Building and marketing innovative education models – Indonesia (2002)

The low and deteriorating quality of basic education is a major concern that the Government of Indonesia has been trying to address for years. The challenge for UNICEF, with its limited resources, is to make a strategic contribution to assist the Government in this area.

The twin strategies of model-building, and then social marketing of successfully tested models, became a major programme strategy for UNICEF in Indonesia. A number of pilot projects were developed, field-tested and expanded with varying degrees of success or failure. Assessing the current success of the Creating Learning Communities for Children (CLCC) programme and the failure of the Whole Child Education Pilot Project (WCEP) provides lessons in what works and what does not work in attempting to build and market models for education innovation. 

The successful CLCC programme simultaneously addresses the teaching-learning process, school management and community participation in order to bring about positive changes in the classroom, school and community. The programme has expanded from 124 pilot schools in 7 districts in 4 provinces in 2001 to 637 schools in 25 districts in 8 provinces in 2002. In 2002, the programme trained 4,231 teachers, which resulted in richer and more stimulating classroom environments and better learning achievements for some 94,000 pupils. Some districts have provided their own development funds for district-wide CLCC expansion, while Central Java's provincial government is supporting province-wide expansion. The World Bank and Asian Development Bank have adopted this strategy as a component in their basic education programmes. 

In contrast, the WCEP project, which aimed to develop a teaching-learning model to equip primary school pupils with skills to understand, dialogue, and accept differences, is not likely to achieve its objectives, according to an external evaluation. 

Lessons Learned

Developing a clear conceptual framework - well understood and widely shared and agreed upon by all stakeholders - is the first critical factor for success in education model building. The CLCC framework was developed based on existing best practices and empirical evidence on variables that positively influence education outcomes. These variables are: the ability of teachers to engage children in an enjoyable learning process; the ability of school principals to provide effective school leadership and create an enabling school environment for learning; and the community's involvement and support to the school including parental support to children at home. These three variables – active and joyful learning, school based management and community participation – became the key components of the CLCC project. In contrast, the WCEP started off with an unclear conceptual framework based on a foreign philosophical concept of "deep dialogue/critical thinking", which proved extremely difficult to grasp. Despite early efforts to clarify the concepts and build consensus, inadequate understanding of the fundamental concepts made it difficult for project planners and implementers to translate these into a teaching-learning system appropriate to the Indonesian classroom and curriculum. 


Another key factor to the success of the CLCC project is the strong collaboration among UNESCO, UNICEF and the Government at every stage of the process. While the collaboration was initially a way to share the financial and technical burden and attendant risks, other important advantages became more evident as implementation progressed. First, the tripartite partnership has given the CLCC more credibility and enhanced its attractiveness to donors. Second, the collaboration allowed the agencies to take advantage of each other's strengths, such as UNICEF's field experience working with provinces and districts, UNESCO's access to a global network of technical support, and the central government's mandate to establish policies and standards. On the other hand, an earlier attempt to obtain donor interest for the WCEP pilot failed, perhaps due to reservations about its viability. 

Social marketing played a key role in the expansion of CLCC from less than a hundred pilot schools in the first year to more than 600 schools in the third year. Evaluating and disseminating the early successes of the pilot project was part of a social marketing strategy. An external evaluation after a year of pilot implementation showed early success and highlighted the future potential. This positive evaluation was disseminated to all potential donors and implementing partners, including local government, through advocacy meetings. In contrast, a baseline evaluation of the WCEP already indicated problems that proved too difficult to overcome. For example, the external consultants were developing approaches and methodologies as the project was being implemented. This "building the ship as it sails" approach did not work well since the consultants lacked familiarity with the Indonesian education system and did not have sufficient in-country presence to provide sustained support to the project.  

CLCC will be further expanded in 2003. WCEP will be phased out and its schools integrated into the CLCC project. 


