unrwa

jordan field office

project evaluation report replacing rented schools at Jabal Al Taj
(pq13b88-phase I and pq14d70-phase II)

evaluation team:
gade rajkumar (team leader)

rob fielding (architect)

abdel hakeem al jawhari (building design construction
and management specialist)

hussein amer (financial cost-benefit analyst)

About UNRWA
UNRWA is a United Nations agency established by the General Assembly in 1949 and mandated to provide
assistance and protection to some 5 million registered Palestine refugees. Its mission is to help Palestine refugees
in Jordan, Lebanon, Syria, West Bank and the Gaza Strip achieve their full human development potential, pending
a just and lasting solution to their plight. UNRWA services encompass protection, education, health care, relief
and social services, camp infrastructure and improvement, and microfinance.
Cover Photo: Students in Jabal Al
Bruttomesso
© 2018 UNRWA

executive summary
I.
This
Jabal Al Taj (pq13b88-Phase I and pq14d70Works Agency for Palestine Refugees in the Near East (UNRWA). A new purpose-built school was built
in two phases; Phase I covering the completion of the core construction phase for 20 months from 2013,
and Phase II finishing external work and setting-up furniture and equipment over six months. The
project was extended to November 2017. The evaluation report covers the entirety of the project,
commencing in 2013 through to the evaluation in October 2017. The total cost, i.e. US$3,353,410.00,
ugees, and
Migration.
II.
The project has three main objectives: (i) Environmentally and operationally efficient design
norms in place for all five fields of UNRWA; (ii) Increased access to an improved teaching and learning
environment for Palestine refugees; and (iii) Mitigation of adverse effects of the shortage in the
Programme Fund (formerly known as General Fund) on the operation of JAT schools. All three objectives
contribute to the attainment of the overall goal as mentioned in field implementation programme
Output 4.4.4:
conductive learning environment for
Palestine refugees.
III.
The purpose of the evaluation is to determine how UNRWA has reached the desired objectives,
outcomes and outputs of the project. The evaluation also considered how the process was followed
throughout the project life cycle, as well as lessons learned, to incorporate recommendations to
improve the effectiveness of future similar interventions. The evaluation assessed the project based on
OECD Development Assistance Criteria1 (DAC) and UNRWA Terms of Reference.
IV.
During the inception of the evaluation, it was agreed that a comparative study would give a
more in-depth analysis, as the evaluation team considered it necessary to capture the impact of
replacing rented schools with a purpose-built school at a new location. This gave a more human
school.
V.
The evaluation concludes that the latter two of the three project objectives stated above have
been met satisfactorily. The first objective was not successfully achieved as recruitment of a
consultant was not possible due to issues of availability and affordability of suitable expertise. There
were also issues regarding school construction, solar installation, the rain water harvesting system, and
community participation.
VI.
There are some outstanding issues associated with physical safety of children, protection issues,
low ownership of the new school among some of the beneficiaries (predominantly those from Jabal Al
Taj area); the quality of finishing of the construction work; ambient noise in the school; the nonoperational water harvesting system; and a regulatory compliance matter.
VII.
Some good practices and outcomes were observed: the processes related to the Bill of Quantity
(BoQ), tendering, procurement procedures, and a healthy competition among contractors. The cost
variation of the contract was between 1-3 per cent when taking into account market surveys (including
the Ministry of Public Works and Housing) in comparison to civil work. The amortisation period for the
project and the solar installation are estimated to be within nine and five years respectively. As a result
of the merged purpose-built facility the school is operating with fewer teachers for a large number of
1
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students. Children with disabilities have joined the merged school due to the accessible facilities, and
the increased space allows for accommodation of an additional 768 students in two shifts.
VIII.

Some

initiatives will lead to energy and cost savings and improved sustainability.

IX.
Overall, the project represents a replicable model: to build schools allowing the merging of
several smaller, rented schools, thereby enabling children to learn in a purpose-built facility. However,
a participatory approach with the beneficiaries was not adopted either during the selection of land or
in its design and implementation. This lack of participation has led to adverse impacts on beneficiaries,
as well as some socio-cultural concerns, such as the cost of transportation and the double-shift system
with boys and girls attending the same school.
X.
The key lesson derived from Focus Group Discussions (FGD) and Key Informant Interviews (KII)
is the need for beneficiary participation throughout the project cycle, to ensure that issues relating to
safety, protection, accessibility, etc. are identified and mitigated.

relevance
finding 1
XI.
Overall, the merged school has experienced a steep increase in the enrolment of boys
(accounting for the fact that the
is running at full capacity)
declined in the new location. The Jabal Al Taj (JAT) school is less attractive to those intended direct
beneficiaries of the former schools (that have been merged into JAT school) due to distance and the
double-shift system with boys and girls attending the same school. There is, however, an increase in
enrolment of both boys and girls from Jabal Al Naser and surrounding areas serving Palestine Refugee
children.

recommendation 1a
XII.
Priority should be given to attracting new enrolments and the return of former students from
JAT area. To encourage and attract more students from JAT area, a quota should be established,
capping the number of enrolments from other areas. If students drop-out during the initial year,
enrolments could then be opened to a wider geographic area. In the absence of the quota, it is possible
in the long term that the school will not continue to serve the JAT area beneficiaries. A campaign is
needed to encourage enrolment of girls from JAT area and issues related to facilities, safety and cost of
transportation also need to be addressed. A portion of the savings generated by the project could be
used for this purpose.

recommendation 1b
XIII.
Future UNRWA construction projects should undertake social and environmental impact
assessments as part of the design stage, ensuring due consideration of the socio-cultural aspects,
including safety, access, transportation, energy efficiency and their related costs. A change
management process is also required for community, children and teachers, particularly when taking
such initiatives as shifting schools. Criteria for the selection of suitable sites should be given high
priority, noting the scarcity of suitable sites in the Amman area.

efficiency
finding 2
XIV.

The project is expected to generate significant financial savings. Analysis based on discounted

of Return of approximately 18% and a Net Present Value of approximately US$4.1 million for the merger
b

of the JAT schools. Disregarding the time value of money, the project is forecast to break-even in the
scholastic year 2025/26 (i.e., ten years after the merger). Cost savings are estimated to average 38% over
the first ten years following the merger.

recommendation 2
XV.
The analysis shows that the merging of rented schools has resulted in a net positive financial
outcome, and therefore recommends that UNRWA pursue construction of such purpose-built school
buildings to replace rented schools. As highlighted in this report, there are several socio-cultural
concerns which should be considered while implementing this recommendation.

finding 3
XVI.
UNRWA norms, guidelines and standards contained in the Specifications for Technical Building
Works2 (Bluebook) were not applied. It is unclear whether the contractor had an obligation to follow
these guidelines and standards, as the photographs taken during the construction phase show
noncompliance of safety norms on the site, such as fencing, and lack of adequate Personal Protection
Equipment for labourers and visitors. In addition, despite the provision made in the project document,
there was no community engagement or school construction committee to monitor the work alongside
the technical team. The evaluation team noted that these gaps affected quality assurance and
compliance with best practice.

recommendation 3
XVII. UNRWA to comprise a detailed structure of norms, standards and guidelines for schools,
including contracting procedures; broad technical specifications and approaches; disability standards;
renewable energy; earthquake safety standards; physical safety; quality assurance and compliance; and
community interaction. UNRWA should establish clarity on adherence to Bluebook guidelines alongside
a standardised policy on
and sustainable attributes in its installations. Communication among
departments and project management should be strengthened to better integrate aspects such as
social inclusion, and community and beneficiary participation in the project design and
implementation. As the Bluebook does not serve every purpose, the development of a detailed
structure of norms, standards and guidelines is necessary for the reasons outlined above.

effectiveness
finding 4
XVIII. Being a large organisation, UNRWA is highly functional and operates in a siloed organisational
structure. Decisions made by one department are not communicated effectively to other functional
heads and staff in a consistent or well-documented manner, and each unit works separately and almost
independently, without sufficient coordination both internally and externally. This was obvious from
the meetings with each unit. Had a stronger (matrix3) organisational structure been followed, with a
dedicated project manager throughout the project, many of the issues raised in this evaluation would
have been identified and managed during the project planning, design and implementation stages.

2

The old specifications were updated in November 2016 and named as Specification for Building Maintenance and Medium
Building Construction Works.
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A matrix organizational structure is a company structure in which the reporting relationships are set up as a grid, or matrix,
rather than in the traditional hierarchy. In other words, employees have dual reporting relationships - generally to both a
functional manager and a product manager. (Source: https://study.com/academy/lesson/matrix-organizational-structure-

advantages-disadvantages-examples.html, 7 May 2018)
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recommendation 4
XIX.
Adopt a different project management approach in future by designating an officer, preferably
a project manager, who is able to handle communication among different external organisations and
internal departments, maintain and assure quality, follow modules, tools and templates and schedule
more field visits. Findings and recommendations during construction will be reported independently
to the senior management (Front Office). UNRWA Head-Quarters Infrastructure and Camp
Improvement Department (HQ ICID) should take responsibility for quality assurance in all constructionrelated projects. The frequency of visits by HQ architects and senior engineers limited to four
throughout the construction - should be increased to check quality at various stages of construction.
Likewise, changes in design should require a formal approval HQ-ICID.

finding 5
XX.
The physical safety of children around the school area is the prime concern for teachers, parents
and students. With the current road configuration and travel issues, the increase in the number of
accidents during the journey to and from school has become a serious issue.

recommendation 5a
XXI.
In the current context, immediate action should be focused on constructing a comprehensive
safety plan for students around the external perimeter of the JAT school. This could include external
safety measures such as installation of speed breakers/bumps, pedestrian crossing, school zone signals,
fixing handrails on the sidewalk. Other measures to protect students from rushing on to the road could
include engaging the student parliament, delegation to teachers or employment of security guards in
critical sections to ensure safety. As a priority, UNRWA should initiate or negotiate with the Greater
Amman Municipality (GAM), to provide the external safety measures as soon as possible.

recommendation 5b
XXII. A short-term solution is to advocate with GAM to extend the existing pedestrian bridge and safe
pedestrian-only walkway through GAM property. In the long-run, construction of a new road with a
better alignment, as per the original plan, is needed to improve access and safety for both vehicles and
pedestrians. The construction of the road as per the original plan (i.e., road access through GAM
workshops) has not eventuated due to insufficient coordination, follow up, and pressure on GAM. High
cost and the need to pass through land and workshops owned by GAM has created more problems on
site for access to the school. Moreover, legal issues, such as lack of occupancy certificate, should be
sorted out immediately as this has implications for all services.

finding 6
XXIII. The teaching and learning environment has improved significantly, and the children are very
happy with the new facilities. Within the constraints of the site, the layout is efficient and effective.
However, the design could have further improved the utilisation of space by including play areas for
younger children. The class occupancy has increased from an average of 31 to 36 per classroom. There
are two classrooms in Grade 3 and 7 which are overcrowded (more than 50 students) while others are
at half capacity. The teachers have reported difficulties maintaining standards and class order compared
with the former schools, which comprised smaller class sizes. The school was designed for 48 students,
but in 2015/16, UNRWA introduced a new policy on class size to accommodate up to 50 students.
XXIV. Special needs requirements such as occupancy space for wheelchairs in classrooms, sensory
gardens or mobility trails, specially designed furniture, etc. are absent.
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recommendation 6a
XXV. Future building design should have more child-friendly features incorporated, such as in-built
play areas for elementary children and students with special needs, and in the creation of active learning
spaces for all children, thus reducing confinement to classrooms and labs. It would have been optimal
to see open spaces and art labs to allow the children to experience a spontaneous space as opposed to
constraining and traditional classrooms.

recommendation 6b
XXVI. Teachers require support in handling larger classes with 50 students. Training should focus on
management of changes and class management skills.

recommendation 6c
XXVII. A Persons with Disabilities Advisor should participate in the design process until the end of the
project to ensure the minute detailing of the disability features. An accessibility audit should form part
of the project cycle.

impact/results
finding 7
XXVIII. The positive impact of the project is indicated by the steep increase of enrolments from Jabal
Al Naser. On the other hand, its negative impacts on both parents and children are present in terms of
additional costs of transporting students, greater distances to school, and the increased dangers to
children in crossing roads with heavy traffic flow. Double shifts have also placed an additional burden
on parents, as they must send children either early in one shift or wait for children on the streets in
evenings on other shifts. Families with children of both genders attending the same school have to
commit considerable time during the day to the drop-off and pick-up of children from different school
shifts. This was not the case at the former schools due to close proximity between the schools and the
community.

recommendation 7
XXIX. To reduce transportation costs and support greater enrolments from JAT areas, a safe pathway
from JAT community to the school should be advocated for GAM and implemented. This could be, for
example, a footbridge and safe pathways from the school through the GAM property.

finding 8
XXX. There was a need for diverse skills to attend to each section of the project and this was lacking,
particularly for specialist services. UNRWA Jordan Field Office Infrastructure and Camp Improvement
Programme (JFO-ICIP) could have approached other organisations for no-cost expertise about child
participation, child-friendly features, water, sanitation and hygiene in schools, disability features and
The JFO-ICIP was responsible for all aspects of the project (except for the design of
the school and the solar system) irrespective of any subject matter expertise needed. This also reinforces
the need for inclusive planning and design and a dedicated project manager for complex and large
projects.

recommendation 8
XXXI.

In future, UNRWA should seek advice from and collaborate with other agencies, which have
e

specialised expertise on the subject matter, to leverage their global experience.

sustainability
finding 9
XXXII. It is expected that regular maintenance costs will increase significantly in comparison with the
former schools, predominantly due to the size of the building, and to a lesser extent, the inferior quality
of some of the construction finishing work. At the time of the evaluation there was no maintenance plan
in place, and rapid deterioration is likely due to identified structural and non-structural defects or faults.
(refer to Annex N for items requiring maintenance).

recommendation 9
XXXIII. UNRWA should immediately develop a 10 year maintenance plan based on the reports
produced by architects and the building construction management expert (refer Annex N for an
indicative list of maintenance items). It should include all technical aspects of repairs and maintenance
including design and construction defects and weaknesses, such as noise, echo, ventilation, roofing,
solar and electricity, along with occupancy issues related to electricity, water and sewage service
connections. Without the services in place, the cost of operation will increase.

finding 10
XXXIV. Ownership of the merged school is very low among the majority of the beneficiaries from JAT
area who participated in the Focus Group Discussions, due to the location of the school, double shifts,
and transportation. Several girls have reported feeling uncomfortable interacting with boys during the
school shift change and cited security as a concern being due to the distance from their home. The best
and poorest students are reportedly no longer attending the merged school because of the distance
from home.

recommendation 10
XXXV. UNRWA should ensure the participation of beneficiaries and affected people across all phases
of the project management cycle, including in the identification of needs, school design and
construction/replacement stages of the project. This will increase ownership over the project and also
the level of acceptance of changes. A social worker should be an essential part of the team, and GenderBased Violence Focal Points should also be part of the consultation process.

gender, protection, disability and environment
finding 11
XXXVI. Parents, teachers and girl students have raised concerns regarding holding different gender
classes across two shifts in the same school building. A core reason for low enrolment of girl students in
JAT school is the interface between the two genders during the shift change in the middle of the day.

recommendation 11
XXXVII. Based on gender principles and beneficiary priorities, UNRWA can consider two options. The
first option is, in future, to make separate single shift schools for boys and girls. The second is, in both
current and future schools, to operate a single shift for both boys and girls in the same school building,
but with complete segregation of boys and girls - including separate entrances and exits. UNRWA
should take into consideration cultural sensitivity and the demand from students, parents and teachers,
f

rather than maintaining focus only on cost efficiency. The data on female student dropouts from new
schools should be analysed to
the number of student
dropouts from the JAT area, and to monitor the number of new enrolments from Jabal Al Naser. UNRWA
should also advocate respectful relationships between boys and girls, and work with the government
to find land or old buildings that can be leveraged by GAM and DPA to create space in the host
communities, where parents and children feel safe and secure, whilst learning in optimal education
facilities and a creative, healthy environment. Schools do not need to be large or extravagant to serve
this purpose; rather, smaller schools on small sites may better suit the community needs. It is also
recommended that UNRWA hire female teachers for higher grades so that the issue of gender inequity
in teacher recruitment is addressed.

finding 12
XXXVIII.Protection issues among children of different ages have been observed and identified in the
merged school and also while commuting to and from the school, although there is currently no hard
data available on the protection of students in schools. This includes verbal abuse, violence, bullying
and incidents of sexual harassment (refer to physical safety in Finding 5).

recommendation 12
XXXIX. A comprehensive safety and protection system needs to be established at schools, where
children, parents, school counsellors and teachers progress through various levels of safety and
protection training and awareness raising. Engage the Student Parliament and Parents and Teachers
Association in planning, implementing and monitoring protection measures in the school. All accidents
and protection incidents need to be reported back to UNRWA South Amman Area Office and the Jordan
Field Office for timely action.

******
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background of the intervention
proposal to replace five rented schools for a
purpose-built school on a piece of land donated
by GAM, located near Jabal Al Naser. This new
purpose-built school would support the
implementation of the Education Reform and
provide cost savings.

1.
programme in
Jordan is the second largest of the UNRWA
Agency
after Gaza. In
Jordan, UNRWA provides elementary and
preparatory education (grades 1-10) for 122,494
students (2017-18 scholastic year) through 171
administrative schools, accommodated across
95 school buildings. In 2016, twenty-eight of
these schools operated in rented buildings. A
review in 2013 identified several rented schools
that fell below UNRWA educational and safety
standards. Five Jabal Al Taj (JAT) schools existed
in dilapidated physical structures that posed a
safety risk to students and teachers. A decision
was taken to find suitable land to replace rented
schools with a new school building which
would have double the capacity of the five
rented schools.
2.

5.
The project was approved in two
phases. The first phase was the construction of
the school building and a retaining wall, and the
development of norms. The second phase
included external compound walls, pavements,
furnishing and equipment. The total cost of the
project was US$3,353,410, to be utilised in 26
months.
6.
As of October 2012, the design would
be sufficient for the 1,152 Palestinian refugee
students (535 girls and 617 boys) attending the
five rented schools to move to a safe and
student-friendly learning environment. The
purpose-built JAT school would be one of
schools with a floor area of
4,400 square meters, allowing an increase in
enrolment of up to 1,920 in line with 48
students per class norms.

In 2009-10, an external review of
Programme made a series

Education Reform which began in 2011.
Reform seeks to introduce
student-centred active learning methodologies
and activity-based learning to UNRWA schools.
It is difficult to imagine the poor learning
environment of the schools in JAT area being
consistent with the Education Reform and
student-centered
learning.

7.
log frame, the
outcomes for the project were as follows:
a. Environmentally and operationally efficient
design norms in place for all five Field
Offices of UNRWA.
b. Increased access to improved teaching and
learning environment for Palestine
refugees.

3.
At
the
same
time,
UNRWA
implemented austerity measures due to lack of
funds. Income had not increased to keep pace
with inflation and the growing refugee
population. The cost of rented schools was not
efficient due to high administrative costs mainly
as a result of the low teacher to student ratio.

c. Mitigation of adverse effects of General
Fund shortage in the operation of JAT
schools.

4.
In 2013, UNRWA approached the
Federal Government of the United States with a

1

evaluation purpose, objectives and scope
8.
The purpose of the evaluation is to
assess whether UNRWA achieved its
objectives, outcomes and outputs in building
the school. The evaluation also considered
the process followed during the life cycle of
the project, and what lessons can be
incorporated into future interventions.
Reference should be made to the teaching
and learning environment, access to
education, recurring costs and costeffectiveness. An additional focus, added
during the inception phase, was to look at the
project holistically, including the sociotechnical and environmental (
)
aspects.

11.
This evaluation applied DAC criteria
(relevance,
efficiency,
effectiveness,
impact/results and sustainability) as part of its
methodology,
and
considered
the
intersecting aspects of gender, disability,
child protection and the environment (refer
to Annex B for the Terms of Reference).
12.
The evaluation team conducted a
market survey of prices of civil work, and
compared rates of several private contractors
relative to those of the Ministry of Public
Works and Housing (MoPWH) when
conducting detailed assessments of BoQ and
price variance.
13.
The evaluation team conducted an
extensive document review, including
policies and strategies; sectorial guidelines;
architectural
drawings;
construction
standards and procedures; project proposals;
donor reports; work plans; interaction among
stakeholders; financial reports; and tendering
documents (Refer to Annex B for the list of
documents).

methodology
9.
During the inception phase, it was
confirmed by the UNRWA evaluation
committee and evaluators that the JAT school
evaluation will focus on qualitative methods
for data collection, such as Key Informant
Interviews (KII) and Focus Group Discussions
(FGD). To enrich the results and to complete
the evaluation matrix, a comparative analysis
between the former schools and the merged
school was included. (Refer to Annex B for the
Terms of Reference and Annex C for the
Inception Report).

14.
The primary data was collected using
different techniques, in particular, FGD and KII
with children, teachers, parents and
community members.
a. Children Separate FGD with boys and
girls, including student parliaments.
b. Teachers Separate FGD with male and
female teachers.

10.
The evaluation covers all stages of the
project and the Result Framework of the JAT
School project Phase I and Phase II starting
from 1 August 2013. The geographic
coverage of the evaluation includes JAT new
school located in Jabal Al Naser in South
Amman and the surrounding community. The
evaluation considered the views of direct
beneficiaries (students and teachers) and
associated beneficiaries such as parents. The
scope was also extended during the inception
phase to meet GAM officials, Department of
Palestinian Affairs (DPA) officials, and
contractors to understand the evolution of
the project and prospects (refer to Annex C
for changes in the Inception Report).

c. Parents
fathers.

Separate FGD for mothers and

d. Separate FGD for parents whose children
migrated to a government school.
e. KIIs with school principals (of both boys
and girls shifts).
f.

KIIs with UNRWA staff,
Donor
representatives, school construction
committee members, contractors, GAM
Officials and DPA Officials.

g. Physical inspection and measurements of
former schools, other UNRWA schools,
government schools and the merged JAT
2

school by the Architect and Construction
Management Specialist.

18.
The desk review of the Key Policy
documents and the Key Informant Interviews
(KII) with UNRWA staff reveal that school
rehabilitation will be prioritised through the
construction of new buildings to replace
rented schools in need of urgent repair and
maintenance. Environmental issues will be
mainstreamed in the design and construction
of the buildings. Under the MTS goal:
knowledge and skills, UNRWA will strive for
education reforms, such as improvement in
the teaching and learning environment, the
implementation of an inclusive education
strategy developing an effective system to
identify and support children with special
educational needs. School governance will be
promoted through the strengthening of
Parent-Teacher Association participation and
the empowerment of student parliaments.

h. Physical
inspection
of
rainwater
harvesting, solar power installation and
their utility by the Architect and Building
Construction Management Specialist.
i.

Primary and secondary data collection for
cost-benefit analysis.

15.
The cost-benefit analysis is based on
data received from various departments of
UNRWA JFO and certain assumptions. Cash
flows have been estimated for the useful life
of the merged school and analysed under Net
Present Value and Internal Rate of Return
calculations. Refer to Annex E for further
details.

limitations

19.
The project replacing rented schools
is in line with both UNRWA Mid Term
Strategies, as it addressed the replacement of
the 17 per cent of schools that have been
deemed unsuitable premises in the Mid Term
Strategy since 2013. The top priority for
UNRWA was to handle education reform,
which was constrained by poor education
infrastructure, cramped spaces for children,
unsuitable learning environment and high
operational costs due to rent and the number
of teachers needed to operate five small
schools. These issues gave impetus to
develop a better model of education delivery
services. This was only possible by having
large schools with improved space, more
facilities and lower operational costs.

16.
A limitation of the project evaluation
was the lack of a feasibility report, to
understand the historical data such as the
social impact of the new location as well as its
impact on children and parents. The lack of
technical analysis on the feasibility of
location, costing, time constraints, risk
assessment and presumptions took a lot of
time when establishing the benchmarks for
the evaluation.

evaluation findings
and recommendations

20.
The policy of building a permanent
school replacing the rented schools was well
received and supported by DPA and GAM in
identifying the land. The site acquisition was
a major and timely achievement relevant to
initiate the project.

relevance
17.
This section describes the project
objective and beneficiaries (students, school
staff, and parents) expectations and needs,
aligned with UNRWA Mid Term Strategy
(2010-2015),
UNRWA
Jordan
Field
Implementation Plan (2012-2013), and the
new UNRWA Mid Term Strategy (2016-2021).
The evaluation sought to address the
questions outlined in the evaluation Terms of
Reference.

21.
The project proposal was to construct
a replacement school building that would
take into consideration safety, while
incorporating high standards of teaching and
learning facilities. The proposal stated
implementation following a participatory
approach involving all stakeholders.

policy context
3

requirements for a school (needs and
wants of stakeholders)

location of the school
24.
The location of the new school was
identified by GAM and DPA after long
negotiations. The plot of land was deemed as
the only option that could be donated by the
government. UNRWA had to make a difficult
choice, as the location was out of JAT
community and across a valley from the
former schools (refer to Annex L for the
Location Map). Even though the school is fit
for purpose, a major challenge is that children
must cross the busy main street separating
the JAT community and the new school. The
terrain is a steep slope adjacent to a railway
line and a GAM vehicle maintenance yard.
Finally, it was decided to proceed with the
construction of the new school, with
safeguards such as retaining walls, major
external work (for an additional cost), and an
agreement in principle between UNRWA and
GAM, in consideration of an access road to be
constructed and aligned with pedestrian
pathways and other traffic safeguards. These
safeguards, however, remain unrealised. The
project construction outcome was technically
simple to achieve. The building design
concept was developed by HQ architects,
executed by a contractor and supported and
supervised by an UNRWA engineering team,
with the purpose of reducing the operational
cost as much as possible, and developing
norms to replicate in all Field Offices.
The
component was implemented by
HQ-ICID.

22.
A survey report (the Year 2010) on
rented schools stated that about 25 rented
schools did not have a conducive school
environment, and therefore required special
attention to be replaced. Five JAT rented
schools were included in the list of schools.
However, there was no evidence of demand
for a new school from the community,
parents or teachers. All the stakeholders were
reportedly quite happy with the five former
schools, although the condition of the
schools was not conducive to proper
teaching and learning. The community was
happy about the teaching standards; welleducated teachers; approach and teaching
methodology; the proximity of the schools (as
they were in the community); and the safety
of the location. There were no issues
regarding transportation or mixed-sex school.
23.
On the other hand, physical
infrastructure
inadequacies
included
cramped conditions and a lack of play areas,
specialised labs and other facilities. Teachers
were more concerned about student
performance and the ability to serve
community needs. For the children, the
proximity to home and good overall
performance was most important. For
UNRWA, the importance of the safety of
children was at the forefront, along with
improved teaching and learning by
addressing deficiencies posed by rented
facilities and a reduction of operational costs,
which led to the development of the
proposal. As a result, there was no consensus
among stakeholders on the criteria for a new
school. The initial request for classroom
requirement and specifications came in from
the JFO education department and the HQICID Architect, who visited the former schools
and conducted several meetings, which led to
the development of room requirements
including the 20 classrooms. Beneficiary
consultation produced a standard of space
requirements but failed to take seriously the
other factors that were more important to the
beneficiary community.

25.
Due to the location and the
reputation of the quality and superior
learning space provided by UNRWA schools,
many new children have enrolled in the new
school from the neighbouring community of
Jabal Al Naser and other areas nearby,
whereas previously they had attended private
and government schools. Currently, the
school has a total of 1,377 students, of which
846 are boys and 531 girls. There is a steep rise
in the number of boys enrolled (19 per cent)
in comparison to the former schools. The new
enrolments indicate 26 per cent (228) of boys
joined the new school from Jabal Al Naser and
surrounding areas, and it is running at full
space capacity. 26 per cent (138) of the girls
were new enrolments from Jabal Al Naser and
4

surrounding areas, yet it is still short by 2 per
cent in comparison to former schools.
Calculations show that the girls shift is
running 36 per cent short of full capacity.

to involve social mobilizers to engage the
public with information dissemination.
Committees involving all stakeholders should
have been formed before the project
proposal drafting stage and, with consensus,
the decisions and objectives of the project
should have been made. The advantages and
disadvantages should also have been
explained clearly to all stakeholders, ensuring
their involvement from the beginning of the
project to the end.

26.
The concerns about the location of
the new school - from the teachers, parents
and the JAT community - is that the new
school is not serving JAT area to as full
capacity as before -- in total, about 245 JAT
children left school, of which 150 were girls. In
future, it may be entirely dominated by the
other communities. If, as originally intended,
appropriate and safe access to the school
cannot be provided, the school will lose
students from the intended community of
JAT while unintentionally serving the Jabal Al
Naser community. As the rented schools have
now been replaced, no UNRWA school
remains within the community of JAT.

29.
Due to the new location of the school,
the number of direct child beneficiaries -- the
children from JAT area -- has declined
drastically. From the school records, 150 girls
and 95 boys from the area, accounting for
almost 20 per cent of pre-merger enrollment
(Total 1,253), migrated to government
schools owing to reasons such as
inconvenient location, transportation costs
and a preference for gender segregation.
According to teachers, the greatest loss was
the children from low-income family
backgrounds, whose parents are in a lower
income bracket and thus cannot provide the
transportation cost for school.

change management
27.
The change from one location to
another has not been easy for the children
and parents to accept. The school is only 200
meters from the centre of JAT. However, due
to the topography and the traffic hazards, it
takes up to 60 minutes to reach the merged
school from JAT on foot. Many parents now
send their children by rented vehicles, which
takes time and is an additional expense. Boys
and girls were placed together in one school
running in different shifts. The elementary
school was combined with the preparatory
school, which means younger children and
teens have been merged and may increase
the risk of gender-based violence.

30.
As a result of the merger, the number
of teachers has been reduced to 53 in
comparison to the 82 employed at the former
schools. Similarly, two school principals have
replaced the five previously employed
principals. The two principals have each been
assigned a deputy. Furthermore, the number
of attendants has reduced from five to four.
All these changes have resulted in significant
staff cost savings.

28.
Despite the improved facilities, the
community was not well prepared for the
above changes and their consequences, such
as the issues around safety and security of the
children in a new location; transportation
cost; same school premises for different
genders; parents engagement in pickup and
drop-off of children; and shift timings
affecting the daily routine of parents. The
community members were not a part of the
decision-making process. UNRWA did not
implement any change management
processes to handle the socio-cultural issues
while merging the schools. In general, when
such decisions are made, the best practice is

Transportation
31.
The project was successful in
attaining its financial objective, but there
were other costs which were noted to have
increased due to the relocation of the school
away from the community, translating to the
unanticipated, yet substantial, effect on
enrolments of the intended beneficiary
group. UNRWA has made significant savings,
but on the other hand, the parents have to
bear the burden of transport charges, with a
long travel time of up to an hour during peak
hours of traffic, an extra concern. The
transportation was a major factor leading
5

many children to migrate to nearby
government schools. The calculations are
shown in Table 1.

more students from JAT, a quota should be
established, capping the number of
enrolments from other areas. If students

32.
Students of the former schools of JAT
previously walked to school as the proximity
of the schools to their homes as well as
allowed the parents to drop off and collect
their children. With the new location, 33 per
cent of girls and 40 per cent of boys travel by
small taxis and minibuses. This costs JD20 per
child per month, which amounts to JD92,453
per academic year. Apart from the cost, the
stress and anxiety of children reaching school
on time and coming back home safely have
become a major concern for parents,
particularly since transportation is not regular
or on time. As a result, key indirect
beneficiaries of the school include those
people who are running the transport
business. The change has increased the
carbon footprint, by emitting more carbon
dioxide and other gases from the vehicles as
a result of the increased use of vehicles.

drop-out during the initial year, enrolments
could then be opened to a wider geographic
area. In the absence of the quota, it is possible
in the long term that the school will not
continue to serve the JAT area beneficiaries. A
campaign is needed to encourage enrolment
of girls from JAT area and issues related to
facilities, safety and cost of transportation
also need to be addressed. A portion of the
savings generated by the project could be
used for this purpose.

recommendation 1b
35.
Future UNRWA construction projects
should undertake social and environmental
impact assessments as part of the design
phase, ensuring due consideration of the
socio-cultural aspects, including safety,
access, transportation, energy efficiency and
their related costs. A change management
process is also required for community,
children and teachers, particularly while
taking such initiatives as shifting schools.
Criteria for the selection of suitable sites
should be given high priority, noting the
scarcity of suitable sites in the Amman area.

finding 1
33.
Overall, the merged school has
experienced a steep increase in the
enrolment of boys - running at full capacity -,
in the new
location. The school is less attractive to the
intended direct beneficiaries of the former
schools because of the distance and double
shift catering to both sexes. Nonetheless,
there is an increase in enrolment of both boys
and girls from Jabal Al Naser and surrounding
areas serving Palestine Refugee children.

efficiency
cost-benefit analysis, construction
management & quality assurance
36.
This section deals with some of the
key expectations of UNRWA regarding cost
efficiency, savings, and social costs. It also
looks at the resource utilisation to achieve
results economically.

recommendation 1a
34.
Priority should be given to attracting
new enrolments and the return of former
students from JAT. To encourage and attract
6

estimated financial savings

41.
While noting that the analysis allows
for corrective work of US$30,000 in addition
to other maintenance expenses of US$87,923
in scholastic year 2017/18E (refer to the end of
Annex E), some portion of net savings from
the project may need to be reinvested to pay
for the immediate requirements of the school.
The requirements include noise reduction
measures, roof modifications for ambient air
movement, and road alignment for the school
to connect to the main road, along with other
safety measures. Requests for security
cameras for the safety of the building and
infrastructure were also made, which seems
necessary to keep a watch on the large
premises. On soft issues, such as community
ownership, some post-change management
workshops for parents and teachers can be a
suitable investment.

