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I. INTRODUCTION

The Government of Georgia has signed the Loan Agreement for financing the implementation of Georgia
Innovation, Inclusion and Quality Project — Georgia 12Q (12Q Project) with the International Bank for
Reconstruction and Development (IBRD). The Project development objectives are to (i) expand access
to preschool education and (ii) improve the quality of education and the learning environments and
enhance relevance of higher education programs. The loan amount is 90 million Euros.

Original Loan agreement N8955, Section Ill, Withdrawal of Loan Proceeds.

Amount of the

Loan Allocated Percentage of Expenditures

Category to be financed

(expressed in
EUR)

(inclusive of Taxes)

(1) Works, Goods, non-consulting services, consulting
services, Operating Costs and Training for the Project

0,
except for Parts 1(c), Part 2(a) and Part 5 (a) for the 29,775,000 80%
Project
(2) Works, Goods, non- consulting services, consult-
i i (6] ting Cost: d Traini der Part
ing services, Operating Costs and Training under Par 60,000,000 30%

1(c), Part 2(a) and Part
5(a) for the Project

Amount payable pursuant to Section 2.03 of this
(3) Front-end Fee 225,000 Agreement in accordance with Section 2.07 (b)
of the General Conditions

(4) Interest Rate Cap or Interest Rate Collar Amount due pursuant to Section 4.05 (c) of the
premium General Conditions
TOTAL AMOUNT 90,000,000

Due to budgetary cuts resulted by COVID-19 outbreak, the MESY requested restructuring of the Loan
Agreement. The new scheme was ratified by the Parliament of Georgia on September 30, 2020. Therefore,
the counterpart financing has been removed from the Loan Agreement Category (1) amounting to EUR
29,775,000 for Works, Goods, Non-consulting services, Consulting services, Operating Costs and Training
for the Project except for Parts 1(c), Part 2(a) and Part 5 (a) for the Project.

The Table in Section Ill. A of Schedule 2 to the Loan Agreement is amended to read as follows:

Amount of the Loan Allocated Percentage of Expenditures to be Financed
Category

(expressed in EUR) (inclusive of taxes)

(1) Works, Goods, non-consulting services,
consulting services, Operating Costs and

0,
Training for the Project except for Parts 1(c), 29,775,000 100%
Part 2(a) and Part 5 (a) for the Project
(2) Works, Goods, non- consulting services,
consulting services, Operating Costs and 60,000,000 80%

Training under Part 1(c), Part 2(a) and Part 5(a)
for the Project

Amount payable pursuant to Section 2.03 of this
(3) Front-end Fee 225,000 Agreement in accordance with Section 2.07 (b) of
the General Conditions

(4) Interest Rate Cap or Interest Rate Collar Amount due pursuant to Section 4.05 (c)of the
premium General Conditions
TOTAL AMOUNT 90,000,000
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The Project Development Objectives are to (i) expand access to preschool education and (ii) improve
the quality of education and the learning environments.

The loan will be dedicated to:

1) Improvement of the quality of and access to early childhood education;

2) Fostering quality teaching and learning in general education;

3) Strengthening financing options and promoting internationalization in higher education;
4) System strengthening and stakeholder communication and

5) Project Management, Monitoring and Evaluation.

Table below represents the reallocation of the Project funds among components, as per approved
POM:!

IBRD Financing
Project Components

(EUR)

1. Improving Quality of and Access to Early
Childhood Education (ECE) (works, goods,
non-consulting services, consulting services,
operating costs and training for the Project
except for Parts) 1(c), Part 2(a) and Part 5 (a) for
the Project)

4,325,000

2. Fostering Quality Teaching and Learning in
General Education (works, goods, non-consulting
services, consulting services, operating costs and
training for the Project except for Parts 1(c), Part
2(a) and Part 5 (a) for the Project)

9,015,000

3. Strengthening Financing Options and
Promoting Internationalization in  Higher

Education 8,860,000

4, System strengthening and Stakeholder

Communication
3,585,000

5. Supporting Project Management, Monitoring,
and Evaluations (works, goods, non-consulting
services, consulting services, operating costs and 3,990,000
training for the Project except for Parts 1(c), Part
2(a) and Part 5 (a) for the Project)

! To be reviewed based on the latest changes.
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Il. SUMMARY OF IMPORTANT PROJECT DATES

* The Loan Agreement was signed on June 18, 2019.

* Project was ratified by the Parliament of Georgia on October 16, 2019.

* Loan became effective on November 27, 2019.

* Project implementation period: November 2019 - March 2026.2

* Official project launch event was held on March 5, 2020.

* Targeted program approval by the MESY on March 9, 2020 (Ministerial Decree No. 338). The
latest amendment approved on December 25, 2024 (Ministerial Decree No. 1657414) due to
the changes in the MESY management.

* The Loan Agreement has been restructured and became effective on October 15, 2020.

Note: Due to the budgetary cuts as a result of a pandemic, the loan restructuring was
conducted to accommodate the Government request to eliminate requirement of 20 percent
co-financing (the table in Section Il (A) of Schedule 2 to the Loan Agreement).

* The full package of Internal Regulations of the Project prepared in late 2020 was approved by
the Executive Director of the Project on April 12, 2021.

* The last revision and amendments to POM approved by the WB on May 30, 2022.

*  WB Implementation Support Missions - July 6-17, 2020; February 15-19, 2021; September
6-17, 2021; March 21-April 1, 2022; September 26 — October 3, 2022, March 27-31, 2023
(MTR Mission), October 2-6, 2023; April 4-11, 2024; December 16-20, 2024.

Note: Implementation of activities defined in the last Aide Memoire is provided below in
respective parts of the report.

* 12Q project Steering Committee established on October 28, 2020 (Ministerial Decree No.
1046328). Current composition of the Steering Committee approved on December 24, 2024
(Ministerial Decree No. 1651872).

Note: The first official Steering Committee meeting held on December 15, 2020. The second
official Steering Committee meeting held on November 26, 2021. The third official Steering
Committee meeting held on December 19, 2022. The fourth Steering Committee meeting
held on December 27, 2023. The fifth (last) Steering Committee meeting held on December

24, 2024.

The 12Q Project is implemented over a six-year period by the following implementing partners —
the MESY and the MDF operating under the MRDI. The PMU created within the MESY supports
implementation of the designated project components, as specified in Legal Agreement. The PMT
created within MDF supports implementation of relevant subcomponents under Components 1 and

2 aimed at improving the education infrastructure

2 The initiated restructuring considers shifting the Project closing date to March 31, 2027. Detailed information on the
restructuring is provided under Section I, Part B of the Report.
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lll. PROJECT IMPLEMENTATION STRUCTURE
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SECTION | — OVERALL PROJECT PROGRESS AND KEY ISSUES
A. THE WORLD BANK IMPLEMENTATION SUPPORT MISSION

The WB task team conducted the latest Implementation Support Mission (hereinafter — the Mission)
for the 12Q Project during the period of December 16-24, 2024. The mission’s objectives were to (i)
follow-up on the overall implementation progress of the Georgia 12Q Project and progress towards
achievement of its PDO, and discuss fiduciary and safeguards aspects in both implementing entities
(the Project Implementation Unit of the Ministry of Education, Science and Youth, and the Project
Management Unit at the Municipal Development Fund); (ii) identify solutions to any pending issues
and agree on the next steps to expedite implementation; (iii) participate in site visits, and (iv) take

part in the education sector related donor coordination meetings.

