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emerge, problems that might arise, or new directions and initiatives 
that might be undertaken. Therefore, semi-annual contract reviews 
were established as a means for PENMAS and CIE to discuss the 
activities of the past, clarify current issues and plan together for 
future cooperation. These meetings every six months alternated 
between Indonesia and the United States, with one or two senior staff 
traveling from their home base to spend two weeks at the other 
institution. Such regular, face-to-face meetings proved an effective 
means of strengthening the institutional understanding and provid­
ing well-focused support. In addition, University staff visiting 
Indonesia had the opportunity to meet with their specialists in the 
field, while PENMAS staff visiting the United States could have 
direct input to project participant training activities at the University. 

At the conclusion of each review and planning meeting, a Mem­
orandum of Agreement was signed by the representatives of both 
institutions which highlighted the plans for the next six months. 
Thus, both activities and budget allocations could be revised to meet 
the evolving needs of the project. Each Memorandum of Agreement 
also summarized the tasks accomplished during the previous six 
months as discussed and clarified during the review meetings. 

Sharing of Resources 

In the spirit of collaboration, both institutions sought opportu­
nities outside of already defined contract terms to assist each other by 
sharing information and personnel resources. All documents related 
to the project were made available to both parties, many of them in 
both Bahasa Indonesia and English, using translators from both 
institutions. Materials developed by PENMAS became a rich source 
of field-based information for the University. The Center for Interna­
tional Education, using its own Nonformal Education Resource 
Center as a model, researched, reviewed, ordered, and shipped mate­
rials of interest to national level PENMAS officials as well as to stock 
IKIP and Balai PENMAS libraries. 

In the later stages of the project, PENMAS and the Center 
jointly authored and published several documents of potential inter­
est to international developers and educators. These included a series 
of "Technical Notes," on materials and techniques developed in 
Indonesia. The book in which this chapter appears is a major exam­
ple of how both institutions contributed resources and combined 
ideas in a final product. 
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Role of Technical Assistance Specialists 

Throughout the contract, technical assistance specialists were 
viewed as working for and with PENMAS staff, not as outside 
"experts" with special status or authority. Emphasis was placed on 
qualities of sensitivity, respect for other cultures, and flexibility in 
approach and outlook . Dr. W. P. Napitupulu, based on his own 
experience with BUTSI and other volunteer organizations, recom­
mended that past work as a Peace Corps Volunteer might be one of 
the indicators of the type of persons needed as specialists . Ultimately, 
all but two of the ten long-term specialists had had some kind of 
volunteer experience and there was general agreement that it had 
increased their adjustment to and effectiveness in their roles in 
Indonesia. 

Materials development staff preparing a fotonovela 

PENMAS staff were directly involved in the selection of all 
specialists. Job descriptions included in the contract were discussed 
and amplified by representatives of both institutions as a basis for 
recruitment. Candidates for the five positions to be filled first were 
interviewed by PENMAS staff while visiting the University during 
the contract start-up phase . For all positions, CIE ranked and 
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packet of correspondence and materials every Friday afternoon. 
Reports and correspondence all received sequence numbers so that 
both parties would know whether they were missing mail. 

This combination of strategies was crucial to the successful 
management of the project. International projects frequently suffer 
from long delays resulting from mis-communication, mis-understand­
ing, and loss of correspondence. Delays cause frustration and dimin­
ish the trust of the parties involved . Tension and conflict between 
field personnel and home-office personnel were largely avoided 
through this combination of methods and prevented most small 
problems from mushrooming into major difficulties. Effective com­
munication was given a high priority, and this emphasis contributed 
to successful project operations. 

Staffing at the Center for International Education 
From the beginning, CIE was committed to the philosophy of 

bi-national staffing as a central component of the collaborative 
model. Initial plans to have a senior level PENMAS official in 
residence at the University during the project were not feasible. 
However, soon after the beginning of the project, CIE was able to 
hire an Indonesian as a full-time trainer and manager on the project. 
Subsequently, several other Indonesians were hired on a part-time 
basis as well, to serve as translators and to provide assistance when 
large groups of trainees were on campus. Program staff at CIE also 
included nationals from other countries who were part of the interna­
tional membership of the Center. 