37.
A core objective of the project was to
reduce the cost of operating schools,
achieved through the reduction of
operational costs such as rental and teaching
personnel costs. Table 2 compares the
estimated operating costs of the five former
initial two years of operation.
38.
The net savings from operational
costs, including rent, salaries and utilities, are
estimated to be approximately US$524,173
during scholastic year 2016/17, representing
a 40 per cent saving compared with the
estimated costs of the former schools. These
savings show the success of the project in
reducing operational costs.
39.
The cost outlay of the project was
US$3.4 million during 2015/16. Analysis
based on discounted cash flow forecasts over

water consumption and rainwater
harvesting costs
42.
In the former schools, water cost was
US$2,332 per year, while in the merged
school it is US$7,282 per year which is more
than three times higher. This is because the
school is purchasing water tanks at the price
of JD2.00 per cubic meter while it costs about
JD1.15 per cubic meter from the municipal
line. Currently, there is no government water
meter because, without any occupancy
certificate, the government does not a grant
water meter. During the discussions with JFOICIP engineers, they have mentioned that the
cost of water with municipal water line might
not differ, which needs to be examined, once
the government provides the regular
municipal connection.

useful life) implies an Internal Rate of Return
of approximately 18% and a Net Present
Value of approximately US$4.1 million for the
merger of the JAT schools. Disregarding the
time value of money, the project is expected
to break-even in the scholastic year 2025/26
(i.e., ten years after the merger). It indicates
that the merger is expected to generate
substantial financial savings which can be
utilised to support additional educational
programmes for Palestine refugee children.
Refer to Annex E for full details, including
inputs and assumptions supporting the CostBenefit Analysis.
40.
Nominal cash flow estimates have
been prepared which analyse cash flows over
50 years, in line with the useful life of the
building, as detailed in Table 3. Table 4 shows
the estimated cash flow requirements of the
former and merged schools over the next ten
years. Table 5 shows the estimated cost
savings of the merged school over the next
ten years -- the project is expected to breakeven in the tenth year. For detailed estimated
savings over the next ten years refer to Annex
E. For detailed estimated maintenance costs
and material list of items, refer to Annex N.

43.
Another
element of the
project was the construction of a rainwater
harvesting system in the school. The initiative
was good but at an excessive cost. The
construction of an underground tank,
including the installation of pipes from the
rooftop, cost JD30,000. Even with this
investment, the installation is inefficient due
to poor design and workmanship, rendering
it non-functional.
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table 2 - expense comparison at former and merged schools, 2017/18E & 2018/19E
(Scho lastic Year Ending 31A ugust. Figures in US do llars unless indicated o therwise)

Cash Flow Estim ates
Teaching Personnel Salaries
Former Schools
Merged School
Change in Teaching Personnel Salaries
Adm inistrative Personnel Salaries
Former Schools
Merged School
Change in Administrative Personnel Salaries
School Attendant Salaries
Former Schools
Merged School
Change in School Attendant Salaries
Non-Salary Personnel Benefit Paym ents
Former Schools
Merged School
Change in Non-Salary Personnel Benefit Payments
Rental Cost
Former Schools
Merged School
Change in Rental Cost
Maintenance Expense
Former Schools
Merged School
Change in Maintenance Expense
Electricity Costs
Former Schools
Merged School
Change in Electricity Costs
Water Costs
Former Schools
Merged School
Change in Water Costs
Total Cash Flow
Former Schools
Merged School
Change in Total Cash Flow
% Change in Total Cash Flow

2017E

2018E

-861,887
-531,221
330,665

-885,521
-545,788
339,733

-92,614
-50,607
42,007

-94,704
-51,759
42,946

-45,372
-31,029
14,343

-46,898
-32,073
14,825

-209,973
-128,700
81,273

-215,696
-132,220
83,476

-61,330
0
61,330

-65,951
0
65,951

-23,969
-12,500
11,469

-23,969
-117,923
-93,954

-3,493
-15,458
-11,965

-3,493
0
3,493

-2,332
-7,282
-4,950

-2,332
-4,218
-1,886

-1,300,971
-776,798
524,173
40%

-1,338,564
-883,981
454,583
34%

Unit s
USD
USD
USD
USD
USD
USD
USD
USD
USD
USD
USD
USD
USD
USD
USD
USD
USD
USD
USD
USD
USD
USD
USD
USD
USD
USD
US D
%

table 3 - estimated costs at the merged school over the next ten years, 2017/182025/26E
(Scholastic Year Ending 31August. Figures in US dollars unless indicated otherwise)

Cash Flow Estimates
Teaching Personnel Salaries
Administrative Personnel Salaries
School Attendant Salaries
Non-Salary Personnel Benefit Payments
Rental Cost
Maintenance Expense
Electricity Costs
Water Costs
Total Cash Flow

2017E
-531,221
-50,607
-31,029
-128,700
0
-12,500
-15,458
-7,282
-776,798

2018E
-545,788
-51,759
-32,073
-132,220
0
-117,923
0
-4,218
-883,981

2019E
-560,755
-52,936
-33,151
-135,837
0
-79,689
0
-4,218
-866,587

2020E
-576,132
-54,141
-34,266
-139,553
0
-79,689
0
-2,541
-886,322
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2021E
-591,931
-55,373
-35,418
-143,372
0
-79,689
0
-2,541
-908,323

2022E
-608,163
-56,633
-36,609
-147,295
0
-79,689
0
-2,541
-930,929

2023E
-624,840
-57,921
-37,840
-151,326
0
-79,689
0
-2,541
-954,157

2024E
2025E
2026E
-641,974
-659,578
-677,665
-59,239
-60,587
-61,965
-39,112
-40,428
-41,787
-155,468
-159,724
-164,098
0
0
0
-79,689
-79,689
-79,689
0
0
0
-2,541
-2,541
-2,541
-978,024 -1,002,547 -1,027,745

table 4 - estimated cash flows of the former and merged schools over the next ten
years, 2017/18-2025/26E
(Scho lastic Year Ending 31A ugust. Figures in US do llars unless indicated o therwise)

Cash Flow Estim ates
2017E
2018E
2019E
2020E
2021E
2022E
2023E
2024E
2025E
2026E
Teaching Personnel Salaries
Former Schools
-861,887
-885,521
-909,804
-934,753
-960,386
-986,721 -1,013,779 -1,041,579 -1,070,141 -1,099,487
Merged School
-531,221
-545,788
-560,755
-576,132
-591,931
-608,163
-624,840
-641,974
-659,578
-677,665
Change in Teaching Personnel Salaries
330,665
339,733
349,049
358,621
368,455
378,559
388,939
399,605
410,563
421,821
Adm inistrative Personnel Salaries
Former Schools
-92,614
-94,704
-96,842
-99,028
-101,263
-103,548
-105,885
-108,275
-110,719
-113,218
Merged School
-50,607
-51,759
-52,936
-54,141
-55,373
-56,633
-57,921
-59,239
-60,587
-61,965
Change in Administrative Personnel Salaries
42,007
42,946
43,905
44,887
45,890
46,916
47,964
49,036
50,132
51,253
School Attendant Salaries
Former Schools
-45,372
-46,898
-48,475
-50,105
-51,790
-53,531
-55,331
-57,191
-59,115
-61,102
Merged School
-31,029
-32,073
-33,151
-34,266
-35,418
-36,609
-37,840
-39,112
-40,428
-41,787
Change in School Attendant Salaries
14,343
14,825
15,324
15,839
16,371
16,922
17,491
18,079
18,687
19,315
Non-Salary Personnel Benefit Paym ents
Former Schools
-209,973
-215,696
-221,575
-227,616
-233,822
-240,198
-246,749
-253,480
-260,395
-267,500
Merged School
-128,700
-132,220
-135,837
-139,553
-143,372
-147,295
-151,326
-155,468
-159,724
-164,098
Change in Non-Salary Personnel Benefit Payments
81,273
83,476
85,738
88,063
90,450
92,903
95,423
98,011
100,670
103,402
Rental Cost
Former Schools
-61,330
-65,951
-70,957
-76,385
-82,272
-88,661
-95,596
-103,128
-111,312
-120,208
Merged School
0
0
0
0
0
0
0
0
0
0
Change in Rental Cost
61,330
65,951
70,957
76,385
82,272
88,661
95,596
103,128
111,312
120,208
Maintenance Expense
Former Schools
-23,969
-23,969
-23,969
-23,969
-23,969
-23,969
-23,969
-23,969
-23,969
-23,969
Merged School
-12,500
-117,923
-79,689
-79,689
-79,689
-79,689
-79,689
-79,689
-79,689
-79,689
Change in Maintenance Expense
11,469
-93,954
-55,720
-55,720
-55,720
-55,720
-55,720
-55,720
-55,720
-55,720
Electricity Costs
Former Schools
-3,493
-3,493
-3,493
-3,493
-3,493
-3,493
-3,493
-3,493
-3,493
-3,493
Merged School
-15,458
0
0
0
0
0
0
0
0
0
Change in Electricity Costs
-11,965
3,493
3,493
3,493
3,493
3,493
3,493
3,493
3,493
3,493
Water Costs
Former Schools
-2,332
-2,332
-2,332
-2,332
-2,332
-2,332
-2,332
-2,332
-2,332
-2,332
Merged School
-7,282
-4,218
-4,218
-2,541
-2,541
-2,541
-2,541
-2,541
-2,541
-2,541
Change in Water Costs
-4,950
-1,886
-1,886
-209
-209
-209
-209
-209
-209
-209
Total Cash Flow
Former Schools
-1,300,971 -1,338,564 -1,377,447 -1,417,680 -1,459,326 -1,502,453 -1,547,135 -1,593,448 -1,641,476 -1,691,309
Merged School
-776,798
-883,981
-866,587
-886,322
-908,323
-930,929
-954,157
-978,024 -1,002,547 -1,027,745
Change in Total Cash Flow
524,173
454,583
510,860
531,358
551,003
571,524
592,978
615,424
638,929
663,564
% Change in Total Cash Flow
40%
34%
37%
37%
38%
38%
38%
39%
39%
39%

table 5 - estimated cost savings and financial analysis of the JAT school project
over the next ten years, 2017/18-2025/26E
(Scholastic Year Ending 31August. Figures in US dollars unless indicated otherwise)

Cash Flow Estimates
Summary of Nominal Cash Flow s
Project Cost
Change in Teaching Personnel Salaries
Change in Administrative Personnel Salaries
Change in School Attendant Salaries
Change in Non-Salary Personnel Payments
Change in Rental Costs
Change in Maintenance Expense
Change in Electricity Costs
Change in Water Costs
Nominal Cash Flow - Total
Discounted Cash Flow - Total
Cumulative Sum of Discounted Cash Flow s
Internal Rate of Return
Net Present Value

2016A

-3,353,410
n.a.
n.a.
n.a.
n.a.
n.a.
n.a.
n.a.
n.a.
-3,353,410
-3,353,410
-3,353,410
18.1%
4,096,153

2017E

2018E

2019E

2020E

2021E

2022E

2023E

2024E

2025E

2026E

n.a.
n.a.
n.a.
n.a.
n.a.
n.a.
330,665
339,733
349,049
358,621
368,455
378,559
42,007
42,946
43,905
44,887
45,890
46,916
14,343
14,825
15,324
15,839
16,371
16,922
81,273
83,476
85,738
88,063
90,450
92,903
61,330
65,951
70,957
76,385
82,272
88,661
11,469
-93,954
-55,720
-55,720
-55,720
-55,720
-11,965
3,493
3,493
3,493
3,493
3,493
-4,950
-1,886
-1,886
-209
-209
-209
524,173
454,583
510,860
531,358
551,003
571,524
475,768
374,503
382,001
360,638
339,436
319,565
-2,877,642 -2,503,139 -2,121,138 -1,760,501 -1,421,064 -1,101,499

n.a.
388,939
47,964
17,491
95,423
95,596
-55,720
3,493
-209
592,978
300,943
-800,556

n.a.
399,605
49,036
18,079
98,011
103,128
-55,720
3,493
-209
615,424
283,492
-517,063

n.a.
410,563
50,132
18,687
100,670
111,312
-55,720
3,493
-209
638,929
267,141
-249,922

n.a.
421,821
51,253
19,315
103,402
120,208
-55,720
3,493
-209
663,564
251,821
1,898

Note: Next ten years of cash flows presented, however, analysis based on 50 years of cash flow estimates .
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44.
There is clear evidence of weak
design and execution of the rainwater
harvesting. Also, how, where and under what
circumstances, the water from rainwater
storage should be used is not clear. Currently,
muddy water with dust from the roof, without
filtration, runs into the tank and the water is
unusable. If it was meant for demonstrating
good practice and conservation of water, the
model could have been designed in a more
simple cost-effective way.

field offices. To develop uniform standards,
UNRWA will need to review the various
country standards and norms and formulate
green standards4 which applies to all Field
Offices. This was not realised under the
project. Though the green elements such as
solar photovoltaic system and rainwater
harvesting were shown as an achievement by
UNRWA regarding reaching green standards,
the Evaluation Team (ET) had a different
opinion regarding UNRWAs achievements
against the objectives set in the proposal.

45.
The rainwater harvest system can
store only 260 cubic meters at a time while
the consumption of the school is
approximately 3,641 cubic meters per year. It
is expected that the system will fill twice per
year. The system is estimated to have a
payback period (disregarding time-value of
money) of approximately 70-71 years, which
is greater than the useful life of the system.
This is calculated based on annual cash flow
estimates which assume no cost savings
during 2016/17, a higher tariff during 2017/18
and 2018/19 before obtaining the occupancy
certificate and assuming no operating costs.
The Internal Rate of Return and Net Present
Value of the rain harvest system are negative,
implying this is not a financially viable
investment. Refer to Annexes E and F for
further details and an explanation of water
harvesting costing.

48.
The easiest way to acquire the
knowledge is to begin with one project
aiming to achieve
certification. This
will provide the entire organisation with
processes which can be replicated. For the
JAT project, UNRWA gave responsibility to
consultants, Group for Design and
Architectural Research, who incorporated
several green elements into the project,
including rainwater harvesting. The solar
photovoltaic system was designed and
installed at a later stage by Kawar Energy.
49.
The
initiative has achieved
energy savings and a sustainable approach
which has brought in a contribution to
reducing carbon dioxide emissions. Although
a sense of pride is seen among the children
and teachers, the objective of building the
norms within UNRWA needs more work. This
is due to a lack of understanding at all levels
in the organisation about
initiatives.
The aspirations at the project inception have
been compromised and weakened in each of
the subsequent stages of the project cycle.
While some savings have been achieved
through bolting on
elements; the
project did not optimise the bui
potential to become fully environmentallyfriendly, acknowledging that the project did
not seek to be a perfect environmentallyfriendly model building (refer to Annex G for
the architect s Technical Report including
elements).

46.
It is important to have a permanent
water connection to reduce the cost of the
water and also to make the water harvesting
system operational. More design analysis is
required for large-scale rainwater catchment
systems to increase efficiency and reduce
capital investment.

green-environment elements
47.
The project had a very specific
objective in developing
norms for
UNRWA field offices. The main intention of
this was to find cost savings. However,
through the JFO-ICIP strategy and Mid Term
Strategies, there are recent directives to build
schools. The plan was to develop
UNRWA specific norms for adoption in five

50.
The JAT school Project was an
opportunity for UNRWA to make a

4

Jordan has a green council, standards and criteria for
construction. The host countries of other field offices

may have environmental standards.
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building. Some positive lessons have been
learnt from this project for the future. As
UNRWA has a dedicated team of engineers
and architects, and with further exposure and
training in good practice, future projects
should aim to achieve the highest possible
rating and certification.

55.
The selection of the contractor was
based on the lowest price quotation. The
grade contractor in UNRWA listing of
contractors, whereas, he was identified as a
grade contractor in the MoWPH list.
During the selection, the finance department
raised questions about his previous inferior
performance; nevertheless, the tender was
awarded ultimately due to the absence of
proper documentation of performance
evaluations of contractors. UNRWA needs to
consider the selection process and find
alternatives to engage and attract good
contractors. The cost of the contractor was
less than UNRWA cost estimate, which may
be due to the following reasons. First, the
understanding of cost by the company5 who
did the cost estimate for the contractor could
have been different. Second, the contr
own experience in costing may have
produced a different cost estimate. Thirdly,
often contractors rates are less because they
plan to get the contract at any cost and aim to
recover the losses by reducing the quality of
construction, for example, in heavy concrete
works, they will reduce the quantity of
cement, or in finishing, they can use the
inferior material. Fourthly, UNRWA rates are
based on the market rates and the knowledge
and experience of UNRWA engineers.
Usually, estimates based on the market prices
are higher than the estimates done by the
government.
Please see the following
paragraphs for detailed cost analysis.

51.
An unanticipated consequence of the
school design is the high noise level due to
the hard surfaces and the closeness of the
classrooms to one another in a confined
multi-story space. Ambient noise is at an
uncomfortable level for all who use the
building for any length of time. Teachers have
complained about headaches caused by too
much noise, even in classrooms.

construction management
52.
This section focuses on the building
contract and construction costs, including a
market analysis of four price sources: UNRWA,
school contractor, open market and MoPWH.

preparation of bill of quantity
53.
Generally,
the
BoQ
gives
specifications and quantities of materials
required. Similarly, the Bluebook guidelines
give standards and specifications of materials.
Having said that, it is the contractor and site
supervisors who need to maintain
appropriate
workmanship
standards,
ensuring that a record of day-to-day decisions
made during implementation for quality
control
are
documented
for
verification/audit.

costing and pricing

54.
There are around 19 items in the BoQ
listed as provisional sums. It is normal to have
such items, but this would result in huge
variations in the prices between different
contractors. A major item was presented as a
lump sum although a detailed breakdown
could have been given. The result was a large
variation in the price, ranging from JD1,000 to
JD70,000, reference item no. 2/O/1/A in the
BoQ. A detailed analysis of the BoQ and
materials is presented in Annex F.
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56.
According to the market survey, the
average per cent variation (for all civil work,
which represents around 82 per cent of the
total cost) between the successful contractor
and market prices (from MoPWH and other
sources) is only 1-3 per cent. However,
UNRWA rates are 10% higher compared to
others.
Open
tendering
increased
competition (41 contractors collected the
bids) and drove prices down, or at least
ensured market value. The BoQ is of a
professional standard. The Agency

Some contractors hire services of companies

specialised in costing.
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estimates which were used as a basis for
evaluating the tenders were almost the same
as those of the lowest bidder who later
offered an eight per cent discount. Financially
there was no cost overrun for the project,
though there was a delay (refer Annex F
report of building design construction and
management consultant).

58.
Table 6 shows that there is no
significant variation between the three prices
for the civil work. The variation considering
the different work groups is also acceptable.
The cost estimate of UNRWA is higher than all
other three samples displaying the average
cost to be approximately 10 per cent higher.
This is not considered excessive as an

table(Total
6 - summary
Table 4: Summary
Price Of Civil(total
Works) price
Price inof
JD civil works) price in JD
Cost estimate
UNRWA

Work group
Main building
External works
Underground rain water tank (Civil)
Underground water tank (Civil)
Total
% of Contractor

850,308
651,946
38,912
15,068
1,556,234
109.50%

School
Contractor

Market
Contractor

885,339
502,120
24,350
9,444
1,421,252
100%

846,083
535,393
35,578
13,849
1,430,903
100.70%

MPWH
816,422
524,132
34,110
13,006
1,387,671
97.60%

chart 1 - summary (total price of civil works) price in JD

Summary (Total Price Of Civil Works)

Price (J.D.)

1,000,000
800,000
600,000
400,000
200,000
0
Main building

Cost estimate UNRWA

External works

Contractor

57.
The cost assessment was done by
adopting two different methods. The first
method focused on evaluating the total cost
of the project (mainly the civil work which
represents more than 80 per cent) using a

Underground rain
water tank (Civil)
Market Contractor

Underground
water tank (Civil)
MPWH

engineering practice but needs to be checked
in future to reduce the number of contract
variations (refer to Annex F). The key work
such as the main building and external work
(which comprises a major portion of the civil
work) are priced differently. The external work
had a huge margin of more than JD100,000,
but it should be noted that the pricing has
been done three years after the original BoQ
of 2014.

that of the market prices, in addition to the
prices of the MoPWH. An average was taken
from all four estimated prices to come up with
the best cost comparison. The second
method compared the cost of construction
per square meter area, which is between 1 to
3 per cent variation, and acceptable.
However, here
cost was
found to be 9 per cent higher. In future, there
is a need to check why UNRWA costing is high
and how, or if, it is impacting the quality and
finishing of the civil work.

59.
The estimated price of the main
building varies from 55 to 62 per cent with an
average of 59 per cent on the higher side.
per cent.
60.
The estimated price of external works
varies from 35 to 42 per cent with an average
of 38 per cent on the higher side
12

actual cost is 35 per cent. Calculation of the
cost of the external work depends on the land
topography. This includes the areas of the
yards and landscape in addition to the
boundary and retaining walls. However, 38
per cent is high, and this was mainly due to
the huge retaining walls that had to be built
because of the land profile.

issues that could have been considered are
gender segregation, health and child safety,
increase in recreational and multi-purpose
spaces, sound attenuation, and improved
ventilation.
63.
Nevertheless, based on the original
basic schedule of requirements, as a solution,
the school as built is efficiently planned. All
functional rooms built on four floors
surrounding a central courtyard or atrium
space have been an efficient use of the site,
minimising the amount of corridor or
circulation space that is needed. This results
in a tight and compact floor plan. The plan is
modular, regular and simple in form and was,
therefore, straightforward to build.

building design
61.
Multiple constraints namely the size
of the site, boundary wall setbacks, height
restriction, topography, budget and tight
design have resulted in a school that, on the
first inspection, has optimised the design
criteria creating a building that meets the
original schedule of room requirements.
Strengths of the building design include
accommodation of almost 1,900 students
across two shifts; incorporation of disability
accessibility features and installation of water
harvesting and solar power equipment. The
most pressing weaknesses of the design are
that the building is not oriented properly to
have more passive heating and lighting for
winter and that it is equally hot inside during
the summer. More attention was needed at
the design and planning stage to ensure that
the building form reduced the number of
large windows subject to excessive solar gain,
and incorporated technical solutions such as
external blinds and external shading. This
would have increased the capital costs but
would have resulted in a building that is more
comfortable and with lower operational costs
(air-conditioning). Finally, the importance of
a safe route to the school from JAT area
was not considered at the design stage.
Further analysis has shown that shading,
child-friendly features, elementary school
play areas, open classrooms etc. could have
further improved the quality of the project.

64.
The topographical constraints of the
site, requiring high retaining walls and a new
road access, have been addressed at an
excessive cost relative to the main building.
During the design phase, there appear to
have been no proposals to combine the
structure of the school building and the
retaining wall. An integrated wall and
building solution would have allowed, as a
result of cost savings, an increase in usable
space.
65.
The ET found that UNRWA needs to
enhance staff expertise - in child
participation,
child-friendly
features,
disability designing, green technologies,
water, sanitation and hygiene in schools required for such a multi-faceted project. The
experience of
Fund, the United Nations Development
Programme
and
international
nongovernmental organizations such as Save the
Children and Handicap International could
have been referenced to enhance the project,
especially
relating
to
child-friendly
construction; child participation in design
and decision-making, quality and monitoring;
disability standards and accessibility; and,
schools including solar installation,
rainwater harvesting; and water, sanitation
and hygiene.

62.
With the benefit of hindsight, had all
the risks, constraints and challenges been
analysed thoroughly and solutions for them
incorporated into the design and
implementation process, a different building
solution would have emerged. If the needs
important to the direct beneficiaries had been
considered, the building plan would have
provided more appropriate solutions. The

66.
No attempt was made to negotiate
with GAM for a relaxation of the setbacks on
the side of the retaining wall to enable the
13

space below the level of the top ground
(railway level) to have been developed.

cost, and reduced level of sustainability, and
reduced level of safety inside the school (refer
to Annexures F and G for quality assurance
and control issues).

67.
By the time the full cost and
implication of the retaining wall was
calculated, the building design and contract
process was already too advanced to make
any changes. The date of the contract was 22
July 2014, the notice to proceed with
construction was issued on 14 October 2014,
and the actual start of excavation was on 15
February 2015. The collapse occurred on 19
and 20 April 2015.

71.
Several
issues
related
to
workmanship, mishandling by end users and
insufficient upkeep were observed during
school visits about one month after the expiry
of the Defects Liability Period. The school
principal stated that the available attendants
are insufficient to keep the premises clean
due to the size of the building and the large
number of.

building safety and earthquake
resistance

72.
UNRWA norms, guidelines and
standards contained in the Specifications for
Technical Building Works (Bluebook) clearly
states the requirements for traffic safety in

68.
Based on the evaluation assessment
and the feedback received from the
construction contractor and discussion with
the design engineer, the technical drawings
and design documents were comprehensive
and of decent quality. The details are
sufficient for construction requirements,
good constructability, and are presented in a
clear and accessible manner.

The contractor should abide by certain guidelines as
given.
1. The Contractor shall provide, erect and maintain
such traffic signs, lamps, barriers, traffic control signals
and such other measures as may be necessitated by the
construction of the Works to the satisfaction of the Local
Authority and the Director of works. 2. The Contractor
shall not commence any work which affects public
roads until all traffic safety measures necessitated by the
work or required by the Local Authority are fully
operational. 3. The Contractor shall keep clean and
legible at all times all traffic signs, lamps, barriers and
traffic control signals and he shall position, re-position,
remove them as necessitated by the progress of the

69.
The structural engineers have
designed the building using UBC-97 for
earthquake resistance, as per government
norms. This is safe and good practice for
heavily populated schools. Seismic joints
were used which is good for seismic
performance. The regularity level of the
horizontal force resisting system in the
horizontal direction is accepted regarding
stiffness, and mass distribution which is good
for seismic performance and the same can be
said for the vertical direction.

73.
The team did not find any evidence
that the above clause was implemented by
the contractor or enforced by UNRWA officials
during the construction period. After handing
over the school to UNRWA, the Blue Book
clauses are also applicable for maintenance
work. The temporary road established by the
contractor for construction purposes was
later redeveloped as a semi-permanent,
usable road
use; however,
the road created safety issues for children,
with accidents occurring almost daily. As it
stands, UNRWA did not implement the basic
safety measures in the construction of the
approach road and site (as outlined in the
Bluebook) and maintained that the onus falls
on the transportation department to resolve
the issue.

quality assurance and quality control
70.
The building is structurally well built
and also looked beautiful with a new type of
design and the availability of good
classrooms, indoor spaces and the required
facilities for teaching and learning. Some
shortcomings in the final execution were
evident which compromised the quality of
the building. Generally, quality assurance,
quality checks and site supervision were
inadequate, affecting the quality of finishing
works which will lead to a one-off expense to
rectify the issues and higher maintenance
14

finding 2

approaches; disability standards; renewable
energy; earthquake standards; physical
safety; quality assurance and compliance; and
community interaction. UNRWA should
establish clarity on adherence to Bluebook
guidelines alongside a standardised policy on
and sustainable attributes in its
installations.
Communication
among
departments and project management
should be strengthened to better integrate
aspects such as social inclusion, and
community and beneficiary participation in
the project design and implementation. As
the Bluebook does not serve every purpose,
the development of a detailed structure of
norms, standards and guidelines is necessary
for the reasons outlined above.

74.
The project is expected to generate
significant financial savings. Analysis based
on discounted cash flow forecasts over the
life) implies an Internal Rate of Return of
approximately 18% and a Net Present Value
of approximately US$4.1 million for the
merger of the JAT schools. Disregarding the
time value of money, the project is forecast to
break-even in the scholastic year 2025/26 (i.e.,
ten years after the merger). Cost savings are
estimated to average 38% over the first ten
years following the merger.

recommendation 2
75.
The analysis (see Annex E) shows the
merging of rented schools has resulted in a
net positive financial outcome and therefore
recommends
that
UNRWA
pursue
construction of such purpose-built school
buildings to replace rented schools. As
highlighted in this report there are several
socio-cultural concerns which should be
considered while implementing this
recommendation.

effectiveness
78.
This section will consider the
implementation process to achieve planned
outputs and outcomes and how it
contributed to the achievement of the overall
objectives.

meeting objectives

finding 3

79.

76.
UNRWA norms, guidelines and
standards contained in the Specifications for
Technical Building Works (Bluebook) were
not applied. It is unclear whether the
contractor had an obligation to follow these
guidelines and standards, as the photographs
taken during the construction phase show
non-compliance of safety norms on site, such
as fencing, and lack of adequate Personal
Protection Equipment for labourers and
visitors. In addition, despite the provision
made in the project document there was no
community
engagement
or
school
construction committee to monitor the work
alongside the technical team. The ET noted
that these gaps affected quality assurance
and compliance with best practice.

The

first

objective

regarding

design norms in place for all five field offices
Initially, UNRWA advertised, unsuccessfully,
for a
consultant, to develop the norms.
The strategy was therefore altered to include
the contracting of a firm with relevant
experience; however, this proved to be
expensive. The consideration to develop
norms was therefore omitted altogether.
80.
The project has achieved the second
objective of having increased access to
improved teaching and learning environment
as the five
administrative schools were merged into one
single block. This objective is functional as of
the reporting date of this evaluation.

recommendation 3

81.

77.
UNRWA to comprise a detailed
structure of norms, standards and guidelines
for schools, including contracting procedures;
broad
technical
specifications
and

The third objective regarding the

been fully met. The cost-benefit analysis of
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the project
Efficiency.

is

considered

in

Section:

these fundamental structures has had a
detrimental impact on the project.

management and monitoring

84.
The ET appreciates the complex
issues which this project faced during the
construction process: in obtaining permission
licenses; halting the railway line due to
collapse of earth; construction of retaining
walls; advocating with various departments;
and without a project manager who could
hold the entire team and mobilize the school
and communities, or the expertise of a
consultant. It is evident that all those
involved in the implementation of this project
worked diligently within the constraints they
were faced with.

