1. Project Name: Caribbean Knowledge and Learning Network 

2. Country submitting the project: St Lucia
3. Other participating countries: CARICOM Member States as full beneficiaries

4. Priority Area(s): Social Development and Creation of Productive Employment



        Education

        Economic Diversification and Integration


                    Scientific Development and Exchange and Transfer of Technology
5. Execution Period: January 2004 – December 2007

6. Objectives, brief description of activities and expected results of the project: 

The objective of this project is to enhance global competitiveness by upgrading and diversifying the skills and knowledge of the human resources in the region through greater regional collaboration and connectivity.

More specifically the Caribbean Knowledge and Learning Network seeks to:

· Improve the relevance of tertiary education and training institutions by increasing the number of accredited tertiary education programs provided by programs recognized internationally for their excellence;

· Establish a knowledge and learning network to strengthen tertiary education institutions and to improve the qualification of teachers;.

· Ensure  the convergence of fragmented regional and international initiatives to maximize results in the area of tertiary and distance education. 

6.1  Project Design and Components:
The proposed project has been designed in three broad phases. Phase I concentrates on creation of the enabling environment which strengthens the participating OECS Tertiary-Level Institutions, Phase II rolls out technical infrastructure and implements pilot knowledge and learning programs, and Phase III evaluates and scales-up these efforts. 

Acknowledging the importance of the enabling environment to the success of later phases, the project envisages making use of trigger mechanisms to allow institutions to graduate to Phase II – the main investment phase. 

The project intends to focus much of Phase I  on the institutions of the OECS (although training may be opened to other, on  selective basis). To achieve scale economies and ensure academic quality and diversity of content the project will provide infrastructure (Phase II) to eligible institutions in the entire Caribbean who would also benefit from the content development and regional capacities developed under Phase III. 

These phases are captured in three main components: :

· Component 1 - Improving the Efficiency and Relevance of Tertiary Education Institutions. The initiative intends to assist the OECS Tertiary Education Institutions (See Appendix I) to: (i) develop strategic planning capacities to effectively manage their resources and to provide educational and training services; (ii) define new priorities and new ways of service delivery; (iii) establish disciplines/fields of study in which they are capable of developing and sharing excellence with other members of the network; and (iv) improve the financing of tertiary education institutions through program budgeting and cost recovery.

Technical assistance provided to the tertiary education institutions will help them to generate the necessary resources, allowing them to finance, in a sustainable way, the operating costs of the knowledge and learning network and the services provided by the accreditation and  quality assurance mechanism. The elements of this component include:

1. Assisting institutions to undertake participatory Strategic Planning exercises and to develop Human Resource Development Plans.

2. Building capacity among staff to manage the affairs of their institution in a more autonomous manner with financial management and enterprise planning systems.

3. Strengthen a regionally-based organization (the Association of Caribbean Tertiary Institutions (ACTI)) to establish an advisory service (to be located in the Knowledge and Learning Center – see Component IV) to guide institutions in implementation and monitoring of their Strategic and HR Plans. 

· Component 2 - Establishing a Sustainable Knowledge and Learning Network The initiative intends to implement the necessary technical infrastructure and enabling environment to allow participating institutions to both offer and receive distance learning materials for the benefit of students in the region. This will entail the implementation of satellite-based or other forms of connectivity between the institutions, suitable network administration and a comprehensive learning management system. Additionally, technical assistance and supporting partnerships will be put in place to build the necessary capacity among faculty, students and administrators to utilize modern teaching approaches. 

Other elements required for the sustainability and effectiveness of the network include mechanisms for network governance, content selection and prioritization, and quality assurance and accreditation. These functions will be developed in the region through the mobilization of peer knowledge networks, through  strengthening of existing regional bodies, or through the creation of new bodies as necessary. These central functions will be located in the Knowledge and Learning Center (see Component IV), where relevant.

The key features of this component are:

· A communications network infrastructure and provider(s) selected to provide bandwidth to tertiary level institutions, connecting student directly the internet resources and to provide a platform for e-learning and complementary Learning Management System (LMS)
. 

· Upgrades for each member tertiary institutions to allow connection to the network and local LAN infrastructure, potentially using WiFi. Depending on existing capacity, this upgrade will include PC lab(s), civil works, air and power conditioning  and electrical supply back-up. 

· Equipment provision and bandwidth provision, sized according to the role envisaged  by the tertiary level institution in the overall network. By acquiring sufficient amounts of bandwidth and taking advantage of  provision preferential agreements for social development purposes, recurrent unit costs will be kept low. These costs will be gradually passed over the institutions as their capacity increases. 