The Indonesian staff members, in addition to their regular 
responsibilites, also served as guides for the Indonesian participants 
through the inevitable confusion of entering another culture, and 
functioned as an informal communication channel between them 
and University staff. Much confusion was avoided through the sensi­
tive and effective role played by these staff members. Their contribu­
tion to the overall program was critical to its success. 



Chapter XI 

FUTURE DIRECTIONS FOR PENMAS 

The preceding chapters have described the major components of 
the PENMAS Nonformal Education Project, attempting to outline 
problems and weaknesses as well as successes and strengths. Results 
of both the summative evaluation conducted by the BP3K Evalua­
tion Team (see Chapter IX) and the Project Review conducted by a 
World Bank mission* indicate that the Project has achieved most of 
its initial objectives. Of the problems that remain, many can be 
attributed to the overwhelming size and scope of the Project and, in 
that context, are relatively minor. PENMAS is addressing these 
problems continuously, experimenting with new administrative 
procedures, training designs and materials production at all levels. 

Perhaps more significant in the future of PENMAS are two 
themes which underly the goals and objectives of the Project. The 
first is the need to reach and serve the "poorest of the poor" of 
Indonesia's rural and urban populations. The second is to incorpo­
rate in action the learner-centered philosophy of nonformal educa­
tion, encouraging local level participation, decision-making and con­
trol over project activities. These themes are obviously related and 
PENMAS has built the infrastructure in the project provinces to 
support and forward them. In strengthening the existing project and 
in considering plans for expanding the project, PENMAS will 
require a consistent vision of how these themes interrelate with 
project activities, as well as a willingness and ability to develop 
concrete means of integrating these themes at every level. 

Reaching and Serving the Poor 
To what degree do PENMAS programs meet the needs of 

Indonesia's most educationally and economically disadvantaged? 
Project evaluations attempt to address this question, but data is as 

*Observations by the World Bank Project Review team were shared with PEN MAS 
staff in March, 1982. 
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yet inconclusive, indicating considerable unevenness of success in 
this regard . A more appropriate question here might be, "How can 
PENMAS improve its total program to more effectively serve this 
target population?" Evaluation recommendations range across proj­
ect levels and components, and project size and complexity may 
obscure the implications that change in one area of activity may have 
for other areas . It may be useful, therefore , to re-summarize some of 
these recommendations and their progressive implications through­
out the various levels of PENMAS operations. This summary is far 
from all-inclusive, but serves as an example of how local level change 
must be reflected throughout the system. 

Local level recommendations call for more effective needs 
assessment among target populations to determine which existing 
PENMAS programs or new programs are most appropriate for 
potential learning groups. If peniliks are to have this responsibility in 
the kecamatan, then several implications for other levels follow: 

At the kabupaten level PENMAS and SKB staff must 
train and supervise peniliks in needs assessment tech­
niques, choosing those most appropriate for the region 
and situation. Monitoring of penilik activities and penilik 
reporting requirements should be revised to reflect this 
emphasis. 

At the provincial level, kabupaten PENMAS and SKB 
staff must be trained as penilik trainers in needs assess­
ment. As part of this training of kabupaten level staff, the 
Balai PENMAS should make available alternative needs 
assessment methodologies, drawing upon the resources 
of the national PENMAS organization. The Balai PEN­
MAS should support training and supervision at the 
kabupaten level through on-site observation and advice, 
materials development based on kabupaten needs , and 
formative evaluation strategies. 

At the national level, the PIU should coordinate the 
sharing of information, training methods, needs assess­
ment instruments and materials between the provinces. 
Further, national level requirements for penilik quotas of 
learners and learning groups should be revised in recogni­
tion of the increased time and effort required by thorough 
needs assessment. Qualitative, rather than quantitative, 
evaluation measures should be encouraged at all levels . 
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Thus a change in penilik priorities at the local level implies corre­
sponding changes in the responsibilities of district, provincial and 
national level staff. The organizational infrastructure created under 
this project has been designed to deal positively with such construc­
tive change. 