82.
The project was initiated by the Field
Education Programme which had full
responsibility for
,
despite there being a strong construction
component managed by JFO-ICIP. It was
noted that the project was not wellcoordinated by the various departments
involved in its implementation. While the
initial room requirements came from the Field
Education Programme; it was HQ-ICID which
determined the room requirements. These
were then submitted to architects in HQ to
produce concept designs. Engineers from HQ
monitored the final design, but an external
contractor managed the detailed design and
the BoQ. Although the contract was managed
and executed by JFO-ICIP, and its
implementation was carried out by a
contractor under JFO-ICIP supervision, the
architect who designed the building was not
involved at any stage of implementation
(apart from responding to queries raised by
the supervising engineer). Ultimately, no
single department or manager had complete
project oversight, resulting in the loss of some
of the key elements of the original design. The
preparation of the detailed design by the
consultant was supervised/monitored by HQICID.
(Refer
to
contract
No.
SC/13/00/3456/0000 - Annex 2 / Terms of
Reference/ Appendix 3 (Terms and
Conditions) / points 04 & 05.

teaching and learning environment,
disability inclusion
85.
After several years of sub-standard
facilities, the prospect of the new school had
been looked forward to by the entire
community, and the new amenities have
been received enthusiastically by the
children. In comparison to the former
schools, the merged school is very spacious,
with many added value features such as clean
and hygienic toilets, better-ventilated
classrooms, hi-tech labs, and good
circulation. However, the evaluation found
there was an opportunity to design a few
more elements, such as open classrooms, play
areas for elementary children outside the
building, shading and more landscaping
which would have elevated the level of the
school. Although the funding was available
for only the physical structure, some of the
savings should have been invested in
developing the other aspects as mentioned.

83.
While as per the project design two
effective
control
mechanisms
for
coordination and monitoring of the project
should have been in place in the form of a
Project Steering Committee and a School
Construction Committee, neither committee
was established. Instead, the Project Steering
Committee Task Force was formed, and
meetings were held for ad-hoc progress
updates and decision-making. A School
Construction Committee would have been
invaluable in the encouragement of
community participation in decision making,
evolving designs and monitoring of the
project over its duration. The absence of

86.
The pupil-to-teacher ratio in the
former schools was 14.6:1 for girls and 15.5:1
for boys, as per the total number of children
to teachers in the entire school when the total
number of teachers was 83. In the merged
school, the ratio is almost double for boys
with 31.33:1 and for girls, it is 21.24:1 as the
number of teachers was reduced to 52 as a
result of the merger. Teachers have expressed
concerns about this reduction, as it also
decreases the allocation of time available
with individual children, in turn affecting
16

overall student performance (as reported by
the teachers6). It also exacerbated their
feelings of stress and exhaustion due to the
significantly higher number of students per
class.

89.
Children say they like the new audiovisual computer lab, and they claim to feel
proud of being part of an UNRWA school.
They like modern furniture and making new
friends from other communities who have
joined recently. All of the students like their
teachers and principal and this is the leading
reason for attending the new school. The
children are not able to spend time at school
after school hours due to time constraints
during the school shift change. To maintain
gender segregation, children are obliged to
vacate the premises quickly to avoid mixing at
the end of school.

87.
Table 7 shows that on average the
ratio of girls has decreased from previous
rented schools.
This has subsequently
reduced the teaching burden for female
teachers, particularly in relation to handling
students as the class sizes are smaller. In
comparison, the male teachers have an
increased number of student occupancy
compared to the former schools. The current
standard for UNRWA schools is a maximum of

90.

with special needs (both mobile in
wheelchairs) have joined the merged school
thanks to its accessibility features. Teachers
express that there are high possibilities of
enrolment in the future due to accessible
facilities and the ability of the teachers to
support them. The school design has taken
accessibility needs of children with disabilities
into consideration, but some gaps were
found in the execution.

sizes, indicating decreased space coverage.
Additionally, in a few sections of the 4th and 7th
standard,
overcrowding
of
children,
exceeding the maximum limit of 50 has been
noted. Initially, the classrooms were designed
for 48 students, but the ceiling has been
elevated by UNRWA to a maximum of 50
students in 2015/16.
88.
As per the Education Reform Study
Report (2011-15), Jordan has the highest class
size with an average of 39 students per class,
with congestion remaining as a prominent
issue. Financial constraints have limited the
Agency
ability to employ additional
teachers, or to construct new schools and
classrooms to achieve ideal teacher-student
ratios. Teachers and students have no option
but to accept the new specifications from
UNRWA and adapt to the new conditions. As
a result, teachers will have to work harder and
need more capacity in handling students to
maintain the quality of education.

6

One male and one female student

91.
The size of the elevator meets
internationally recommended minimum
dimensions for a wheelchair with one
additional person to move inside, but it is a
tight space. The disability friendly toilets
inside the school are commendable. The
ramp inside the school had a gradient of 1:8,
while just outside the gate, the road
connecting to the main road is a very steep
gradient of 1:3, making it a barrier for any
wheelchair user or persons with disability to
climb.
The other entrance, facing the
mosque, is more accessible for people with
limited mobility. ET were informed that this
was a secondary entrance, and its use is not

This needs a separate longitudinal research.
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encouraged as it passes through a cul de sac
road of a residential community. However,
the ET have concerns regarding the
restriction to equitable access to the main
entrance for people with disabilities, and as it
stands, the main entrance is below standard
even for those without disabilities. Ramps
should be less than 1:10 for wheelchair users
and tactical flooring would have added value
for vision impairment. D-Type door handles,
doors swinging outwards, signage, levels of
electric switches are examples of norms that
were not adequately designed and
implemented. The situation becomes worse
during the rain and winter when the roads are
expected to be slippery. This is evidenced by
a recent accident where a girl slipped and
fractured her shoulder on the steep road in
front of the gate. Handrails, steps and a plain
ramp on the footpath should be added to
mitigate the risk of further accidents
particularly during winter or rainy seasons.
There is no evidence from the documents that
persons with disabilities were consulted
during the design phase.

particularly when changes in design were
introduced.

92.
Sensitivity and equitable access for
persons with a disability must be reflected in
the initial design as a whole not only in the
placement of elements within the design. For
example, while toilets and bathroom facilities
have been designed to equitable access
guidelines, the entrance to the school itself is
below standard and inaccessible by
wheelchair. While it may be argued that areas
beyond the school gate do not fall under
UNRWA responsibility, the neglect in
addressing appropriate ramp and wheelchair
access reflects insensitivity towards persons
with disabilities.

physical safety of children

94.
There are toilets dedicated for girls
and boys. In each location, there are male and
female toilets next to each other (adjacent)
but with the same entrance and not suitably
positioned. Due to the different shifts for
boys and girls, they do not interact with each
other, and so GBV between the sexes is not an
issue. If GBV within the same sex group due
to older children sharing the same toilets as
younger children is an issue, there are enough
facilities to dedicate toilets by age. Lighting,
locks and privacy were considered
adequate. Facilities for PWD were considered
adequate.
95.
Many of the parents stated that the
teachers of JAT schools were very caring
towards children and very approachable.
They like the teaching environment, and
current teachers and children are happy with
their performance. This is a key reason for
sending their children to the merged school
despite other ongoing challenges.

96.
Children, teachers and parents raised
concerns regarding physical safety due to the
location of the school. The access to the
school is located at the curve of a road with
heavy and fast traffic movement. Accidents
between vehicles and pedestrians have been
recorded, including some serious injuries
such as leg fractures. 34 other safety-related
incidents (15 major and 19 minor) were also
reported during the first year. These included
head and body injuries, as well as
unconsciousness from falls in and around the
school. Analysis of accidents would help
UNRWA to prepare a better response plan
(refer to Annex J for accident-related data).

93.
The teachers have expressed concern
that the indoor air quality and ventilation are
below standard, which is exacerbated by the
proximity of classrooms and the high volume
of students in each shift. The roof light
structure was intended to provide good
ventilation throughout the building but was
poorly implemented. The ventilation design
was modified and replaced with a closed
system at the execution stage, exemplifying
the weakness in project management,

97.
The temporary road laid by the
contractor is being used as a semi-permanent
road, which has resulted in several issues.
Originally laid for construction-related work,
it was later re-laid as a semi-permanent road.
The permanent road planned during the
initial phases was not implemented due to
GAM
state, many stakeholders are concerned
18

about the safety of children using the road.
Some parents have taken their children out of
school over this issue. A few parents have
taken up the case on social media
applications to reach a broader audience and
to raise the issue about safety to UNRWA.
UNRWA, however, considers that these
problems are not their responsibility and that
the accident zone is outside the school
boundary. It appears, so far, that the issue has
not drawn the attention of UNRWA or GAM,
despite teachers and parents reporting such
accidents in meetings. (Refer to Annex M for
meeting minutes between Parents and
School management).

final clearance are mentioned by GAM
engineers and Civil Defense Department to
comply, which are not completed by
UNRWA). The following should be noted.
a. Any structural collapse inside the
school will be the full responsibility of
UNRWA. The GAM has asked UNRWA to
submit details of the structural safety of
the retaining wall from an authorised
engineer as part of the Occupancy
Certificate conditions.
b. The Civil Defense Department has
asked UNRWA to move the electricity
room from inside the school. It also
mentioned in the letter to GAM that the
doors are not fireproof and directed GAM
not to provide occupancy without
clearing this issue.

98.
Structural aspects, such as sharp
corners and edges, doors opening inside for
evacuation, skidding due to ordinary tiles, the
steep road connecting from school gate to
the main road, water tank openings in the
playground, high noise and echo levels inside
the school causing discomfort, were reported
during FGD and KIIs.

c. GAM has asked UNRWA to increase
the height of the current retaining wall, as
the current level is below the track level
and it is not safe for the school (Annex H:
letter by GAM to UNRWA).

legal issues

d. The road accidents involving children
have increased, and no measures have
been taken by UNRWA or GAM. The ET
believes that, as UNRWA is using a
temporary and unauthorised connecting
road, it is UNRWA s responsibility to
ensure the safety of the children. The
advocacy can continue with GAM to
achieve a permanent solution, but it is a
critical issue that needs to be dealt with
immediately to reduce risk.

99.
Occupancy Certificate: The UNRWA
school did not have an Occupancy Certificate
at the time of this evaluation. Though the
issue is outside of the evaluation Terms of
Reference, given its importance, it has been
covered in this section.
100.
Elements such as the access road and
water connection need to be completed to
obtain an Occupancy Certificate. During the
interaction with GAM officials and DPA, it was
reported
asbuilt
would be forwarded to central council for
granting of the Occupancy Certificate. Due to
a delay in obtaining the certificate, the school
has been getting water tanker deliveries for
utility and drinking purposes. At the time of
writing the road, access issue is unresolved
between GAM and UNRWA and needs to be
addressed by UNRWA.

e. It has been mentioned that many
UNRWA schools are functioning without
an Occupancy Certificate; that this is a
widespread practice. This warrants action
by UNRWA management to review the
legal position with relevant departments.

finding 4
102.
Being a large organisation, UNRWA is
highly functional and operates in a solid
organisational structure. Decisions made by
one department are not communicated
effectively to other functional heads and staff
in a consistent or well-documented manner;
each unit works separately and almost

101.
There
are
potential
legal
consequences and risks to the children and
building users if the Occupancy Certificate
remains outstanding (refer to Annex H for
GAM letters where conditions of safety and
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independently,
without
sufficient
coordination both internally and externally.
This was obvious from the meetings with
each unit. Had a stronger (matrix)
organisational structure been followed, with
a dedicated project manager throughout the
project, many of the issues raised in this
evaluation would have been identified and
managed during the project planning, design
and implementation stages.

Other measures to protect students from
rushing on to the road could include
engaging the student parliament, delegation
to teachers or employment of security guards
for the task of helping children in critical
sections to ensure safety. As a priority,
UNRWA should initiate or negotiate with the
Greater Amman Municipality (GAM), to
provide the external safety measures as soon
as possible.

recommendation 4

recommendation 5b
106.
A short-term solution is to advocate
with GAM to extend the existing pedestrian
bridge and safe pedestrian-only walkway
through GAM property. In the long-run,
construction of a new road with better
alignment, as per the original plan, is needed
to improve access and safety for both vehicles
and pedestrians. The construction of the road
as per the original plan (i.e., road access
through GAM workshops) has not eventuated
due to insufficient coordination, follow up,
and pressure on GAM. High cost and the need
to pass through land and workshops owned
by GAM has created more problems on site
for access to the school.
Moreover, legal
issues, such as lack of occupancy certificate,
should be sorted out immediately as this has
implications for all services.

103.
Adopt
a
different
project
management approach in future by
designating an officer, preferably a project
manager, who can handle communication
among different external organisations and
internal departments, maintain and assure
quality, follow modules, tools and templates
and schedule more field visits. Findings and
recommendations during construction will
be reported independently to the senior
management (Front Office). UNRWA HeadQuarters
Infrastructure
and
Camp
Improvement Department (HQ ICID) should
take responsibility for quality assurance in all
construction-related projects. The frequency
of visits by HQ architects and senior engineers
- limited to four throughout the construction
- should be increased to check quality.
Likewise, changes in design should require
formal approval of HQ-ICID.

finding 6
107.
The
teaching
and
learning
environment has improved significantly, and
the children are very happy with the new
facilities. Within the constraints of the site, the
layout is efficient and effective. However, the
design could have further improved the
utilisation of space by including play areas for
younger children. The class occupancy has
increased from an average of 31 to 36 per
classroom. There are two classrooms in Grade
3 and seven which are overcrowded (more
than 50 students) while others are at half
capacity. The teachers have reported
difficulties maintaining standards and class
order compared with the former schools,
which comprised smaller class sizes. The
school was designed for 48 students, but in
2015/16, UNRWA introduced a new policy on
class size to accommodate up to 50 students,

finding 5
104.
The physical safety of children around
the school area is the prime concern for
teachers, parents and government officials.
With the current road configuration and
travel issues, the increase in the number of
accidents during the journey to and from
school has become a serious issue.

recommendation 5a
105.
In the current context, immediate
action should be focused on constructing a
comprehensive safety plan for students
around the external perimeter of the JAT
school. This could include external safety
measures such as installation of speed
breakers/bumps, pedestrian crossing, school
zone signals, fixing handrails on the sidewalk.
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though the school was designed for 48
students.

schools as a move towards more
sustainable schools was positively
received by the students.

108.
Special needs requirements such as
occupancy space for wheelchairs in
classrooms, sensory gardens or mobility trails,
specially designed furniture, etc. are absent.

b. Due to the location of the new school
site, children from Jabal Al Naser
benefitted although they were not the
intended beneficiaries.

recommendation 6a

c. The school has become a model for
replication regarding design and
concepts of a sustainable school. The
project provides an approach and
alternative method to replace rented
schools.

109.
Future building design should have
more child-friendly features incorporated,
such as in-built play areas for elementary
children and students with special needs and in the creation of active learning spaces
for all children - thus reducing confinement to
classrooms and labs. It would have been
optimal to see open spaces and art labs to
allow the children to experience a
spontaneous space as opposed to
constraining and traditional classrooms.

d. Parents are spending about JD95,000
per year for transportation of children to
and from the JAT school. This has
supported livelihoods as a source of
income for taxi owners.

recommendation 6b

114.
Some
unintended
outcomes of the project include:

110.
Teachers require support in handling
larger classes with 50 students. Training
should focus on management of changes
resulting from the residual issues of former
schools and the merged school and class
management skills.

negative

a. D
shift in location from JAT community.
b. Increased financial burden on parents
due to transportation costs, and
increased anxiety among mothers about
the safe return of children.
waiting time on the streets has increased,
as mothers wait for children to cross main
roads when coming from the other end of
the school.

recommendation 6c
111.
A Persons with Disabilities Advisor
should participate in the design process until
the end of the project to ensure minute
detailing of the disability features. An
accessibility audit should form part of the
project cycle.

c. Injuries/accidents
incurred
by
children due to the change in location of
the school and exposure to heavy traffic.

impact/results

d. Risk analysis, a mitigation plan and
action would have avoided adverse
impacts. For instance, an additional
expense of JD65,950 (approximately
USD$93,150) was paid by the project to
the Jordan Railway department when the
railway line was rendered dysfunctional
during the earthworks associated with
building the retaining wall.

112.
This section deals with the overall
impact of the project beyond the objectives
resulting from the intervention. It also
examines the unintended outcomes.

positive/negative unintended
outcomes
113.
Some of the positive outcomes,
which were not envisaged during the
conceptualisation of the project are given
below:

post occupancy survey:
115.
The Post Occupancy Survey was
conducted to measure the satisfaction level
of students and teachers of JAT School. A

a. An initiative to implement
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standard set of questionnaires was used. The
sample of respondents is very small; while
there are more than 1,300 students enrolled,
only ten students were asked to participate in
the survey. The evaluation finds the
methodology questionable and cannot rely
on such data for validating findings.
Moreover, the survey focuses on the school
building, and not on other issues surrounding
the school. There is no analytical report of the
survey. The survey is an internal survey
conducted by UNRWA involving the
department responsible for the construction
of the building. The validity of the results is
questionable.

UNRWA Jordan Field Office Infrastructure and
Camp Improvement Programme (JFO-ICIP)
could have approached other organisations
for
no-cost
expertise
about
child
participation, child-friendly features, water,
sanitation and hygiene in schools, disability
The JFO-ICIP
was responsible for all aspects of the project
(except for the design of the school and the
solar system) irrespective of any subject
matter expertise needed. This also reinforces
the need for inclusive planning and design
and a dedicated project manager for complex
and large projects.

recommendation 8

finding 7

119.
In future, UNRWA should seek advice
from and collaborate with other agencies,
who have specialised expertise on the subject
matter, to leverage their global experience.

116.
The positive impact of the JAT project
is indicated by the steep increase of
enrolments from Jabal Al Naser. On the other
hand, its negative impacts on both parents
and children are present regarding additional
costs of transporting students, greater
distances to school, and the increased
dangers to children in crossing roads with
heavy traffic flow. Double shifts have also
placed an additional burden on parents, as
they must send children either early in one
shift or wait for children on the streets in
evenings on other shifts. Families with
children of both genders attending the same
school have to commit considerable time
during the day to drop-off and pick-up
children from different school shifts. This was
not the case at the former schools due to
closer proximity between the schools and the
community.

sustainability
120.
This section considers issues of longterm impact, such as measurement of
beneficiary ownership, satisfaction and
replicability.

maintenance/recurring costs
121.
As per the lease agreements with the
owners of the former schools, maintenance
was the responsibility of the owner, and as
such, UNRWA spent a total sum of JD 23,969
for repair and maintenance on only one
occasion. Now, as the owner, UNRWA is
responsible for ongoing maintenance and
repairs. It is therefore probable that the
maintenance costs will increase for the new
building due to the size of the building and
the quality of finishing work. Moreover,
UNRWA waited for the completion of a one
year liability period to initiate corrective
maintenance (although the contractors were
required to fix the problems any time during
the liability period) and quality control of
corrective work was weak. Anticipated
maintenance work is outlined in Annex N
(Maintenance List of Items). In addition,
corrective work is estimated to cost
US$30,000. As there was no regular
maintenance and repair work done during

recommendation 7
117.
To reduce the transportation costs
and support greater enrolments from JAT
areas, the creation of a safe pathway from JAT
community to the school should be
advocated for with GAM and implemented.
This could be, for example, a footbridge and
safe pathway from the school through the
GAM property.

finding 8
118.
There was a need for diverse skills to
attend to each section of the project and this
was lacking, particularly for specialist services.
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the defects and liability period, there would
be a rise in the maintenance cost for the initial
year.

solar photo-voltaic
contribution

system

its earliest phases to work in alignment with
the best interests of the children themselves,
and therefore any innovative ideas as to how
the students might best utilise the facility
were completed overlooked.
Had
engagement with all stakeholders been
pursued during project design, an outcome of
greater student ownership (as well as that of
the overall community) may have been
achieved. The responsibility of the project
was laid on the site supervisor and contractor,
who carried out the project to the best of their
abilities, but without proper documentation
or records. The Chief of Protection, Chief of
Education, and architects visited only three
times during the construction period.

cost

122.
The merged school was provided
with a Net-Metering (on-grid) solar
photovoltaic system at a cost of JD55,300. The
solar system has a payback period of
approximately 6-7 years (disregarding the
time-value of money). The Internal Rate of
Return of the rain harvest system is 6.1%, and
a Net Present Value of approximately
US$58,599. In the former schools, the
electricity expense was US$4,556 per year
while in the merged school it was US$15,527
in 2017. This is because the school was
powered by the main power supply
(government) meter during the first year and
the solar system wasn t operating until June
2017.
Once the solar system started
operating, it lowered the electricity cost to
JD10 for consumption of 1,238KW. The entire
consumption was offset by the solar system
and provided the community with a good
awareness of solar energy. The introduction
of the system was well received by the
students, teachers and parents. The solar
power system is therefore found to be highly
efficient for schools. (Refer to Annex F for
Solar power installation and productivity).
However, the evaluation observed that the
tube lights in all the classrooms were
constantly left on, despite ample natural
lighting. It was evident from FGDs that the
school children and teachers now believe that
electricity is in no-cost, unlimited supply, and
that energy can be consumed without any
cost. Therefore, there is a need for awareness
on environmental conservation among
teachers and children.

124.
Due to the location change of the
school, and the negative impacts on the
children, parents and teachers, the sense of
,
particularly among the girl students. During
FGDs, 99 per cent of the girls said they would
like to move back to JAT area. Given an
opportunity, they would like to shift the new
school back to their community. The boys
were not as concerned, but they were worried
about the safety around the school.

ownership and satisfaction

125.
All the teachers expressed frustration
in having to move to the new school in Jabal
Al Naser. There is a sense of loss in the new
location, with isolation and detachment from
the parents. The teachers also anticipate that
the school will not be able to effectively serve
the JAT community, as the number of
children from JAT area, including many from
poor households, has decreased significantly.
The majority of the new enrolments have
come from students transferring from private
schools in Jabal Al Naser. The increased
number of students in each section is also a
major area of concern for teachers, citing
exhaustion, heightened stress and less time
allocated to individual students needs.

123.
Community
participation
and
involvement, with a child-centred approach,
were not a focus throughout the project, and
there was little or no meaningful involvement
of the direct beneficiaries during the building
of the school. The opportunity was missed by
project designers, architects and planners in

126.
The Parent and Teacher Association
(PTA) of JAT area had several meetings with
the Area Office (refer to Annex M for minutes)
during which clear dissatisfaction was
expressed regarding the safety, location and
other issues in the school. During FGDs with
the members of the PTA, parents felt that they
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are not empowered to voice grievances to
UNRWA, fearing that their concerns will bring
about negative consequences directly
affecting their children attending the school.

building construction management expert
(refer Annex N for an indicative list of
maintenance items). It should include all
technical aspects of repairs and maintenance
including design and construction defects
and weaknesses such as noise, echo,
ventilation, roofing, solar and electricity,
along with a plan for occupancy issues related
to electricity, water and sewage service
connections. Without the services in place,
the cost of operation will increase.

127.
The site selection played a very crucial
role in the functioning of the school, and it
has a link to the success and sustainability of
the project. Acceptance of land should be
based on a set of criteria that ensures the best
interest of the child and addresses valid
concerns of parents. There should be
alternatives to accommodate the children in
better spaces with fewer numbers of children
at lower administrative costs, where children
are safe in the communities. The use of
unsuitable land for schools will have a greater
financial cost attached to it to make it fit
technically, as was the case in JAT, where over
US$500,000 was spent on the construction of
a retaining wall adjacent to a railway line.

finding 10
131.
Ownership of the merged school is
very low among the majority of the
beneficiaries from JAT area who participated
in the Focus Group Discussions, due to the
location of the school, double shifts, and
transportation. Several girls have reported
feeling uncomfortable interacting with boys
during the school shift change and cited
security as a concern being due to the
distance from their home. The best and
poorest students are reportedly no longer
attending the merged school because of the
distance from home.

128.
During an interview with a GAM
licensing authority staff member, the opinion
was expressed that if UNRWA needs land in a
community, that GAM could provide support
through the acquisition of land, demolishing
some unused, old sites/exchange and
handover to UNRWA for school construction.
Though time-consuming, this is possible
through proper follow-up with GAM and
combined with community participation,
would lead to appropriate site selection.

recommendation 10
132.
UNRWA
should
ensure
the
participation of beneficiaries and affected
people across all phases of the project
management cycle, including in the
identification of needs, school design and
construction/replacement stages of the
project. This will increase ownership over the
project and also the level of acceptance of
changes. A social worker should be an
essential part of the team, and Gender-Based
Violence Focal Points should also be part of
the consultation process.

finding 9
129.
It is expected that regular
maintenance costs will increase significantly
in comparison with the former schools,
predominantly due to the size of the building,
and to a lesser extent, the inferior quality of
some of the construction finishing work. At
the time of the evaluation, there was no
maintenance plan in place, and rapid
deterioration is likely due to identified
structural and non-structural defects or faults.
(refer to Annex N for items requiring
maintenance).

gender and child
protection
gender segregation

recommendation 9

133.
The ET found a strong cultural
resistance to sending girls to the same school
where boys are studying. Even though
different shifts running in the same school

130.
UNRWA should immediately develop
a ten year maintenance and action plan based
on the reports produced by architects and the
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building, with different timings, parents do
not like the interface between teenage boys
and girls. During the meetings and FGDs, it
was evident that female teachers were asking
to make the current school for boys only, as it
is running at full capacity, and to find another

the decline in enrolment of girls is attributed
by beneficiaries to gender and social issues.
Some data regarding the gender segregation
of children is outlined in Table 8.
136.
The above data sheet shows double
shifts school disaggregated as per gender,
mixed gender, as well as rented and Agency
owned buildings. Including the JAT school
there are 43 double shift schools that have

project would have benefited from research
on gender issues and mitigation measures for

table 8 - gender statistics of UNRWA schools in Jordan, by area
Sl.No Area
1
2
3
4

No of schools
Double/Single/Same sex schools
Double shifts schools
Ownership
Boys Girls Total Single Double Same
Boys/BoysGirls/Girls Different sex Rented Agency
North Amman 19
22
41
3
38
32
14
18
6
8
33
South Amman 24
28
52
2
50
36
16
20
14
15
37
Zarqa
16
17
33
5
28
20
10
10
8
11
22
Irbid
23
22
45
9
36
20
10
10
16
23
22
Total
82
89
171
19
152
108
50
58
44
57
114

consideration in the design phase. Another
sensitive issue is that teachers do not mix with
students of the other gender, meaning that
female teachers teach girls and male teachers
teach boys. Merely putting the two different
sexes in one school space does not signify
gender equality and empowerment. All it
does is utilise the space for maximisation of
resources while remaining a gendersegregated school.

both a boys shift and a girls shift. Of 171
schools, there are 152 double-shift schools,
comprising 108 same-gender shifts and 44
(28.9 per cent) mixed gender shifts, an
arrangement required to optimise available
resources and to ensure universal access to
basic education for all refugee children.
137.
The ET found no evidence of
discussion with the community, teachers and
parents on the double shift arrangement and
land constraints during the project design.
Proper beneficiary participation at the early
stage of the project would have resulted in
community engagement in the project, and
an increased sense of ownership of the
school. In this regard, UNRWA should have a
mechanism, to incorporate the views of
stakeholders on socio-cultural aspects and
also to present information on the limitations
of the project/site and options available to
choose from.

134.
Through FGDs with girls and boys, it
became clear that both groups wanted to be
separated. The premise of gender equality in
line with the United Nations principles of
promoting these concepts still needs time to
mature. However, UNRWA teachers have to
be made aware of the principle of gender
equality and put the principles into practice
to create a gender-neutral teaching
classroom, where both male and female
teachers can teach children of both sexes.
135.
UNRWA may have a persuasive
argument that the overarching need is to
improve the teaching and learning
environment rather than the establishment of
separate sex schools. And, in an environment
highly constrained by limited financial
resources and land, implementation of singlesex schools for children may not be
achievable in the near future, in spite of
strong demand from parents, teachers and
children. Nonetheless, the main reason for

138.
UNRWA policies and strategies do not
mention the need for double/single/samesex schools. There is a dire need of
clarification on education infrastructure on
the policy front related to sex segregation and
gender-neutral teaching classrooms. UNRWA
should, therefore, have a mechanism to
address socio-cultural issues, land options
and space constraints. As it stands, there is
resentment in the beneficiary community,
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school or appreciation of its limitations. In the
absence of strategies about the UNRWA s
obligation to construct either double shifts or
single shift schools, a policy should be
developed to take into consideration these
socio-cultural
limitations
about
coeducational and same-sex schooling, as well
as social interaction between genders.

vulnerable
to
adverse
weather
conditions, including the sun and rain.
Teachers specifically requested that this is
mentioned in the evaluation report.
c. While selecting the entrance, the site
location
should
be
chosen
in
consideration to traffic as per the
guidelines and approved plans. The
selected main entrance is on the most
appropriate side, but the approved plans
were never implemented with GAM. The
other entrance, located on the side facing
the mosque, should always be considered
as a secondary escape route as it is not
suitable for a lot of pedestrian traffic
given that it is a thoroughfare for a private
residential area.

139.
The impact of double shifts is
tremendous on both the children and
parents, with morning and afternoon shifts
alternating each month. Students attending
school for the morning shift are required to
wake in the early hours of the morning, often
before sunrise in the winter, and the other
shift leaves after sunset in the evening. This
arrangement is difficult for girls due to social,
religious
and
community
concerns
particularly in the more traditional
communities such as Jabal Al Taj. In summer,
one shift must come early and leave in the
afternoon while others have to attend school
in the afternoon during scorching sun from
JAT and nearby areas. Also, children on the
morning shift are required to vacate the
school grounds immediately to make way for
the next shift. As a result, it is disorganised
and chaotic, thus exacerbating the stress
placed on teachers and children alike. While
the double-shift method is a cost-effective
measure for UNRWA, it is challenging and
time-consuming for families, especially for
mothers in the JAT area, to ensure their
children have a safe and accessible commute
to the school located far away. This is
particularly the case for families with children
of both genders attending the school.

d. The
be adjacent. In JAT school they are
adjacent and have the same entrance.
Fortunately, due to the different shifts,
the separate toilet units of the opposite
gender are locked. It shows the extent
and the importance of segregation issues
for stakeholders.
e. Where possible, at least in 30 per cent
of the projects, meeting with genderbalanced representatives from the
community as well as the users should be
carried out at the start of the design. This
was not followed.

child protection issues
141.
During interaction with the children,
it was evident that issues related to
protection were prominent. In the last year,
34 accidents (both major and minor cases)
were reported. There was no mechanism to
identify and follow up with case
management.

140.
The following were noted as
oversights in adherence to the ICID Procedure
2.3: Guidelines to Design Gender Sensitive
ICIP UNRWA Facilities, 2014:

142.
Teachers stated that there is a
considerable rise in the number of bullying
cases in the merged school, as there is a mix
of students from all grades studying under
one roof. Previously the elementary and
preparatory schools were separate in JAT
schools.

a. There are no shaded areas. The team
observed that the girls had to wait
outside the school in an exposed area
under the sun at midday until the boys
vacated the premises.
b. Due to the shift system the daily
prayers, before the start of school, are
held in the open. This means students are

143.
Violence, exploitation and abuse
cases have increased according to the
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teachers. During our meeting with the
Principal, within a span of half an hour, three
cases were shown to the evaluators. These
related to fights among children, hitting and
pushing. Many of these incidents occur when
the shift finishes and children exit the school
premises. Approximately 800 children must
leave the school within half an hour, so that
the other shift may commence.

education, the number of student dropouts
from the JAT area, and to monitor the number
of new enrolments from Jabal Al Naser.
UNRWA should also advocate respectful
relationships between boys and girls, and
work with the government to find land or old
buildings that can be leveraged by GAM and
DPA to create space in the host communities,
where parents and children feel safe and
secure, while learning in optimal education
facilities and a creative, healthy environment.
Schools do not need to be large or
extravagant to serve this purpose; rather,
smaller schools on small sites may better suit
the communit

144.
UNRWA protection staff reported that
the Protection Unit has only recently
established and is occupied with other tasks
related to neutrality and protection. The
neutrality inspection reports do not have
specific information on protection, but
occasionally some broad issues are
highlighted. There is no strong protection
related data collection methods and recourse
to action available at the new school. This is
concerning for parents, children, teachers and
government officials regarding the safety and
protection of children.