Table below provides a summary of actions agreed during the last WB Implementation Support
Mission and status of their execution (see Table 1 below).

TABLE 1 - STATUS OF AGREED ACTIONS

1. | Complete rehabilitation of PMU/ESIDA | May 31, 2025 In progress — on track.
three SRP classes

Note: ESIDA is awaiting instruction from the MESY to
move further with the tender announcement.

2 | Finalize remuneration projec- PMU January 31, 2025 In progress — on track.
tion tool
Note: Consultant will submit final version of the tool

as a part of R-4 report by the end of January, 2025.

3 | Hold annual ECEC Conference PMU February 28, 2025 In progress — on track.

Note: The conference is planned to take place on
February 4, 2025.

4 | Obtain decision of the MESY on| PMU January 30, 2025 In progress — on track.
carrying out additional activity
related to carrying out data col- Note: The PMU has sent an official letter to the Pre-
lection on teacher salaries in all school and General Education Development Depart-
municipalities ment of the MESY on the matter on November 27,

2024. The issue was also communicated with the
Steering Committee of the Project. Decision of the
MESY expected in January 2025.
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project in pilot 200 schools

5 | Sign civil works contract for the | MDF January 31, 2025 In progress — on track.
Thilisi Public School #63
Note: Procurement procedures are being finalized.
6 | Complete renovation works in | MDF March 31, 2025 In progress — on track.
five public schools (Village
Tsikhisdziri, Telavi #2, Kareli #1, Note: Final works related to the improvement and
Khashuri #2, Rustavi #21) fencing of the territory, as well as finalization of inte-
rior arrangement are being carried out.
7 | Upscale WSI and CFA pilots PMU May 31, 2025 In progress — on track.
Note: The WSI pilot will expand to 50 pilot schools
and is expected to conclude in spring 2025. The CFA
pilot will b e expanded to network schools. The ini-
tial 10 pilot schools will continue sharing the gained
experience with the adjacent schools. In spring 2025,
the regional workshops will be organized for network
schools.
8 | Launch STEAM Future Georgia | PMU May 31, 2025 In progress — on track.

Note: This additional task, which requires amend-
ment of the ongoing multi-component contract, will
be implemented upon decision of the MESY. The
PMU will start official communication with the Min-
istry in January 2025, after finalization of the ongoing
preliminary negotiation with the respective consult-
ing company.

9 | Release PBF Module PMU December 31, 2024 | Completed — on track.
Note: Work is underway to develop the 2nd release
of the Performance-based funding module.
10 | Conduct the third International | PMU January 31, 2025 In progress — on track.
Excellence School
Note: The third IES will be held on January 24-26,
2025 in Kutaisi, hosted by_Kutaisi International Uni-
versity and Akaki Tsereteli State University. The topic
of the IES is Intellectual Property Rights in HE.
11 | Conduct a workshop on the PMU March 31, 2025 In progress - on track.
new funding model with the
MESY and HEls Note: A two-day workshop with participation of
MESY and its agencies is planned to be held in Feb-
ruary-March 2025. The workshop will be dedicated
to presentation of all new funding models and the
respective IT system, agreement on the strategy of|
drafting legal amendments necessary for new mod-
els’” implementation.
12 | Project fiscal allocations based | PMU March 31, 2025 In progress - on track.
on the new funding model, de-
velop implementation strategy Note: Fiscal calculation simulations is planned to be
and transition plan conducted by the Economic Department of the MESY
by the end of January 2025. The simulation results
will be reflected in the draft regulations that will be
prepared within the framework of the project by
March 31, 2025.
101 12Q Project BIANNUAL REPORT /July-December-2024



13 | Develop LMS system PMU March 31, 2025 In progress — on track.
architecture, detailed
design and implemen- Note: This activity is a part of the ongoing System Design/|
tation roadmap Adaptation phase (phase 2) of the contract. The respective
(second) report is due in March 2025.
14 | Define technical inte- PMU March 31, 2025 In progress — on track.
gration specifications
and data exchange Note: Initial draft will be developed during the ongoing
protocols for eSchool stage and presented in the frames of report 2, which is due
in March 2025.
15 | Develop enterprise ar- PMU March 31, 2025 In progress — on track.
chitecture for eSchool
Note: This activity is considered under the second (ongoing)
stage. Respective report expected in March 2025.
16 | Migrate database from PMU May 31, 2025 In progress - on track.
Oracle to PostgreSQL
Note: This activity is considered under the third stage. Re-
spective report expected in May 2025.

During the mission, the Aide Memoire was developed, and the implementation timelines were

agreed. The detailed description of the progress made during the reporting period is provided under

relevant parts of the report.
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B. PLANNED RESTRUCTURING AND AMENDMENTS TO THE PROJECT SCOPE

As reported in the previous Biannual Progress Report, on June 28, 2024, the MESY sent the
restructuring initiation letter to the Ministry of Finance of Georgia. Following request of the MoF, the
PMU ensured submission of the revised initiation letter in the beginning of July, without any changes
of the content, merely amending certain terminology considering official Georgian translation of
the Loan Agreement. The forthcoming period up to the end of 2024 was dedicated to procedures
necessary for implementing the planned restructuring.

Based on in-depth discussions held among the WB and implementing agencies, much needed
adjustments have been agreed and initiated in the scope for the restructuring. The outlined
adjustments concerned both — changes of the Loan Agreement and the results framework, as

described below:

(i) Considering the delayed launch of procurement activities within the infrastructure component,
to ensure successful completion of all activities without compromising the quality outcomes,
one-year extension has been determined instead of the initially requested nine months. This
will also enable more time to conduct end-line assessments for measuring success of the
Project.

(ii) As changes to Component 3 was resulted by the request of the MESY to extend support under
sub-component 3.1 (new options for higher education financing) and divert budgets originally
allocated for activities under sub-component 3.4 to the HE financing-related prioritized
interventions, agreement was reached to no longer refer to the sub-component 3.4 and
remove it to more accurately reflect adjustments made to the Component 3.

(iii) It was agreed to set not only the end-line, but the baseline of the PDO indicator concerning
the learning outcomes of students. Following discussions held between the WB and the
PMU teams, the rationale of setting the baseline and the end-line was also agreed. As for the
intermediate results indicators, revision of four, removal of two existing and introduction of

two new IRIs was agreed.

Upon official confirmation received from the MESY and MoF managements, the agreed adjustments
together with its rationale were documented and reflected by the WB in the Restructuring Paper on a
Proposed Project Restructuring. The matter of the Loan Agreement restructuring underwent further
relevant procedures, awaiting approval of the GoG for approval and parliaments ratification. As for
the restructuring the results framework, it does not require ratification and will be coordinated by
the PMU and the WB in parallel.