A second set of recommendations deals with the needs for larger 
numbers of skilled tutors and facilitators. The large populations and 
frequent transportation difficulties of most kecamatans preclude the 
majority ofpeniliks from all but minimal direct contact with learning 
groups. Peniliks necessarily rely upon local volunteers as tutors and 
facilitators for work with learning groups. Recommendations in this 
category include better recruitment and selection of tutors and facil­
itators, more training and material support for their work, and the 
development of various incentives or rewards so that tutors and 
facilitators will be more than one-time-only volunteers. If effective 
tutors and facilitators are critical in reaching and serving the poor, 
then changes are required throughout the system: 

At the kecamatan level, the penilik must recruit, select 
and support facilitators and tutors who can meet the 
identified needs of learning groups. The penilik should 
act as a liaison between the tutors and facilitators and the 
PENMAS organization, bringing their needs to the 
attention of district staff and offering rewards for service 
in the form of honorariums or prestige incentives. 

At the kabupaten level, PENMAS and SKB staff must 
train and support peniliks in their role as managers of 
tutors and facilitators. In addition, the SKB should train 
the tutors and facilitators in skills they may need as adult 
educators. Finally, kabupaten level staff should develop 
appropriate learning materials to meet the needs oflearn­
ing groups in their area for use by tutors and facilitators. 

At the provincial level, Balai PENMAS staff should train 
PEN MAS and SKB staff in their role as trainers of peni­
liks, tutors and facilitators. This would include a range of 
responsibilities in training, monitoring and supervision, 
materials development and evaluation. In addition, the 
Balai PENMAS should prepare prototype learning mate­
rials and evaluation instruments for use and adaptation 
at the kabupaten level and in response to kabupaten 
needs. 
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At the national level, the PIU should ensure that training 
and support of tutors and facilitators receive a high prior­
ity within the PENMAS organization. Since many kabu­
patens do not have an SKB for tutor and facilitator 
training, the PIU should encourage and support the 
development of alternative methods and models for such 
training, sharing this information with all provincial 
PENMAS staff. 

It should be clear from these examples that if PENMAS is to be 
more consistently effective at the local level a close examination of 
the role of local level staff is required-peniliks, tutors and facilita­
tors must be enabled to provide the services needed . Other levels of 
the organization must modify themselves to offer the training and 
support for this local staff. Inevitably, in establishing such a large­
scale program, most direction in the past has come from national and 
provincial centers. In a continuing effort to reach and serve the poor, 
it is apparent that this direction must be, if not reversed , then 
significantly changed to balance initiatives from national and pro­
vincial levels with a systematic response to needs expressed at district 
and sub-district levels. The ability of PENMAS to serve the "poorest 
of the poor" is linked directly to the second underlying theme of 
decentralized, local-level decision making. 

Decentralized Decision-Making 
Several factors have mitigated against the adoption by PEN­

MAS of a decentralized decision-making model in spite of its princi­
ples of participation and local control. For one, PEN MAS is part of 
a larger government bureaucracy which because of its size inevitably 
created its own internal bureaucracy. Like all bureaucracies, it 
tended to give more attention to directives from upper levels and to 
resist change suggested by localized , less powerful organizational 
units . Second, the majority of project staff were , if not new to 
PENMAS, new to their particular roles and responsibilities and had 
to gain confidence in them before determining what aspects of 
decision-making they might appropriately delegate to others. Finally, 
project goals called for much to be accomplished in very little time. 
Participation and local level decision making is a long-term strategy, 
requiring time and patience for positive results. In the first four years 
of the project, more central , direct control seemed necessary, both 
for efficiency and to be sure that overail goals and objectives were 
maintained. 
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This initial period of institution building is near completion and 
PENMAS already is moving toward the delegation of responsibility 
and the decentralization of authority in most project areas. New 
models for training peniliks at the kabupaten level rather than at the 
Balai PENMAS have been developed. There is increased emphasis 
on local production of supplementary learning materials and penil­
iks are being encouraged to modify programs, curriculum and time 
schedules to meet local needs. Intensive efforts have already been 
made to decentralize the administration of project funds; this is a 
sensitive area, since control over finances is a clear indicator of power 
and status in any organization. Real or perceived requirements for 
provincial and national staff to authorize all disbursements of funds 
at the kabupaten and kecamatan levels have caused extensive delays 
in implementing local programs, resulting in frustration for local 
staff and a loss of interest by"potential learners. Efforts to deal with 
this problem are underway, but it is not a matter of a simple change in 
regulations; attitudes of staff at all levels must be modified, legitimate 
risks accepted, and procedures streamlined to make fmids more 
directly and more quickly available at the local level. 

