             3-310 29 Other Outside Services - Audit 3,500       34,000 30,500         

50 50              3-417 30 Banking Services 71             460 389               
3,833      5,091         1,258         Subtotal 106,984   199,045 92,061         

17,022 17,791 769 Total Program Management 386,033 550,000 163,967
-            -                

6,854      6,854 -             3-807 53 IOM Administrative Costs 122,566   150,000 27,434         

23,876 24,645 769 Total Administration 508,599 700,000 191,402       

Nature: Education Infrastructure
6,596      (6,596)       3-801 31 Supervisors (3) 115,750   101,327 (14,423)        

-             3-868 32 Equipment supervision 5,490       5,449 (41)                
318         (318)           3-861 33 Supervision Transportation/ Per-Diem 12,874     12,455 (419)              

-             3-806 34 Legal Services/Bids preparation 4,704       4,704 0                   
Class Room Construction -            

-             3-868 35 1st. Phase 70 class rooms 697,448   697,447 (1)                  
-             3-868 36 2nd. Phase 70 class rooms 571,735   570,460 (1,275)          
-             3-868 37 3rd. Phase 70 class rooms 864,600   861,737 (2,863)          

3,188      (3,188)       3-868 38 Class Room Repair 152,805   140,854 (11,951)        
Sanitary Facilities Construction -            

-             3-868 39 1st. Phase 15 units 46,861     46,860 (1)                  
-             3-868 40 2nd. Phase 15 units 33,490     33,489 (1)                  
-             3-868 41 3rd. Phase 15 units 57,787     57,787 0                   

123         10,000 9,877         3-868 42 Furniture 208,019   267,431 59,412         
10,225 10,000 -225 Total Education Infrastructure 2,771,562 2,800,000 28,438         

Currently Month
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Upgrade Cost Rican Education System

Expenses Report June 2001
Expressed in US$

Project Code: 986-429

Nature: Education

Learning Materials
-             3-807 43 Specialized materials 428,961   429,301 340               
-             3-807 44 Education Specialist 10,879     10,879 0                   

7,920      (7,920)       3-807 45 Materials development 10,665     26,820 16,155         
7,920 -7,920 Total Learning Materials 450,504 467,000 16,496         

In-Service Training
287         1,000 713            3-807 46 Education Transport/Per diem 4,948       11,090 6,142            

28,232    37,600 9,368         3-807 47 In-Service Training 399,352   568,993 169,641       
3,000      2,500 (500)           3-807 48 Education Specialist 43,417     48,917 5,500            
31,519 41,100 9,581 Total In-Service Training 447,717 629,000 181,283       

Adult Education
3,527      (3,527)       3-807 49 Training 15,415     40,415 25,000         

-             3-807 50 Training Materials 640           640 (0)                  
46,359    2,800 (43,559)     3-807 51 Teaching Materials 94,162     155,598 61,436         

5,800 5,800         3-807 52 Sensibilization & Information Campaign 55,078     137,347 82,269         
49,886 8,600 -41,286 Total Adult Education 165,295 334,000 168,705       

99,549 59,700 -39,849 TOTAL Education 3,835,078 4,230,000 394,922       

123,426 84,345 -39,080 GRAND TOTAL 4,343,677 4,930,000 586,323       
146%  

  
 
 
 
 
 

Assets
Accounts Receivables
1-551 Rent Warranty Deposit 2,311       
1-551 IV Tax Receivable 829           
Total 3,140       
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