C. KEY ACTIONS AGREED DURING THE STEERING COMMITTEE MEETING

The last Steering Committee meeting was held on December 24, 2024. The main focus of the
meeting was discussion of progress made throughout 2024 and actions planned for 2025. The PMU
has highlighted several issues that required close follow-up and immediate actions/decisions from
the MESY. These are:

a. Piloting of remuneration scheme of the ECE institutions personnel in all municipalities;
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b. Recruitment of item writers by the NAEC by the end of February 2025;

c. Approval of Infrastructure and Physical Environment/Construction Standards of GE Institutions.
d. Finalization of minor rehabilitation works of schools targeted for revised SRP introduction;

e. Capacity building of Higher Education Development Department of the MESY for the purpose of
implementing new HE financing model;

f. establishing steering groups to ensure successful implementation of two major contracts signed
under Component 4.
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SECTION II: IMPLEMENTATION PROGRESS BY PROJECT COMPONENTS
A. COMPONENT 1 - IMPROVING QUALITY OF AND ACCESS TO EARLY CHILDHOOD EDUCATION
Sub- Component 1.1 - Improving the Quality of ECE Programs Across the Country

The objective of this sub-component is to introduce systems that improve the quality of ECE programs
in Georgia. All activities considered under this sub-component, except for the already completed
comprehensive diagnostic study of the ECE sector, are envisaged in the ongoing multi-component
contract — “Improving ECE Institution Management System and Enhancing the Quality of Programs
Across the Country” concluded with the San Diego State University Research Foundation (SDSURF).
The first part of fourth phase of the works were launched in March 2024 and have been completed
within the current reporting period (August 19, 2024), in accordance with the timeline defined in

the respective contract. Key outputs of the R-3 Progress Report included:

e Recommendations on conducting simulative authorization experts’ visit;

e Evaluation of the conducted QA trainings and recommendations for improvement;

e Next steps for facilitating and implementing ECE QAF;

e ECE Curriculum framework;

e Data reporting tool pilot results, analysis and recommendations for improvement;

e Capacity building modules for enhancing digital skills among designated personnel for data
collection and entry;

e Findings of the conducted salary projection pilot carried out in 6 target municipalities, as well as
analysis and recommendations for improvement;

e Summary of deficiencies of the educational personnel remuneration;

e Professional development scheme of education personnel;

e Pilot findings of SRP training modules, recommendations for module improvements;

e Revised, modernized and improved curriculum for 2-6 YO children (including the revised SRP);

e Pilotfindings of caregivers’ and caregiver-pedagogues’ capacity building modules, recommendations

for improvement and plans for expanding the PD in a long-term implementation.

Based on thorough revision and endorsement by the designated steering committee members, the
R-3 Progress report was successfully accepted by the PMU on September 17, 2024. The forthcoming
period up to the end of 2024 was dedicated to the second part of phase 4 of the contract. The R-4
Progress Report which shall consider further review of pilot, as well as recommendations for any updates

and long-term implementation plan, is due by February 2, 2025.

Throughout July 2024, the SDSURF team has executed comprehensive TOTs for trainers selected to
pilot modules for introduction of revised SRP, Data Reporting tool and Salary Projection Instrument.
As a value added to the ongoing contract activities, SDSURF expanded the coverage of SRP capacity
building sessions, and instead of 45 SRP teachers as stipulated in the respective contract, 177 teachers

from 31 local municipalities (covering all 150 SRP settings) benefited from SRP online trainings.

During the reporting period, in close collaboration with the NCEQE, SDSURF has organized and
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conducted a two-day long authorization council simulation. During the event, simulative authorization
rulings for six kindergartens were discussed with a large audience (approximately 200 participants
from the ECE system). Based on observations, SDSURF experts are elaborating recommendations

for improving authorization council procedures, which is expected as a part of R-4 Progress Report.

As a means to support various agencies in effective intersectoral cooperation and enforcement of the
evidence-based decision-making process, 90 administrative personnel from 6 target municipalities
participated in digital skills development sessions during data reporting tool pilot. Trainees voluntarily
participated in interactive sessions, practical workshops, and assessments to reinforce learning.
Derived from the tool pilot, SDSURF developed business processes of ECE data collection, entry,
analysis and usage. The document is shared with the EMIS for further usage.

For salary projection instrument pilot purposes, SDSURF has prepared local trainers, introduced
the instrument to the MoF, ECE Advisory Council of Education, Science and Youth Committee of
the Parliament of Georgia, municipalities and the MESY. During the pilot, raw salary data from
93 kindergartens has been accumulated and analyzed. As a result, SDSURF prepared a record on
deficiencies and dissimilarities of salary policy not only among different municipalities, but within
the municipalities as well. Findings of pilot and recommendations have been developed and
presented to the aforementioned stakeholders. As recommended, it is essential to conduct a large-
scale piloting of the instrument across all public kindergartens in the country for providing all the
necessary data to develop an optimal model. Execution of the recommendation as an additional task

in the frames ongoing contract awaits the decision of the MESY and MoF.

Sub-Component 1.2 - Increasing Equitable Access to Pre-school Education for Successful Transition
to School

To support increasing equitable access to preschool education for successful transition to school, the
Project envisages development of 150 school-based SRP Groups and introduction of modern, and
child-centered SRP.

As of the end of December 2024, 147 SRP spaces have been rehabilitated by ESIDA. As expected,
rehabilitation of the remaining three spaces will be completed by the end of May 2025. It shall be
noted that several schools from the target list fell under whole school rehabilitation after SRP spaces
were rehabilitated by ESIDA. In case of five of the selected schools, the whole school rehabilitations
are ongoing and will be finalized by 2025-2026 academic year. In case of one of those schools (Village
Pshaveli Public School), given the two-year term of the whole school rehabilitation, piloting of the
revised SRP is no longer possible in the frames of the 12Q project. Together with the MESY, the
alternative school (Village Kondoli Public School) was identified within the same municipality. As a
result of the site visit carried out early November 2024, as well as analysis conducted together with
the MESY and respective kindergarten union and the resource center, it has been determined that
the space meets the selection criteria agreed with the WB.

In order to support the provision of the revised, modern and child-centered SRP in the rehabilitated

spaces, much needed furniture, technology and educational resources have been procured by the
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PMU and disseminated among 147 rehabilitated locations. Inventory designated for the remaining
three schools are temporarily stored at the ESIDA’s warehouse.

During the reporting period, 125 rehabilitated SRP spaces located in 24 local municipalities have
successfully been transferred to the temporary possession of local municipalities. As of the end of
2024, pilot of the revised SRP is already operational in 121 schools with up to 600 children enrolled.

Sub-component 1.3 - Improving Infrastructure to Support Innovative Primary Education, Including
Pre-school

The objective of the sub-component is to pilot a new concept of primary education (grades 1-6)
accommodating preschool programs. The detailed information on infrastructure development is

provided under sub-component 2.1. below (Section Il, part B of the Report)
Immediate Next Steps:

e Support and monitor the implementation of second part of Phase 4 of the ongoing contract -
“Improving ECE Institution Management System and Enhancing the Quality of Programs Across
the Country”;

e Supervision of Contract Steering Group operation;

e Holding the second annual ECE Conference for stakeholders on milestones and upcoming
activities under ongoing contract - “Improving ECE Institution Management System and
Enhancing the Quality of Programs Across the Country”;

e To support successful piloting of the revised SRP in 150 target schools, coordinate:

o timely implementation and completion of the minor rehabilitation works by ESIDA in the
remaining 6 schools. Conduct site visits, as necessary;

o Finalization of transfer of rehabilitated school spaces in the remaining schools;

o commencement of the revised SRP in the remaining 29 spaces in the beginning of 2025-
2026 academic year;

o implementation of the ongoing pilot.
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B. COMPONENT 2: FOSTERING QUALITY TEACHING AND LEARNING IN GENERAL EDUCATION
Sub-component 2.1. Improving the Educational Infrastructure to Support Learning

This sub-component aims to foster high-quality learning environments and enhance school safety. To this
end, this sub-component supports the review and modernization of school infrastructure standards and
development of new architectural design blueprints based on international best practices to ensure energy
efficiency and safety.