· Upgrade of office administration function in the OECS colleges, including equipment provision and software upgrades. 

· Training for technical staff and administrators within each institution in the full range of skills necessary for the successful utilization and maintenance of the network, including the LMS platforms, student administration and office productivity tools.

· A Central Technical hotline will be established – to act in an advisory capacity and manage centrally maintained equipment contracts and call-out. 

As well as connecting the existing tertiary level  colleges, the network will be opened up to the distance education centers of the University of the West Indies and provision will be made for all 27 UWIDEC learning centers to receive infrastructure and bandwidth capacity. 

It is envisaged that the connectivity network will be operated on a non-profit basis (see Annex II). However, subscription charges and an element of cost recovery are desirable and will be negotiated on the basis of operating costs. Administration of these charges will be the responsibility of the Knowledge and Learning Center. In most cases hardware maintenance and operation will be the responsibility of the local institutions or via contracts negotiated in the Caribbean. 

· Component 3 - Building Capacity and Establishing Regional Services The initiative intends to: (i) develop a set of  five pilot programs (courses) which, as well as providing valuable learning opportunities,  demonstrate the effectiveness of the network/approach and which highlight organizational and technical challenges which must be overcome;  and (ii) build capacity by training faculty, administrators and students in the use of distance education approaches, including pedagogy, platform-specific techniques and use of the Learning Management System. 

Course Development will  be handled through a combination of consultant support and the active participation of faculty. Among the priority areas to be considered for pilot development are teacher training in key disciplines for secondary education, information technology, public administration and hospitality-related courses. Detailed priority course offerings are expected to emerge from the ongoing  consultation with the tertiary education institutions and other stakeholders. 
Online portal(s) will be developed to serve the varied needs of students, faculty and administrators. These will take advantage of the capabilities provided by the LMS and integrate as necessary with other international efforts (e.g. The Educational Portal of the Americas). 

As well as development of content within the Caribbean, efforts will be made to identify and license externally available content of immediate utility in the Caribbean. Similarly, development of electronic libraries and other online services will be promoted, with training being given to library and resource managers. 

To operate successfully and overcome existing constraints, a small regional hub will be established, focused on a specific range of central services. This hub, provisionally termed the “Caribbean Knowledge and Learning Center”, will be located in an OECS member country. Where the services identified for this hub exist, the emphasis will be on strengthening, not duplicating, capacity. The activities of this Center will include:

· Overall direction and financial management of the project together with regular monitoring and evaluation; this will require the creation of a funding, ownership and governance model that can be sustainable. The unit will operate initially as the Project Implementation Unit (PIU). 

· Identification of priority content needs of the region,  and the development of an initial distance learning pilot which seeks to either develop content locally through a process which allows Tertiary Level Institutions to self-select areas they wish to develop or (ii) identification of international providers capable of providing content which can subsequently be customized.  The pilot would provide for necessary faculty capacity building and tutorial support.

· Creation and development of a regional portal that brings together either listings of teaching and learning resources for the selected regional programs or electronic content relevant to Caribbean institutions. Negotiation for the network of access to electronic journals or subscription-only sites on the internet. 

· Staff development in the generic use of the internet as well as the use of learning management systems and the e-learning platform. Contracting of technical assistance in this regard. 

· Technical assistance and advisory services relating to the technology, contract/vendor relations and maintenance. 

· Supporting the strengthening of the Association of Caribbean Tertiary Institutions (ACTI) to operate as a regional accreditation agency and obtaining accreditation for the distance programs that are regionally delivered under the project.

The latter function is shown as being specific to the programs that are delivered within the project. However, a broader regional accreditation role is also being delivered under a CARICOM initiative and the project will help this to take root. 

A further sub-component, implemented in year three will focus on evaluation of the pilot courses and the technical infrastructure. The outcomes from this exercise will be many and will include (i) as assessment of the impact of the pilot course on students and faculty as measured through participant evaluations and follow-on surveys, (ii) operating manuals for central functions, (iii) a rigorous set of methodologies for course evaluation, (iv) A business plan (including content considerations) for the Knowledge and Learning Network for the next three years (2006-2009). 

6.2. Expected Outcomes:

This project is expected to deliver the following outcomes:

· A fully functioning and sustainable technical infrastructure, enabling sharing of educational materials, online interaction between students and faculty across the Caribbean.

· A unified e-learning and Learning Management System (LMS) to provide student registration, performance management and administrative reporting for the participating institutions

· A trained and motivated faculty and administration capable of developing and supporting e-learning content

· A Knowledge and Learning Center housing agreed central services, including those related to curriculum development, accreditation, monitoring and evaluation and technical infrastructure. 