147.
Schools do not need to be large or
extravagant to serve this purpose; rather,
smaller schools on small sites may better suit
is also
recommended that UNRWA hire female
teachers for higher grades so that the issue of
gender inequity in teacher recruitment is
addressed.

finding 11

finding 12

145.
Parents, teachers and girl students
have raised concerns regarding holding
different gender classes across two shifts in
the same school building. A core reason for
low enrolment of girl students in JAT school is
the interface between the two genders
during the shift change in the middle of the
day.

148.
Protection issues among children of
different ages have been observed and
identified in the merged school and also while
commuting to and from the school, although
there is currently no hard data available on
the protection of students in schools. This
includes verbal abuse, violence, bullying and
incidents of sexual harassment (refer to
physical safety in Finding 5).

recommendation 11

recommendation 12

146.
Based on gender principles and
beneficiary priorities, UNRWA can consider
two options. The first option is, in future, to
make separate single shift schools for boys
and girls. The second is, in both current and
future schools, to operate a single shift for
both boys and girls in the same school
building, but with complete segregation of
boys and girls - including separate entrances
and exits.
UNRWA should take into
consideration cultural sensitivity and the
demand from students, parents and teachers,
rather than maintaining focus only on cost
efficiency. The data on female student
dropouts from new schools should be

149.
A comprehensive safety and
protection system needs to be established at
schools, where children, parents, school
counsellors and teachers progress through
various levels of safety and protection
training and awareness raising. Engage the
Student Parliament and Parents and Teachers
Association in planning, implementing and
monitoring protection measures in the
school. All accidents and protection incidents
need to be reported back to UNRWA South
Amman Area Office and the Jordan Field
Office for timely action.
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relevant norms, accreditation can be sought
from a green building council. Lessons can
be learned from other projects that have
received high
ratings from such
building council, for example, in the West
Bank. Ongoing professional sustainability
training can be delivered to project architects
and engineers to ensure sustainable
methodologies, designs and technologies are
applied, consistent with
norms.

lessons learned
150.
Every major project which has a highrisk construction element and parents and
children as stakeholders will benefit from a
social impact assessment. Understanding of
socio-cultural issues allows a project to be
sensitive and take effective measures to
address the issues at the outset of the project.
151.
Whenever there is a change or shift
regarding the social coherence of a
community, there needs to be a change
management process established to
understand and anticipate the shocks.
Though community mobilisation takes time,
it is critical to involve the stakeholders from
the beginning to ensure beneficiary
ownership and satisfaction reasons.

153.
Proper risk analysis, a mitigation plan
and action should be a key part of the project
management. Risks related to the land
location, impact on the social issues of TAJ,
project delays due to slow processing of the
construction permit, and potential land
collapse and the impact of poor workmanship
would have been anticipated, listed and
quantified at the beginning. This would have
improved the management and efficiency of
the project implementation.

152.
To support the success of green and
sustainable schools, sustainability should be
considered throughout the project cycle,
preferably with a green specialist to oversee
relevant
sustainability
aspects
and
compliance of the project. With adherence to

154.
A mid-term evaluation would have
been helpful to streamline the processes or
address the key issues promptly, rather than
doing so at the end of the project.

*******

28

annex a: management response
final evaluation of project
pq14d70-phase II

replacing rented schools at Jabal Al Taj (pq13b88-phase I and

general response:
date of management
Response:

20 September 2018

reference number:

dios/eval/4/2018

Office and person coordinating the management response / recommendation follow up:

Programme

Support Office
The evaluation of the Jabal Al Taj School Project was important in drawing lessons for future design and
execution of similar projects. It highlighted the need to strengthen the planning, monitoring, beneficiary
participation at all stages and risk assessment. It also brought to the fore the importance of project impact
assessment at the outset of a project design for certain types of projects. Lessons learnt from this evaluation
will better inform JFO decision making regarding the planning and monitoring of future school construction
projects to achieve an optimum level of relevance, efficiency, effectiveness, and sustainability.
Jordan Field Office (JFO) has been exploring the possibility of building separate schools for boys and girls. In
2014, a double shift school was converted into two separate single shift schools for girls and boys in Husn Camp
as a result of community request, and availability of land and funds.
Some of the recommendations of this evaluation are equally applicable to the design and construction of health
centre buildings.

response to specific recommendations:
management
response:
recommendation

Recommendation 1a:
i. Priority should be given to
attracting new enrolments and
the return of former students
from Jabal Al Taj. To encourage
and attract more students from
JAT, a quota should be
established, capping the number
of enrolments from other areas. If
students drop-out during the
initial year, enrolments could
then be opened to a wider
geographic area. In the absence
of the quota, it is possible in the
long term that the school will not
continue to serve the JAT area
beneficiaries.

action planned/taken or reason for
partially agreeing or disagreeing

(Agree/Partially
Agree/
Disagree)
Partially Agree

At present, the girls shift is 36.6 per cent
(293 places) short of full capacity and
boys shift is 14.7 per cent (147 places)
short of full capacity. JFO EP will give
priority to children from JAT area rather
than other areas and report to the JFO
FOD (Field Office Director). Imposition
of quota is not necessary.
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Deadline

31 Oct 2018

ii. A campaign is needed to
encourage enrolment of girls
from JAT area and issues related
to facilities, safety and cost of
transportation also need to be
addressed. A portion of the
savings generated by the project
could be used for this purpose.

30 Sep 2018

Partially Agree
enrolment, as well as of boys, from JAT
area will be undertaken at the
beginning of the school year
2018/2019. JFO South Amman CAO to
send a letter to parents.
JFO EP will study the educational access
of JAT children who withdrew from JAT
school. JFO AEO to report to JFO any
withdrawals and response actions.

30 Sep 2018

JFO ICIP is looking into the safety issues
requiring the installation of speed
breakers/bumps, pedestrian crossing,
school zone signals, fixing handrails on
the sidewalk, and protecting students
from rushing on to the road. FOD to
write to GAM to request.

31 Oct 2018

Due to financial constraints, JFO is
unable to subsidise the transportation
costs using the savings.

NA

Agree

Rapid social and environmental impact
activity and budget will be included by
JFO DRPSO/PSO when submitting
project proposals involving significant
changes such as relocation of service
centre which could have adverse social,
economic and environment impacts.
The GoJ regulations for environmental
assessment will be followed.

Starting Sep
2018

ii. A change management process
is also required for the
community,
children
and
teachers, - particularly when
taking such initiatives as shifting
schools.

Agree

Each project work plan will include
activities for proper consultations with
all stakeholders, JFO ICIP to ensure
implementation, reporting to the
project steering committee.

All new
projects

iii. Criteria for the selection of
suitable
sites
should
be
developed giving high priority,
noting the scarcity of suitable
sites in Amman area.

Agree

HQ ICID will develop technical,
including key environmental and social
criteria; and scoring system to
determine suitability of available land.
Social criteria will be developed with
inputs from HQ RSSD and JFO RSSP.

31 Dec 2018

Recommendation 2:

Agree

JFO Front Office will replicate the
success of JAT project by addressing
the concerns in the evaluation report.

Ongoing

Recommendation 1b:
i. Future UNRWA construction
projects should undertake social
and
environmental
impact
assessments as part of the design
stage,
ensuring
due
consideration of the sociocultural aspects, including safety,
access, transportation, energy
efficiency and their related costs.

The analysis shows that the
merging of rented schools has
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resulted in a net positive financial
outcome,
and
therefore
recommends
that
UNRWA
pursues construction of such
purpose-built school buildings to
replace rented schools.
As
highlighted in this report there
are
several
socio-cultural
concerns which should be
considered while implementing
this recommendation.

Recommendation 3:
i. UNRWA to comprise a detailed
structure of norms, standards and
guidelines for schools, including
contracting procedures; broad
technical specifications and
approaches; disability standards;
renewable energy; earthquake
standards; physical safety; quality
assurance and compliance; and
community interaction.

Agree

Discussions will be held with Zuhour
parents and students on any issue or
concern they may have regarding
distance and other issues which were
noted by the evaluation.

ASAP latest
by October
2018

HQ ICID will compile all documents
related to design and construction that
have been developed by HQ ICID and
are under the responsibility of HQ ICID
for easy reference. All documents
previously issued by HQ ICID in this
regard are available here:

Done

https://intranet.unrwa.org/Infrastructu
re%20and%20Camp%20Improvement
/Procedures%20Technical%20Instructi
on%20Specs%20%20Contracts/Forms/
AllItems.aspx
These include:
a.

The Technical Specifications which
were issued by HQ ICID during
2017, and which supersedes the
old version.

b.
Guidelines for Physically Accessible
Environment (PAE) at UNRWA
August 2018 are applied in the
design and construction of all new
UNRWA premises and in the
upgrade of existing ones. These
technical standards and guidelines
ensure alignment of UNRWA
Premises with UNRWA Disability
Policy to provide PAE at UNRWA
premises
for
persons
with
disabilities be it physical or sensory
impairments
within
these
premises. These supersede the
standards issued in 2008 which
covered physical impairments only.
c.
Provision for Safety of Users at
d.
Monitoringwhich
highlights
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safety

at

construction sites.
HQ ICID

31 Dec 2018

clarifies
construction processes and roles and
responsibilities and quality assurance
and compliance during construction.
JFO PLD will ensure contracting
procedures for construction work are
harmonised between procurement
related provisions contained in the
Agency Technical Instruction No. 1 and
the Agency Procurement Manual to
delineate roles and responsibilities
clearly. An SOP is being developed by
JFO for classification of contractors to
align with Government of Jordan
norms.

Done

HQ ICID will develop norms and
standards on renewable energy to be
included once developed.

See 3.ii.a
below

HQ ICID will develop a procedure to
enhance community participation

30 June 2019

Design Unit in Gaza, responsible for
preparing preliminary designs and
Tender Documents for Jordan.
ii.a. UNRWA should establish
clarity on adherence to Bluebook
guidelines.

Partially agree

HQ ICID specifications are clear in the
contract clauses, and an integral part of
the Tender Documents for any
construction project. Below are extracts
form the current contract that confirm
this:
1.

Specifications
and Bills of Quantities and Drawings
numbered as shown in Appendix A-List
of Drawings to be prepared showing
and describing the work to be done; and
Whereas the Contractor undertakes to
do and construct the Works in
accordance
with
the
Contract
Documents, as hereinafter defined at
the rates shown in the Bills of Quantities
including any adjustments made in the
Summary.

2.
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The following documents are attached
hereto:
a) Tender Form.
b) Building Contract with General
and Special Conditions.

Not
Applicable

c) Particular Conditions of Contract.
d) General Instruction and Notes on
Pricing and Measurement.
e) Particular Specifications.
f) Preliminaries.
g) Quality Control Tests.
h) Bills of Quantities.
i) Drawings as listed in Appendix
to the Bills of Quantities.
j) Specifications for Building Works
(Blue Book).
3.

(1) General Conditions
Article 1. Documents and Supervision
a) A copy of each of the said Particular
Conditions and Specifications and
Bills of Quantities and Drawings
signed by both the said parties are
attached hereto and form an integral
part of this Contract; these together
with this Contract shall constitute
the Contract Documents.
b) The Contractor shall adhere to the
Contract Documents and to such
further drawings, details and
specifications as may be issued by
the Director of Works (who shall be
Infrastructure
and
Camp
Improvement Programme / Field
Engineering and Construction
Services
Officer*
or
his
representative)
under
whose
supervision and inspection the
Works shal

ii.b. UNRWA should establish
standardised policy on green
and sustainable attributes in its
installations.

iii.a Communication among
departments
and
project
management
should
be
strengthened to better integrate

JFO ICIP will ensure compliance with all
contractual obligations (Blue Book), at
the time of the signing of the
construction contract. JFO Chief of
FICIP must ensure compliance, and
report issue to the project steering
committee.

Starting
August 2018
- continuous
process.

HQ ICID will report discrepancies in
implementing works as per contract
and tender documents to the FOD.

August 2018
continuous

Agree

HQ ICID will develop norms and
standards on renewable energy at
Agency level. Given the current
financial crisis and shortage in staffing,
it would not be possible to accomplish
immediately.

Dec 2020
(subject to
availability of
resources)

Agree

JFO DRPSO will prepare the ToR of
Project Manager/Officer

Done

At the time of design, the project
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For all new

aspects such as social inclusion,
and community and beneficiary
participation into the project
design and implementation.

concept will be shared with all
programme departments: EP, HP, RSSP,
NPU and TVET, to address issues of
inclusion and beneficiary participation.

projects.
31 Oct 2018

Community
and
beneficiary
participation will be addressed while
implementing recommendation 10.i
and ii below, including a feedback
mechanism.
iii.b As the Bluebook does not
serve every purpose, the
development of a detailed
structure of norms, standards and
guidelines is necessary for the
reasons outlined above.

Recommendation 4:

Partially agree

See 3.ii.a above

See 3.ii.a
above

Agree

JFO Front Office and DRPSO will
prepare a guideline for the hiring of a
full-time project manager for large and
complex projects in consultation with
HQ, depending on the availability of
donor funding.

Done

Review and update TOR of Project
Manager/Officer.

30 Sep 2018

HQ ICID will provide the monitoring
reports directly to FOD. (See
Recommendation 4.iii. Front Office.)

30 Sep 2018

JFO ICIP will share monthly progress
report of construction with HQ ICID,
project Steering Committee, Front
Office.

30 Sep 2018

HQ ICID will assign more time to quality
assurance, as the design function for
Lebanon, Syria and Jordan has been
moved to Gaza.

Starting
September
2018

Monitoring will be conducted through
on-site visits to construction sites. The
initial plan is to visit each project at least
twice during skeleton works (by
structural engineer and construction
management engineer) and twice
during finishing works (by structural
engineer, construction management
engineer and an architect). Additional

Starting
September
2018

i. Adopt a different project
management approach in future
by designating an officer,
preferably a project manager,
who is able to handle
communication among different
external
organizations
and
internal departments, maintain
and assure quality, follow
modules, tools and templates
and schedule more field visits.
ii.
Findings
and
recommendations
during
construction will be reported
independently to the senior
management (Front Office).

iii.
UNRWA
Head-Quarters
Infrastructure
and
Camp
Improvement Department (HQ
ICID) should take responsibility
for quality assurance in all
construction related projects. The
frequency of visits by HQ
architects and senior engineers
limited to four throughout the
construction - should be
increased to check quality.

Agree

Agree
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New
and
ongoing
projects

visits will be conducted, depending on
the number of on-going projects
agency-wide.
iv. The changes in design should
require a formal approval of HQ
ICID.

Agree

JFO ICIP will ensure that no designs are
altered without informing both HQ ICID
and the JFO Front Office, and changes
implemented only after receiving HQ
ICID clearance.

As soon as a
new project
starts.

Recommendation 5a:

Agree

Linked to Recommendation 1.a.ii.

31 Oct 2018

i. In the current context,
immediate action should be
focused on constructing a
comprehensive safety plan for
students around the external
perimeter of the JAT school. This
could include external safety
measures such as: the installation
of
speed
breakers/bumps,
pedestrian crossing, school zone
signals, fixing handrails on the
sidewalk. Other measures to
protect students from rushing on
to the road could include
engaging the student parliament,
delegate to teachers or employ
security guards for the task of
helping children in critical
sections to handle safety.

DUO will request GAM by letter to
implement a comprehensive safety
plan in the vicinity of the school
Engagement of student parliament,
involvement of teachers, etc. will be
implemented in conjunction with
Recommendation 12.ii.

ii. As a priority, UNRWA should
initiate or negotiate with the
Greater Amman Municipality
(GAM), to provide the external
safety measures as soon as
possible.

Agree

JFO South Amman CAO will follow up
with GAM to address the external safety
measures highlighted in the evaluation
report.

Sep Dec
2018

Recommendation 5b:

Agree

Linked to Recommendation 1.a.ii, and
5.a.

Sep Dec
2018

i. A short-term solution is to
advocate with GAM on extending
the existing pedestrian bridge
and
safe
pedestrian only
walkway is through GAM
property until it is connected to
the school.

FOD will write to GAM and request if
they can examine the possibility of
extending the existing pedestrian
bridge to connect it to the GAM facility.
It will be implemented in conjunction
with
the
implementation
of
recommendation 5.a.ii.
FOD will advise JAT school by letter its
encouragement of the use of the
existing pedestrian bridge and for this
to be included in the plan for student
protection (see recommendation no.
12.ii).
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31 Oct 2018

ii. In the long-run, construction of
a new road with a better
alignment, as per the original
plan, is needed to improve access
and safety for both vehicles and
pedestrians. The construction of
the road as per the original plan
(i.e., road access through GAM
workshops) has not eventuated
due to insufficient coordination,
follow up, and pressure on GAM.
High cost and the need to pass
through land and workshops
owned by GAM has created more
problems on site for access to the
school.

Agree

Linked to Recommendation 1.a ii., 5a.,
and 5.b.i., FOD will continue to engage
with GAM on the possibility of
construction of a new road, in line with
the
implementation
of
recommendation 5.a.ii.

Sep Dec
2018

iii. Legal issues, such as
occupancy certificate, should be
sorted out immediately as per the
narrative which has implications
for all services.

Agree

Occupancy Permit is in the final stage.
The issue of CCTV cameras is a
precondition for issuance of the permit.
JFO EP / ICIP will purchase these from
the canteen funds.

31 Oct 2018

Recommendation 6a:

Agree

HQ ICID and HQ ED will jointly review
the form for preparation of the school
design requirements to ensure that
child-friendly spaces and features such
as internal sports halls for elementary
children that consider the needs of
students with disabilities - and the
creation of active learning spaces, etc.
are fully covered.

31 Dec 2018

Future building design should
have more child-friendly features
incorporated, such as in-built
play areas for elementary
children and for students with
special needs - and in the creation
of active learning spaces for all
children
thus
reducing
confinement to classrooms and
labs. It would have been optimal
to see open spaces and art labs to
allow the children to experience a
spontaneous space as opposed
to constraining and traditional
classrooms.

Recommendation 6b:

(Agency capacity to respond to the
needs will be influenced by the ability
of the donor to meet all the
requirements and the shape and the
size of land.)

Agree

Teachers require support in
handling larger classes with 50
students. Training should focus
on management of changes and
class management skills.

Recommendation 6c:
i. A Persons with Disabilities
Advisor should participate in the
design process till the end of the
project to enhance the minute
detailing of the disability

Partially Agree

JFO EP will develop an action plan for
training on management of large
classes for teachers at JAT School. The
first round of training will be conducted
in September and the second round in
April 2019.

September
2018 and

As an interim measure the following
actions will be taken:

All new and
on-going
projects

PWD Advisory services will be included
in the project proposal and
implemented subject to donor
approval.
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April 2019

features.

JFO ICIP and GFO design team will
strictly
implement
ICIP-GL-02
Physically

Accessible

Environment

estimate and design stages.
HQ ICID will monitor compliance with
the provisions of ICIP-GL-02 at the
above stages.
In addition, the
execution of the design will be
independently monitored by HQ ICID
and corrective action taken in
conjunction with 4.ii above.
ii. An accessibility audit should
form part of the project cycle.

Agree

Will be implemented in conjunction
with Recommendation 6.c.i.

For all new
projects

Recommendation 7:

Partially Agree

See Recommendation 1.a.ii for the issue
of transport cost.

See 1.a.ii

See recommendation 5.a.ii for the safe
pathway.

See 5.a.ii

HQ ICID will advise on green design and
construction, and JFO EP/HP, in
coordination with HQ ICID, JFO ICIP and
DRPSO, will identify the need for
specialised external expertise on child
participation, child-friendly features,
water, sanitation and hygiene in
schools, and disability features at the
time of school design.

At the time of
design of the
new
project(s)

The design of Zuhour School will be
examined by JFO ICIP with HQ ICID to
identify and address any gaps.

Done

JFO EP and JFO ICIP will prepare two
plans - one for building maintenance
and the other for equipment and
furniture maintenance
and also to
address the issues listed in Annex N of
the evaluation report. The plans will be
implemented as per the resources
available for school maintenance. JFO
ICIP will be responsible for premiserelated
maintenance
plan
and
implementation, subject to the

Annually,
during the
second
semester of
the academic
year.

To reduce transportation costs
and support greater enrolments
from JAT areas, a safe pathway
from JAT community to the
school should be advocated for
GAM and implemented. This
could be, for example, a
footbridge and safe pathways
from the school through the GAM
property.

Recommendation 8:

Agree

In future, UNRWA should seek
advice from and collaborate with
other agencies, who have
specialised expertise on the
subject matter, to leverage their
global experience.

Recommendation 9:
UNRWA should immediately
develop a 10 year maintenance
plan based on the reports
produced by architects and the
building
construction
management expert (refer Annex
N for an indicative list of
maintenance items). It should
include all technical aspects of

Partially Agree
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repairs
and
maintenance
including
design
and
construction
defects
and
weaknesses such as: noise, echo,
ventilation, roofing, solar and
electricity along with plan for
occupancy issues related to
electricity, water and sewage
service connections. Without the
services in place, the cost of
operation will increase.

Recommendation 10:

availability of funds.

Agree

i. UNRWA should ensure the
participation of beneficiaries and
affected people across all phases
of the project management cycle,
including in the identification of
needs, school design and
construction/replacement stages
of the project. This will increase
ownership over the project and
also the level of acceptance of
changes.

Pending

finalisation

of

HQ

ICID

30 Nov 2018

with EP, HP and ICIP) will develop an
interim
SOP
for
beneficiary
participation across all phases of
infrastructure projects.

ii. A social worker should be an
essential part of the team, and
Gender-Based Violence Focal
Point should also be part of the
consultation process.

Agree

Instead of a Social Worker, a School
Counsellor, who is the focal point for
Gender-Based Violence, and School
Principal or Deputy will be some of the
key members of the consultation
process at various stages, starting from
the needs assessment.

At the needs
assessment
stage

Recommendation 11:

Partially Agree

Providing separate single shift schools
that would be used by either boys or
girls is a long-held aspiration of the
agency. In the past, the Agency has
taken several steps towards achieving
this, including preparing master plans
for UNRWA compounds to ensure that
additional schools are constructed,
where space is sufficient, and efforts
were exerted to secure funds for the
construction
of
these
schools.
Unfortunately, double shift schools will
remain a reality for a long period due to
lack of land and financial resources.

Not
Applicable

For double shift schools, efforts will be
made to ensure that they are used by
the same sex where feasible bearing in
mind that UNRWA has to ensure the
right to education to both girls and
boys.

During
planning for
construction
or
replacement
of a school

i. Based on gender principles and
beneficiary priorities, UNRWA can
consider two options. The first
option is, in the future, to make
separate single shift schools for
boys and girls. The second is, in
both current and future schools,
to operate a single shift for both
boys and girls in the same school
building, but with complete
segregation of boys and girls
including separate entrances and
exits. UNRWA should take into
consideration
the
cultural
sensitivity of gender interaction,
as well as the demand from
female students, parents and
teachers rather than maintaining
focus only on cost-efficiencies.
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When boys use double shift schools for
one shift and girls another shift, UNRWA
is providing separate toilet facilities for
boys and girls. Refer ICIP Guidelines No.
04: Guidelines to design gender
sensitive UNRWA premises.

Ongoing

HQ ICID will issue a revision of the
Guidelines No. 4. However, the ICID
Procedure No.18: Design Provision for

31 Dec 2018

highlight providing at least two
staircases in all buildings and two exits
form the site for all premises to ensure
adequate means of egress, EP can
highlight to schools admin to use those
as exit points segregated for use by
boys and girls while exiting and
entering the premise and the school
building, etc.

ii. The data on female student
dropouts from new schools
should
be
analysed
to

Agree

education, the numbers of
student dropouts from the JAT
area, and to monitor the numbers
of new enrolments from Jabal Al
Naser.
iii. UNRWA should also be
advocating for respectful and
healthy interaction between boys
and girls.

iv. UNRWA should work with the
government to find land or old
buildings that can be leveraged
by GAM and DPA to create space,
in the host communities, where
parents and children feel safe and
secure, whilst learning in optimal
education facilities and a creative,

An alternative solution of having a
single shift for both genders in the
same school building, but with
absolute gender segregation is not
feasible because this will require twice
the number of classrooms and facilities.

Not
Applicable

Each semester, JFO EP will report to the
Front Office the data on JAT students
leaving the school to enrol in other
schools for 2016/2017 and 2017/2018

31 Dec 2018

retention,
compared
with
the
enrolments from JAT, Jabal Naser, and
other areas. This process will be
repeated annually until 2020.
Agree

JFO EP, through its Human Rights
Programme will ensure guidance and
counselling sessions for students
during each semester, focusing on the
healthy interaction between boys and
girls.
Further
awareness-raising
sessions will be held with teachers on
gender-related issues.

31 Dec 2018

Partially Agree

UNRWA will continue to work with the
GoJ for identification and allocation of
land that is most suitable for
educational purposes. It should be
noted that in most cases it is very
difficult to find a suitable plot of land in
the host communities, and options are
few.

On going
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healthy environment, all the
while providing better education
facilities
and
a
good
environment. Schools do not
need to be large or extravagant
to serve this purpose; rather,
smaller schools on smaller sites
may better suit the community
needs.
v. It is also recommended that
UNRWA hire female teachers for
higher grades so that the issue of
gender inequity in teacher
recruitment is addressed.

Recommendation 12:

Construction of smaller schools is not a
viable option for UNRWA due to the
numbers of students and financial
constraints. New UNRWA schools meet
requirements.

Partially Agree

iii. All accidents and protection
incidents need to be reported
back to UNRWA South Amman
Area Office and the Jordan Field
Office for timely actions.

JFO EP agrees on the relevance of this
recommendation, which requires close
collaboration with the Agency Staff
Union and Parents.

31 Oct 2018

JFO EP will submit a proposal to the
Front Office on employing female
teachers to teach boys in 4th grade as
the first step.
Agree

i. A comprehensive safety and
protection system needs to be
established at schools, where
children,
parents,
school
counsellors
and
teachers
progress through various levels
of safety and protection training
and awareness raising.
ii. Engage Student Parliament
and Parents and Teachers
Association
in
planning,
implementing and monitoring
protection measures in school.

Not
Applicable

JFO EP will ensure JAT school has a
safety plan in place with monitoring
and reporting arrangements.

31 Oct 2018

JFO CAO South Amman will ensure that
all safety and protection equipment are
checked at least annually to ensure that
they are in working order, and tested
through drills.

Agree

JFO Area Education Officers and School
Principals will jointly ensure training for
school parliament and PTA on safety
measures in JAT. The training will form
part of an overall school safety plan
developed with the participation of
school parliament and teachers.

31 Oct 2018

Apply this approach to all schools,
starting with Zuhour school.

30 Nov 2018

JFO EP, in coordination with NPU, will
issue an instruction to JAT school and
all other schools to follow the same
practice.

31 Oct 2018

annex b: terms of reference and documents referenced, log
frame and evaluation matrix
1

background, context and project objectives
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a. The United Nations Relief and Works Agency for Palestine Refugees in the Near East
(UNRWA) is a United Nations (UN) agency established by the General Assembly in 1949
and is mandated to provide assistance and protection to a population of some five
million registered Palestine refugees. Its mission is to help Palestine refugees in Jordan,
Lebanon, Syria, the West Bank and the Gaza Strip to achieve their full potential in human
development pending a just solution to their plight. UNRWA services encompass
education, health care, relief and social services, camp infrastructure and improvement,
micro-finance, and emergency assistance. UNRWA is funded almost entirely by
voluntary contributions. UNRWA is the largest UN operation in the Middle East with over
30,000 staff who are mostly refugees themselves, working directly to benefit their
communities as teachers, doctors, nurses or social workers.
b.
(Grades 1-10) to approximately 121,500 pupils through 171 administrative schools
accommodated in 95 school buildings as at October 2016. Many of these schools
operate from rented buildings that are not considered conductive to learning.
c. The Jordan Field Implementation Plan 2012-2013 (FIP), which defines the plans and
learning environment in schools as a strategic priority. A key component of Goal 2:
Acquired knowledge and skills, is to identify alternatives for the rented schools in most
urgent need of replacement.
d. The issue of rented premises has been a key challenge for JFO with more than 15,000
Palestine refugee students studying in schools that are run from apartment buildings
that were not constructed to serve as schools. They were initially established as a
temporary solution to address the lack of educational facilities for Palestine refugee
children in Jordan. A review carried out in 2013 identified several educational
institutions and rent
standards.
e. The rented schools also pose an operational efficiency issue. The running costs per
student are considerably higher than the costs in other UNRWA owned purpose-built
schools due to
limited funds meant that addressing the rented schools issue would improve cost
efficiency while ensuring quality service provision.
f.

UNRWA has been implementing education reform that seeks

such as:
creativity, logical-thinking, critical-thinking and decision-making through active
learning methods. The rented schools did not provide a safe and stimulating
environment for this reform.

g. It is in response to the above critical need that UNRWA developed the project,
schools (four schools operating in double shifts and one school with a single shift, within
the Jabal Al Taj, South Amman area) into a single larger, purpose-built school building
that accommodates all five administrative schools, and offers a quality learning
environment for UNRWA students and teachers encompassing energy efficient features
and water saving features.
h. The project was funded by the Government of the United States in July 2013 with a total
value of US$3,353,410 in two phases: Phase I (US$2,443,5706) for the development of an
Agency-wide environmentally standard, construction of the school block and
undertaking part of the external work; and Phase II (US$909,834) for levelling the sloped
41

land, constructing the compound wall, retaining walls, asphalting and concrete
pavements, shading, landscaping, installing external electrical systems, and
furnishing/equipping the building.
i.

The total duration of the two phases as per the original plan was 26 months (Phase I: 20
months and Phase II: 6 months). Phase I started in August 2013. It required 12 additional
months due to a long delay in obtaining a construction permit from the Jordanian
authorities and unexpected construction challenges including the collapse of the land
at the construction site.

j.

The start date of Phase II was planned for 1 April 2015 and occurred on 1 April 2016. The
building construction component under this phase was completed on 30 November
2016. Installation of solar photovoltaic system for the clean energy source covering the
entire school building started in August 2016 and was completed in May 2017. The total
delay of this phase, excluding the solar photovoltaic system, was seven months.

k. The project design was expected to contribute to the strategic objectives of the 201213 FIP concerning educational access and educational quality and outcomes against set
standards. The project was designed to contribute to the Field Implementation Plan
goal:

l.

The
a. Environmentally and operationally efficient design norms are in place for all five
Field Offices of UNRWA.
b. Increased access to improved teaching and learning environment for Palestine
refugees.
c. Mitigation of adverse effects of the General Fund shortage in the operation of the
former JAT schools.

m.
a. Practical and measurable energy efficient and environmentally friendly building
design, construction, operations and
five Field Offices.
b. Replacement of three rented school buildings (five administrative schools) with a
single purpose-built disability, protection and environmentally friendly school
building.
c. Reduction in Jabal Al Taj School operating costs because of efficiency in the
utilization of human resources and adoption of energy and water efficient measures.
n. Project log frames Phase I and Phase II are in Annex 11.1. The project agreement and
other relevant documents stated in Annex 11.3 will be provided to the successful
candidates.
2

evaluation objectives and criteria
2.1 objectives

42

o. The main objective of the evaluation is to carry out an overall independent assessment
of effects on the operations of the merged Jabal Al Taj School in terms of teaching and
learning environment, improved access to education, recurring costs, and cost
effectiveness of the electricity and water saving initiatives.
p. To ensure education access, retention and completion of a conducive learning
environment for Palestine refugees. (FIP Output 4.1.1).
q. The evaluation serves the main objective of accountability to the Federal Government
of the United States. In addition, it serves the purpose of learning for future introduction
of electricity and water saving initiatives.
r.

The key users of the evaluation are UNRWA and the Federal Government of the United

2.2 criteria
s.