During the current reporting period, the contract related to the development of the IPE standards of GE
institutions was successfully completed. As a part of the final phase of the contract, on July 26, 2024 the
consulting company - GIB conducted a workshop to introduce and discuss final version of the document with
ESIDA and MDF representatives. The final report on the implementation of phase 4 was received and on July
30, 2024, the final acceptance and delivery act was signed. The set of IPE standards has been handed over to

MESY who in turn initiated the process of approval.

Tangible progress was made with regard to civil works planned under the Project. By the end of 2024, the
MDF has completed the contract signing for all design-build contracts. Based on estimated timeline
provided by the MDF, the deadline for the completion of school construction works in the case of 13 schools
is November 2026, as for the remaining one school (Safarlo village public school), completion is anticipated by
end of 2026. The status of constructions is as follows:

* In case of 3 schools (Igoeti, Arashenda and Rodinauli public schools), a public discussion of
the ESMP report was held and construction works are ongoing.

e Detailed designs have been completed for 9 schools and procedures for obtaining
construction permits from municipalities are underway.

* Inthe case of Kvareli School No. 1, construction permit was obtained. However, demolition
works were not completed by the respective company and the school terminated the
contract. To accelerate the process, as agreed with the WB, demolition of existing building
was added to the scope of the company implementing design and construction works. As of
the end of 2024, demolition works are ongoing and completion is anticipated by February;

* As revealed in the process of developing the architectural project for the Village Saparlo
Public School, it was impossible to construct a school on the existing land plot in accordance
with the IPE standards developed within the project, resulting the need to find and allocate
an alternative land plot. Accordingly, on July 16, 2024 an official letter was sent to the MESY
addressing the matter and on December 23, 2024 an alternative land plot was allocated. As
of the end of 2024, architectural design preparation has commenced.

As stated in previous biannual reports, in case of 10 out of 14 schools, existing buildings need to be demolished.
Currently the works have been finalized in 8 out of 10 schools and for the remaining two, completion is
expected by the end of February 2025.

By the end of the reporting period, the progress of the full rehabilitation of 23 schools is as follows:

e Works are underway in 19 schools and are expected to be completed by the end of

December 2025.
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* In case of three Thilisi schools (public schools N50, N120 and N99) contracts are signed and
procedures for obtaining permits from the Thilisi City Hall is in process. As for Thilisi Public
School N63, the tender was completed and the procedures for evaluating the submitted
bids are underway. The estimated period for signing the contract is January 2025. In case
of 4 Thilisi schools, finalization of rehabilitation works is expected by the end of 2026. Therefore,
extended timeline of the project accommodates completion dates.

Even though the scope of rehabilitation was reduced to 23 schools, the designs are being prepared for the
initially targeted 25 schools and will be handed over to the MESY/ESIDA for future rehabilitation purposes. As
of the end of 2024, designs of 9 out of those 25 schools (Vachiani, Ninotsminda, Supsa, Saguramo, Kutaisi N19,
Kutaisi N35, Dili, Gandza and Chakvi N1) were finally agreed upon and accepted by the MDF.

Throughout the reporting period, the PMU Engineer closely cooperated with schools and ESIDA to define
necessary furniture quantities. In schools (Telavi N2, Rustavi N21, Tsikhisdziri, Kareli N1 and Khashuri N2)
where rehabilitation works are to be completed by the end of March, 2025, ESIDA has already completed
the furniture procurement procedures and will ensure the delivery of new furniture to the schools after the

rehabilitation is completed.
Immediate Next Steps

e Review school designs produced by the MDF and provide recommendations for
improvement, as needed.

e Coordinate with relevant structural unit/units of MESY and target schools regarding timely
completion of demolition works to support smooth implementation of construction-related
activities under the Project.

* Coordination with the Ministry and ESIDA to support timely implementation of actions
necessary for equipping schools with the furniture.

* Travel and observe project sites, as necessary.

Components 2.2 - Supporting the scaling up of the whole-school improvement pilot - 2.4. -

Development of a national assessment framework

Since August 15, 2022, key activities related to sub-components 2.2, 2.3, and 2.4 of the 12Q project
have been carried out under the ongoing contract titled “Enhancing Quality Teaching and Learning
in General Education through the Introduction of Effective Quality Management Systems, Whole
School Improvement Plans and Programs, and Improved Assessment Policies, Practices, and
Methodologies.” This contract is managed by an international consortium led by IBF Expertise
S.A (referred to as the Consultant). During the reporting period, the Consultant focused on
implementing activities outlined for the Fifth Reporting Phase of the contract. WSI and CFA pilots
were further developed, while the second phase of the STEAM Extracurricular Program pilot was
launched, expanding to 200 pilot schools of 12Q project. Furthermore, initial activities related to
the development of the National Assessment System at the basic general education level were
successfully initiated during this period. The brief summary of the completed and ongoing thematic

pilots is provided in the table below.
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Table N2. Completed and ongoing pilots

School Authorization (External QA) Completed Fall 2023

WSI Ongoing Spring 2025

CFA Ongoing Spring 2025
. . Ongoing:

STEAM Extracurricular Program Pilot upscaled to 200 schools Fall 2025

The following section outlines the main accomplishments of Contract key Objectives.

Objective A. Whole School Improvement: develop a policy framework, mechanisms and instructions
for whole school improvement and support the scaling up of the pilot to help the schools improve
quality.

WSI Pilot is a key initiative under Objective A, focusing on several important content areas. It has
been implemented in 16 schools, with the primary goal of testing practice-based self-development
approaches to school improvement. During the reporting period, follow-up workshops were
conducted for the pilot schools. These workshops allowed principals and teachers to collaborate,
deepen their understanding of whole school improvement concepts, and work together to propose,
implement, and reflect on school-based solutions aimed at enhancing student learning. The
Community of Practice (CoP) model is the central mechanism for whole school improvement. This
model encourages effective shared leadership, enabling schools to organize and share knowledge
and experiences to identify key issues and priorities for improvement. It is important to note that
during this reporting period, the WSI pilot transitioned into the network school phase, where initial
pilot schools began sharing their experiences with other schools. The purpose of these networks is
to provide a framework for strengthening schools community through collaboration on innovative
school improvement strategies. The pilot will expand to 50 pilot schools and is expected to conclude
in spring 2025.

As part of the Objective A, a progress review of the School Authorization Process was carried out
with lead of IBF International Expert on Quality Assurance and Management and active involvement
of NCEQE staff. The data collection process included interviews with authorized schools in Thilisi
and the regions, representatives from Educational Resource Centers, School Authorization experts
and council members, as well as the Preschool and General Education Development Department
and NCEQE staff members. The evaluation report, which included recommendations for further
improvement, was shared with MESY and NCEQE.

Other key activity under Objective A of the Contract is the STEAM Extracurricular Program Pilot,
implemented in 200 schools. The pilot phase was divided into two parts. Since 2023, training,
resources, and in-school activities have been successfully implemented in the 80 schools, including
set up of two innovative STEAM Labs. During the reporting period, 12Q project launched the second
phase of the pilot, supporting the remaining 120 schools. In December 2024, STEAM education
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resources, teacher training, and the implementation of the STEAM program have been rolled out
across all 200 schools. Each pilot school was equipped with STEAM education resources, and 240

teachers were trained to deliver the STEAM program in their schools.