· A set of successfully developed and delivered pilot e-learning courses as well as a suite of high quality externally acquired offerings which meet real student/strategic needs in the Caribbean. 

· Tertiary Level Institutions capable of strategic planning, improved financial autonomy and business development. 

· Caribbean-wide knowledge networks and shared ancillary electronic services (e.g. libraries). 

· Improved morale, qualifications and retention rates for faculty involved in tertiary education in the Caribbean

6.3 Building Consensus – the Process:

In collaboration with the World Bank and the Institute for Connectivity in the Americas (ICA) a series of workshops have been held to determine the objectives and components of this project. These have included broad representation of the donor community (OAS-IACD, OAS-Social Development & Education,  IADB, USAID, EU, CBD) and Caribbean stakeholders (Principals of Tertiary Level Colleges, UWI, UTECH, Ministries of Education,  the OERU and ACTI). 

There is broad support for the objective and goals of this project. 

7. Justification:

There is general recognition that the competitiveness of Caribbean countries will have to be strengthened by strategies that lead towards greater diversification of their economies and increased labor mobility. By providing high quality education and training in key fields, Tertiary Education Institutions can, potentially,  be instrumental in this process. 
The establishment of the CARICOM single market and economy paves the way for the free movement of skills in the Caribbean which challenges all tertiary education and training institutions, particularly in the areas of collaborative production, management and dissemination of knowledge and programs and certification of skills and diplomas.

Information and Communications Technologies (ICTs) can potentially bring  people closer, maximize the flow of knowledge and information within the Region, improve the efficiency of services and provide a gateway to knowledge resources available elsewhere -  potentially leveling the playing field for the residents of the Caribbean.

The Agenda for Connectivity adopted by the Quebec Summit of the Americas, held in April 2001 is being actively promoted in the form of national strategies and action plans with the goal of bringing the countries of the hemisphere into an increasingly knowledge-based society.

This initiative reflects the objectives established for tertiary education by the Eighteenth Meeting of the Conference of Heads of Government in 1997, CARICOM and by the “Pillars for Partnership and Progress,” adopted by the Ministries of Education of the OECS .  

7.1  Issues in Caribbean Tertiary Education:

A wide range on issues impact the potential of the Tertiary Level Institutions to broadly affect change in competitiveness and social development in the Caribbean. These include the rapid increase underway in the quantitative demand from secondary education and the challenge to provide for sustainable expansion, the lack of differentiation and scale economies between similar institutions. These, combined with resource constraints have systematically reduced the quality of education among those not able to access higher-level institutions. 

Similarly, a number of  structural constraints reinforce the challenge to quality. These include the delay in achieving regional quality assurance and accreditation mechanisms, the disconnect between curriculum offerings and the needs of the labor market and the disconnects caused by a distance. When combined with lack of investment, disincentives to innovation and financing approaches, the outcome is a gradual, cyclic decline in quality, relevance and competitiveness. 

Recognizing these issues, this project aims to focus on removing the constraints to competitiveness and allowing the Tertiary Education system to operate effectively, taking full advantage of the potential of offered by Information and Communications Technologies (ICTs), to facilitate the increased  flow of knowledge and learning in the Caribbean.

8. Sustainability and Risks:

Beyond political considerations, the main risks associated with this project concern the difficulties of achieving meaningful cost recovery and sustaining recurrent costs. Recognizing the importance of providing a sound foundation for the project, it is proposed to develop trigger mechanisms which allow institutions to participate in the main investment phase only once they have developed business and HR strategies. An important element of this will be increased financial autonomy and ability to serve a broader “market” for education services. 

Perhaps the most uncertain and important element of the project, from a sustainability perspective, is the costs associated with connectivity, both satellite bandwidth, network operations and maintenance costs. For this reason, the project has been selected as the pilot for the E-Links Americas initiative, a multi-agency attempt to provide cost-effective connectivity solutions for social development (See Appendix II).  It is proposed to run the network on a subscription basis to provide funds for central functions and re-investment.  The ability/willingness to pay is difficult to ascertain and will required declining support over the duration of the project. 

The final set of risks concern the acceptability of e-learning as a delivery mode in the content of the Caribbean and the degree to which the education system can be transformed to take advantage of it. 