The evaluation will focus on the following areas;
a. Relevance of the project from the point of view of i) its objective and ii) beneficiaries
(students, school staff, and parents) expectations and need; and iii) UNRWA Mid
Term Strategy 2010-2015 and Field Implementation Plan 2012-2013, and new Mid
Term Strategy 2016-2021.
b. Efficiency of the project from the point of view of overall cost efficiency in terms of
unit cost of work, overall time taken to complete the project, tendering process, and
the optimal use of the physical space.
c. Effectiveness of the implementation process to achieve its planned outputs and
outcomes.
d. Impact/Results on beneficiaries and indirect beneficiaries in terms of class
formation; student enrolment and attendance; conduciveness of learning
environment viz-a-viz the environment in the rented school; realized and projected
operational cost savings; and efficiency in the school management as a result of the
merger of five administrative schools.
e. Sustainability in terms of a) community, students and staff ownership of the
building; b) design and implementation of energy and water efficiency features; c)
durability of the materials used in construction, and d) replication/up scaling of
Jabal Al Taj model.
f.

3

Gender, disability, child protection and environment were considered adequately in
the project design and execution phases.

scope
t. The evaluation will cover all components of results framework of the Jabal Al Taj School
project Phases I and II, commencing from 1 August 2013.
u. The geographic coverage of the evaluation is Jabal Al Taj School located in South
Amman and the surrounding community. The exercise will require interactions with the
direct beneficiaries of the project which are 1,377 students (846 boys and 531 girls) and
52 teachers as at August 2016 1,152 students and 83 teachers at the former schools as at
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October 2012), while indirect beneficiaries are estimated 12,000 refugee students (new
intakes over the period of the school life of 50 years).
4

evaluation questions
v. The following evaluation criteria and some of the key questions below are provided for
guidance. The Evaluation Matrix (Annex 11.2) expands the questions that the evaluation
is expected to review and discuss with UNRWA.
w. For relevance:
a. How did the project contribute towards the strategic priorities of UNRWA: Mid Term
Strategy 2010-2015, Field Implementation Plans 2012-13 and 2014-2015, and Mid Term
Strategy 2016-2021?
b. Did the project respond to the common and gender specific needs of the students as
well as of the school staff, and parents?
x. For efficiency:
a. Was the project delivered on time?
b. Were the survey, design, estimate and tendering processes efficient?
c. Were the project setup and the duration appropriate for achievement of project
outcomes?
d. To what extent the project managed the risks and assumptions to ensure the
achievement of the outcomes?
e. Was the unit cost of construction comparable to the unit cost of the same or similar
construction done by a reputed private sector?
f.

What could have been done to improve the project completion time and to
optimize the unit cost of construction?

g. How efficient was the utilization of available space both open and closed?
y. For effectiveness:
a. To what extent were the outputs and outcomes achieved?
b. Was the location and topography of the land on which the new school was built
appropriate for school construction?
c. Were the design and execution of building structure and the green initiative
adequate to achieve the intended objectives of the interventions? What more could
have been achieved?
d. To what extent has the project addressed disability related needs of the
beneficiaries?
z. For impact/results:
a. What were the effects on the teaching and learning environment for boys and girls
as well as male and female teachers?
b. What changes have occurred or are likely to occur regarding the pre-project and
post-project operational budget of Jabal Al Taj Schools?
c. In what ways the new school building impacted student enrolment and class
formation exercise?
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d. How did the project help the JFO Education Programme in the management of the
schools affected by the project?
e. What unintended outcomes (positive and negative) were produced?
f.

What lessons can be learned from the manner project interventions were planned
and implemented?

aa. For sustainability:
a. What is the level of ownership of the new school among the students, parents and
teachers?
b. What is the replicability of this project, and what are the minimum requirements,
necessary for such replication?
c. What measures were taken by the project to ensure that the qualities of the outputs
were as specified in tender/specifications?
d. Are the project outputs and outcomes sustainable?
bb. For gender, protection, disability and environment
a. Were cross-cutting issues, namely child protection, gender, disability access and
environment given due consideration in school building design and construction?
5

Methodology
cc. The evaluation will adopt a mixed-method approach to answer the research questions
outlined above, including both qualitative and quantitative methodologies.
Information collected will be triangulated to ensure soundness of the analysis.
dd. Data and information collection methods will include, but are not limited to: (1)
structured document review and content analysis of key documents (project
agreements, progress reports, Tender Documents, Construction Designs, Contracts,
etc.); (2) secondary analyses of data (UNRWA Medium Term Strategies, Field
Implementation Plan, pre-project and post-project school staff data and expenditure,
average monthly expenditure on electricity and water); (3) semi-structured interviews
and focus group discussions with students, teacher, parents, community; and (4) survey
and comparison of market prices of key cost driver items.
ee. The Team Leader will study and modify, as necessary, evaluation methodology (Annex
11.2 Evaluation Matrix) in the inception phase.
ff. The analysis and the presentation of data and information will, to the extent possible,
be gender-disaggregated and take into consideration the needs of vulnerable groups
(children and persons with disabilities).
gg. Evaluation Matrix is in Annex 11.2.
hh. Limitations are not foreseen at this stage.

6

timing and deliverables:
ii. The evaluation process will entail four phases: Preparation Phase, Field Mission Phase,
Reporting Phase and Closing Phase as shown in the table below. Deliverables in the
form of reports and/or slide presentations, as applicable, should be submitted at the end
of the corresponding phases.
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Phase
Inception

Key milestones/Tasks

Date

Desk review (From Home Base)

11-12 October

Person Days
2 for Team Leader
1.5 for Construction Management
1 for Architect

Field Mission

Reporting

Closing

0.5 for Financial Analyst
1 for Team Leader
1 x 3 Members
1 for Team Leader
0.5 x 3 for Member(s)

Start-up briefing

15 October

Inception report

16 October

Data collection, field work and
analysis

17-23 October

5
5
2
1

for Team Leader
for Construction Management
for Architect
for Financial Analyst

Analysis and development of
findings

24-25 October
(Team members
will submit by
24 October for
Presentation on
26 October)
26 October

2
1
1
1

for Team Leader
for Construction Management
for Architect
for Financial Analyst

27 October 1
November
(Members will
submit
their
detailed report
by 26 Oct)

6 for Team Leader
1.5 for Construction Management
1 for Architect
1 for Financial Analyst

Comments on report
Consolidation of comments
and revision of report; and
submission of the final report

2-19 November
21-22
November

2 days for Team Leader

Management response

January 2018

-

Client
questionnaire

February 2018

-

February 2018

-

Presentation of preliminary
findings
and
recommendations
Report
drafting
and
submission

satisfaction

Additional
debriefs/dissemination

1 for Team Leader
0.5 x 3 for Member(s)

jj. The project site is in the South Amman area and can be easily accessed by a car within
30 minutes. There are no access restrictions. School is closed from 10 May to 24 August;
classes will commence from 1 September.
6.1

inception phase
kk. The process will start with a desk review of documents by the team from their respective
home bases. In the preparation phase, the relevant documents will be reviewed (See
Annex 10.3). The Evaluation Team will then analyze the intervention logic, conduct desk
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review of existing documents, including the Jabal Al Taj school profile, progress reports,
evaluation matrix, etc. Based on the information collected the Team will prepare 2-3
pages long Evaluation Inception Report as per UNRWA template.
ll. Upon arrival in Amman, the team will hold initial meetings with and get briefed by the
UNRWA Front Office, Programme Support Office, Project Manager, and a Skype meeting
mm.

The Team Leader will:

a. Study the Terms of Reference thoroughly and identify issues, if any;
b. Review Evaluation Matrix, identify and present the final list of tools to be applied;
c. List all preparatory steps already to be taken for the Field Phase; and
d. Submit a detailed work plan, including the list of people to be interviewed, and
other data collection tools to be used, dates of visit, itinerary, and name of team
members in charge.
6.2

field work phase
nn. If any significant deviation from the agreed work plan or schedule is perceived as
creating a risk for the quality of the evaluation, these should be immediately discussed
with the evaluation focal person. Analyse systematically the relevant available
document.
a. Technical meetings with Evaluation Division, Department of Internal Oversight
Services and HQ Infrastructure and Camp Improvement Department.
b. Visit to Jabal Al Taj to assess the completed purpose-built school and for interviews
with beneficiaries and other relevant stakeholders.
c. Present an overview of methodology, preliminary findings and recommendations.
oo. During the field phase, the Team Leader shall ensure adequate contact and consultation
with Jabal Al Taj school administration, and other members of the community as well as
the Department of Palestinian Affairs and representatives of the BPRM, particularly
pp. At the end of the field phase, the Team Leader shall summarize its work, discuss the
reliability and coverage of data collection, and present preliminary findings in writing in
a meeting with UNRWA and the BPRM.

6.3

reporting phase
qq. This phase is mainly devoted to the preparation of the draft final report. The Team
Leader will present in a single document their findings, conclusions and
recommendations.
rr. The Team Leader will make sure that the assessments are objective and balanced,
statements accurate and verifiable, and recommendations are realistic.
ss. The Team Leader will submit the draft final report to UNRWA to review and discuss the
findings, conclusions and recommendations. Based on comments expressed by the
Evaluation Manager in consultation with other UNRWA stakeholders and the BPRM, the
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Team Leader will amend and revise the draft report. While potential quality issues,
factual errors or methodological problems should be corrected, comments linked to
diverging judgments may be either accepted or rejected. In the latter instance, the Team
Leader should explain the reasons in writing.
tt. The evaluator will strictly comply with analysis and the presentation of data and
information, to the extent possible.
6.4

reporting requirements:

uu. The reports must match quality standards. The text of the report should be illustrated, as
intervention is required (to be attached as annex).
vv. The Team Leader will lead in preparation and submission of the following outputs:
Type

Number of Pages
(excluding annexes)

Inception report

Approximately 2.5 pages

Presentation
of
preliminary
findings
and recommendations

As appropriate covering all
domains of evaluation using PowerPoint Presentation

Draft report

No more than 14 pages
excluding
executive
summary and annexes

Comments matrix

As needed

Final report with all
Annexes as per UNRWA
specifications

No more than 14 pages
excluding
executive
summary and annexes

Main Content
Full description of the methodology used to
answer the questions
Field phase detailed plan
Reflection of scope (questions and data) of
evaluation.
Preliminary answers to each evaluation
questions stating the information already
gathered and their limitations
Issues still to be covered and the assumptions to
be tested
Answer to the evaluation questions
Synthesis of all findings, conclusions and
recommendations into an overall assessment
Detailed structure of the Report is provided in
one of the documents listed in Annex 10.3
Highlight the rational for not accepting
comments.
Same specifications as above, incorporating any
comments received from the evaluation focal
person on the draft report that have been
accepted

ww.
For the Inception Report, the Evaluation Manager will submit comments within 1
calendar day. The Evaluation Manager will compile and submit to the Team Leader the
comments on the draft evaluation report.
xx. The revised reports/outputs incorporating comments received from the concerned
parties shall be submitted by the Team Leader within the time stipulated above. The
Team Leader should provide a Comments Matrix explaining the reason for nonintegration of certain comments.
yy. All deliverables should be written in English.

7

arrangements for managing the evaluation:
zz. The Team Leader will report to Field Programme Support Officer (the Evaluation
Manager) in UNRWA Jordan Field Office. The Evaluation Manager will provide all
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documents and information required to the Evaluator, facilitate access to staff and visits
to UNRWA offices, organize meetings/interviews with relevant UNRWA staff, provide
backstopping and liaise regularly on the progress of the evaluation with internal
UNRWA management.
aaa.
and good practice of the international evaluation community. Quality assurance tools
will be provided to the team for reference. The evaluation deliverables will be qualityassured by the Evaluation Manager. The evaluation manager will conduct the first level
quality assurance, while the UNRWA Department of Internal Oversight (DIOS) Evaluation
Division will conduct the second level quality assurance using UNRWA Quality
Assurance Checklist for UNRWA Evaluation Final Reports (to be provided later). This
quality assurance process does not interfere with the views and independence of the
evaluation, but ensures that the findings are backed up by evidence and form the basis
of the conclusions and recommendations.
bbb. The Team Leader is expected to undertake the evaluation in consultation with
UNRWA, in total compliance with the terms of references outlined herewith and in full
compliance with the
norms and standards for evaluation.
ccc. The Team Leader is responsible to ensure data validity, consistency and accuracy and to
submit reports written in good Standard English. Ensuring quality of work and reports
of other members of the team is one of the core duties of the Team Leader. If these
standards are not met, the Team Leader will, at his/her own expense, make the
necessary amendments to bring the reports to the required standards, including
UNRWA template and fonts.

8

evaluation team composition and required competencies
ddd. The evaluation will be carried out by a team made of four members: A Team Leader
(Lead Evaluator) with education background, Building Construction Management
Specialist, Architect, and Financial Analyst.
eee.

The Team Leader is required to have the following qualifications:

a. An advanced University degree (Masters or equivalent) in Education or in Social
Science.
b. Minimum of 10 years of experience, including 5 years in conducting evaluations of
education project, preferably in the field of school construction and improvement
of teaching and learning environment.
c.
d. Experience and/or methodological/technical knowledge of gender and disability
considerations, and participatory approaches.
e. Lead and managed at least three evaluations involving teams of two or more
members.
f.

Extensive experience in applying qualitative and quantitative evaluation methods.

g. Methodological/technical knowledge of gender and disability considerations, and
participatory approaches.
h. Strong analytical skills and ability to clearly synthesize and present findings, draw
practical conclusions and produce reports on time;
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i.

Excellent written and oral communication skills in English;

j.

Experience working for UNRWA or other UN Agencies would be a distinct
advantage; and

k. Ability to communicate in Arabic is desirable.
fff. The Building Construction Management Specialist is required to possess the following
qualifications:
a.

ing, preferably with specialization in construction
management;

b.
c. At least 3 years of work experience in construction planning and management of
public buildings such as schools, hospitals and offices;
d. Should be experienced in cost estimation and cost analysis;
e. Familiar with design and construction practices in the Middle East and North Africa
region, preferably in Jordan;
f.

Knowledge and experience of installation of rain water harvesting will be an asset;

g. Excellent written and oral communication skills in English;
h. Evaluation related work experience is highly desirable; and
i.
ggg.

Excellent written and verbal communication skills in Arabic and English.
The Architect is required to possess the following qualifications:

a.
several types of school designs;
b. Experienced in environmental friendly design and construction work, especially
passive heating system, solar energy use, and rain water harvesting system;
c. Excellent written and oral communication skills in English;
d. Evaluation related work experience in an education setting is highly desirable;
e. Knowledge and experience of installation of rain water harvesting will be an asset;
and
f.
hhh.

Ability to communicate in Arabic will be an asset.
The Financial Cost-Benefit Analyst is required to possess the following qualifications:

a. An MBA degree with specialization in Accounting or Auditing.
b.
projects and businesses.
c.

-benefit analysis, and financial
modelling expertise;

d. Sound knowledge of utility tariff system, subsidies and plans for changes in Jordan
e. Experienced in data collection, verification, and analysis;
f.

Strong MS Excel skills; and

g. Excellent written and verbal communication skills in Arabic and English.
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iii. The Team will be assisted by an external interpreter (if required) for meetings/interviews
with beneficiaries and community members.
9

budget and payment terms
jjj. The payment arrangement will be as stated below:
a. First payment: Applicable travel Allowance and airfare will be paid upon arrival and
submission of evidence;
b. Second payment: 50% upon receipt of complete draft report with annexes; and
c. Final payment: The balance upon acceptance of the final evaluation report.

10

application submission
kkk.Applicants should submit: i) Cover Letter, ii) an up-to-date UN Personal History Form
(P11), iii) 3 professional references and iv) his/her expected fee to
consultancy@unrwa.org, clearly indicating the title of the position,
message. The deadline for the submission of applications is 10 June 2017 and late
applications will not be considered.
lll. UNRWA is an equal opportunity employer and welcomes applications from both
women and men. UNRWA encourages applications from qualified and experienced
female candidates. Only those applicants shortlisted for interview will be contacted.
mmm. UNRWA is a non-smoking environment.
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11

annexes (of TOR)

11.1

project log frames Phase I and Phase II

OUTPUTS AND ACTIVITIES MATRIX FOR PHASE I (20 Months)

intervention logic

Phase 1 Outputs:
1.1

Practical
and
measurable
energy efficient
and
environmental
friendly building
design,
construction,
operations, and
maintenance
solutions
for
UNRWA 5 Field
Offices in place.

2.1.a Completed one
block of purpose
built
disability
and environment

source of
verification

Indicators


1.1.a Environmental
and cost efficiency
procedures
and
benchmarks developed
for UNRWA within 6
months from the date
of project start.

2.1.a.1 20 classrooms
(elementary
and
preparatory)
level
double-shift
school

Municipality fee
payment
receipt



Approved
designs



Tender
documents



EMIS data on
disability and
gender
of
students



Purchase orders



Photos
of
various stages
of construction
of the block and
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UNRWA
result (%)
assumption

Material,
transportatio
n and labour
costs do not
increase
substantially.

achieved/
not
achieved

evaluation
team result (%)

evaluation
team
comments

Achieved
Objective
not
achieved. (10%)
Few
green
elements
have
been added to
project (Such as
Solar,
Water
Harvesting).

Teachers,
parents and
students are
receptive of
environment
friendly
measures.
Achieved
Competent
experts
on

UNRWA
comments

Achieved
Provisions

are

The
development of
green building
norms was never
initiated due to
Heavy cost and
no availability of
green consultant.

Disability
guidelines and
norms need more
critical detailing

intervention logic

friendly school to
replace
three
rented
school
buildings
(5
administrative
schools).

source of
verification

Indicators

building designed and
constructed within 20
months from the date
of project start as per
the
design
recommendations of
Green
Building
Consultant, GoJ and
UNRWA standards for
infrastructure, security,
safety, disability access,
etc. to the satisfaction
of the end users.

external work


Green Building
final report



Periodic
progress
reports

UNRWA
result (%)
assumption

Green
Building
design
and
construction
are
easily
available in
the
job
market.

Practical
measurable

evaluation
team result (%)

made
functional

and

evaluation
team
comments

and sensitiveness
of disable and
barrier
free
environment
need to build in.
Accessibility
Audit
is
prescribed
for
UNRWA.
Project
almost
months
complete.

Retaining wall
achieved

2.1.a.2 Approximately
320
meter
long
retaining wall built
within 2 months from
the Phase 1 start date.-

Key
Activities
Output 1.1:

achieved/
not
achieved

UNRWA
comments

Approx. 90
meters long

Achieved

took
36
to

The
retaining
wall has taken
more
financial
resources,
in
terms of collapse
and
payments
made to Railway
department.

for

and
energy

Costs
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are

The team made

intervention logic

source of
verification

Indicators

efficient
and
Inputs:
environmental friendly
building
design,  Project Manager
construction,
(50% time)
operations,
and
maintenance solutions  Assistant Project
Officer
for UNRWA 5 Field
Offices in place.
 Green
Building
1.

2.

3.

Formulate a Task
Force with HQ and
JFO and possibly
with other FO
representatives to
oversee planning
and
implementation of
the tasks.
Recruit, in close
collaboration with
HQ-A,
Green
Building Consultant
as per the Terms of
Reference (Annex
VII).
Study and discuss
(with HQ_A and
Field
Offices)
current design and
construction

Consultant
months)





JFO
Chief
of
Engineering and
Construction (inkind cost)
Vehicle operation
costs

assumption

achieved/
not
achieved

UNRWA
comments

evaluation
team result (%)

shown
in
budget sheet.




(3

HQ Design Unit (inkind cost)

UNRWA
result (%)



Task
Force
meeting
records
Green Building
Consultant
recruitment
report

huge efforts in
advertising the
position, later try
bringing
in
Consultant firm,

Syria mission
may not be
feasible.

succeed.

No

Not Achieved

No

No

No

No

Field mission
reports


final report
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Technical
documents

evaluation
team
comments

Detailed
designs

intervention logic

4.

5.

6.

source of
verification

Indicators

practices of UNRWA
5 Field Offices.
Initiate/implement
green
buildings
regulatory changes
and promote high
technical standards
in the context of
UNRWA facilities,
Field and HQ offices
and in the design of
shelters. Techniques for the
design
and
construction
of
buildings in an
environmentally
and operationally
sustainable
way
resulting
in
sustainability and
client satisfaction.
Identify
and
implement
practical
and
measurable green
building
design,
construction,
operations,
and

UNRWA
result (%)
assumption

achieved/
not
achieved

UNRWA
comments

evaluation
team result (%)

No

Not Achieved

No

Not Achieved

evaluation
team
comments

The
green
building design,
techniques and
process
are
different, and it
starts
from
Beginning of the
design till its get
operational. Mere
fixing elements
will not satisfy
the intent of
green buildings.
There are no
special
O&M
solutions
for
green elements

Achieved

Partially
Piloting
done
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was

intervention logic

source of
verification

Indicators

maintenance
solutions as per the
needs of UNRWA.
7. Discuss and agree
with the FOs on the
techniques
and
norms and finalize
them.
8. Pilot the changes in
JAT school design
and construction.
9. Assist HQ-A in
developing
working
and
detailed drawings
based
on
Taj
Design application
of the established
standards.
10. Develop necessary
manuals/guides for
application of the
methods.
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UNRWA
result (%)
assumption

achieved/
not
achieved

UNRWA
comments

evaluation
team result (%)

Achieved

Not Achieved

No

Not Achieved

No

Partially achieved

No

Not Achieved

evaluation
team
comments

Key
Activities
Output 2.1.a:

for

Completed one block of
purpose built disability
and
environment
friendly
school
to
replace three rented
school buildings (5
administrative schools).
1.

Review, update and
finalize
bench
marks
and
indicators.

2.

Conduct soil survey
for design.

3.

Ensure integration
of operational and
environmental
norms developed
by consultant in the
school design.

4.

Form in-house JAT
school
Project
Steering
Committee (PSC) comprising heads
of
Education,
Procurement and
Logistics,
Engineering, ISO,
CAO
South
Amman,
Legal
Office
and

Inputs:


Project Manager
(50% time)



Assistant
Officer



UNRWA HQ and
JFO Design Unit
and Engineering
and Construction
Team (in-kind cost)



Record
of
formation
of
JAT
school
Construction
Steering
Committee



TSSCC meeting
records

Project



Soil
expenses



Green
Buildings
Consultant



Achieved



Employment
contracts

Achieved

Not Achieved



Contract
documents

Achieved

PSC was not formed

Contractor



Suppliers





Vehicle operating
expenses

Construction
plan



Soil test report



School design
and
cost
estimate
documents



Municipality
approval
document



Green Building



Workshops,
seminars, Training
and meetings



Stationery
supplies

Not Achieved

Achieved



Municipal
authority fees

N/A

Furniture and
equipment
requirement
lists

testing



Costs
are
shown
in
budget
sheet.

and
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The
interpretation
of Soil report
was not done
properly by
Contractor
and
Engineering
team and led
to collapse of
earth.
Instead a Task
force
was
established
for
taking
decisions. -No
minutes
of
meetings
available

Programme Offices.
5.

Form
School
Construction
Committee (SCC)

6.

Design
school,
incorporating the
study
recommendations.

7.

8.

9.

Obtain necessary
approvals from the
Municipal
authority.
Share the design
(simple plan and
elevations) with the
SCC
Present the final
draft to the parents
and
community
notables
and
secure
endorsement.

report


Electrical
specifications



Meeting
records
of
School
Construction
Committee



Meeting
records of JAT
school
Construction
Committee



Furniture and
equipment list



Monitoring
reports



Progress
financial
reports

Achieved

Achieved

Achieved

No

No
and

Achieved

SCC
was
established

N/A

Partially achieved

Not achieved

Not Achieved

Achieved

10. Prepare
tender
documents.
11. Solicit bids through
open competition
and select the most
competent
and
competitive offer in
accordance
with
UNRWA

Achieved
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Achieved

not

A team of
engineers
formed field
supervision
team,
but
there
was
absolutely no
community,
children
engagement

Received
approvals for
construction,
Occupancy is
still pending.

SCC
was
never formed
and
never
presented to
Parents and
community.

procurement rules.

Achieved
Achieved

12. Construct
the
building
and
external retaining
wall.

Achieved

13. Prepare list of
furniture
and
teaching
and
learning
equipment
and
solicit bids (in
preparation
for
Phase II). Prepare
list of furniture and
teaching
and
learning
equipment.

Not Achieved
There was no
SCC
committee
existed with
community

14. Share the list with
School
Construction
Committee
and
address concerns, if
any. -

Not Achieved

15. Monthly meeting of
PSC to review the
progress
and
resolve issues and
concerns.

No
SCC
committee
existed

16. Monitor progress of
work
with
participation
of
SCC.
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OUTPUTS AND ACTIVITIES MATRIX FOR PHASE II (6 Months)
intervention logic

Indicators

source of verification

assumptions

Phase 2 Outputs:
2.1.b All external civil works completed.

2.1.b.1

Achieved as per indicators, Permanent
road is still pending between UNRWA
and GAM Officials

2.1.c.1

2.1.c School building is fitted with all
necessary
furniture
and
equipment for commencement of
academic year, and the school is
handed over. [Preparation for
bidding will start in Phase 1 to
avoid delay in production of
furniture]
Achieved

2.1.c.2

All remaining retaining wall, compound
wall, water tanks (piped and rain-water),
shades, ground leveling/landscaping,
asphalting, concreting, energy efficient
external lights, etc. completed within
5.5 months from the Phase 2 start date.
Furniture for 20 Classrooms, 1 Science
Lab, 1 Library, 1 Teachers Office, 2 Head
Teachers Office, 1 ICT Centre and
required number of fire extinguishers
are installed within 5.5 months from the
Phase 2 start date,
Closure of operation of Taj Elementary
School No 1, Taj Preparatory Boys
School No 2, Taj Preparatory Girls School
before the commencement of 2015/16
scholastic year.

3.1.a Utility bills reduced by 50% at the least by
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Construction plan



Landscape design



Cost estimate



Meeting records of
Construction Committee



Meeting records of JAT school
Construction Committee.

Phase 2 will start on time
without
a
lag
time.

School



Monitoring reports



Progress and financial reports



Electrical specifications



Furniture and equipment list



Purchase orders



Inventory handover receipts



Termination
contracts

of

lease

rental

Material, transportation and
labour costs do not increase
substantially.

Staff transfer to new schools
will be smooth.

3.1 Reduction in JAT school operation
costs because of efficiency in
utilization of human resources and
adoption of energy and water
efficient measures.

three months from the date of school
operation.
Water bill is high due to water tanking and
municipal connection



JAT school class formation tables



School handover report



Utility bills



Comparative
desk-study
of
baseline and post occupation utility
expenses for the first three months
period



Record of formation of JAT School
Construction Steering Committee



Furniture
and
requirement lists

Utility tariffs will not change.

Power has reduced drastically after
installation of Solar power.

Achieved

Key Activities for Output 2.1.b:

All external civil works completed.
1.

Construct external work around
school building, including rain-water
harvesting system.
Achieved

2.

Monitor progress of external work
with participation of SCC.
No SCC

3.

Place
school
furniture
and
equipment purchase orders in
accordance
with
UNRWA
procurement rules.
Achieved

4.

Arrange delivery and installation of
furniture and equipment.

Inputs:


Project Manager (50% time)



Assistant Project Officer



UNRWA HQ and JFO Design Unit and
Engineering and Construction Team (in-kind
cost)



Employment contracts



Contract documents



Contractor





Suppliers

School design and cost estimate
documents



Vehicle operating expenses



Municipality approval document



Schools furniture



Purchase orders



IT and Science Lab equipment



Inventory delivery reports



Supply of T & L Materials



Meeting
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records

equipment

of

School

Costs are shown in budget
sheet.

5.

Achieved



Workshops, seminars, Training and meetings

Arrange inauguration of new school
building.



Stationery and supplies

Achieved
6.

Monthly meeting of PSC to review
the progress and resolve issues and
concerns.

Construction Committee


Meeting records of JAT School
Construction Committee.



Monitoring reports



Progress and financial reports



School handover document

Achieved during construction, No
meetings after Inauguration
Key Activities for Output 2.1.c:

School building is fitted with all
necessary furniture and equipment for
commencement of academic year and
the school is handed over. [Preparation
for bidding starts in Phase 1 to avoid
delay in production of furniture].
1.

Place
school
furniture
and
equipment purchase orders in
accordance
with
UNRWA
procurement rules.
Achieved

2.

Arrange delivery and installation of
furniture and equipment.
Achieved

3.

Inputs:

Record of formation of JAT School
Construction Steering Committee



Furniture
and
requirement lists



Project Manager (50% time)



Assistant Project Officer



UNRWA HQ and JFO Design Unit and
Engineering and Construction Team (in-kind
cost)



Employment contracts



Contract documents

Contractor



School design and cost estimate
documents

Arrange inauguration of new school
building.
Achieved
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equipment

Costs are shown in budget
sheet.

4.

Monthly meeting of PSC to review
the progress and resolve issues and
concerns.
Achieved during construction, No
meetings after Inauguration



Suppliers



Municipality approval document



Vehicle operating expenses



Purchase orders



Schools furniture



Inventory delivery reports



IT and Science Lab equipment





Supply of T & L Materials

Meeting records of
Construction Committee



Workshops, seminars, Training and meetings



Meeting records of JAT School
Construction Committee.



Stationery and supplies



Monitoring reports



Progress and financial reports



School handover document

School

Key Activities for Output 3.1:

Reduction in JAT school operation costs
because of efficiency in utilization of
human resources and adoption of energy
and water efficient measures.
Intervention A: Efficient utilization of
human resources due to the merger:
1.

Review and update bench marks for
results monitoring.
Inputs:
Achieved

2.

Develop detailed plan for closure of
rented schools in a participatory
manner.
Achieved



Project Manager (50% time)



Assistant Project Officer



Schools closure plan



UNRWA JFO Human Resource Office team
(in-kind cost)



Review report



Manning table and plan



Chief of Field Education Programme (in-kind
cost)
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Costs are shown in budget
sheet.

Available vacancies and
available surplus teacher
correspond
subject

3.

4.

5.

Review current class formation
situation and prepare post-project
situation.
Partially achieved
Plan, in coordination with human
resources use of surplus human
resources to fill in the vacancies,
resulting from attrition, in 2014 and
2015.
Achieved
Explain the plan to the teachers who
will be affected.
Achieved

6.

Transfers teacher and ancillary staff
posts as per the agreed plan in
compliance with Agency policies.
Achieved

7.

Prepare up-dated Teacher Manning
Table.
Achieved



Deputy Chief of Field Education Programme
(in-kind cost)



Area Education Officer (in-kind cost)



EMIS focal point (in-kind cost)

specialization, etc.

Intervention B: Reduction in energy and Inputs:
water consumption:
1.

2.

Prepare cost benefit analysis using
the utility costs of five rented schools
and expected costs of the new
building.
Not seen, But Evaluation team is
running Cost Benefit Analysis.
Include installation of LED lights for
all rooms from the design stage of



Project Manager (50% total cost)



Assistant Project Officer



Electrical engineer (in-kind cost)



Deputy Chief of Field Education Programme
(in-kind cost)



Area Education Officer (in-kind cost)



Head Teachers and Teachers (in-kind cost)
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Design and estimates of school
building



Cost-benefit study



Reports on
activities.

awareness

raising

Costs are shown in budget
sheet.
Teachers, students and
parents are amenable to the
use of rain water.

the school.
Achieved
3.

Ensure provision of energy efficient
lighting for perimeter security (upon
recommendation of Green Building
Consultant)
Done

4.

Include rain water harvesting system
to reduce water consumption in the
operation of the school.
Achieved

5.

Include grey water harvesting (if
recommended by Green Building
Consultant)
N/A

6.

Prepare plan for education and
awareness on efficient energy and
water use targeting teachers,
parents and students.
Not Achieved

7.

Ensure connection of solar water



Awareness workshop/seminars



Green

and kitchenette.
Achieved
8.

Monitor electricity and water utility
expenses and analyse the past and
future expenses.
Achieved
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Building

Consultant

11.2

evaluation matrix

evaluation criteria

evaluation questions

evaluation sub-questions

data collection tool(s)

indicator(s)

a. Relevance of the
project from the point of
view of i) its objective and
ii) beneficiaries (students,
school staff, and parents)
expectations and need;
and iii) UNRWA Mid Term
Strategy 2010-2015 and
Field Implementation Plan
2012-2013, and new Mid
Term Strategy 2016-2021.

a. How
did
the
project
contribute
towards
the
strategic priorities of UNRWA:
Mid Term Strategy 20102015, Field Implementation
Plans 2012-13 and 2014-2015,
Mid Term Strategy 20162021, and ICIP Strategy 20162021?