Additionally, to expand the impact and sustainability of the pilot, STEAM Program Innovative
Spaces were established in 10 additional schools selected by MESY. These schools received extra
educational resources and furniture, enabling them to implement complex STEAM projects and
foster collaborative networks with neighboring general educational institutions. This expansion
extends the involvement in STEAM projects beyond the initial scope of the 12Q project. As of the
reporting period, 1,500 students, 53% of whom are girls, have regularly participated in STEAM
extracurricular activities. To further enhance the STEAM program, the 12Q project introduced the
national “Future Georgia” competition, a project-based learning initiative. The project will culminate
in regional and national STEAM conferences. Additional resources will be provided to the STEAM

pilot schools to support the implementation of the Future Georgia project.

As part of the Whole School Improvement initiative, the outlines for 13 training modules have been
developed, addressing key areas such as principal leadership, school self-evaluation and review,
school improvement, and Innovative Learning Environments (ILE). Each module is designed with self-
directed learning resources aimed at enhancing the understanding of school principals and other
stakeholders regarding critical educational issues, fostering meaningful discussions, and support
staff development activities. Furthermore, case studies from ongoing Whole School Improvement
pilot will be integrated into the training modules. During the Contract implementation, a gap in
bilingual education and the effective utilization of existing resources was identified. Consequently,
an additional module focused on equity and inclusion was incorporated to support principals in
schools with students whose home language is not Georgian. These modules are scheduled for
finalization and submission by March 2026.

B. Continuous Formative Assessment of Students: support capacity-building of school leaders to
adapt, develop, and implement school-based assessment practices.

The participant schools in the CFA Pilot have continued to implement the proposed CFA mechanisms.
Representatives from each pilot school, working in teams of three teachers, are encouraged to take
the role of facilitators, with the goal of establishing Communities of Practice (CoP) both among their
colleagues and with teachers in nearby network schools. Each school has compiled evidence of their
work, which has been presented in short video materials and presentations, and uploaded to the
Moodle online platform as resources for all participant teachers to use in advancing their roles as
trainers of trainers. During the reporting period, a follow-up session was conducted by International
Experts to offer support and guidance based on the TOT criteria outlined in the Moodle CFA module.
The initial pilot schools will be sharing their knowledge with pilot schools through regional workshops

planned in Spring 2025.

C. National Assessment Policy Implementation: design the mechanisms and instructions to
implement, pilot, roll out, and quality assure the new national assessment policy framework.
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Since November 2023, activities related to the output area C on National Assessment System
Development, have been temporarily paused due to pending policy decisions of MESY management.
Following the MESY management decision in June 2024, a contract amendment between the
International Consultantandthe Clientwasagreed uponandsigned. Itisimportantto mention, thatthe
revised task on National Assessment system developmentis based onthe MESY’srecentamendmentin
the Law of Georgia on General Education regarding the adjustments in general education levels.
The above-mentioned change extended the study duration of the basic education level from the
standard 9 years to 10 years. According to the revised scope, the assignment package will focus on
the development of diagnostic national assessment system, specifically the item bank for six subject
groups at the basic general education level: state language, mathematics, natural sciences, social
sciences, foreign languages, and aesthetic education. 12Q project will also provide the capacity-
building measures for NAEC. To support this, two additional international key experts (KE10, KE11)
specialized in Social Science and Aesthetic Education fields were hired to assist with capacity building
for NAEC item writers and subject-specific item writing.

In response to this task, National Assessment activities resumed during the reporting period.
Progress has included the agreement between MESY and NAEC on the proposed IRT methodology
and the Action Plan for the task, as well as the formation of test development committees across all
subjects. In October 2024, capacity-building workshops were held for 84 test development committee
members and general education curriculum experts. NAEC will hire a new pool of 165 item writers,
with the item writer competition currently ongoing. The direct contract was signed between 12Q
project and NAEC to support the launch of the National Assessment System development process,
particularly to recruit the key experts pool (item writers and test development committee members).

Training for the item writers is scheduled for April 2025.

Table N3. Training Achievements for the reporting period

ToT for WSI Pilot (14 schools) 48
ToT for STEAM pilot (120 schools) 240
ToT for CFA (10 schools) 42
ToT for NAEC Staff 84
Total 414

Other important interventions of the 12Q project for the general education system

To enhance the STEAM teachers’ professional development and support the implementation of the
STEAM Extracurricular Program pilot in Georgian schools, the collaboration with the Harvard
University program LabXchange has been initiated with the recommendation of the World Bank
team. LabXchange is a portal of learning resources for natural science. The program’s resources,
developed by Harvard University and other educational research centers (such as Khan Academy,
the Jackson Laboratory, etc.) are reliable, free, and can be tailored to the individual student needs.
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Following successful teachers’ trainings, with the support of Preschool and General Education
Development Department of the MESY, Georgian language was added to LabXchange?, which will

ease teachers’ navigation in the system.
Immediate Next Steps

The PMU will provide continuous support to the Consultant in contract implementation, work with
Contract Steering Group to elaborate their feedback on the progress report(s) to be submitted.
Following key actions are expected to be executed throughout the following reporting period

(January - June 2025).

Objective A: Whole School Improvement. The Consultant will further advance the TOT cohort’s
development to facilitate the implementation in support of the school network coaching model,
aimed at involving 50 pilot schools in the WSI pilot. 13 training modules will be finalized in Spring
2025. STEAM program full implementation will be ensured through continuous capacity building of
200 pilot schools and launch of Future Georgia Competition Project. This will be culminated with
the regional conference, where the 80 pilot schools from the first pilot phase will present STEAM
projects. Following discussions with EMIS on data mapping exercise, the revised Data Use Guidelines
will be finalized. In addition, the General Education Quality Assurance Framework (GEQAF) will be
developed with the active involvement of MESY, NCEQE and NAEC. Finally, WSI pilot report will be
developed.

Objective B: Continuous Formative Assessment of Students. CFA pilot will be expanded to
network schools. The initial 10 pilot schools will continue sharing the gained experience with the
adjacent schools. In spring 2025, the regional workshops will be organized for network schools.
The Moodle platform and CFA WhatsApp group will be used as a platform for sharing the experiences
among schools. As an important part, the CFA training module will be finalized incorporating the pilot

findings.

Objective C: National Assessment System Development. NAEC will hire the new pool of item writers for
six subject groups. According to the agreed Action Plan, the trainings of general and subject-based item
writer will be organized in Spring 2025 Consultant. The Fifth Biannual Progress Review Conference
will be organized in April 2024 to share the Contract progress and next envisaged steps to MESY
management and its relevant units, World Bank team, pilot schools and other stakeholders.

3 https://www.labxchange.org/library
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C. COMPONENT 3 — STRENGTHENING FINANCING OPTIONS AND PROMOTING
INTERNATIONALIZATION IN HIGHER EDUCATION

Sub-Component 3.1 - Developing new options for higher education financing, including

performance-based options to support the Government’s strategic objectives

With respect to Component 3, higher education financing reform remains a priority for the MESY.
The selected Consulting Company - Seatig Inc. performed works as stipulated in the Contract for
Consulting Services (Contract No.: GE-MESCS-212278-CS-QCBS-1) signed on November 7, 2022.

During the reporting period, the approval process of R4 was finalized and on November 26, 2024,
the corresponding delivery-acceptance act was signed. R4 includes a comprehensive description of
the new Merit-based Scholarship, Performance-based funding and Core Funding models, including
the activities carried out to calculate the cost of the academic program — data, methodology and

results.

