Case Study 
RIPA International supports the Government of Botswana - Ministry of Education

Introduction
An 8 strong taskforce from the Ministry of Education in Botswana had been given the objective of making a series of recommendations to their Permanent Secretary about the future structure, responsibilities and accountabilities of the Ministry of Education. This required a strategic overview of the current education system and the UK was chosen as a suitable framework for comparison, analysis and examination.  
The Training Solution

At the request of the Ministry of Education of Botswana Government, RIPA International developed a two week programme on ‘Strategic Management in Education:  Organisational Methods and Review’.  The participants were all senior officials from the Ministry of Education and the Directorate of Public Service Management.  Led by the Director of Ministry Management, they included the Director of Teacher Training and development, the Director of Teaching Service Management and the Head of IT and Performance Improvement and the Chief’s of Primary and Secondary Education all from the Ministry of Education.  From the Directorate of Public Service Management we welcomed the Chief Management Analyst and Management Consultant.

The course was designed as an initial overview in London of all areas of the British education system including visits to many education institutions and meetings with senior figures from UK Education.  After assisting with the drawing up of the recommendations for the Permanent Secretary, this was be followed up in Botswana, with ongoing support where necessary as part of the ongoing project to put into place the recommendations of the report.
Course Delivery
To meet the perceived needs of the group the delegates were given introductory sessions covering the structures of UK education, current government policy across a range of areas from under-5s to vocational training, hjgher education and teacher training, also taking in a close analysis of the changes being planned for schools (especially at secondary level) in England. 
As well as the context-setting sessions, the Director of Studies had arranged for an extensive (certainly in the time allowed for the overall programme) range of visits to national organisations and institutions, including University of the Arts London, Chelsea College of Art and Design, The Department for Education and Skills and the Hackney Learning Trust. They were given carefully selected interviews with key individuals within and outside the Department for Education and Skills.including Sir Michael Bichard, Rector of the University of Arts, Sir Mike Tomlinson CBE,  former Chief Inspector of Schools and current president of the Association of Science Education and Paul Gray, Director of Education at Surrey County Council   The Director of Studies also identified many of the key innovations and examples of best practice that the contemporary English education system can illustrate. 
By the end of the 2 weeks of the course the team had evaluated the visits and meetings, identified those features that should (or could) be adapted to the particular circumstances of the Botswana education service, and agreed on the broad structural changes to the structure of the Ministry of Education that the review should recommend. 

The outlines of the interim recommendations the team would make to the Permanent Secretary on the first Monday following their return from London had been agreed by the team by the end of the course. It had also drafted a detailed questionnaire which would constitute the basis of a wider consultation throughout the education ministry.
The group identified the following key learning points as critical to successful reform:

· Policy must be ‘evidence-based’ 

· stand-alone agencies rather than the ministry itself should have responsibility for functions that include:

· teacher training

· inspection

· curriculum

· qualifications

· the involvement of private finance in the delivery of education 

· the promotion of schools with specialist areas of expertise.

· Raising standards must assume overarching Importance among the main functions the Ministry has to manage

· Target-setting should be built into all the reforms the review recommends

· As further decentralisation is planned for the ministry, the centre must retain the capacity to intervene in regional and local institutions as a check against failure – the team used the phrase ‘decentralisation and delegation must not be seen as abdication by the centre’
· There are major benefits to the delivery of education across Botswana that ICT can deliver if properly introduced such as:

· The speed of introducing new  teaching and learning techniques

· management  improvements

· greater efficiency 

· better administration

·  Lessons from the current introduction of the ‘Every Child Matters’  agenda in the UK are seen as of critical importance in Botswana for all the same reasons of co-ordination and accountability

· development of leadership and management 

· Good practice and need have to be the drivers of change

· Trust in managers must underlie decentralisation from the centre

· Good communications at every stage and every level are crucially important

· The extension of non-vocational adult education to the wider population across the cities and rural areas must be seen as a way of empowering adults by giving them the tools to develop life skills

The course members achieved significant benefits from RIPA International’s programme and returned to Botswana on 19th February 2006 with a clear idea of the extent of the remainder of the task facing them. As a result of the concentrated work they were supported to undertake in London their immediate objective seemed achievable. When the team left the UK, with the help of RIPA International, they were virtually ready for the meeting planned with the Permanent Secretary on their first day back in their country. They were confident that their interim progress report would secure her approval for the general approach they would be taking, hence enabling them to complete the review by the deadline. 

The process of seeing through the project recommendations in Botswana may require support through RIPA International and would be of value should the Botswana government wish to allow the review team to maintain the direction of travel and the coherence that the exposure to English contemporary practice in education had illustrated during the study tour. This possibility was discussed with Botswana representatives and they were advised by RIPA International that a flexible package of assistance could be devised at short notice.

There remains, in addition, the implementation phase of the review. The plans to decentralise services such as local school management to the regions will require detailed planning (over issues such as staff development, accommodation, communications, IT etc) and the phased introduction of legislation and/or regulations to ensure the smooth introduction of the reforms will need continuing support which RIPA International consultants (preferably but not necessarily the individuals who worked with the team in London) could support in terms of project management through this process by offering help with 

· communications, 

· achieving the highest standards of clarity of presentation, 

· project planning, 

· drawing up timescales 

· setting milestones for achieving them, and 

· the strategic and personnel issues associated with change management in government.  

Conclusions

The course provided for the representatives from Botswana effectively achieved its objectives.

The real practical test for the review team, however, will be the satisfactory completion of the O & M review, and in this respect the next 6 weeks or so will be critical.

Following the visit to the UK good relationships with RIPA consultants were established and using these to keep the review team focused and goal-targeted is strongly recommended.

RIPA will continue to offer support via its country representative to the Botswana education ministry and will be recommending that the continuing involvement of UK consultants would be sensible  as a means of ensuring full (rather than partial) completion by the end of March 2006. 

Once the O & M review has been accepted by government a lengthy process of planning and implementation begins. During this phase of the project RIPA International have a range of experienced consultants who could contribute expertise to the process and support the task of delivering change to the ministry of education and its staff at the centre as well as in the regions.

Summary
In response to a request by the Ministry of Education, Botswana, RIPA International designed and delivered a two week tailored programme on Strategic Management in Education: Organisational methods and Review.  The group had been tasked make a series of recommendations to their permanent secretary and the course objective was to give them necessary skills and confidence to conduct and prepare detailed project plans to present on their return.   

The course incorporated an analysis of all areas of the British Education system covering the structures and current government policy across a range of areas from under 5’s to vocational training, higher education and teacher training. It included visits to many education institutions and meetings with senior figures from UK Education.  

Following the programme the delegates felt confident undertaking a comprehensive sector wide review of the education system in Botswana and had prepared recommendations to be presented and implemented on their return. As this forms part of an ongoing project RIPA International will be following up the training with further consultation when required.    