 How do the project outcomes
into
the
Field
Implementation Plan 20142015, MTS 2010-15, and ICIP
strategy?

 Desk review of MTS document, FIP,
ICIP strategy and draft final project
progress report

 Confirmation that project
outputs and outcomes are
aligned with FIP 20142015, MTS 2010-2015, and
ICIP Strategy 2016-2021

b. Did the project respond to
the common and gender
specific needs of the students
as well as of the school staff
and parents?

 What were the needs of
students, school staff, and
parents and how well did the
project respond to them?

 KII (HQ ICID and JFO EP)

 Did

the

project

assess

needs at the time of project
planning?

b. Efficiency of the
project from the point of
view of overall cost
efficiency in terms of unit
cost of work, overall time
taken to complete the

a. Was the project delivered on
time?
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 Key Informant Interview (KII) with
EP, FPSO and Front Office

 FGD with school parliament
members, male and female staff,
and parents (Male/Female) from
rented schools
 Project proposal
 Review of UNRWA Post Occupancy
Evaluation Report

 Were there any delays?

 KII (JFO EP, JFO ICIP and DRPO)

 To what extent have internal
monitoring
arrangements
been able to support efficient
delivery of the project?

 Project work plans
 Project progress reports
 Work Orders issuance dates and
completion documents

 UNRWA is well-informed
about the needs of
beneficiaries and users
 UNRWA asks Palestine
refugees about their
(emergency) needs
 Beneficiary/User
are satisfied

groups

 Confirmation of time
taken to deliver project
outputs
 Documentation of the
factors that contributed
(+/-ly) efficiency level

project, tendering process,
and the optimal use of the
physical space.

b. Was the survey, design,
estimate and tendering
processes efficient?

 Were there any variables
(internal or external) that
influenced them?

 Staffing tables of 5 rented schools
and newly built Jabal Al Taj School

 What was the survey process?

 KII with HQ ICID, JFO ICIP, JFO EP and
JFO PLD

 How were the design and
estimate of the school,
rainwater system and solar
photo-voltaic system done?
 In what ways this school
design
was
functionally
different from other UNRWA
purpose built schools?

 KII with FICIP, FEP, DRPO, School
Principal


 Survey related documents
 Design calculations and drawings

types of school design and drawings
 Analysis of cost estimates and
tender documents
 Available audit reports

c. Were the project set-up and
the duration appropriate for
achievement
of
project
outcomes?

 What worked well and what
did not? Why?

d. To what extent the project
managed the risks and
assumptions?

 How well did the JFO manage
the risks associated with
reduction
in
staffing
requirements?

 KII with HQ ICID, JFO ICIP, JFO EP,
JFO PLD, and JFO HRO

 Documentation of actual
set-up

 Progress reports

 Assessment of time taken

 KII with JFO EP and JFO HRO

 Documentation of the
risks
that
have
materialized
and
managed, and any other
risks that have not been
managed, or managed
well.

 Market survey of components using
prices paid by comparable private
and/or not for profit organizations.

 Unit costs: per square
meter for construction;
KW/PH for SPV unit; and

 How did the project meet the
permit related requirements of
Greater Amman Municipality?
e. Was the unit cost of
construction comparable to
the unit cost of the same or
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 Did the quantity estimate and
the cost estimate accurate?

similar construction project?

 What measures, if any, were
taken to conduct cost analysis/
comparative assessments prior
to identifying options?

f. What can be done to improve
the project completion time
and to optimize the unit cost
of construction?

 See

g. How efficient was the
utilization of available space
both open and closed?

 Did the space allocation and
use comply with UNRWA and
other applicable international
standards?

Efficiency

evaluation

Cubic Meter of harvested
rainwater

 KII with HQ ICID
 KII with private form responsible for
cost estimating and
tender
document

 Comparison of unit cost of
key cost items

 KII with HQ ICID, JFO ICIP, JFO EP,
JFO PLD, and PSO

 Identified strengths and
challenges

 Analysis of processes and tools used
for planning and implementation

 What were the constraints and
how were they managed?

 Review and analysis of the design
drawings (preliminary design done
by UNRWA and final design done by
a private firm) based on the spaces
allocated for each student/ staff, and
gender
specific
needs,
and
applicable
international
and
national standards.

 Confirmation of optimum
utilization of available
space
within
the
constraints

 KII HQ ICID
c. Effectiveness of the
implementation process to
achieve
its
planned
outputs and outcomes.

 To what extent were the
outputs and outcomes?

 To what extent have internal
project
planning
and
monitoring been able to
support effective delivery of
the project?

 Analysis of planning and monitoring
tools

 Confirmation that project
outputs are produced

 KII with HQ ICID, JFO ICIP, JFO EP,
JFO PLD, and PSO

 Documentation of the
factors that influenced
(+/ly)
the
implementation

 FGD
with
Parliamentarians;

 Confirmation that the
location was appropriate


practices adequate?
 What factors, if any, affected
the attainment of outputs?
 Was the location and
topography of the land on
which the new school was
built appropriate for school
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Is
public
transportation
available to commute to the
school?

M/F

School

 KII design consultancy firm, HQ ICID,

construction?

JFO ICIP, Students, Parents, Teachers
 Field inspection

 Were the design and
execution
of
building
structure and the green
initiative adequate to achieve
the intended objectives of
the interventions?
What
more could have been
achieved?

c. To what extent has the
project addressed disability
concerns of the beneficiaries?

 Were the norms and standards
used
for
design
and
construction of various project
components adequate, and
what improvements can be
made?

 See Efficiency
HQICID for KII)

 Were the natural hazards
specific to Jordan were
factored in the design
adequately?

 Were there any structural and/or
beneficiary
safety
related
deficiencies?

 In what ways has the project
changed or is likely to change
the situation of children with
disability?
 Are parents and community
members
aware
about
disability
access
friendly
environment in the schools?
 What plans are there to
manage the access for children
with disability to various
facilities within the premise,
including the elevator in the
school?

d. Impact/ Results on
beneficiaries and indirect

a. What were the effects on the
teaching
and
learning
environment for boys and
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 How did the new school
building influence (positively

section

(include

 KII design consultancy firm
 Did the structural design and
construction factor in natural
hazards, especially seismic hazard?

 Student and teacher survey on the
level of ownership and disability
access

 Confirmation that the
design
and
implementation
of
project
components
contributed
to
the
Impact/Results

 Confirmation that UNRWA
is responding to the
disability concerns

 Review of the design and actual
construction
 KIIP with HQ Disability Adviser, JFO
Disability Officer, and Protection
Programme.

 Focus Group Discussion (FGD) with
students (Girls and Boys separately)

 Identification
of
key
effects on teaching and

beneficiaries in terms of
class formation; student
enrolment
and
attendance;
conduciveness of learning
environment viz-a-viz the
environment in the rented
school;
realized
and
projected operational cost
savings; and efficiency in
the school management
because of the merger of 5
administrative schools.

girls as well as male and
female teachers?

and/or negatively) students
and teachers?

who had studied in the rented
school buildings.

 Was there any effect (+/-) on
the prevalence of verbal and
physical violence because of
the project?

 FGD with teachers (Male and Female
separately)

 Was there any effect (+/-) on
incidents of vandalism?

learning

 KII with school principal and deputy
principal
 KII with school counsellor
 Review of verbal and physical
violence data of 5 rented schools
and Jabal Al-Taj
 Review of vandalism data

b. What changes have occurred
or are likely to occur
regarding the pre-project and
post-project
operational
budget of the Jabal Al Taj
Schools?

 How many staff positions were
affected because of the
merger?
 What was the net effect (+/-)
on operational costs: staff,
maintenance, utilities, etc.?
 What will be the estimated
operational cost gain for the
next 10 years?

 Comparison of utility bills of water,
electricity (with and without solar
photo voltaic system), internet, and
other communication services of
Jabal Al Taj with the same items of 5
rented schools

 Determination
of
immediate and long term
financial impacts (+/-) on
school
operational
budget.

 Maintenance budget needs
 Comparison of staffing tables and
cost of Jabal Al Taj with 5 rented
schools
 Estimation of operating costs by
factoring in changes in unit costs

c. In what ways new school
building impacted enrolment
and class formation exercise?
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 What effects (+/-) were there
on educational access of
students in general and girls in
particular?
 In what ways class sizes
changed, in comparison to the
class sizes in the rented
buildings?

 Analysis of class formation data of 5
rented schools for 2013-14, 2014-15,
and 2015-16 scholastic years and the
class formation pattern of Jabal Al
Taj for 2016-2017 and 2017-2018
scholastic years.
 KII with EP, School Principal and

 Identification
efficiencies
in
formation

of
class

 Identification of changes
in the level of access to
UNRWA schools

 Are the new class sizes in line
with UNRWA thresholds, i.e.,
=25 or >40?
 Was there any effect of the
public transportation services?

e. Sustainability
terms of

in

 KII with JFO EP and South Amman
AEO

e. What unintended outcomes
(positive and negative) were
produced?

 KII HQ ICID, JFO ICIP, JFO EP, and JFO
Front Office

f. What lessons can be learned
from the manner project
interventions were planned
and implemented?
a. What is the level of ownership
of the new school among the
students,
parents
and

d) replication/up scaling of

 KII external stakeholders
BPRM

DPA and

 KII external stakeholders
BPRM

DPA and





 Key lessons identified

 All the above and below
 What was the form of students,

 KII with HQ ICID Design Unit, JFO
Front Office, and JFO EP

participation
in
design,
implementation
and
monitoring of the school?

 Sample survey of student and
teachers to determine the level of
ownership

 Determination of level of
ownership by students,
parents and teachers

 FGD with parents

b)
design
and
implementation of energy
and
water
efficiency
features;
the
in

 FGD with Student Parliament

d. How did the project help JFO
EP in the management of the
schools affected by the
project?

a) community, students
and staff ownership of the
building;

c) durability of
materials
used
construction; and

affected parents.

 Inspection of school condition (will
serve the purpose of cross
referencing the survey)
b. What is the replicability of this
project, and what are the
minimum
requirements,
necessary
for
such
replication?
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 To what extent has (or likely to
have) the project contributed
(contribute) to improved
methodologies for the design
and construction of other

 See

Sustainability

evaluation

HRO in KII)
 KII with HQ ICIP, JFO EP, JFO ICIP,

 Identified changes or
likely changes in JFO
practices
related
to
reconstruction of schools
and
health
centre

Jabal Al Taj model.

schools and health centres?
c. What measures were taken
by the project to ensure that
qualities of the outputs were
as
specified
in
tender/specifications?

 Was
school
furniture
appropriate in terms of quality
and durability?

and JFO Front Office
 KII JFO ICIP on construction quality
control process
 Review of PLD procedures related to
quality control of school furniture
 Examination of site monitoring
reports

infrastructure
 Confirm that the building
will last for 50 years with
regular
repair
and
maintenance
 Confirm
that
school
furniture is appropriate
and durable

 Review of material test reports such
as concrete block tests, steel test,
concrete test, water proofing test,
compaction, electrical wire quality
check, etc.
d. Are the project outputs and
outcomes sustainable?

 What needs to be done to
improve the sustainability?
 What will be inflation adjusted
recurring maintenance cost?
 What plans are there to meet
the recurring costs?

 KII JFO ICIP, JFO EP, JFO HRO and
School Principal
 Analysis of recurring maintenance
needs as per the design,
construction
and
physical
characteristics of the land.

 Identification of measures
to enhance the level of
sustainability

 KII Front Office
f.
Gender, disability,
child protection and
environment
were
considered adequately in
the project design and
execution phases.

a. Were cross-cutting issues,
namely child protection,
gender, disability access and
environment given due
consideration
in
school
building
design
and
construction?
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 Did the project comply with
the existing HQ ICID norms,
guidelines, policies related to
accessibility, student safety
and gender (draft policy)?
 What issues were encountered
during implementation?

 KII with HQ School Design Unit,
Front Office, JFO EP, JFO ICIP, school
students

 Confirmation
of
compliance with Agency
norms

 FGD with School Parliament

 Identification
of
opportunities for future

 KII with teachers, JFO ICIP, JFO EP,
and DRPO

11.3

Documents that were provided to the evaluation team



Government of U.S.A Contribution Agreement together with the project proposal



MTS 2010-2015, MTS 2016-2021, FIP 2012-2013



Quarterly Results Review Reports 2013, 2014, 2015, and 2016



Projects RBM Reports



Project progress reports



Complete set of school design drawings



Class formation information of five5 rented schools and the new school building



Tender documents



List of contractors and contract amount, including solar panels and other items associated with
energy efficiency measures



Profile showing key-data of five rented schools



Profile of newly completed schools



Pre-project and post-project staffing details, recurring staff and operational (including other
educational inputs) costs of five rented schools and the newly built school



Rules related to post creation, recruitment, transfer, and post abolishment



Relevant internal documents as per agency policy and procedures



Preliminary and final architectural design of the replaced school



Engineering design of the replaced school



Post Occupancy Survey Report



Video on rented premises



Evaluation Inception Report Template



Evaluation Report Template



Evaluation Comments Matrix Template



Standards and Procedures for Quality Assurance in Evaluation



Blue book.



ICIP Strategy, Disability inclusion guidelines, and the following procedures:
-



ICID Procedure No. 17, for Providing Universal Accessibility for UNRWA Facilities.
ICID Procedure-18 Safety at UNRWA Facilities.
ICID Procedure-18-APP-A-Design for Fire Safety.
ICID Procedure-20 Gender Sensitive UNRWA Facilities

Web for Green Building council
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annex c

inception report

evaluation of project: replacing rented schools at Jabal Al Taj
1

understanding and reflections on project/programme
thorough review of the documents, project context, interactions with key staff involved in the
amendments and suggestions made to evaluation Terms of Reference.
Team Understanding/ Reflections on Project/Programme:
a. Analyse and review the process from inception to completion by the design, supervision,
standards, operation and maintenance (Decision making)
b. To determine the increased access to improved teaching and learning environment in new
school in comparison with the old schools.
c. To describe the context of operation, challenges and barriers to overcome by project staff
and stakeholders.
d. Analyse issues and assess cost effectiveness of the project
e. To assess the extent to which cross cutting issues, gender, disability, protection, accessibility
and impact of the project.
f.

2

Measure success and lessons learnt and provide recommendations for future use.

clarification of scope, objectives and key questions in ToRs
The team agrees to assess project performance upon the basis of the Organization for Economic
CoEffectiveness, Efficiency, Impact, Sustainability and Gender/Disability/Protection and
Environment). They may also suggest some amendments to the Scope of work, Objectives and
Evaluation questions as detailed below.

Scope
a. The scope of interactions should be extended towards meeting Greater Amman
Municipality (GAM) officials, Group for Design and Architectural Research, green consultant
and contracting company to understand evolution of the project and prospects.
b. Comparative analysis would be an added value addition to evaluation, which would give us
the status and advantages of intervention.

Objective
a.
b. The objective is to support and provide directions to UNRWA and PRM though lessons
learned and improving project formulation and improvement.
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Key Questions
a. Few additions have been made to Evaluation questions based on literature review and
interactions before inception. (Annex-1)
3

clarification of methodology in terms of reference
a. Methodology:
i.

The evaluation would adopt mixed method approach including both Qualitative
and Quantitative methodologies. It would be a socio-technical evaluation
incorporating the below given elements.

ii.

The finance expert will run cost benefit analysis and cost efficiency analysis to
understand the efficiency and effectiveness of the project.

b. Data Collection:

4

i.

Secondary Data: Desk review of documents and Construction project reports,
Designs and Drawings, standards and guidelines and finance audit reports, tender
documents.

ii.

Primary Data:

iii.

The team has planned to conduct a series of FGDs with Children, Teachers and
community members to understand the impact of replacing rented schools.

iv.

Children -Separate FGD for girls and boys.

v.

Parents- Separate FGD for mothers and fathers.

vi.

Teachers-Separate FGD for male and female teachers.

vii.

Separate FGD for parents, whose children migrated to Government school.

viii.

KIIs are planned with UNRWA staff, Project Steering Committee members,
Contractors, Greater Amman Municipality officials, Design engineers and
Department of Palestinian Affairs Officials.

ix.

KIIs with school principals (both boys and girls sections).

x.

Physical inspection of at least two old rented schools in Jabal Al Taj and one
government school, and the new school.

xi.

Physical inspection of Rain water harvesting and Solar installation and their utility.

detailed work plan
The detailed work plan is attached-Need few more interviews to be incorporated as requested
in paragraph -

5

arrangements for the management of the evaluation
A detailed segregation of roles and responsibilities of individual team members is attached on
the Terms of Reference and the working responsibilities on Evaluation matrix and evaluation
questions is provided as attachment.
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annex d

workplan

mission programme for final evaluation of project: replacing rented
schools at jabal al taj (pq13b88-phase I and pq14d70-phase II)
6

TL: Team Leader; ET: Evaluation Team; Archt.: Architect; BDCM: Building Design Construction and
Management Specialist; and FCBA: Financial Cost Benefit Analyst
Administrative Support:
#

Date and Time of
Interview

Ms. Fayrouz Zurai
Name/Position

Meeting Place

Suggested
Attendees
from ET

Purpose of Meeting

Field work: Programme development In progress
16 October
10:00 11:00 AM, 45
minutes
17 October
8:00 8:45 AM, 45
minutes

Ms. Hala Al Asir, Chief of
Architecture Division

ICID, HQ-Amman

Archt. & BDCM

Technical
issues

design

Front Office, Second
Floor

TL

Feedback on draft
Inception Report

Ms. Manal Al Khatib, Senior
Architect
Ms. Sallee Gregory, Deputy
Director Prog.

Other matters

11:00-11:30 AM

Visit to Jabal Al Taj School site
visit, and afternoon shift (girls)
beneficiary
and
staff
interviews

Jabal Al Taj School

ET

11:30-2:00 PM, 2
hours
including

Detailed inspection of school
building and site

Jabal Al Taj School

TL

Interview principal Female

Jabal Al Taj School

TL

Visit to 2 rented schools and 1
public schools in JAT area

Jabal Al Taj Area

Archt. & BDCM

Jabal Al Taj School

TL

TL

lunch break
2:00-2:45 PM
45 min
2:00-4:30 PM

2:45-4:15 PM, 90 min
Parliament
4:15-5:00 PM, 45 min

FGD with female staff of school

Jabal Al Taj School

17 October

Cost-benefit analysis

First Floor
Room

Mr. Khalil Hasan, Donor
Relation and Projects Officer

Glass
Office

Butros Janho, Head of Field
Finance Office

Office, Second Floor,

7:45 AM-3:00 PM
18 October
7:45-8:30
minutes
9:00-10:30
minutes

AM,

45

AM

Room,

Meeting

Front

TL

FCBA
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Donor perspective of
the Project

#

Date and Time of
Interview

Name/Position

Suggested
Attendees
from ET

Meeting Place

Purpose of Meeting

Room
8:45 9:45
60 minutes

18 October
10:30 12:00
90 minutes

Mr. Jean-Bertrand Lebrun,
Coordinator Neutrality and
Protection; and Mr. Remy
Saadoun, Protection Officer

Jean-

GDAR Group for Design and
Architectural
Research
Architectural and Structural
Design Firm

First Floor
Room

Meeting

TL, BDCM, &
Archt.

First Floor
Room

Meeting

ET, Archt.
BDCM

Eng. Mohammed
Mob(0795309294)

TL & Archt.

Khaled,

12:30 - 1:20 PM

Alaa Al-Azzeh

50 minutes

Jabal Al Taj Project Site
Engineer & Fawzi Issa, Jabal AlTaj Construction Engineer

1:30-2:30 PM,

Officials
of
Bureau
of
Population Refugees and
Migration

First Floor
Room

Meeting

ET

7:45 AM 3:00 PM

Cost-benefit analysis

First Floor
Room

Meeting

FCBA

19 October

Cost-benefit analysis

First Floor
Room

Meeting

School site visit, and morning
shift (boys) beneficiary and
staff interviews

Jabal Al Taj School

Dr. Saber Abd. Al Kareem, Area
Education Office and Firas
Shilleh, Admin Officer

South
Office

Interview Principal Male

Jabal Al Taj School

TL

Jabal Al Taj School

TL

60 minutes

7:45 AM 3:00 PM
7:30 AM
30 minutes
10:15-11:30 AM
75 minutes
8:00-9:00
minutes

AM,

60

Violence, protection
issue, and disability
issue.

Amman

&

TL

Area

FCBA

Utility costs of rented
and new school

45 min

9:00-10:30 AM, 90
minutes

Parliament

10:30-11:30 AM

FGD with male staff of school

Jabal Al Taj School

TL

GAM Meeting

GAM Office

TL, Archt.
BDCM

Messrs. Hazem Abd Latif Mohd
Al-Jaiyatoh & Partner Co

Bristol Hotel

Archt. & BDCM

60 minutes
12:30 1:45 PM
Leave JFO at 11:30
3:00-3:30 PM
30 minutes

Contractor for Main Sewage
Line Connection
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&

#

Date and Time of
Interview

Name/Position

Meeting Place

Suggested
Attendees
from ET

Purpose of Meeting

Cell: 0795792782
4:00-5:00
60 minutes

PM

Eng. Bassam AL-Masri

Bristol Hotel

Archt. & BDCM

Infinity
Construction
Contracting Company
Cell: 0789000039

5:00 - 5:30 PM

Eng. Zaid Al-Ghabi

45 minutes

Kawar Energy
Solar Photovoltaic
Contractor

First Floor
Room

Meeting

Archt. & BDCM

System

06-5609500 Ext 1227
Ob.: 075065530
Saturday, 21 October
9:30 -10:30 Am
60 minutes
10:30 -11:30 Am
60 minutes

FGD with parents of old school
whose children did not
continue education in new
school

Women
center

FGD with Parents (female) of
students of new school

Women
center

programmes

TL & BDCM

ANC Camp
programmes

TL & BDCM

ANC Camp
Saturday, 21
11:30 -12:30 Am

FGD with parents (male) of
students of new school

Women
center

programmes

TL & BDCM

ANC Camp

60 minutes
TBD, 60 minutes

FGD with parents of old
schools whose children are
continuing education in new
school

Jabal Al Taj Area

TL & BDCM

TBD

Visit to Jabal Al Taj area for
walking interview

Jabal Al Taj

Split

22 October

Project Steering Committee

Main Conference Room

TL & BDCM

10:30-11:30 AM, 60
minutes

Mr. Francesco Coronaro

First Floor
Room

Meeting

TL & BDCM

11:30 12:30 AM

Ali Al Sayed

TL & BDCM

60 minutes

Senior Measurement Cost &
Contract Engineer (Also covers
Quality Assurance)

Block A, Room No.
A212, HQ

1:00 PM 3:00 PM

Ministry of Public Works and
Housing

9:00-10:00 AM
60 minutes

TBD

Chief of Procurement and
Logistics Department
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TL&BDCM

Male and
separate

Female

#

Date and Time of
Interview

Name/Position

Meeting Place

23 October

Engineer Yassin Abu Awwad

9:30-10:00 AM

Director General, Dept/ of
Palestinian Affairs

(Depart hotel at 9:00)

Shmeisani Abu Hamid
Al-Ghazali
Street,
behind the Amman
Chamber of Commerce,
Building No. 8

TL & BDCM

TL & BDCM

10:00-3:00 PM

Other follow up meetings,
market survey, etc.

24-25 October

Cross
verification,
and
preparation of preliminary
findings
and
recommendations

Jordan Field Office

26 October

Presentation of Preliminary
Findings
and
recommendations

Basement
Room

1:00 PM

Suggested
Attendees
from ET

Meeting

Jordan Field Office
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Front Office
- CFEP
- CFICIP
- DIOS
- FPSO
- DPRO
- FPLD
- BPRM
Evaluation
Team Leader,
FCBS
and
BDCM

Purpose of Meeting

annex e
7

cost-benefit analysis

Methodology
a. To assess the financial viability of the Jabal Al Taj school merger, the Internal Rate of Return
b. To determine the IRR and NPV, annual cash flows relating to the school merger have been
estimated:
a. Initial Outlay (2015/16): The costs required to commence the project, including
construction costs, related professional services, new furniture, installations, etc.
b. Cash Flows (2016/17-2065/66, 50 years): This is the net cash flow savings achieved from
the merged school, relative to the former schools.
c. Terminal-Year Incremental Cash Flow (2066/67 onwards): This would be the ongoing,
steady-state, annual cash flow saving achieved from the merged school, relative to the
former schools. This is not included as the useful life of the building is 50 years.
c.

-even rate of return. If the cost of capital relating to
the project is lower than the IRR, this implies the merger created an overall savings for
UNRWA, taking into account the time-value of future savings.

d. The NPV represents the sum of the estimated cash flows relating the school merger,
adjusted based on an assumed discount rate, for the time value of money. If the NPV is
positive, this implies the merger created overall savings for UNRWA.
e. There is no common approach on the appropriate discount rate to apply in an NPV
calculation within the humanitarian sector. The typical discount rate would be a 3-5%
premium to the prevailing 10-year government bond rate, dependent on the risk of the
project. For this reason, it can be more useful to consider the relative IRR of projects to assess
their financial viability.
f.

8

The payback period represents how many years it takes to generate cost savings equivalent
to the cost of a project. As the payback period is based on nominal cash flows, it does not
take into account the time value of money. This understates the real cost of a project or
initiative, however, as it is a concept that many people are able to understand with greater
ease than IRR or NPV, it has been included for the solar and water initiatives for this reason.

Assumptions and Inputs
g. General
a. Scholastic year end of 31 August.
b. Forecasts are estimated in nominal, United States Dollar currency.
c. Nominal discount rate is applied to discount cash flows, based on:
d. Jordanian ten-year bond rate of approximately 7.2%.
e. Jordanian inflation rate (forecast, and equivalent to the actual 2017 rate) of 3.3% per
annum.
f.

Project premium 3.0% to the government bond rate..
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g. Historical and forecast United States Dollar to Jordanian Dinar exchange rate of 0.708
(per Bloomberg, comparable with exchange rates as at 31 August 2017 and 1 February
2018).
h. UNRWA occupancy certificate for the school obtained during 2019/20, when requisite
conditions are met.
i.

Analysis excludes potential additional expenditure relating to safety measures in
external areas of the merged school.

j.

The merged school has a useful life of 50 years.

h. Rental Expense
a. For the former schools, rental increase every three years of:
i.

5.0% to Jabal Al Taj Elementary School and the Preparatory Girls School

ii.

10.0% to Jabal Al Taj Preparatory Boys School (higher rental increase given
proximity to the main street).

b. Not applicable for the merged school (owned by UNRWA).
i.

Staff Salaries (Teaching and Administrative Personnel)
a. For both the former and merged schools, the step change in salaries (approximately
2.4% per annum) is assumed to be fully offset with the retirement profile of personnel,
that is, there is no long-term overall net change in salaries due to step change, on the
basis of replacing long-serving personnel as when they retire with new personnel.
b. Salaries provided exclude other costs, including but not limited to insurance costs,
retirement benefit costs and debts owed, estimated at 21% of the net salary.
c. Non-salary personnel benefits are assumed to be paid out fully in the year they are
accrued. However, this potentially overstates the cost saving arising, as it is unlikely that
such benefits (particularly retirement benefits) are fully paid out in the year they are
accrued.
d. Base salaries and personnel numbers for:
i.

Former schools based on actual data in the 12 months to August 2016.

ii.

Merged school based on actual data in the 12 months to August 2017.

e. For both the former and merged schools: Salary increase (reflecting any impact of
inflation), based on salary increases that occurred over the last ten years, from 2007/08
to 2016/17 for:

j.

i.

Principals (UNRWA Salary Grade 15): 2.18% p.a.

ii.

Deputy-Principals (UNRWA Salary Grade 13): 2.37% p.a.

iii.

Teachers and school counsellor (UNRWA Salary Grade 8-11): 2.74% p.a.

iv.

Attendants (UNRWA Salary Grade 2): 3.36% p.a.

Maintenance Expense
a. For the former schools, ICIP estimated a total maintenance cost in 2016/17 of JD11,650
per annum.
b. Jordanian inflation rate applied.
c. For the merged school:
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i.

Corrective work in 2017/18 (one-off expenditure) estimated at US$30,000.

ii.

Annual maintenance expense of 4.0% of the current replacement value based on
the UNRWA depreciation rate of 4.0% per annum. This is the standard approach
mandatory maintenance standard of 1.0% and the estimate by UNRWA JFO ICIP
of 2.0%.

iii.

Current replacement value in 2017/18 assumed to be equivalent to the UNRWA
cost estimate per Annex F of US$1,556,234.

iv.

Enhanced maintenance expense of 10% of the replacement value every 25 years.

k. Electricity Expense
a.
consumption of 20,494kW at a cost of JD 1,237. Pro forma estimate for 2016/17 by
doubling the consumption and cost of the six month duration.
b. Installation of the solar system at the merged school cost JD 55,300 during 2016/17,
becoming operational in June 2017.
c. During the 12 months from September 2016 to August 2017, merged school electricity
cost of JD 10,944. This includes two months without fees for electricity due to the
implementation of the solar system.
d. Assumes full and ongoing maintenance of the solar system, resulting in no electricity
costs from 2017/18 onwards due to electricity generated from the solar system.
e. No change in electricity consumption demand over time.
f.
l.

No inflation or adjustment in the subsidy rate given uncertainty in tariffs.

Water Expense
a. Rain harvest system cost JD30,000 during 2016/17.
b. Water cost in 2016/17 of US$2,332 and US$7,282 for the former and merged schools
respectively.
c. For the former schools, no change in the water tariff or consumption levels.
d. For the merged school from 2017/18 onwards:
i.

Annual water consumption of 3,641 cubic meters.

ii.

No change in water consumption over time.

iii.

The harvest system provides 520 cubic meters of water per annum (assuming 260
cubic meter tank fills twice per year; during the winter holidays and again later in
the school year).

iv.

No operating costs.

v.

No inflation in tariffs given the uncertainty relating to government subsidies.

vi.

Cost of water:

vii.