During the period covered by the present report, the PMU initiated the renewal of the steering
group members (given the internal staff changes), and consequently the new composition of the
group was approved on October 31, 2024. The PMU prepared a short explanatory note in Georgian
on the core funding model described in R4 to encourage discussions in a steering group format
(together with MESY, NCEQE, and EMIS representatives). R4 received approval from the steering
group on November 11, 2024. The PMU played a key role in facilitating this process and ensuring
common understanding of the main ideas behind the proposed main pillars of higher education
funding:

a) Core Funding - helps HEls maintain stable operational cost, ensures the institutions’
sustainability and progression development, promotes internationalization, and prioritizes
and balances resources among programs of different government priority designations. The

model incorporates a Merit-Based Grant Funding system;

b) PBF - stimulates competition, fosters positive development towards delivering high quality

services, promotes internationalization, and vitalizes government priorities;

c) CIF - already a well-established mechanism under the 12Q project, that should remain in the
system, and funds from the state budget should be directed towards its operation.

While developing the new core funding model and related tuition-sharing methodology, it became

evident that engaging in academic program costing activities was particularly important. As a result:
e Program evaluation is differentiated and tailored to the specific needs of each program.

e The calculations consider the unique characteristics of programs, fields of study, and HE

levels.

e The coefficient-based calculation methodology is simple and flexible to accommodate

changes.
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e Program “base values” and corresponding coefficients can be adjusted to meet additional
needs.

e The proposed methodology is an effective and transparent tool for financing the HE system.

e The software automates the funding calculation process, reduces human error, and improves

transparency of processes and procedures.

e The use of a centralized database ensures the reliability and accessibility of data for all
stakeholders.

The Core Funding model diversifies costs based on various fields of study and educational levels.
The idea behind the proposed system is to transform tuition fees so that they qualify as core funding
for HEls. The current funding of universities in Georgia through vouchers shares many of the key
characteristics of “core” funding, including in particular the concept of “funding follows the student”.
However, it has limitations which disqualifies it for the term “core funding” as is generally understood
internationally. Specifically, the current model provides no general public funding for HEls. This is
highly unusual as it is common practice internationally for governments to provide some funding for
all student places. In most cases this funding does not cover the full cost of higher education and it is
common for students to pay an additional sum in the form of fees. The lack of a general funding base
for universities is a fundamental flaw in the funding model and confirms that the higher education

system in Georgia is chronically underfunded and has, in practice, no core funding.

Therefore, it is recommended to introduce a model of core funding to the universities, as understood
internationally, by providing funding based on the total number of students registered in a university
at a specific date each year. This funding should be provided to the universities as a block grant. This
means that while the amount of funding is determined by the number of students and the discipline
mix (differentiated program funding) the university can decide on its internal allocation. The objective
is to provide public funding according to the total number of registered students in public universities
rather than, as at present, provide funding only to a select group of top- performing/elite students
by way of vouchers/scholarships (and to some additional students though the program funding or
needs based funding). This reform conforms with the principle that “funding follows the student”. It
would have a significant and important impact on Georgian higher education and Georgian society
and would help to:

1. Improve the amount and the stability of resources available to universities enabling better

planning and overall quality improvement.
2. Improve social equity by providing support to all students enrolled in university programs.

The portion of tuition fees paid by the state will be paid directly to HEIs (core funding). The portion
of the tuition not covered by the government assistance will be paid by students directly to their
HEIls (student tuition fees). In turn, the assisted amount of tuition paid by the government has two
parts: Institution Part and Student Part. Thus, to calculate core funding amount there are two top
level Attribution Ratio Layers:
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1) Attribution Ratio Layer #1 Institution Part - Public Institution Insurance for all students. The
recommended amount of insurance funding is 15% for bachelor programs, 10% for master
programs, and 5% for Ph.D. programs. Once the state provides subsidies to all students up
to a designated percentage, the financial contribution required from a student is 85% of
the tuition fee for bachelor’s programs, 90% for master’s programs, and 95% for doctoral
programs (SPMA). SPMA is managed by Layer #2, which offers each student the chance to

obtain additional funding.
2) Attribution Ratio Layer #2 Student Part -there are 5 different sub-layers:

(2.1) Art Program Subsidy - Art programs typically have fewer students and require
expensive infrastructure. Thus, The Team recommends 10% of SPMA for art programs

in public HEls.

(2.2) National Priority Subsidy - The state could designate certain fields of study as national
priority fields and therefore should give more state funding to support the operation.
The Team recommends an initial 50% of SPMA for national priority programs in public
HEls.

(2.3) Regional Priority Subsidy - There could be different rationales for promoting a specific
study program in a specific region. The Team recommends an initial 30% of SPMA for

regional priority programs in public HEls.

(2.4) Merit-based Scholarship - The students based on their performance in the national
entry exam will get a scholarship from the state. The scholarship can be 100%, 70%, or
50% of SPMA. All students can take their scholarships to both public and private HEls.

(2.5) Need-based Scholarship — For socially vulnerable students (different categories to
be identified by the MESY for equal opportunities). The qualified students will get
100% of SPMA for the need-based scholarship. The students can take the need-based
scholarship to both public and private HEls.

R4 is quite complex, given that it consists of several models and considers the possibility of various
simulations (under PBF and cost calculations). Therefore, the PMU is continuing collaboration with MESY
to gain a comprehensive understanding of the model and to conduct several simulations. An extensive
review of the existing legal framework is completed, and the Consultant is now focused on drafting the
detailed regulations for the new model. It is essential to address several topics, such as the budgetary
allocation for all funding components, funding implementation strategy and transition plans, the
approach and methodology for determining state and regional priorities, and decide how to implement
a “Loss Cap” under the Core Funding model for sufficient stability and give the universities the necessary
time to adapt to changing patterns of student enrollment/mobility, etc.

Consequently, the upcoming R5 should cover the following aspects:

e Recommend funding policy and budgetary allocation for all funding components;
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e Propose funding implementation strategy and transition plans;

e Propose the necessary changes in all relevant legal and sub-legal acts governing the financing

of HE at the state level to ensure the implementation of new funding models.
¢ Identify necessary changes to the IT system design to consider new regulations.

The funding system administration software is unique and innovative, as it implements the entire
process of funding and related analytics of the new system. Implementation of a new financing system
without automation of processes is unrealistic. It should be noted, that the Consultant is progressing
well towards development of the new IT infrastructure. At this stage, work is underway to develop
the 2nd release of the Performance-based funding module. The identified shortcomings are related
to integrating data with the existing database. The current system has been identified as having
incomplete data. For instance, when a student transfers, their previous information is overwritten
by new details, resulting in the loss of records regarding their prior university. Consequently, the
continuity of information is disrupted. There are numerous backup files available, it is only possible
to manually analyze an individual student’s data by comparing Excel files extracted from the system
over different time periods. This is the most challenging aspect of data integration. This complexity is
not due to the amount of data, but rather the fundamental differences between the systems that are
being integrated. For this reason, we started discussions with the consulting company and agreed
that SYSTEM INTEGRATION is not an appropriate approach for the data currently managed by EMIS.
It is recommended, to use the approach of DATA MIGRATION instead. To do this, the Consultant will
create mechanisms for automatically extracting information from the EMIS database and processing
it itself. This approach will also save the EMIS’s human resources, as they will no longer have to work

for months to provide information.