Most challenging, PENMAS must seek ways to assist learners 
to realize their own decision-making potential in determining what 
types of programs will be most beneficial. PENMAS now has the 
capacity to cope with multiple, diverse demands for programs, train­
ing and learning materials, but the demands must come from the 
learners and their tutors and facilitators . This can only happen when 
learners recognize PENMAS as a potential resource in their own 
development and are able to define and clarify their needs. Decision­
making at this level has important implications for the role of local 
staff and their ability for positive interaction and dialogue with 
learners. Institutionally, PENMAS must not only train local staff for 
this role but also create mechanisms for the systematic gathering of 
accurate information on local needs and resources which can be used 
as a basis for new programs and materials. 

At the writing of this book, the final year of the five-year project 
is about to begin. During this year and during the subsequent five 
years in which a second phase of development is planned, PENMAS 
will continue to strengthen its program in the project provinces. 
Much of this effort will focus on improving preparation and support 
of local staff. Provincial staff will assume more leadership in develop­
ing new designs, programs and materials, while central staff will 
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become less directive and more involved in consolidating and sharing 
what has been learned in provincial operations and program areas. 
New ways of making the resources and expertise of each Balai 
PENMAS available to others in PENMAS will be explored and 
coordinated, so that these provincial centers may act as consultants 
to each other. 

While work in the original project provinces continues, plans 
are being made to extend the development of PENMAS to the 
twenty provinces not included in the first five-year effort. This is an 
ambitious task because, while these provinces are less populated than 
the original seven, they are geographically more scattered and less 
accessible, often lacking even modest transportation and communi­
cation facilities . However, the need for PENMAS programs there is 
critical, and, as a national development agency, PENMAS cannot 
ignore that need. In general, PENMAS plans to use the institutional 
model of the present project in the additional provinces, with modifi­
cations in resource allocation according to each province's unique 
conditions. Provinces new to the program will be teamed with one of 
the original seven which will act as a development partner, assisting 
in training, programming, materials development, evaluation and 
administration as these operations are established. It is hoped that by 
1988 all of Indonesia's twenty-seven provinces will be included in the 
PENMAS program and will have the necessary staff and resources 
for further development. 

It is a credit to all those involved that the success of the project 
merits this expansion of PENMAS throughout the country. PEN­
MAS has proven its ability to fulfill its goals of education and 
development; what remains is to bring this experience and commit­
ment to all the peoples of Indonesia. 
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BPKB 

BPM 

BP3K 

Bu pa ti 

BUTS! 

Camat 

GLOSSARY 

Balai Pengembangan Kegiatan Be/ajar 
A national resource center for nonformal education, 
youth guidance, and sports with the main functions of 
training and le;;irning materials development. 

Balai PENMAS 
PENMAS provincial center in the six project provin­
ces with extended functions to include program man­
agement and technical backstopping, whose structure 
is made up of five units: 

-program development 
- staff development and training 
-materials development 
-technical secretariat 
-monitoring and evaluation 

The centers contain advanced training and materials 
development facilities including darkrooms, record­
ing studios, and printing presses. 

Badan Penalitian dan Pengembangan Pendidikan 
dan Kebudayaan 
Research and Development Office of the Ministry of 
Education and Culture responsible for research and 
evaluation activities in the fields of education (formal 
and nonformal) and culture. 

An administrative officer at the district (sub-province) 
level with the coordinating function for all govern­
ment programs within his area of administration. 