9. Executing Institution: 

The project will be executed by ACTI through a special Project Implementation Unit. As envisaged, the PIU will act as Secretariat to a Project Steering Committee and Operations Board The Association of Caribbean Tertiary Institutions (ACTI) was founded in 1990 to foster collaboration and cooperation between institutions, to maximize educational resources in the region. Comprising the regional university, the University of the West Indies, national universities, community colleges, technical colleges, teacher training colleges and associate members such as CARICOM, CXC, CTO, PAHO, UCJ and the TVET Councils. It has been an energetic supporter of the creation of a regional qualifications framework and a regional  accreditation function.. 

10. Cost Estimate: 

Table 10.1 – Cost by Sub-component and Source of Funds (FEMCIDI)

Component I  - Improving the Efficiency and Relevance of Tertiary Education Institutions

All costs are estimated based on a four year project

Sub component
Activity
Estimated Total  Cost

(US$)
FEMCIDI Funding Sought (US$)

1.1 Strategic planning in OECS institutions
Technical assistance for all OECS colleges on planning, financial management and MIS design.
750,000
300,000


Production of HR and capacity development plan for teaching staff
400,000
100,000


Advisory network for OECS college managers on planning for labor markets, etc and arrangement of twinning links within the region
50,000
50,000

1.2 Enabling environment from government
Technical assistance for MOE and Planning Ministry staff in OECS
250,000
50,000


Workshop on OECS national tertiary sector strategies 
275,000
0


Sub-total
2,075,000
500,000

Component II  - Establishing a Sustainable Knowledge and Learning Network

2.1 Connectivity
Purchase of the satellite space segment 
570,000

0


Hardware costs – Satellite Communications
935,000
0


Hardware costs – local (Tertiary Insts.)
575,000
0


Civil Works - Upgrading building facilities and provision of air/power conditioning
1,000,000
0


Maintenance  contracts – local 
100,000
0


Network Operations 
1,000,000

0

2.2 Learning Mngment System (LMS)
LMS Software platform acquisition
2,000,000

0

2.3 Upgrading College Administration (OECS)
Office equipment (PCs, photocopiers)
100,000
0


Office Admin software 
50,000
0


Training for Office Administrators (LMS, Learner Admin, Office Productivity)
25,000
25,000

2.4 Building technical staff  capacity
Technical staff training in institution
25,000
25,000


Central technical support (hotline)

- Staff  Costs (3 staff) 

384,000
0


Sub-total
6,764,000
50,000

Component 3 - Building Capacity and Establishing Regional Services

3.1 Faculty professional development
Training in curriculum development and reform 
200,000
100,000


Training in pedagogy and delivery via distance learning methods + LMS platform specific modules
200,000
200,000


Training in use of e-learning materials and related conversion of courses
200,000
200,000

3.2 Program content development
Contract with outside provider of distance learning programs
7,000,000
0


Production of pilot (5) eLearning programs 
1,500,000
250,000


Portal Development
200,000
100,000


Other licenses and subscriptions 
100,000
0


Training workshop for institutional librarians and resource managers
50,000
50,000

3.3 Regional accreditation agency
Support for strengthening agency
500,000
0

3.4 Central function management
Construction of the Knowledge and Learning Center (KMLC)
2,000,000
0


Running costs 
200,000
0


Central project staff
1,500,000
0


Develop Operating Manuals for central functions
50,000
50,000

3.5  Evaluation and Scaling-up
Pilot course evaluation
100,000
100,000


Developing methodologies for course evaluation
60,000
60,000


Training Workshop on  Course Evaluation
60,000
60,000


Network Business Plan 2006-2009
250,000
250,000


Sub-total
14,170,000
1,420,000


Total
23,009,000
1,970,000

Table 10.2 Costs by Source of Funds

Phase/Source of Funds
Amount (US$)

Preparation


IBRD
250,000*

Institute for Connectivity in the Americas
30,000*

Implementation 


OAS - FEMCIDI
1,970,000

European Union
21,039,000

Others (tbd)


Total (Implementation)
23,009,000

* - Used for Project Preparation – not included in Total

10. 3 Counterpart Contributions




Sub-component
Counterpart  Contribution

1.1 Strategic planning in OECS institutions
- College staff and management time devoted to strategic planning exercises 

1.2 Enabling environment from government
- MOE staff time and commitment to revise statutes and regulations concerning colleges

2.1 Connectivity
- Commitment to pay associated costs not covered by project (years 3 +4)

- Contribution from national government to facilities upgrades

- Institution commitment to maintain PCs and related infrastructure (security, environmental conditions, software/OS)

2.2 Learning Mngment System (LMS)
- Staff time and commitment to utilize and promote 

2.3 Upgrading College Administration (OECS)
- Administrator time and commitment to upgrade working practices and data systems