Sub-Component 3.2 - Setting up Competitive Innovation Fund (CIF) for public and private

universities, in partnership with private sector

During the timeframe addressed in this report, the second monitoring and evaluation process for
individual projects financed through the first grant competition was conducted. The CIF AU carried
out the process in accordance with the CIF OM and monitored the second 6-month (7-12 months of
implementation the projects) progress of each 13 ongoing projects. Monitoring results were presented
to and approved by the CIF Awards Committee, as instructed in the OM. Approval of the 2nd reports
by the Awards Committee took place in September and in November 2024. In the second 6 months
of project’ implementation, four projects required contract amendments, which was caused by Force
Majeure circumstances, such as delayed procurement procedures and administrative changes in the
HEls. Amendments mostly affected the project timelines and implementation plans and did not
require additional resources. Therefore, project incentives remain unaltered. It is noteworthy that 2
projects out of 13 have already been completed. One of them has also submitted audit report, while
in case of the second project audit procedures of the actual expenditures is currently undergoing. As
CIF AU have the right to organize ad-hoc site visits to projects with monitoring aims, site visits were
conducted in the case of all projects awarded in the 1st grant competition.
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In July-December 2024 the first monitoring and evaluation process of individual projects funded
under the 2nd grant competition has also begun. 12 projects leaders have submitted their textual/
financial reports and 2 of them will submit them in January 2025. After finishing the initial check
and review stage of the reports the CIF AU concludes the reports to the Awards Committee for their
approval. In the first 6 months of project implementation one project required contract amendment
regarding the staff member replacement.

In December 2024 in frames of the WB Mid-Term Review Mission (December 16-20, 2024) two site
visits were conducted in the HEls awarded in the 2nd call — LEPL lakob Gogebashvili Telavi State
University and LTD European University (which is in consortium with LEPL Thilisi Technical University).
CIF AU will continue organizing ad-hoc site visits to projects of the both calls with an involvement of
the WB and the MESY officials.

Sub-Component 3.3 - Internationalization of Higher Education

Concerning the sub-component 3.3 — “Promotion of the Internationalization of Higher Education”,
during the reporting period, the implementation process went smoothly. In line with the Contract
for Consulting Services (Contract No.: GE-MESCS-212280-CS-QCBS) signed on March 2, 2023, the R5
was submitted by the Consultant and approved by the PMU on November 1st, 2024.

R5 covers the information concerning the 2nd International Excellence School held from July 5 to
7, in Batumi, hosted by Batumi State University and Batumi State Maritime Academy. The topic for
the school was - Intersectoral cooperation, technology transfer and innovation. The call for abstract
for IES2 was announced on April 8, 2024 and has attracted 37 applications. Based on quality of
submitted proposals, the scientific committee selected 30 participants. The selection can be broken
down as follows: Batumi applicants, all selected (18/18), regions’ applicants - 10 selected (10/16),

internationals - 2 selected (2/3).

Additionally, the final package of the new joint doctoral program with all syllabuses (10 modules)
in both languages (English and Geo) is also attached to the R5. In July-August 2024, the program
was finalized and approved by the Faculty and Academic Councils of the TSU. Thus, the program
has been approved by both HEIs (TSU and NKUA) according to their institutional processes, and a
detailed memorandum of understanding was finalized and signed by all parties (August 2024). The
signed memorandum of understanding between the HEls was submitted to the NCEQE (September
18, 2024) and approved accordingly. On October 16, 2024, the new joint doctoral program was
submitted for the accreditation of to the NCEQE. On December 17, 2024, NCEQE has implemented
an accreditation experts’ site visit at TSU to evaluate the program. The accreditation process is
proceeding in accordance with the established rules and will be completed by April 2025.

The preparatory work for the third International Excellence School on Intellectual Property Rights in
HE is almost complete. IES3 will be held 24-26 January 2025 in Kutaisi, hosted by Kutaisi International

University and Akaki Tsereteli State University.
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Immediate Next Steps:

Sub-Component 3.1 - Developing new options for higher education financing, including
performance-based options to support the Government’s strategic objectives

e Recommend funding policy and budgetary allocation for all funding components (by February
2025).

¢ Propose funding implementation strategy and transition plans (by February 2025).

* Propose the necessary changes in all relevant legal and sub-legal acts governing the financing
of HE at the state level to ensure the implementation of new funding models (by February
2025).

e Advance the development of a new IT infrastructure with 2nd release of the Performance-
based funding modules and with the following user portals: NCEQE Portal, NSF Portal, IEC
Portal — by April 2025.

Sub-Component 3.2 - Competitive Innovation Fund (CIF)

e Conduct mid-term evaluations of CIF projects (narrative and financial reports).
¢ Finalize the projects funded under the 1* call.

Sub-Component 3.3 - Internationalization of Higher Education

¢ Finalize the accreditation process of a new doctoral program by April 2025.
e Delivery of IES3 in January 2025.
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D. COMPONENT 4 — SYSTEM STRENGTHENING AND STAKEHOLDER COMMUNICATION

Sub-Component 4.1 - Supporting data-driven decision-making accessible to the entire education
System

The second half of 2024 marked significant achievements in two major projects under this sub-
component, both aimed at enhancing the education system’s data-driven decision-making

capabilities.

The “Learning Systems Solutions and Support (LMS) for General Education in Georgia” project
achieved several crucial milestones. Following successful contract negotiations, including significant
price reductions for post-pilot implementation costs ($4.20-$3.25 per student annually with a 5-year
commitment), a contract was signed with JV CoreFour Inc. (Leading Partner) from Canada and Orient
Logic (Member Partner) from Georgia on September 6, 2024. The implementation period was set
from September 16, 2024, through March 31, 2026.

The project has already completed its initial phase with the submission of the Inception Report on
September 30, 2024. This comprehensive report outlines the implementation framework, project
phases, and detailed timelines for the pilot scheduled to begin in September 2025 at 200 Georgian
public schools. Following review by MESY and EMIS, the Inception Report was revised and approved
in November 2024, marking the formal commencement of the project implementation phase.

The system implementation will demonstrate strong support for localized, flexible curriculum,
interactive teaching methodologies, and active learning pedagogy. The platform will ultimately
provide a national system for teachers, students, and parents to engage in blended learning, with

support for synchronous, asynchronous, and activity-based learning paths.

The “Upgrade of the eSchool General Education and Early Childhood Education software system
and the Enterprise Architecture, Data, and Domain Models for the EMIS education system” project
achieved notable progress. After a competitive evaluation process, Orient Logic was selected as the
successful bidder and respective contract was signed on September 26, 2024. The project will be
implemented for 36 months, including 24 months for implementation and 12 months for warranty
support.

Orient Logic submitted their Inception Report (R1), outlining the detailed work plan, Enterprise
Architecture framework and development platform strategy. The report demonstrated thorough
attention to system architecture analysis, risk assessment, and data migration planning,
incorporating international education standards (IMS Global, Ed-Fi, and CEDS). The EMIS team
provided comprehensive feedback on the report, particularly focusing on business process analysis
of general education modules and system modernization requirements. The collaboration between
Orient Logic and EMIS has been effective in defining technical requirements and ensuring alignment
with educational sector needs.

Following the report’s approval in December, Orient Logic received the 5% advance payment and
has begun work on Phase 2 of the project. This phase is critical as it involves transitioning from
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planning to implementation: the team is analyzing current business processes in detail, establishing
the development platform infrastructure, and beginning modular development based on validated
business requirements. Each module will be developed sequentially, following thorough business
process analysis and design, ensuring the new system meets both operational needs and technical

standards for modern educational software.