During 2017/18 and 2018/19, at the tariff of JD1.91 per cubic meter. From 2019/20
onwards (when the occupancy certificate would have been obtained), based on
the government tariff of JD1.15 per cubic meter.
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9

Analysis
m. Cash Flow Forecast
(Scho lastic Year Ending 31A ugust. Figures in US do llars unless indicated o therwise)

s

Cash Flow Estim ates
Unit s
Teaching Personnel Salaries
USD
Former Schools
USD
Merged School
USD
Change in Teaching Personnel Salaries
Adm inistrative Personnel Salaries
USD
Former Schools
USD
Merged School
USD
Change in Administrative Personnel Salaries
School Attendant Salaries
USD
Former Schools
USD
Merged School
USD
Change in School Attendant Salaries
Non-Salary Personnel Benefit Paym ents
USD
Former Schools
USD
Merged School
Change in Non-Salary Personnel Benefit Payments USD
Rental Cost
USD
Former Schools
USD
Merged School
USD
Change in Rental Cost
Maintenance Expense
USD
Former Schools
USD
Merged School
USD
Change in Maintenance Expense
Electricity Costs
USD
Former Schools
USD
Merged School
USD
Change in Electricity Costs
Water Costs
USD
Former Schools
USD
Merged School
USD
Change in Water Costs
Total Cash Flow
USD
Former Schools
USD
Merged School
US D
Change in Total Cash Flow
%
% Change in Total Cash Flow
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2017E

2018E

2019E

2020E

2021E

2022E

2023E

2024E

2025E

2026E

-861,887
-531,221
330,665

-885,521
-545,788
339,733

-909,804
-560,755
349,049

-934,753
-576,132
358,621

-960,386
-591,931
368,455

-986,721
-608,163
378,559

-1,013,779
-624,840
388,939

-1,041,579
-641,974
399,605

-1,070,141
-659,578
410,563

-1,099,487
-677,665
421,821

-92,614
-50,607
42,007

-94,704
-51,759
42,946

-96,842
-52,936
43,905

-99,028
-54,141
44,887

-101,263
-55,373
45,890

-103,548
-56,633
46,916

-105,885
-57,921
47,964

-108,275
-59,239
49,036

-110,719
-60,587
50,132

-113,218
-61,965
51,253

-45,372
-31,029
14,343

-46,898
-32,073
14,825

-48,475
-33,151
15,324

-50,105
-34,266
15,839

-51,790
-35,418
16,371

-53,531
-36,609
16,922

-55,331
-37,840
17,491

-57,191
-39,112
18,079

-59,115
-40,428
18,687

-61,102
-41,787
19,315

-209,973
-128,700
81,273

-215,696
-132,220
83,476

-221,575
-135,837
85,738

-227,616
-139,553
88,063

-233,822
-143,372
90,450

-240,198
-147,295
92,903

-246,749
-151,326
95,423

-253,480
-155,468
98,011

-260,395
-159,724
100,670

-267,500
-164,098
103,402

-61,330
0
61,330

-65,951
0
65,951

-70,957
0
70,957

-76,385
0
76,385

-82,272
0
82,272

-88,661
0
88,661

-95,596
0
95,596

-103,128
0
103,128

-111,312
0
111,312

-120,208
0
120,208

-23,969
-12,500
11,469

-23,969
-117,923
-93,954

-23,969
-79,689
-55,720

-23,969
-79,689
-55,720

-23,969
-79,689
-55,720

-23,969
-79,689
-55,720

-23,969
-79,689
-55,720

-23,969
-79,689
-55,720

-23,969
-79,689
-55,720

-23,969
-79,689
-55,720

-3,493
-15,458
-11,965

-3,493
0
3,493

-3,493
0
3,493

-3,493
0
3,493

-3,493
0
3,493

-3,493
0
3,493

-3,493
0
3,493

-3,493
0
3,493

-3,493
0
3,493

-3,493
0
3,493

-2,332
-7,282
-4,950

-2,332
-4,218
-1,886

-2,332
-4,218
-1,886

-2,332
-2,541
-209

-2,332
-2,541
-209

-2,332
-2,541
-209

-2,332
-2,541
-209

-2,332
-2,541
-209

-2,332
-2,541
-209

-2,332
-2,541
-209

-1,300,971
-776,798
524,173
40%

-1,338,564
-883,981
454,583
34%

-1,377,447
-866,587
510,860
37%

-1,417,680
-886,322
531,358
37%

-1,459,326
-908,323
551,003
38%

-1,502,453
-930,929
571,524
38%

-1,547,135
-954,157
592,978
38%

-1,593,448
-978,024
615,424
39%

-1,641,476
-1,002,547
638,929
39%

-1,691,309
-1,027,745
663,564
39%

Note: Next ten years of cash flows presented, however, analysis based on 50 years of cash flow estimates.
n. Discounted Cash Flow Analysis, Next 10 Years of Estimates (Analysis Based on 50 Years of Estimates)

Note: Next ten years of cash flows presented, however, analysis based on 50 years of cash flow estimates.
o. Summary
a. The analysis implies an IRR of approximately 18% and a NPV of US$4.1 million for the merger of the Jabal Al Taj schools. This indicates that
the merger is expected to generate substantial financial savings which can be utilised to support additional educational programmes for
Palestine refugee children.
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10 Additional Analysis: Merged School
p. Solar System
a. The solar system has a payback period of approximately 6-7 years. The actual calculation is
based on annual cash flow estimates which allows for a cost of US$15,458 during 2016/17
before the solar panel was fully operational (i.e., no cost savings in the first year) and no
electricity costs from 2017/18 onwards (i.e., annual cost savings of US$15,458 from the
second year onwards). Note that this payback period does not take into account the timevalue of money.
b. The IRR of the rain harvest system is 6.1%. Thus, assuming a discount rate of 10.2% and a
useful life of 50 years, the Net Present Value of the rain harvest system is US$58,599.
q. Rain Water Harvest System
a. The rain harvest system has a payback period of approximately 70-71 years, which is greater
than the useful life of the system. This is calculated based on annual cash flow estimates
which assume no cost savings during 2016/17, a higher tariff during 2017/18 and 2018/19
prior to obtaining the occupancy certificate, and assuming no operating costs. Note that this
payback period does not take into account the time-value of money.
b. The IRR of the rain harvest system is -10.4%. Thus, assuming a discount rate of 10.2% and a
useful life of 50 years, the Net Present Value of the rain harvest system is negative (US$36,221).
r.

Maintenance Profile

a. Maintenance expenses comprise annual preventative maintenance, estimated at 4.0% of
the current replacement value, and enhanced maintenance every 25 years (demonstrated
by additional maintenance expenditure in scholastic year 2040/41E), estimated at 10.0% of
the replacement value. Annual maintenance expense of 4.0% of the current replacement
value based on the UNRWA depreciation rate of 4.0% per annum. This is the standard
mandatory maintenance standard of 1.0% and the estimate by UNRWA JFO ICIP of 2.0%.
b. In addition, the cash flow estimates allow for the one-off maintenance payout in 2016/17 of
US$12,500 for the former schools, and corrective capital work in 2017/18 for the merged
school.
c.
d. Note: Cash flow estimate for 2041E included to illustrate the enhanced maintenance
expenditure that is expected to occur every 25 years.

85

annex f technical report on construction practice and costing
(by Abdel Hakeem al Jawhari)
This report uses photos to show the construction practices and also to present evidence on technical
matters, including quality of finishing work covered in the main report.
different issues from an architectural perspective.
1

structural design and drawings

1.1 description of the structural systems
The structural system used in the school followed common Jordanian practice. This comprises of a
frame system, composed of three main elements: slab-beam-column, as follows.
1.1.1

the slabs

a. For all slabs of the building, a one-way ribbed slab with a total thickness of 21cm of
which 14cm are concrete hollow block on which there is a 7-cm reinforced concrete
solid slab. The rib width is 12cm.
b. Only for the roof of the staircase and the roof slab of the water tanks, is a reinforced
concrete solid slab used, which is also a common good practice.
1.1.2

the beams

a. Dropped beams are used which are better for the stiffness of the building giving
improved performance of the frame system under seismic loading. It is noted that the
detailing is good to improve the performance.
1.1.3

the columns

a. The dimensions of the columns used are 30cm x 60cm and 30cm x 70cm. The
dimensions meet the design guidelines for seismic safety. The orientation of the
columns is with the direction of the weak stiffness of the building, which is good for
seismic resistance. Additional hoops were added to the columns towards better
performance.
1.1.4

the foundations

a. Single or isolated footings are used for almost all the columns. For the basement walls,
continuous footings are used. For the lift, a raft foundation is used. These are accepted
systems and according to the recommendations in the soil investigation report.
1.1.5

number of floors

a. The foundations were designed to support a building of four floors as mentioned in the
basic structural design information submitted. There is no possibility for vertical
extension in the future. A four-story limit is according to the requirements of UNRWA
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and meets the Greater Amman Municipality (GAM) classification of this area as D. (Refer
to annex GAM classification document for the land in Arabic).
1.2 comments on the structural design and drawings
1.2.1

1.2.2
1.2.3

Based on the ET assessment and the feedback received from the construction
contractor and the discussion with the design engineer, the technical drawings and
design documents were comprehensive and of decent quality. The details are enough
for construction requirements, good constructability, and presented in a way that is
easy and familiar to all local contracting companies.
Seismic joints were used which is good for seismic performance.
The regularity level of the horizontal force resisting system in the horizontal direction
is accepted in terms of stiffness and mass distribution which is good for seismic
performance and almost the same for the vertical direction. However, using only the
framing system to resist the earthquake forces will increase the period due to relative
low stiffness of such systems and will increase the loads on the frame, mainly the
columns which are responsible to resist the earthquake loading. This increased the
steel ratio in the columns, but is still within acceptable limits.

recommendation
i.

UNRWA is advised for future projects to use double or a dual system. That is to
integrate reinforced concrete shear walls in certain locations, replacing the
block walls. This is usually done at the staircases, and other cross wall locations,
maintaining the regularity and minimum eccentricity. This increases the
stiffness, reducing the period and the shear walls will be able to resist almost all
seismic forces. There will be a slight increase in the cost, at the same time a
decrease in the columns cost. It is up to UNRWA to decide between higher level
of safety and a slight increase in the capital investment.
(This is not related to the code, i.e. this is still UBC-97)

1.3 excavations and main retaining wall adjacent to the railway line
1.3.1
1.3.2

1.3.3
1.3.4
1.3.5

The excavations done there disturbed the stability of that section and put it under
unsafe conditions. Looking at the documents submitted, the following was found;
Soil report: On page 11 of the soil report, the following was there: We recommend
making a support system as a wire mesh or shoring system in the high cut depth in the
excavation zone.
UNRWA ICIP Specification for Building Maintenance and Medium Building
Construction Works:
Point 6/405, page 20: The sides of excavations shall be supported by whatever means
the C
Neither the recommendation of the soil report, nor the ICIP standard requirements for
excavations protection were done, which led to putting the railway station in danger,
with the consequences connected to the Jordan Hijaz Railway Company.

recommendation
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i.

2

For future projects and depending on the site specific circumstances and
especially where there are excavations near existing roads or adjacent buildings,
it is recommended to perform slope-stability analysis by a qualified soil
mechanics engineer and based on this analysis to suggest and design the
shoring or the supporting system, for example the sheet piles, which should be
done before starting the excavations with good possibility to use it as part of the
permanent supporting system of the site.

personal and site safety during construction:

2.1 From the reports submitted by UNRWA, which included many pictures during construction,
the lack of site safety protection measures was noted. There appears to be no fencing on
steep exposed cuttings or Personal Protection Equipment (PPE) for the workers on site. See
archive photos.
No evidence of site
safety barriers or
PPE for the workers.

recommendation
i.

3

ET recommends applying and monitoring safety protection measures related to the
personnel, site and the surroundings as well as to include it in the contract documents
y
plan; before commencing the work for the approval of the engineer.

quality assurance and quality control

3.1 The building is structurally well done and looked beautiful with the modified design adopted.
There was the availability of good classrooms, indoor spaces and the required facilities for
good education, but shortcomings in the final execution were evident in some cases,
detracting fromthe success of the final product.
3.2 Quality assurance, quality checks and site supervision were not adequate, which led to
finishing work of unacceptable quality. This will lead to an increased need for maintenance, a
reduced level of sustainability and reduce the safety level inside the school.
3.3 The ET visited the school about a month after the Defects Liability Period had finished. Two
second was due to the misuse of end users and insufficient cleaning. The school principals
claimed the available attendants are not able to keep up due to the size of the school building
and the large number of students.

88

recommendation
i.

Increase the level of supervision for future projects which will have an impact on the
quality of the final product and the efficiency at which the construction contractors
work. This will result in fewer defects. Additional support from ICIP-HQ should be
provided and they should have a more active role in the supervision.

3.4 The following is a highlight of the quality issues that should and can be avoided in future
construction:
3.4.1

doors

a. Internal doors are fitted to open inwards. This is in the opposite direction of the
evacuation which is not safe.

recommendation
i.

For evacuation purposes, the direction of the door opening of the classes is
required to be in the direction of the evacuation. With the increasing number
of students in the classrooms, it is recommended that future projects allow
doors to be opened towards the outside, i.e., in the direction of class evacuation,
without blocking the corridor.

b. From ICIP standards point b/14 page 56: Doors shall be fitted to give a uniform clearance
of not more than 3mm all around and shall be hung to the frames or linings.
c. Many doors were fixed, sometimes leaving more than 3cm above the tiling. Some of
these are external. There is a risk that insects, small reptiles or rats may enter inside the
building rooms.
d. Some of the wooden doors do not close properly and are not in vertical shape as if they
are twisted (in Arabic )فتال أو التواء.

Examples of doors
where the gap
tolerance is outside
the standard that is
in
UNRWA
specifications.
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Broken door hinge.
This is not normal
after
less
15
months of use.

Door handles are of
poor
quality.
Different styles and
makes have been
fitted.

e. The door handles are of such a low level of quality that some were replaced a couple of
times as per school principal. See photos for diverse types of handles used. In addition,
the wood material used for doors is not durable enough to keep door handles in place,
and therefore they are easily detached.
f.

The hinge of the main entrance of the
ground floor sanitary unit is broken
which made the door unsafe for the
children. The school principal has
closed this sanitary unit.

g. Door thresholds should be level. Due to
poor detailing and workmanship raised
threshold are trip safety hazards and are
make access more of a challenge for
wheelchair users.

90

recommendation
i.

Immediate action is needed to rectify the defects in the doors and install high
quality handles. Another related recommendation is to replace the wooden
flush doors with better quality and more durable wood or different material .
Door
threshold
treatment should be
completely level.
This threshold is a trip
hazard and is difficult
for wheel chair users
and children with
mobility challenges.
One month after
the end of defects
liability
period
examples of broken
door handles.

Cracks are already
appearing in the roof
screed finish.

3.4.2 roof insulation
a. There are some locations and sections in the roof insulation which are not done
properly, especially on the joints location, which will lead to leakage and humidity
problems in the walls and the ceiling which will in turn ruin the painting and make it
difficult to maintain.

recommendation

3.4.3

i.

Immediate action is needed, and the ET advises UNRWA to rectify and test the
tightness.

ii.

Painting should not be maintained or repainted until the affected walls and
ceilings are completely dry which may need at least one complete summer
season to pass. Usually high levels of attention and tests should be carried out
to ensure water tightness prior to occupying schools.

leakage in internal networks
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a. Water running down the walls was noted in two locations spoiling the painting and
interrupted the operation of the sanitary unit. This was noticed on the visits of 15 and
17 October 2017 and the school principal advised this was not rectified by 24 October
2017.
b. See photos for leakage and painting while the wall is still wet.
Example of
blistering paintwork
due to paint on a
damp or wet wall.

recommendation
i.

Immediate action is needed to identify the reason and the exact location of the
problem, if not yet done. Fix the problem and make sure the affected areas are
dry enough to be painted again. If still wet, there will be no use of painting until
complete dry.

Water leaking from a toilet
block above.

Example of poor
finishing. Two colours
of paint on the wall
and metal work not
cleaned up.

3.4.4 Rust in metal works
a. Major parts of the gates, and some of the doors, fencing and other locations are rusty
even though only about a month has passed from the liability period and winter season
has not yet started. The ET finds the reason behind that to be the inferior quality of
painting and not following the ICIP standard, point 2/1903 page 108 connected to the
specifications of metal painting.
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recommendation
i.

Immediate action is needed, and the ET advises UNRWA to rectify as per ICIP
standards. The rust will spread if no action is taken.

b. Note, that these observations are made only one month after the end of the defects
liability period has finished.
Examples
of
rusty and poorquality
metal
work.

3.4.5 other comments
a. Settlement
was
All surface water
noticed
in
one
drains to one
location where water
point on the site.
is still not drained.
Ground
This is because of the
settlement
is
causing ponding.
backfilling,
either
using
unsuitable
material
or
inadequate compaction or both. This requires immediate action to rectify. See photo.

recommendation
i.

Make sure to follow the ICIP standards point 5/1403 page 83 with the required
quality control.

b. Basketball playground; in the
design drawings and as built,
there is a small basketball
playground with boards and
painting. The only thing noticed
was a steel structure of two
boards; one fixed on the wall
and the other on the building.
c. The gathering and play yard is
not safe and adequate for
basketball,
the
rainwater
harvesting tank covers are
exposed as shown in the
photograph, can hurt children
playing.

Unfinished
basketball nets.
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d. The toilets are not properly
cleaned as shown in the
picture above.
e. Water marks not properly
cleaned
in
classroom
flooring.
f. Fencing wire has been cut in
the above photograph.

Chain link fencing
which has broken.

Poor workmanship to
grills and water tank
access hatch, creating
a hazard for children
running and playing in
these areas.

Examples of the
lack of routine
cleaning
and
maintenance.

4

green elements (in addition refer to annex h)

4.1
earlier, this was
but rather a holistic
process that covers the whole life cycle of the building, including the planning and design, the
construction and the operation. However, for the Jabal Al Taj School, there were initiatives that
were integrated and could be considered as a start towards a GO GREEN movement. The most
important are:
Solar panels
for
water
On-grid solar
heating
photovoltaic system
placed
on
a. As
an
important
top of the lift
initiative
towards
machine
helping in protecting
room,
without
our planet, using
proper
renewable energy, and
design
saving part of the
detailing or
operation
costs,
integration
UNRWA integrated the
results
in
On-Grid Solar Photovoltaic System. The ET looked at the supporting documents,
discussed with the company who installed the system and visited the site. Readings
were taken during field visits on 17 and 23 October, and the power produced was
around 60% of the total design value, which is good in this period of the year. The cost
effectiveness of the system is within the other part of the report.

4.1.1
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b. One of the solar panels is already broken by a stone thrown from outside the school.

recommendation
i.

The ET recommends considering using this system in all new building projects
and, depending on available funds, to install it on existing buildings.

ii.

To maintain high efficiency of the panels, it is advisable to keep them clean. This
is will be difficult unless a specialised pressure pump is installed for cleaning or
outsourcing.

iii.

Protect the panels from stones.

4.1.2 solar panels for heating water
a. It is a good practice to use this system. It was installed on the roof of the lift room but
possible without proper planning for this location. See photo annex.

recommendation
i.

It is recommended that UNRWA replicate this initiative in new buildings install
in existing buildings if technically feasible and budget is available.

4.2 rain water harvesting
4.2.1

One good initiative was the integration of the rain water harvesting system to cover
part of the water consumption due to the scarcity of water supplies and to reduce the
operational cost through using the harvested water in cleaning, flushing and irrigation.
Review of the system indicated:

a. The design calculations covering the volume of the water tank needed for the collection,
the traps distribution and number relating to the roof area are not available.
b. The system is not working, because of the rough surface finish of the roof after
cancelling the tiling finish and keeping the bitumen membrane 4mm. Apart from the
sustainability of this membrane, the rough surface is not good for smooth moving of the
rainwater and difficult to clean especially with the existence of the solar system which
covers the roof.
c. The roof slopes have problems and do not drain towards the grilles easily. Additionally,
the level of the drains in certain locations is a bit higher than the surrounding which will
reduce the efficiency of the storm water collection.
Example of ponding
on the roof allowing
water to penetrate
the building.
Example of poor
roof detailing and
workmanship.
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4.2.2

4.2.3

The design calculation which was submitted show that the total quantity of water to
be collected is 260m3, twice per year. Even though, this quantity is small, it is an
important contribution towards saving part of the water resource which is very scarce
in Jordan.
The rain harvest system has a payback period of approximately 70-71 years, which is
greater than the useful life of the system. This is calculated based on annual cash flow
estimates which assume no cost savings during scholastic year 2016/17, a higher tariff
during 2017/18 and 2018/19 prior to obtaining the occupancy certificate, and no
operating costs. Note that this payback period does not take into account the timevalue of money.

4.3 other good elements
4.3.1

Double glass windows, two-layer external hollow block partitions with insulation,
installation of LED lights for all rooms in the school, and flushing. These are average
and could be improved to create a more environmentally-friendly school.

recommendation
i. UNRWA is recommended to continue implementing these initiatives in new and
existing buildings, if budget is available.

costing and pricing

5

5.1 General: According to the market survey for all civil work, which represents around 82% of the
total cost, there are only 1-3% variations in the prices between the school contractor and
market prices from different resources including the Ministry of Public Works and Health
(MoPWH). Open tendering (41 contractors collected the bids) increased competition and
drove prices down or at least ensured market value.
5.2 The Bill of Quantity (BoQ) is of a professional standard. The estimated prices of the Agency
which were used as a basis for evaluating the tenders were almost the same as those of the
lowest before giving the 8% discount. Financially the project was under control, although
there was a delay.

recommendation
i.

6

UNRWA should continue to consider market prices and analysis using the major
reference, which is MoPWH because it gives advantages on pricing given the vast
number of different projects they construct including schools.

cost analysis and reasonableness

6.1 The cost analysis was done by adopting two different methods as described in the main report.
The tables below show the results.
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Table 1: Summary (Total Price Of Civil Works) Price in JD
Cost estimate
UNRWA

School
Contractor

Market
Contractor

MoPWH

Main building

850,308.0

885,338.5

846,083

816,422

External works

651,945.5

502,119.9

535,392.5

524,132

Underground rain water tank (Civil)

38,912.0

24,350.1

35,578

34,110

Underground water tank (Civil)

15,068.0

9,443.8

13,849

13,006

1,556,233.5

1,421,252.3

1,430,902.5

1,387,670.5

109.5%

100%

100.7%

97.6%

Work group

Total
% of Contractor

Summary (Total Price Of Civil Works)
1,000,000
900,000

Price (J.D.)

800,000
700,000

600,000
500,000
400,000
300,000
200,000
100,000
0
Main building
Cost estimate UNRWA

6.2
6.3
6.4
6.5

External works
Contractor

Underground rain water Underground water tank
tank (Civil)
(Civil)
Market Contractor

MPWH

Table 2 below shows the percentages of the different major parts of the civil works as follows
The main building varies from 55 to 62% with an average of 59%.
The external works varies from 35 to 42% with an average of 38%.
Knowing the cost of the external works varies depending on the land topography, the areas of
the yards and land scape in addition to boundary and retaining wall. However, 38% is high and
this was due mainly to the huge retaining walls that had to be built due to the land topography
and surroundings.
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Table 2 : Summary (Civil Works)
Percentage % Of Total
Cost estimate
UNRWA

School
Contractor

Market
Contractor

MoPWH

Main building

55%

62%

59%

59%

External works

42%

35%

37%

38%

Underground rain water tank (Civil)

3%

2%

2%

2%

Underground water tank (Civil)

1%

1%

1%

1%

100%

100%

100%

100%

Work group

Total

% of Total Total (Civil)
70%
60%
50%
40%
30%
20%
10%
0%
Main building

External works

Cost estimate UNRWA

Contractor

Underground rain water Underground water tank
tank (Civil)
(Civil)

Market Contractor

MPWH

Table 3 shows the total cost of the civil works per meter squared of the buildiing. It is clear that
the prices of constructing the Jabal Al Taj school are reasonable and within acceptal tolerances.
Table 3 : Summary (Civil Works)
Price/m2 (J.D.)
Cost estimate
UNRWA

School
Contractor

Market
Contractor

MoPWH

Main building

193.34

201.30

192.4

185.63

External works

148.24

114.17

121.7

119.18

Underground rain water tank (Civil)

8.85

5.54

8.1

7.76

Underground water tank (Civil)

3.43

2.15

3.2

2.96

Total

353.9

323.2

325.4

315.5

Work group
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Price/m2
250

Price/m2 (J.D.)

200
150
100
50
0

Main building

External works

Cost estimate UNRWA

Underground rain water Underground water tank
tank (Civil)
(Civil)

Contractor

Market Contractor

MPWH

Table 4 shows the total cost per square meter including the actual cost of the Electrical and
Mechanical works and other items. This is reasonable as it is within the cost of the MoPWH. Prices
include Electrical and Mechanical work.
Table 4: Summary
Contractor Prices (J.D.)
Work group

Price

Price/m2

Main building

1,056,641.6

240.3

External works

502,119.9

114.2

Underground rain water tank (Civil)

24,350.1

5.5

Underground water tank (Civil)

9,443.8

2.1

Solar

55,300

12.6

Sewerage

21,129

4.8

66,854.67

15.2

1,735,839.1

394.7

Bonus & Variation orders
Total

price (J.D.)

1,500,000

Total Price (J.D.)

1,000,000

500,000

0
Main building
Underground rain water tank (Civil)
Solar
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External works
Underground water tank (Civil)
Sewerage

important comments

7

7.1 There are approximately 19 items provisionally included in the BoQ. It is normal to have such
items, but this would result in huge variations in the prices between different contractors.

recommendation
i.

Avoid such items and if needed, fix the prices at the stage of tendering. See below table.

Variation in provisional item unit prices (J.D.)***

Code

Lowest
L

Item

Highest
H

Percentage
Variation %
(H-L)/L

1/B/1/C

Foundation excavation.

1.3

9

592%

1/B/1/D

Backfilling excavation material.

1

11.5

1050%

1/B/1/E

Removing excavation material from site.

1.2

7

483%

1/C/2/J

Polystyrene board.

4

8

100%

1/N/4/A

Sewage submersible pump.

500

4,250

750%

1/N/4/B

Rain submersible pump.

500

7,070

1314%

1/N/4/C

Solar heater unit.

500

10,000

1900%

2/P/1/A

Car park and roads.

7

17

143%

2/R/1/C

Steps and staircase.

100

200

100%

2/R/1/D

Cement tiles.

10

31

210%

2/R/2/A

Cement tiles to ramps.

14

32

129%

3/B/1/A

Excavation for foundations and ground beams.

3

9

200%

3/B/1/B

Selected excavated materials.

2

10

400%

3/B/1/C

Surplus excavated material.

2

4

100%

3/B/1/D

Filling base course.

6

20

233%

4/B/1/A

For foundations and ground beams.

3

9

200%

4/B/1/B

Selected excavated materials.

2

10

400%

4/B/1/C

Surplus excavated material.

2

5

150%

4/B/1/D

Filling base course.

6

20

233%

7.2 A major item was presented as a lump sum instead of providing a detailed breakdown. This
resulted in big variations in the prices from 1,000 to 70,000 JD, see item 2/O/1/A - Grading over
site.

recommendation
i.

Avoid including measurable items as lump sum items.
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annex costs analysis

8

8.1 Prices exclude Electrical and Mechanical works.
Bill NO. 1: Main building
Price (J.D.)
Cost estimate
UNRWA

Demolition and alterations works

School
Contractor

Market
contractor

MoPWH

2,500

1,840

5,000

2,500

Excavation and earth works

58,425

73,098.6

54,251

44,022

Concrete work

392,125

416,490.4

317,217

312,036

Block work

45,827

38,096.3

57,049

56,989

Carpentry and joinery

43,190

43,980.6

52,425

51,895

Metalwork

119,977

128,979.4

101,457

110,278

Finishing

141,025

143,690.7

183,976

168,416

Roofing

23,764

17,338.3

27,264

26,125

Painting and decorating

23,475

21,824.2

47,444

44,161

850,308

885,338.54

846,083

816,422

Work Group

TOTAL BILL NO. 1

450,000

Main Building Prices

400,000
350,000

Price (J.D.)

300,000
250,000
200,000
150,000
100,000
50,000
0
Demolition Excavation Concrete Block work Carpentry Metalwork Finishings Roofing
and
and earth
work
and joinery
alterations works
works
Cost estimate UNRWA
Contractor
Market contractor
MPWH
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Painting
and
decorating

Bill NO. 2: External works
Price (J.D.)
School

Cost estimate
UNRWA

Contractor

Market
contractor

MoPWH

Grading And Levelling

36,000

20,700

5,000

10,000

Car Park

19,879

9,835.7

15,880

13,867

Playground

4,540.5

2,600.8

3,636.5

3,840.5

Paths, Paving And Steps

18,025

11,316.9

12,060

11,650

Retaining And Boundary Wall

572,001

456,102.4

496,966

482,475

1,500

1,564

1,850

2,300

651,945.5

502,119.9

535,392.5

524,132.5

Work Group

Entrance Gate
TOTAL BILL NO. 2

External works Prices (J.D.)
700,000
600,000

Price (J.D.)

500,000
400,000
300,000
200,000
100,000

0
Grading And
Leveling

Car Park

Cost estimate UNRWA

Playground

Paths, Paving And
Steps

Retaining And
Boundary Wall

Contractor

Market Contractor

MPWH

Entrance Gate

Bill NO. 3: Underground rain water tank 1
Price (J.D.)
School

Cost estimate
UNRWA

Contractor

Excavation and earth works

4,571

Concrete work

Work Group

Market contractor

MoPWH

3,191.5

4,687

5,202

28,414

17,806.1

24,181

22,981

600

552

600

600

finishing

5,327

2,800.5

6,110

5,327

TOTAL BILL NO. 3

38,912

24,350.1

35,578

34,110

Metal work
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Underground rain water tank 1 Prices
30,000

Price (J.D.)

25,000
20,000
15,000
10,000
5,000
0
Excavation and earth works

Concrete work

Cost estimate UNRWA

Metal work

Contractor

Market Contractor

Finishings
MPWH

Bill NO. 4: Underground rain water tank 2
Price (J.D.)
Cost estimate
UNRWA

Excavation and earth works
Concrete work

School
Contractor

Market
contractor

MoPWH

1,198

840.9

1,077

1,371

11,554

7,313.1

9,830

9,319

Metal work

300

230

720

300

Finishings

2,016

1,059.84

2,222

2,016

15,068

9,443.8

13,849

13,006

Work Group

TOTAL BILL NO.4

Price (J.D.)

Underground

rain water tank 2 Prices

14,000
12,000
10,000
8,000
6,000
4,000
2,000
0
Excavation and earth
works

Concrete work

Cost estimate UNRWA

Contractor
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Metal work
Market Contractor

Finishings
MPWH

annex g: technical report by the architect
This report uses photos to show the construction practices and also to present evidence on technical
matters, including quality of finishing work covered in the main report.

Note: A few items state here might have been included in the Building Design and Construction
different issues from a construction
perspective.
1

introduction

1.1 This section examines the technical performance of a number of elements in the school in an
objective manner. It does not address the management issues or which divisions in UNRWA
were responsible. These issues are dealt with separately in another section of this report.
2

land characteristics

2.1 design criteria
2.1.1 Adequate flat or gently sloping land to meet the standard sqm requirements per pupil
should be identified. This land should be located within easy and safe distances for the
pupil demography from their homes. The location of the land should consider
humanitarian principles.
2.2 performance
2.2.1 The location of the selected site did not meet the design criteria. This has had a
significant impact on the application of humanitarian principles. Health and safety,
and protection are the most critical issues for the parents and have affected the
success of the school.
2.2.2 No other land was available however the challenges of the site have had a negative
influence on the success of the school.
2.2.3 Given the constraints of the site, the measures that were discussed to improve access,
mitigation measures should have been conditional aspects, with fully designed and
cost solutions in place, before the contract to build was signed.
2.2.4 The cost of external work the retaining wall could have been invested in other
solutions.
2.2.5 The capital additional cost of the retaining wall was high. No attempt was made to
integrate the wall, at the design stage, to create usable school space which would have
also reduced the cost. It was considered when the project was too advanced.
2.2.6 The location of the site has resulted in negative consequences on many aspects of
school life.
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recommendations

3

i.

Carry out a full site analysis before developing land that has challenges.

ii.

Carry out a full risk analysis measuring the benefits and the consequences of the
decisions to develop the site.

iii.

Design solutions could have integrated the retaining wall into a design solution for
the school. This would have reduced costs and provided additional space. It is
understood that GAM would have been open to negotiating set back distances.

iv.

Explore more creatively, other options within the Jabal Al Taj community. This could
include: finding smaller plots of land to create smaller but purpose-built schools and
identifying areas where buildings could be compulsorily purchased, demolished
and sites cleared.

access, internal and external circulation

3.1 design criteria
3.1.1 Ensure that horizontal and vertical circulation routes are adequate for the number of
users.
3.2 performance
3.2.1 Limited data is available to assess the performance. However, it does appear that
circulation in the school is adequate. There are two main staircases which have
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3.2.2

3.2.3
3.2.4
3.2.5

3.2.6

3.2.7

enough capacity to allow quick evacuation from the building if necessary. There are
three places to exit the building on the ground floor.
The layout of the school and the materials used in the construction mean that the
impact on child safety due to a fire should be small. There are always 2 ways to exit the
building from the entrance doors of any room. However, doors open inwards which is
not good practice. Doors do not meet fire standards.
One of the staircases should have been fully protected, meaning that it acts as a secure
fire proof shaft.
No data was made available about fire safety compliance.
The lift meets minimum international standards and the door is wide enough for an
adult 750 mm standard width wheelchair. Ramps are sufficient for any pupil with
mobility problems to enter and move around the building.
However, there are still hazards for pupils with mobility problems such as raised door
thresholds, and bumps to maneuver around. It appears that neither the contractor nor
site engineer considered these aspects in the execution of the work.
Externally the temporary access road with a gradient of approx. 1:3 to 1:4 is a hazard.
Challenges relating to
the location of the site
were identified at an
early stage.
Unfortunately,
commitments
to
improve access have
not been done.

