Visit done by: Sam Murthy, sam.murthy@gmail.com, 952 294-1085

General background on school and project

The school named Vishnuji Shekuji Satav High School (“school’) named after its founder. It has about 2,500 students (1,900 boys and 600 girls).  The school is located on about 5 acres of property owned by Wageshwar Vidya Vikas Trust (“trust’). There are 5 structures in the property actively used for school work – 2 other structures are small and not used for school activity). The school runs in 2 shifts (7-noon, noon-5) and has classes from 1-10th std leading to SSC diploma. There are 105 teachers but this does not mean a student teacher ratio of 25:1 because there are multiple teachers for a class (taking various subjects). 
Rent arrangement: A government body, Pune Jilha Parishad (parishad), pays Rs.88k/year rent to the trust. The parishad would be liable for additional rent with the development of the new structure (project under consideration). 
Meals are only provided for 5th standard students because a government program funds it specifically.

In the 2006 board, in SSC 70% of the children passed, 60 of the 300 received distinction (>75% average), 5 of the 300 got merit (top 20 ranks in state but there are various sub groups) – this data was provided by the principal but is unverified.
Visit timeline
I met Mr. Borde (trustee) and Mrs. Borde (chairman) at 9:15 am 1/27/07 in Ashoknagar. They drove me to the school (17 km away) and we discussed the project for about ½ hr more and then walked around the school building for an hour (10:30-11:30). We met students and school officials. After a quick conclusion we returned and Mr. Borde gave me a ride home.

Observations
School looks well-attended with plenty of students. Classrooms had a fair amount of wall charts. Furniture looks adequate, but not available in some temporary classrooms in the marriage hall. The classes seemed quite animated and students and teachers look very engaged. Students were friendly and approached the camera quite enthusiastically when filmed.
Facilities situation

The classes are cramped 3 to a desk that looks suitable for 2 students. There is a marriage hall outside the school property that is an investment by a teacher’s association. The school is permitted to run classes in the main hall and various rooms in the marriage hall. When the hall is rented out for events, the overflow classes have to be run in open air where shade is available. Drinking water is available on the property. Library looks amply stocked with books.
Lab facilities:

Is situated in the marriage hall. There is a combined science lab (chemistry+biology and probably physics as well). There is a separate IT lab that has a reasonable number (~15) of decent looking computers with a UPS and is reported to be internet connection as well. No labs were in session during my visit, but it did look like the labs were in service. There were chemical smells in the science lab (formaldehyde from the specimens but also other chemical odors) and the UPS was at least running. The lab is off-property in the marriage hall, so the school’s arrangement to use the facility is unclear.

Sex ratio

Enrollment was reported to be 1900:600 (M:F) in proposal or 24% female. The principal orally reported that the ratio is actually 60%:40% (M:F). Anecdotally, I observed a substantial number of female students in the school. The school management attributes the differential partly to cultural attitudes and also to insecurity in commute – some girls live in villages in the area and would have to walk to school over fields that are not well traveled so parents may worry about safety. 
The school operation looks like it is making use of available resources quite effectively. There isn’t much in the way of frills, facilities like the basketball hoop are absent though there the structure is available. The classroom areas are maintained clean.
Children are in uniform and look surprisingly well groomed and healthy for their economic background. They look to have books and other writing necessities.

Everything about the school has the look of decent adequacy – nothing is wasted or unnecessary.
Cost estimates, funding sources and alternate arrangements

The cost estimate at the time of the proposal was ~Rs. 28L ($62k). Subsequently a new estimation made in Aug 2006 indicates the cost will be ~ Rs. 36L ($80k). The trustees feel this is an over-estimate and think they can get a more competitive contract with an advertised bidding process and invite the oversight of Asha.
Independent review of construction plan by property developer

Full account in appendix 1. Briefly, the developer said that the price should be in the order of Rs. 31.5 L. So the first estimate gathered by the trust is about 16% too high.
Contribution from trust: trust has ~Rs. 8L cash on hand and is prepared to contribute up to Rs. 6L ($13.3k) to the project.
I posed to the trustees the possibility of renting space for the kids instead of constructing a structure, but we talked about some potential numbers and came to the conclusion that building will be cheaper. It might cost about Rs. 2L to rent the space today and if Asha made a trust fund of Rs. 30 L earning about 7%/year it would pay for this rent now, but in the future as rent increases the trust fund earnings would not be sufficient to pay for it. We should note that the trust is contributing the land – this benefit would not be available if we were to rent space off-property.
Structural requirements of additional floors will be accommodated in this project so that floors can be added in the future.
Answers to Seattle queries