Badan Urusan Tenaga Sukarala Indonesia 
The Indonesian Volunteer Service Corps made up of 
college graduates who volunteer to do development 
work in the villages for three years. 

An administrative officer at the sub-district level 
(kecamatan) with the coordinating function in the 
implementation of all government development pro­
grams in that area. 

D 1 Diploma Course A one-year pre-service training course at college level 
to prepare prospective PENMAS fieldworkers. 
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Dharma Wanita 

Gotong Royong 

IKIP 

Kasi PENMAS 

Kejar Usaha 

Kepala Bidang 
PEN MAS 

Ka bu paten 

Kecamatan 

Lu rah 

Masorda 

Micropu 

Paket A 

A nationwide women's organization engaged in edu­
cation and social activities and made up of women 
civil servants and the wives of civil servants. 

A traditional and indigenous custom of mutual help 
and cooperation in village life. 

Institute Keguruan dan I/mu Pendidikan 
Institute for Teacher Training and Science of Educa­
tion for training secondary school teachers, college 
lecturers and other school administrators . 

Kepala Seksi PENMAS 
PENMAS officer at the district level with responsi­
bility for the supervision and technical backstopping 
of sub-district fieldworkers (penilik). 

The Learning Fund Group is one of the PENMAS 
programs designed to help groups of out-of-school 
youths or adults set up small business enterprises. 

The head of a PEN MAS provincial office in the non­
project provinces. In the six project provinces, he or 
she would also be called Kepala BPM (see BPM). 

A district : an administrative area below a province 
(see Bupati). 

An administrative area below a district (see Camat) . 

A village head . 

PENMAS, Olah Raga Pemuda 
Community Education, Sports, and Youth Section of 
the district level office of education. 

Micro Mobile Printing Unit 
A mobile printing unit operating at the sub-district 
level and helping peniliks with the production of 
printed learning materials. An experimental project. 

Series of 100 booklets designed to impart: (a) literacy 
skills, (b) the national language, and (c) basic informa­
tion and life-coping skills to illiterates or semi-literates 
in order to improve their standard of living and qual­
ity of life. 



Pamong 

Panduan Latihan 

PEN MAS 

PIU 

PKK 

PK-10 

SATGAS 

SEKTEK 

SKB 

SPEM 
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A volunteer in the village helping the penilik to organ­
ize and sustain learning programs in the village. 

A training guide or manual providing information for 
trainers on all aspects of implementing a training 
program. 

A divisional unit of the Ministry of Education and 
Culture, under the Directorate-General for NFE, 
Youth, and Sports responsible for providing and 
overseeing nonformal education programs in the 
country. 

Project Implementation Unit of Directorate of Com­
munity Education (PENMAS) responsible for overall 
project planning, coordination, implementation and 
evaluation. 

Pendidikan Kesejahteraan Keluarga 
Family Life Education Course: one of the PEN MAS 
programs in household management and domestic 
skills, especially for women. 

Sepuluh Patokan 
A data-gathering instrument requiring detailed inf orma­
tion about all aspects or components of PENMAS 
programs. 

Satuan Tugas 
A task force set up on an ad hoc basis to perform 
specific and temporary assignments. 

Sekretariat Teknis 
Technical staff section of Provincial PENMAS respon­
sible for staff development and training. 

Sanggar Kegiatan Be/ajar 
A resource center for nonformal education, youth and 
sports at the district level, providing training and 
materials development services for programs operat­
ing at the sub-district level. 

Supervisi, Pelaporan, Evaluasi & Monitoring 
A monitoring and evaluation unit of the PENMAS 
provincial center (BPM). The acronym stands for its 
functions : supervision, reporting, evaluation and moni­
toring. 



190 Indonesia: Large-Scale NFE Project 

Ten Basic 
Characteristics 

TKPK 

Tutor 

Key indicators by which PENMAS programs are 
assessed for their effectiveness. 

Teknologi Pendidikan dan Kommunikasi 
A communication technology unit of the Ministry of 
Education and Culture, responsible for development 
of multi-media systems of delivery in education and 
culture. 

A volunteer teacher who facilitates learning processes 
in the learning groups. 
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