3.3 preliminary analysis of pupil access to the site
Another view of the
site. This shows how
the location now
serves the population
of Jabal Al Nasar better
than Jabal Al Taj.

recommendation
i.
4

Resolve the external access road issue as soon as possible.

standards and space

4.1 design criteria
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4.1.1

All room functions should have the required space allocation and are the correct
proportion to suit their purpose. This includes recreational space.

4.2 performance
4.2.1 A check of the drawings and spot measurements during the site visits shows that all
room sizes meet the minimum UNRWA education standards.
4.2.2 Due to the constraints of the site not enough open recreational space is provided for
the number of pupils; this seems to be a challenge for any school in urban Amman.

Most classrooms have
been personalised and are
attractive
learning
environments, a huge
improvement on the
rented schools.

Most classrooms receive good
natural lighting.

Only one good accessible area
of recreational space is
available.
This is understandable given
the dense urbanisation but
inadequate for a school shift of
up to 800 pupils.
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recommendation
i.

A recommendation is that the site could have been developed in a more
creative way to include additional spaces for multi-purpose activities. This
would have needed a relaxation of the four-storey limit and some of the
setbacks. See the land section.
A caveat: To create more space, more design work would have been needed to
come up with a more complex layout. This could have included larger span
spaces for recreation on upper floors. The budget may not have been sufficient.

5

roof light

5.1 design criteria
5.1.1 The roof-light was designed to have the following functions:
a. Protect the courtyard below from rain.
b. Provide natural day light into the core of the building.
c. Have open sides to encourage natural ventilation.
d. Provide passive solar heating.
e. Act as a smoke vent in the case of fire.
5.2 performance
5.2.1 Protection from rain This criterion has been met but due to inferior quality design,
fabrication and workmanship, parts of the roof have already failed and have been
patched up. Given the poor standard of construction it is likely that there will be more
leakages and the roofAfter just one year of service
light will need to be
the roof light has leaked and
checked and repaired
has already been repaired
on a regular basis.
a sustainable solution.
The poor design and detailing
is likely to lead to more
failures and the need for
continuous monitoring and
maintenance.
Inferior quality workmanship
can be seen where there are
complicated junctions. This
is a result of inadequate
design, lack of attention to
how junctions should be
detailed
leaving
the
contractor to sort it out on
site.
These junctions are weak
points which will allow water
to penetrate the structure.
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5.2.2

natural day light This works well and provides good natural lighting to the circulation
areas of each floor and the ground level courtyard.
The design of the roof
allows
maximum
amount of light to
reach the ground floor
to enable activities to
take place easily.

5.2.3

venturi natural ventilation Instead of open sides, the roof-light is fully enclosed. This
means that the natural chimney effect which should have existed is now closed off.
This leads to excessive heat gain to all rooms during the summer. This means that
more air conditioning and fans are needed, partially negating energy saving benefits.
Example of beneficial ventilation due to a courtyard design

Simple diagram showing
the benefit of ventilation
out of the roof. In this
case a purpose design
ventilator is added to
encourage the flow of air
through the building.

5.2.4

5.2.5

solar heating some benefits will occur particularly in winter where the sun will heat
up the air in the top of the building, but there is no system to draw the heat gained
back into the areas that need it.
smoke vent in the event of a fire at lower levels, good practice would have been to
install vents that would open automatically and would remove smoke and toxic gases.
This is not possible.

recommendations
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6

i.

The concept behind this roof-light and atrium design was good. However, the
potential has been lost. For the roof-light to have worked properly more
attention to passive heating and cooling principles should have been followed.

ii.

The full benefits in the current design and configuration have been lost. Further
detailed design studies, energy analysis, and funds to retrofit the roof-light and
associated heating and ventilation systems is needed.

water catchment system

6.1 design criteria
6.1.1 Collect rainfall from the roof and provide storage so that the water can be used for
flushing toilets and watering the landscaping.
6.2 performance
6.2.1 Effective and efficient rainfall collection is not possible due to a lack of sound technical
knowledge and application. Benefits have been lost due to many changes in the
specification during the building work:
a. Incomplete analysis of the problem resulting in a design that does not work very well.
Currently it does not work due to pump problems.
b. Roof finish changed from tiles to bitumen felt.
c. Omission of adequate slopes to the rainwater outlets.
d. Insufficient number of outlets of the right size.
e. High capital cost for limited added value. This is related to item 1: poor problem analysis.
Only one small (110 mm) outlet has been
provided on each of the 6 roof sections.
Each section has an area of between 80 and
150 sqm. There should be 2 outlets per
section with a recommended diameter of
150 mm to ensure rapid capture of the rain
to avoid ponding and loss through
evaporation.
The BoQ includes wire mesh screen but
these have not been fitted.

The access to the rainwater catchment tank
is in the middle of the playing area.
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6.3 No analysis of the amount and optimum periods of
the year when rainwater harvesting will work was
available to the ET. Drawings for the tank
construction were made available but there were no
drawings or information provided to show how the
entire system worked. For example, piping diagram,
pump design, distribution network.
6.4 It appears, as the roof is almost flat with inadequate
slopes, that most of the rainfall will pond. That
means it will stay on the roof and not flow into the
outlets. As a result, when there is a small amount of
rain, most of it will evaporate before it gets to the
tank.
6.5 The rough bitumen finish again means that small amounts of rainfall will stay on the roof as
there is not a smooth sloping surface.
6.6 The storage tank under the playing space appears to have been constructed without adequate
calculations. No flush out system was apparent, to get rid of the dust and silt in the first rainfall.
It is understood that the water is pumped back to the roof to header tanks. This is not working
as the pump has been stolen. It is not an efficient system.

recommendation
i.

No practical cost effective retrofitting work can now be carried out. Ideally, the roof
finish needs to be redone according to the original specification and outlets increased
in size and quantity. This cannot be done easily as the solar system has now been
installed and would need to be temporally removed to work on the roof.
It is likely that the roof membrane will require full replacement within 10 years. (see
notes on the roof specification below). This is when corrective measures should be
implemented. This will be expensive and will require capitals funds.
Learn from this for future projects.

6.7 lessons for the future projects
6.7.1 Carry out a full analysis of likely quantities of rain that can be collected in an average
year.
6.7.2 Calculate the amount of grey water that is needed to flush selective toilet groups.
6.7.3 Design an integrated water harvesting system incorporated into the structural and
architectural design. It should not be a bolted-on system but fully part of the overall
design.
6.7.4 For a multi storied building such as JAT school, the rainwater should be collected and
stored at the highest point possible, which is level 3 in the JAT building. This then
gives enough head of water to serve toilet blocks on the lower levels which can be
gravity fed. No pump is required and operational and maintenance costs are reduced.
6.7.5 Ensure a flush out system is in place to clean out silt and debris after the first rains.
6.7.6 Ensure proper pipework to the toilets and an override valve to allow mains water when
the rainwater has been depleted.
6.7.7 Consider the cost benefit analysis and decide whether this is important.
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7

roof construction

7.1 design criteria
7.1.1 The purpose of the roof is to keep the building protected from rain penetration, solar
heat gain and loss. An added purpose of the roof on this project was to provide an
efficient catchment area for rainwater harvesting. At a later point it was chosen as a
suitable location to install solar electrical panels.
7.2 performance
7.2.1 Due to a change in specification the roof does not meet the required performance
levels:
a. The one layer of bitumen roofing felt on a roof that is virtually flat will have a working
life of less than 10 years. Already the felt, particularly at the junctions and upstands, has
started to degrade through exposure to ultra violet light and natural heating and
cooling from one season to another.
b. The insulation layer has been omitted. This means that the top floor rooms will be
subject to increased heat gain during the summer and cold during the winter. The
summer heat gain is now mitigated partially by the shading effect of the solar panels.
c. The change in the specification to remove the roof tile finish and to omit any proper
slopes has meant that the rainwater harvesting system will not meet its full potential.
(see section on rainwater harvesting).

recommendation
i.

8

When, as anticipated, in the next 10 years the roof finish will need to be replaced,
the new work should be carried out to ensure a guaranteed life span of 25 to 30
years. A specialist, certified contractor who can provide such a guarantee should
be used.

electricity generation from solar panels

8.1 design criteria
8.1.1 Incorporate solar panels to generate electricity which will reduce energy costs in the
running of the school.
8.2 performance
8.2.1 The solar panels were added to the project during the implementation phase. The
panels are a bolted-on solution and were not integrated into a holistic design
approach.
8.2.2 The panels are fixed on to the roof at the top of the 4th floor. This is the same level as
the top of the retaining wall where there is an accessible area next to the railway line.
It now encourages vandalism as it is easy to throw stones and damage the panels; this
has already happened. This will have an implication for the performance of the panels
and can increase maintenance and replacement costs.
8.2.3
Spare capacity is added to the national grid.
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The solar panels
are vulnerable to
vandalism as they
are at the same
level
as
the
adjoining
land.
There
is
no
protection.

recommendation
i.

9

The solar scheme should have been included in the original design concept. At
that stage a better integrated design could have been developed and methods
incorporated into the shape and form of the building to make it harder to
vandalize the equipment.

high ambient noise levels in the school

9.1 design criteria
9.1.1 A school with over 600 pupils per shift will naturally create noise. Measures should be
incorporated in the fabric of the building to mitigate against excessive noise, provide
sound damping materials and plan the building layout to reduce direct reflective
sound.
9.2 performance
9.2.1 There is no evidence in any of the design work or material specification that noise was
going to be an issue. However, any desk review of the layout from an experienced
education architect would have picked up on the problems associated with the layout.
a. The
rectangular
nature of the atrium
design means that
sound reverberates
off opposite walls
which are less than 15
meters apart on the
short axis and 25
meters on the long
axis. Classrooms in
this
type
of
configuration
are
recommended to be
at least 30 meters apart.

The materials in
the courtyard are
all hard and
reflective
leading
to
prominent levels
of
ambient
noise.
Softer
sound
absorbing
materials need
to be retrofitted.
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b. Wall finishes are hard and reflective. This means that sound reverberates throughout
the courtyard creating an uncomfortable noisy environment which is detrimental to
health.

recommendation
i.

Engage the services of a specialist acoustic engineer to find retrofitting solutions to
mitigate against the high noise level. This is likely to involve the fixing of sound
dampening materials on the walls or in the void space in the atrium.

9.3 lessons for the future
9.3.1 Engage an acoustic engineer at the time of planning if this type of building structure is
to be repeated.
9.3.2 Make sure that walls are not perpendicular to each other by having a courtyard that is
the shape of a rhombus; that is 4 sides that are not at right angles, and not a square or
rectangle.
9.3.3 Use sound absorbing finishes on walls in the courtyard.
10

fittings, fixtures and finishes

10.1
design criteria
10.1.1 Given that the building will have 600 users in each shift the specification for furniture
and fittings should be robust and long lasting.
10.2
performance
10.2.1 Some elements such as doors and associated ironmongery are not well specified.
Door locks and handles are already broken after one year. Doors do not fit properly in
their frames.
10.2.2 Curtain rail fixings are poor and have started to fail.
Inadequate fixings
for curtain rails.

10.2.3 Desk benches have been designed with protruding metal bolts fixing the back-panel.
This means that where desks are put against the walls, the bolts wear into the guard
rail. The guard rail is a clever idea but should not be wearing away so quickly.
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It is good that there are timber
guard panels around each
classroom to prevent the walls
from being damaged.
However, the guard panels are
being damaged by bolts that
stick out from the back of the
seats. This could be prevented
by better furniture design with
flush fixings.

recommendations
i.

Ensure that high quality standards of fixtures and fittings are specified in the
BoQ and not left to the discretion of the contractor. The Blue Manual which has
detailed specification information does not cover many of the outstanding
issues.

ii.

Provide quality control and testing.
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This is the only surface water
outlet for the external area of
the school.
It is poorly
designed and detailed and is a
safety hazard.

Rubbish bins are in a corner
next to the entrance. They are
overflowing. It is next to the
playing area for the children.
This is a health and safety
hazard.
A dedicated controlled area is
recommended.

11

conclusions

11.1 It is relatively easy to come in at the end of a project and find errors. It is much harder to ensure
that the planning, design and project execution cover all aspects of the building requirements.
11.2 UNRWA has four specialist in-house divisions to cover architectural, engineering design,
procurement and contract management. The school construction highlights the need to
improve professional skills and competencies at every stage of the project.
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annex h - letters from greater amman municipality officials on
occupancy certificate
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This
correspondence
between UNRWA and GAM
relates
to
the
initial
agreement on the route plans
before construction.



There is a letter from Civil
defence department saying
the site is not feasible, and
UNRWA
must
take
permission.


recommendations on certain
improvements
for
final
clearance.
Note:
These
letters
of
correspondence were provided by a
GAM official following request by
the evaluation for the delay in the
issuance of the occupancy
certificate.
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annex i

list of interviews

Date and Time
of Interview

#

Name/Position

Meeting Place

Suggested
Attendees
from ET

Purpose of
Meeting

Field work: Programme development in progress
1.

17 October

Front
Office,
Second Floor

TL

11:00-11:30 AM

Visit to Jabal Al Taj School
site visit, and afternoon shift
(girls) beneficiary and staff
interviews

Jabal Al Taj School

ET

11:30-2:00 PM, 2
hours
including

Detailed
inspection
school building and site

of

Jabal Al Taj School

TL

Interpreter needed

Interview principal Female

Jabal Al Taj School

TL

Interpreter needed

Visit to 2 rented schools and
1 public school in JAT area

Jabal Al Taj Area

Archt.
BDCM

Jabal Al Taj School

TL

Interpreter needed

TL

Interpreter needed

Donor perspective
of the Project

8:00 8:45 AM, 45
minutes
2.

3.

 Feedback
on
draft Inception
Report
 Other matters

Ms. Sallee Gregory, Deputy
Director Prog.

lunch break
4.

2:00-2:45 PM
45 min

5.
6.
7.
8.

2:00-4:30 PM
2:45-4:15 PM, 90
min

Parliament

4:15-5:00 PM, 45
min

FGD with female staff of
school

Jabal Al Taj School

17 October

Cost-benefit analysis

First Floor Meeting
Room

Mr. Khalil Hasan, Donor
Relation and Projects Officer

Glass Room, Front
Office

TL

Butros Janho, Head of Field
Finance Office

Field

FCBA

7:45 AM-3:00 PM
9.

18 October
7:45-8:30 AM, 45
minutes

10.

9:00-10:30
minutes

AM

Finance

&

Second Floor, Room
11.

8:45 9:45
60 minutes

12.

18 October
10:30 12:00
90 minutes

Mr. Jean-Bertrand Lebrun,
Coordinator Neutrality and
Protection; and Mr. Remy
Saadoun, Protection Officer

JeanOffice

TL & Archt.

Violence,
protection issue,
and disability issue.

GDAR Group for Design and
Architectural Research Architectural and Structural
Design Firm

First Floor Meeting
Room

TL, BDCM, &
Archt.

Interpreter Check
with Hala Al Asir.

First Floor Meeting
Room

ET, Archt. &
BDCM

Interpreter needed

Eng Mohammed
Mob(0795309294)
13.

Khaled,

12:30 - 1:20 PM

Alaa Al-Azzeh

50 minutes

Jabal Al Taj Project Site

119

Date and Time
of Interview

#

Name/Position

Meeting Place

Suggested
Attendees
from ET

Purpose of
Meeting

Engineer & Fawzi Issa, Jabal
Al-Taj Construction Engineer
14.

1:30-2:30 PM,

Officials of Bureau of
Population Refugees and
Migration

First Floor Meeting
Room

ET

7:45 AM 3:00 PM

Cost-benefit analysis

First Floor Meeting
Room

FCBA

19 October

Cost-benefit analysis

First Floor Meeting
Room

School site visit, and
morning
shift
(boys)
beneficiary
and
staff
interviews

Jabal Al Taj School

Dr. Saber Abd. Al Kareem,
Area Education Office and
Firas Shilleh, Admin Officer

South Amman Area
Office

FCBA

Utility costs of
rented and new
school

Interview Principal Male

Jabal Al Taj School

TL

Interpreter needed

Jabal Al Taj School

TL

Interpreter needed

60 minutes
15.
16.

7:45 AM 3:00 PM
17.

7:30 AM
30 minutes

18.

10:15-11:30 AM
75 minutes

19.

20.
21.

8:00-9:00 AM, 60
minutes

TL

Interpreter needed
Pick up from Hotel

45 min

9:00-10:30 AM, 90
minutes

Parliament

10:30-11:30 AM

FGD with male staff of school

Jabal Al Taj School

TL

Interpreter needed

GAM Meeting

GAM Office

TL, Archt. &
BDCM

Interpreter needed

Messrs. Hazem Abd Latif
Mohd Al-Jaiyatoh & Partner
Co

Bristol Hotel

Archt.
BDCM

&

Interpreter needed
JFO Interpreter

Bristol Hotel

Archt.
BDCM

&

Interpreter needed
JFO Interpreter

First Floor Meeting
Room

Archt.
BDCM

&

Interpreter needed
JFO Interpreter

Women
programmes center

TL & BDCM

60 minutes
22.

12:30 1:45 PM
Leave JFO at 11:30

23.

3:00-3:30 PM
30 minutes

Contractor for Main Sewage
Line Connection
Cell: 0795792782
24.

4:00-5:00
60 minutes

PM

Eng. Bassam AL-Masri
Infinity
Construction
Contracting Company
Cell: 0789000039

25.

5:00 - 5:30 PM

Eng. Zaid Al-ghabi

45 minutes

Kawar Energy
Solar Photovoltaic System
Contractor
06-5609500 Ext 1227
Ob.: 075065530

26.

Saturday,
October
9:30 -10:30 Am

21

FGD with parents of old
school whose children did
not continue education in

ANC Camp
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Interpreter needed

Date and Time
of Interview

#

27.

Name/Position

Meeting Place

60 minutes

new school

10:30 -11:30 Am

FGD with Parents (female) of
students of new school

60 minutes

Women
programmes center

Suggested
Attendees
from ET

Purpose of
Meeting

TL & BDCM

Interpreter needed

TL & BDCM

Interpreter needed

TL & BDCM

Interpreter needed

ANC Camp
28.

Saturday, 21
11:30 -12:30 Am

FGD with parents (male) of
students of new school

ANC Camp

60 minutes
29.

30.

31.

Women
programmes center

FGD with parents of old
schools whose children are
continuing education in new
school

Jabal Al Taj Area

TBD

Visit to Jabal Al Taj area for
walking interview

Jabal Al Taj

Split

Interpreter needed

22 October

Project Steering Committee

Main
Room

Conference

TL & BDCM

Organize
the
meeting through
Vedis.

10:30-11:30 AM, 60
minutes

Mr. Francesco Coronaro

First Floor Meeting
Room

TL & BDCM

11:30 12:30 AM

Ali Al Sayed

TL & BDCM

60 minutes

Senior Measurement Cost &
Contract Engineer (Also
covers Quality Assurance)

Block A, Room No.
A212, HQ

1:00 PM 3:00 PM

Ministry of Public Works and
Housing

TBD, 60 minutes

9:00-10:00 AM

Male and Female
separate

60 minutes
32.

33.

34.

TBD
35.

23 October

Engineer Yassin Abu Awwad

9:30-10:00 AM

Director
General,
Department of Palestinian
Affairs

(Depart hotel at
9:00)
36.

37.

Chief of Procurement and
Logistics Department

10:00-3:00 PM

Other follow up meetings,
market survey, etc.

24-25 October

Cross
verification,
and
preparation of preliminary
findings
and
recommendations

TL&BDCM

ICIP to arrange the
meeting

Shmeisani
Abu
Hamid Al-Ghazali
Street, behind the
Amman Chamber
of
Commerce,
Building No. 8

TL & BDCM

Interpreter needed

Jordan Field Office

TL & BDCM
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Date and Time
of Interview

#
38.

26 October
1:00 PM

Name/Position

Meeting Place

Presentation of Preliminary
Findings
and
recommendations

Basement Meeting
Room
Jordan Field Office

Suggested
Attendees
from ET
Front Office
- CFEP
- CFICIP
- DIOS
- FPSO
- DPRO
- FPLD
- BPRM
- Evaluation
Team Leader,
FCBS
and
BDCM
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Purpose of
Meeting

annex j: student accident data.

S.N.

Type of Accident
Major/Minor

Month and
Year

Brief Description of Accident (when, who and how)

1

Major

Sep-16

Wound in the thigh as a result of falling on an iron piece during
departure

2

Minor

Oct-16

Bruising in the leg/foot because of falling to the ground

3

Minor

Oct-16

Bruising in the leg/foot because of falling to the ground

Major

Oct-16

Knee injury due to friction with the ground

Minor

Nov-16

Injury to the hand because of friction with the prominent wall

Minor

Nov-16

Bruising in the leg/foot because of falling to the ground

Major

Nov-16

Bruising in the back because of falling to the ground

Major

Dec-16

Injured in the head because of a collision with the desk

Minor

Dec-16

injured in the leg as a result of falling to the ground

Minor

Dec-16

A wound in the cheek from the fence

Minor

Jan-17

Injured in the fingers of the hand because of friction with the
coarse wall

Major

Jan-17

Injured in the head because of a collision with the wall

Major

Feb-17

injured in the head as a result of stones thrown from outside the
school into the school

Major
Minor
Major
Major

Feb-17
Mar-17
Mar-17
Mar-17

Fall on the head because of the slide on the ground
Knee injury due to friction with the ground
Both Knees injury due to friction with the ground
Head wounds because of fallen on the ground

Minor

Mar-17

Injured in hand due to friction with the desk

Minor

Mar-17

Major

Mar-17

Minor

Apr-17

Minor

Apr-17

Minor

Apr-17

Major

Apr-17

Wounds to the fingers of the hand because of friction with the
outer wall
Knee injury due to friction with the ground

Minor

Apr-17

Injured fingers due to friction with the hand of the door

Minor

May-17

Scratch on the elbow due to friction with the wall

Minor

May-17

Injury to the leg because of falling to the ground

Major

May-17

Break to the foot because of falling

Minor

Jun-17

Shake in the head because of a collision with the board

Minor

Sep-17

Shake in the head because of a collision with the wall

Minor

Sep-17

Contusion to the hand because of falling

Minor
Major
Major

Sep-17
Sep-17
Oct-17

Facial injury due to falling
Fainting because of falling to the ground
Fainting because of falling to the ground

Head wounds during departure
Injured in the head as a result of stones thrown from outside the
school into the school
Head wounds due to collision with the wall

Note: The accident data were collected by the evaluation team from the school. Student names
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have been withheld for privacy reasons, with records retained by UNRWA.
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annex k

survey questionnaires

FGD with students (boys and girls)

11

45 minutes

1. Introduction to children about the evaluation and about Evaluator.
2. Did children know about shifting of school from Jabal Al Taj to a new location?
3. Did the staff consult with children on new schools?
4. When did you shift? And how many of you shifted to new school?
5. Discuss about the new school location (Merits and demerits).
6. What do they like about the school?
7. What are current issues in the school?
8. How about the special facilities? And about green initiatives (Solar and Water

Harvesting).
9. How did the new school change the teaching and learning environment?
10. 3 Differences between old schools and the new school.
11. Do you miss your friends who have left the school? Why did they leave school?
12. Any safety issues? If yes, what types of issues?
13. Segregation-Comment/Shift of schools.
14.

t this school?

15.

16. How did you like the design of the school, what are the positive and negative points?

Discuss
17. What was your role in the school construction project? Were you a part of

monitoring or giving ideas or suggestions?
18. Other issues
12

FGD with teachers(male and female) - 45 minutes
1. Introduction and explaining about the evaluation objectives
2. Discussion about the old and new schools?
3. Why is the new school better than old school and vice versa?
4. How do children like the spaces? And what difference has the new school made to

spaces and how they utilize it.
5. How about the new science labs, library, play areas? How are they utilized?
6. What are the issues in the new school in comparison to the old schools?
125

7. Why have so many children left school? What were the reasons?
8. How many teachers have left due to the new location?
9. How are you managing larger classes? The size of the enrolment has doubled.
10. Why is the school not able to attract girls?
11. Performance of children - discuss.
12. Segregation issues-discuss
13. Safety and protection issues.
14. Management issues of structure (Water in toilets etc.)
15. Structural issues, if any -discussion
16. Teacher participation, in design and project life cycle-Discussion
17. What changes has the project brought in (positive /negative)?
18. Operation and maintenance issues.
19. Others

FGD with parents who left school

13

1. Introduction about ET and evaluation.
2. Why did you leave school - what were the reasons?
3. What happened

Were you involved in the designs?
4.
5. Where did you take your children (Govt/Private)?
6. Are you ready to go back? If yes, what will take you back?
7. Comment on safety issues in comparison with the new school.
8. Segregation issue- Discussion.
9. How about the new location, new facilities?
10. Teaching learning environment in Jabal Al Taj schools.
11. How about the education in the new school where you have enrolled your children?
12. Any others issues.
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annex l

location map

The blue areas (on the left) are the Jabal Al Taj student catchment area, where the three old
schools were located. Now the children must cross the main road (shown in white) and must
reach the green patch of land.
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annex m - letters from parents teachers association

مدرسة :إناث التاج اإلعدادية

التاريخ:

/

رمز المدرسة :

/

الموضوع  :اجتماع مع المجتمع المحلي في جبل التاج
هدف اللقاء  :استطالع آراء المجتمع المحلي حول المبنى المدرسي الجديد بعد انتهاء العام الدراسي

المشاركون  :مديرة المدرسة  ،بعض من المعلمات  ،بعض أ ولياء االمور من المجتمع
المحلي .
االجراءات  - :تم توزيع دعوة على أعضاء من المجتمع المحلي لحضور االجتماع وبناءا على ذلك حضر عدد من أولياء
األمور من المجتمع المحلي وتم اللقاء مع مديرة المدرسة بحضور عدد من المعلمات وهن ( ناديا صالح معلمة االرشاد /
أسماء عزت معلمة الحاسوب  /نسيم مطر معلم صف ).:
وتم مناقشة مجموعة من األمور أهمها - :
 – 1موقع المدرسة و ما يشكله من خطركبيرعلى سالمة الطالب  ،حيث أن المدرسة بعيدة عن أهالي جبل التاج
ومازالوا متخوفين من اضطرار أبنائهم الى قطع الشارع من جبل التاج مرورا بشارع وادي الرمم أو عبور الجسر الذي
يحتاج الى إعادة ترميم والنظر في شروط السالمة ليصبح ممرا امنا للطالب .
 -2اشتكى االهالي من تكبدالمشقة والتكلفة المادية لدفع أ جور المواصالت الممثلة بباصات صغيرة لنقل أبنائهم ،
بالرغم من أن الباصات التلتزم بنقل ابنائهم كمايجب .
 -3استياء أولياء األمور من المدرسة كونها تشمل فترة ذكور تعاكسها فترة اناث
 -4أشادوا أولياء األمور بالكادر االداري والتعليمي في بذل قصارى الجهود في رفع مستوى التحصيل الدراسي لدى
أبنائهم بل أكدوا أن إصرارهم على بقاء أبنائهم في المدرسة بسبب تمتع المدرسة بكادر تعليمي مميز جدا
 – 5مازال أولياء األمور يطالبون بالنظر في شروط السالمة و األمان خارج أسوار المدرسة
 – 6طالب المجتمع المحلي بنقل ارائهم الى رئاسة وكالة الغوث الدولية شاكرين لهم جهودهم من
أ جل المبنى المدرسي الجديد ومتمنين منهم الوصول الى حلول تمكنهم من ارسال ابنائهم الى المدرسة دون خوف  ،وتضمن
لهم الحق في ان تكون هذه المدرسة لخدمة أبناء جبل التاج وليس لخدمة مناطق اخرى فهي حق لهم اليرغبون بفقدانه ابدا
.
وتقبلوا فائق االحترام
مديرة المدرسة  - :تغريد طمليه
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مدرسة :إناث التاج اإلعدادية

التاريخ:

/

رمز المدرسة :

/
الموضوع :اجتماع مع المجتمع المحلي في جبل التاج

هدف االجتماع  :استطالع آراء المجتمع المحلي حول المبنى المدرسى الجديد
المشاركون :مديرة المدرسة  ،وبعض من المعلمات  ،و بعض من أولياء األمور من المجتمع المحلي .
االجراءات  - :حضر عدد كبير من أولياء األمور من المجتمع المحلي لجبل التاج الى المدرسة وتم اللقاء مع مديرة المدرسة
بحضور عدد من المعلمات وهن ( ناديا صالح معلمة االرشاد  /أسماء عزت معلمة الحاسوب  /نسيم مطر معلم صف ) وتم
مناقشة مايلي - :
– التعبير عن استيائهم الشديد من موقع المدرسة الجديد
– أشار أولياء األمور الى ان موقع المدرسة الجديد غير آمن وال تتوافر فيه شروط السالمة من خارج المبنى خاصة
 – .المدرسة بعيدة عن أهل جبل التاج ولم تعد تخدمهم كما كانت في السابق حيث انهم سيضطرون الى قطع الشارع من
جبل التاج مرورا بشارع وادي الرمم وهو شارع سريع باتجاهين والصعود مسافة طويلة للوصول الى المدرسة وهذا بحد
ذاته غير آمن للطالب  ،خاصة لطالب المرحلة االساسية االولى فهم مازالوا اطفاال صغار .
– تخوف األهالي من قطع أبنائهم لشارع وادي الرمم اضطرهم الى تأمين مواصالت البنائهم وتكبد المشقة والتكلفة
دينارا على الطالب الواحد شهريا  ،وفي حال وجود اكثر من
المادية لدفع اجور المواصالت حيث ان اقل اجرة هي
ابن لهم  ،فهذا يعني مبلغ مالي هم غير قادرين على دفعه شهريا  ،حيث أن مجتمع جبل التاج في اغلبه مجتمع فقير غير
قادر على هذه المصاريف المالية .
– عبر األهل عن استيائهم وعدم رضاهم نظرا الن المدرسة تشمل فترة ذكور تعاكسها اناث ،
– أشادوا بما يلي أ -المرافق المدرسية كمختبرات العلوم و الحاسوب و غرف المكتبة ز التدبير المنزلي و الساحات
المدرسية
ب -تميز الكادر اإلداري و التعليمي
ج -االهتمام الكبير بالتحصيل الدراسي و بذل أقصى الجهود لرفع مستوى تحصيل الطالب .
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These letters show the resentment of parents about the safety, security of the children and
minutes of discussion recorded during parent teacher meeting.
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annex n

maintenance item list

1

maintenance list for new schools

1.1

structural
a. Repair of roof lighting for ventilation
b. Lift maintenance, electrical gadgets and equipment.
c. Acoustics need to be properly audited and fixed to avoid noise inside the
building.
d. Painting school regularly.
e. Civil maintenance work like leakages, and minor maintenance, replacing of
utilities, fixtures.
f. Water tanks cleaning for every three months.
g. Drainage and sewage repairs
h. Shading of common spaces
i. Security system installation (CCTV cameras)
j. Repairs for rainwater harvesting system like creating sedimentation tank, proper
water connection for water utilization.

1.2

non-structural
a.
b.
c.
d.
e.
f.
g.
h.
i.
j.
k.
l.
m.

Furniture repairs (all categories)
Mosquito and pest control service
Security systems such as CCTV cameras and security guards for the school.
Repair and maintenance of air conditioners, computers, UPS system and science
labs.
Increasing the number of cleaners in school.
Motor repairs for pumping water
Sports equipment maintenance and repair.
Special cleaning equipment and toiletries.
Replacing curtains and damaged curtain rods in classrooms.
First aid equipment (replacement and additions).
Water tankers for utility and drinking purpose every month.
Security guards
Unintended miscellaneous costs could increase.
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