1. Look at classrooms when there are classes going on. Talk to some students and see how they like it. See if there labs are being used.
a. Students look engaged and hard working. There were girls studying in the yard and kids were working in class. Labs look in good condition and seem to be in operation. Concern is that lab is in marriage hall which is off-property.
2. Are the teachers good ? Do they have the ability to expand and take more students in? What do the residents of the village/students parents feel about the school ?
a. Teachers appear to be engaged and leading classes. The buildings are full so they can’t expand student body without more buildings, but land is sufficient for more buildings. Did not talk to residents.
3. Try to gauge how committed the trust is towards building these classrooms and maintaining them. Ask around if people know about the trust.
a. The trustees are committed to making this expansion happen, but don’t have any means in mind other than Asha funds.
4. In their last email they say that they have been saving for the building. Please ask them how much they have saved.
a. Trust has accumulated Rs. 6 L ($13.3k) in last 3 years which they are prepared to allocate to the new building construction.

5. After the building is constructed and they start getting rent for it from the zilla parishad. What will they use the income for?

a. Trust plans to save rent income for future capital projects.
Steps to project completion (my estimation based on discussions)

1. Get 80G status – estimated Feb 2007

2. Get FCRA status --  estimated Aug 2007

3. Get Asha funding commitment – estimated April 2007

4. Get competitive bids and select contractors – estimated Aug 2007

5. Get approval of collector of area for the project – estimated Aug 2007.

6. construction  work: 6-8 mths – estimated Apr 2008
Points for further discussion and follow-up
1. What is the M:F ratio really? The report said 1900:500, the principal on site said 60%:40%. Whatever the actual figure the school and trust need to be sure of what it is and to feel this is a problem that needs to be addressed. It is unclear whether they think sex ratio imbalance is a problem, but I get the impression they feel resigned to the situation – this maybe a harsh reality they have reconciled to but it is up to the project steward to create incentives and work with management to create some sort of action plan to address this problem.

2. Rent income usage plan: historically, the trust has saved rent and made capital investments as appropriate; some amount has been used to give cash awards to students for academic achievement. They intend to save the additional rent for future capital investments but presently feel that the time has passed when rent can be saved to make meaningful periodic infrastructure investments. They feel construction costs have gotten much beyond anything they can generate in rent. Asha may explore what else the trust can do with the rent such as covering school operating expenses or support to children with books and school supplies – to the extent that Asha is funding the building, Asha has some claim on how the rents are to be spent.

3. Ask them to write a letter pledging that the Asha financed building will be used to provide free education in perpetuity.
Recommendation

I am confident the trust will use Asha funds very effectively. I also hold the view that the project is very deserving and will serve the community well. I recommend Asha-Seattle funds this project. 
Appendix 1
Review of plan by Prashant N. Birajdar, Shradha Group, 011 91 98220 40100, shradhabuilders@vsnl.net
Valuation: roughly school house costs are Rs 500-525/sft. There are 6,000 sft of built area so should estimate about Rs 31.5 L.

These suggestions may be used by the trust when they prepare a contract for the builder.
Suggestions related to building design:

1. Minimum internal height in rooms to be 3.25 m, 4m is ideal for good light and cross-ventilation.
2. Firefighting plan: facilities should be made for hose and high-pressure water. Suggests this because of a fire disaster in Tamil Nadu school in 2005. Suggests that the cost is not all that much but is usually neglected due to overly cost-sensitive mindset.
3. Access for disabled students (I didn’t of course see any ramp provisions in present buildings).
Construction contract suggestions

1. Estimate provided to trust is itemized by various components. Prashant feels it is better to negotiate a rate per sft of built area because there is more potential for cost overruns by contracting on itemized contract.
2. Payment should be based on stages completed. Do not pay a large upfront fee.
3. Retention amount of 5% should be held until successful completion or until work liability period is over (typically 1 year from completion date).
4. Have a tender process and get quotes from 4 builders. Each builder should have done similar projects in the past and provide work completion certificates and photos.
5. The contract should establish time bounds. There should be a realistic project completion date and penalties for time overruns should be defined. It is customary to provide escape clauses for acts of God and pervasive material shortages.
6. Define mode of measurement: if contracting on payment per sft then define what the sft is – should be the sft of built up area. Have separate contracted rate for veranda space.

7. Have other provisions as desired:

a. No child labor shall be used

b. Have all work permits per labor laws

c. Have workman’s insurance policies for labor.

8. Define the pertinent specs of the building. Dimensions, finish, etc. 
Appendix 2: Getting to the school

From Pune go on Nagar road in the NE direction.

Go past Aga Khan palace.

At Wagholi village you will see Wageshwar temple on the left side of the road and the school compound on the right side of the road. The school is right on the highway. 
You can inquire for the “Vishnuji Shekuji Satav High School” in the area if you need directions. 