2.4 Building technical staff  capacity
- IT staff commitment to take on new responsibilities

3.1 Faculty professional development
- Staff time

3.2 Program content development
- Staff time of faculty in pilot courses

- Institution commits to develop areas of excellence

- Staff time of librarians and resource managers

3.3 Regional Accred. agency
- Convergence with CARICOM initiative and agreement for fast-tracking

3.4 Central function management
- Land donation and facilitation of construction. Maintanace costs gradually passed to network members

- Active participation in Governance mechanism

3.5 Evaluation and Scaling-up
- Openness to transparent evaluation and adoption of  agreed evaluation methodologies

- Assistance in Business Planning exercise

Table 10.4 Implementation Timeline  and FEMCIDI Disbursement Schedule


2004
2005
2006
2007

Sub-component
Q1
Q2
Q3
Q4
Q1
Q2
Q3
Q4
Q1
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3.5  Evaluation and Scaling-up













FEMCIDI Disbursement

US$
500,000
500,000
500,000
470,000

Appendix I

Public Tertiary Institutions in OECS and CARICOM States

OECS States

Antigua and Barbuda

Antigua State College

British Virgin Islands

H Lavity Stoutt Community College

Dominica


Dominica State College

Grenada


T A Marryshow Community College

Montserrat


Montserrat Technical College (note)

St Kitts and Nevis

Clarence Fitzroy Bryant College

St Lucia


Sir Arthur Lewis Community College

St Vincent and the Grenadines
Community College of St Vincent & the Grenadines*





St Vincent Technical College*

CARICOM States

Antigua and Barbuda

Antigua State College

Bahamas


College of the Bahamas





Bahamas Hotel Training College

Barbados


Barbados Community College*





Erdiston Teachers’ College*





Samuel Jackman Prescod Polytechnic*

Belize



Belize Technical College





Belize College of Agriculture





Belize School of Nursing

Dominica


Dominica State College

Grenada


T A Marryshow Community College

Guyana



University of Guyana

Haiti



Universite Quisqueya





Institute Universitaire Quisqueya-Amerique

Jamaica



University of Technology





Knox Community College

Montserrat


Montserrat Technical College (note)

St Kitts and Nevis

Clarence Fitzroy Bryant College

St Lucia


Sir Arthur Lewis Community College

St Vincent and the Grenadines
Community College of St Vincent & the Grenadines*





St Vincent Technical College*

Suriname


Details not known

Trinidad and Tobago

COSTAATT





San Fernando Technical Institute

British Virgin Islands

H Lavity Stoutt Community College

Note: 
Montserrat Technical College is presumed closed at present and is not included at present in the project.

*
These institutions will shortly merge into one in each country.

Source:  Directory of CARIFORUM Tertiary Level Institutions. 1998. ACTI/EU.
Appendix II

E-Links Americas

Overview

· The Institute for Connectivity in the Americas (ICA) launched an initiative to assess the viability of a regional program to provide a sustainable connectivity solution for social development.

· How can a regional wireless solution for the Americas support many sectors and aggregate economies of scale?

· Traditional approaches to “Social Connectivity” have either been small-scale and high cost or required heavy subsidy by Government.

Current Situation in Tertiary Education
· High service access costs – particularly in the Caribbean

· Limited service support infrastructure

–Low data rates for Internet Access

–Limited campus computer networks

· Strong demand for increased, cost-effective bandwidth
E-Link Americas Offers

· Satellite Based service delivery
–2 way high speed

–Single Beam Geographic coverage

· Extension of Local service

–Wireless Networking  - Campus-wide – overcomes “last mile” infrastructure issue

· D & I not R & D

–Development and Implementation Solutions

Component Functions

· Satellite Space Segment – bulk procurement plus preferential rates / management of donated segment
· Service Delivery Architecture

· Extension of Local Access

· Operation and Management






















� This project has been selected as the pilot for the “e-Links Americas” initiative. This seeks to provide cost-effective communications for social development purposes (See Appendix II). 


� Commercial rates for 5Mhz of  space segment over 4 years – assuming recovery of 30% in year 3 and 50% in year 4 – Under “E-Links Americas” this rate would be drastically reduced


� Partial cost of Network Operations under eLinks Americas. Other funding will be sought for remainder 


� Costs associated with LMS platforms vary widely based on capabilities. In case of lower end platforms additional software will be necessary for learner administration aspects. 


� Covered 100% in years 1+2, 70% in year 3 and 40% in year 4
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