Key ongoing activities include business process optimization, development environment setup, and
preliminary work on core modules that will form the foundation of the new system. The approach
ensures each component is built systematically, with careful consideration of both business logic

and technical architecture, while maintaining compatibility with international education standards.

”

The “Consulting Services for Evaluation of Proposals to Upgrade eSchool Software Systems
contract, implemented by EdTech Ventures Ltd (Ireland), has been successfully completed. The
consultant provided invaluable expertise throughout multiple phases of the procurement, including
drafting and finalizing IT system requirements, clarifying tender processes, and conducting thorough
technical proposal evaluations in two stages. Their meticulous evaluation process contributed to
a transparent and successful selection process. The consultant also provided essential support in
reviewing and developing technical sections of the contract template with the procurement team,
ensuring all technical specifications and project requirements were accurately reflected in the final
agreement. The contract, which began in April 2023 and was extended through October 2024,
concluded successfully with the submission of the final technical evaluation report in September

2024, marking the successful completion of all five phases of their engagement.
Immediate Next Steps:

* For the upcoming activity - “Learning Systems Solutions and Support (LMS) for General
Education in Georgia” - coordinate technical integration specifications with EMIS, curriculum
standards implementation with MESY’s Preschool and General Education Development

Department, and prepare for the first face-to-face workshop planned for early 2025.

e For the upcoming assignment - “Upgrade of the eSchool General Education and Early
Childhood Education software system and the Enterprise Architecture, Data and Domain
Models for the EMIS education system” - oversee the development of Enterprise Architecture
and data models, monitor database migration from Oracle to PostgreSQL, and ensure
implementation of initial modules in collaboration with EMIS. Focus will be maintained on
security compliance and system scalability, with progress to be evaluated through scheduled
R2 and R3 reports in the first half of 2025.

Sub-Component 4.2 - Communication and Stakeholder Consultations for Education Reform

component considers the development of an effective communication strategy on the current
education reforms and proposed project activities, as well as an action plan to engage various

stakeholders and their representative groups.
The following tasks were undertaken/completed during the reporting period:
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a. Support of the MESY in the development of the new Education and Science Action Plan.
During the reporting period the MESY has requested the support from the PMU in recruiting
a short-term consultant to assist the Ministry in the development of the new three-year
Action Plan (2025-2027) by coordinating the working process of revision/refinement and
finalization of the existing initial draft of the action plan developed within the MESY. Based
on the prior consent of the WB, the tender was announced and upon successful completion
of procurement procedures, on November 6, 2024 a contract was signed with a selected
national consultant. The period up to the end of the 2024 was dedicated to implementation of
first two phases of the contract followed by a submission of respective reports. Based on the
prior review and consent of the Head of International Relations and Strategic Development
Department of the MESY, reports were accepted by the PMU. Considering the contract terms,
implementation of activities envisaged thereunder is expected to be completed by May 8,
2025.

b. Regular updates of the Project website and social media pages;

c. Project’s web page upgrade, including but not limited to website’s data check, addition of

new sections for comprehensive content and optimization of the search engine;

d. ThePMU closely collaborated with internal stakeholders, such as representatives of structural
units of MESY, national agencies, etc. To support implementation of Project activities. The
most effective and active work is underway in the frames of the steering groups established
for supporting implementation the ongoing multi-component contracts. The PMU also
closely coordinates with external stakeholders and will continue such collaboration in the
future. Below are listed the meetings conducted with external partners/donors throughout
the reporting period:

. Juy 2024 — a meeting with Harvard University LabXchange Program
Representatives - the meeting was organized to discuss the cooperation between MESY and
LabXchange Program. The management of the MESY Preschool and General Education
Development Department, PMU and Harvard University attended the meeting. Following

this meeting, Georgian navigation system was added to the system.

. October 2024 - Coordination meeting with USAID Education the Future Project.
International experts’ team of IBF Expertise S.A. conducted meeting with USAID project. The
meeting was aimed at sharing information between the projects to keep good coordination.

e. For the 12Q Project’s promotional purposes, provided the following media coverage:

= Topic: An Authorization Simulation Visit to Gori #1 Kindergarten
Speakerls: Giorgi Shatirishvili — Head of Kindergarten Management Agency of Gori
Municipality; Tamar Chkonia, ECE Component Lead, 12Q Project; Liza Ebralidze — NCEQE ECE
Department representative.
Channels: TV Monitoring, June 4, 2024
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= Topic: Relations with Donors, Intermediate Stage Results of the 12Q Project
Speaker: Tamar Sanikidze, Executive Director, 12Q Project
Channels: BMG, July 3, 2024

= TJopic: The Second International Excellence School
Speakers: Nodar Papukashvili — Former Deputy Minister of the Education, Science and
Youth of Georgia; Tamar Sanikidze - Executive Director, 12Q Project; Marina Giorgadze - BSU
International Relations Department Head; Tamta Nagervadze — School Student.

Channel: Ajara TV, July 5, 2024

Prof Tatiana Fumasoli - University College London (UCL); Merab Khalvashi — BSU Rector,
Students.
Channel: TV25, July 5, 2024

= Topic: International Excellence School, Internalization of Higher Education
Speaker: Tamar Sanikidze - Executive Director, 12Q Project
Channel: Zoom on Education — Ajara TV; July 11, 2024

Immediate Next Steps:

e Organize other workshops/events within the scope of the 12Q Project, as needed, including

but not limited to:

o Workshop for discussing revised ECE curriculum with participation of representatives
of the MESY, TPDC, NCEQE, curriculum experts and municipalities (April 2025);

o Workshop for supporting implementation of the revised ECE curriculum with
participation of representatives of the MESY, TPDC, NCEQE, curriculum experts and
municipalities (May 2025);

o Discussion of the revised CPD scheme of ECE educational staff with participation
of representatives of the MESY, TPDC, NCEQE, MRDI, curriculum experts and
municipalities (June 2025);

o GE Policy Workshop on the 12Q project support to general education quality
enhancement system development with participation of MESY, its relevant agencies,
WB and other donors (April 2025);

o Media Conference - Presentation of National Assessment System Development at
General Education Level: Goals and Action Plan (April 2025);

o Workshops for stakeholders on HE financing model (February, March 2025);

o Workshop for HEIs regarding HE financing model including PBF, Core Funding, and
Merit-based scholarship with participation of the MESY and its relevant agencies
(April 2025);
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o Workshop for internal stakeholders on eSchool-related issues, including but not
limited to detailed analysis of the existing EMIS and eSchool systems, discussion on
the Enterprise Architecture, discussion on the preSchool information management
system needs (March 2025).

Coordinate successful implementation of the contract — “Short-Term Consultant (National)
for Supporting the Ministry of Education, Science and Youth of Georgia in the Development
of the Education and Science Action Plan 2025-2027".

Oversee the organization and implementation of events/workshops to be executed by

consulting companies under various contracts of the Project.

Ensure the 12Q Project awareness raising using relevant tools.
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E. COMPONENT 5 - SUPPORTING PROJECT MANAGEMENT, MONITORING, AND EVALUATIONS
PROCUREMENTS

a.

Following progress was reached in evaluation of proposals:

1.

Procurement of Information Systems (Design, Supply, and Installation) “Upgrade of the
eSchool General Education and Early Childhood Education software system and the Enterprise
Architecture, Data and Domain Models for the EMIS education systems”: 2" Stage Technical
Proposals were evaluated and agreed with the WB. Financial Proposals were submitted
and evaluated. Combined Evaluation Report prepared and agreed with the MESY. Following
successful completion of the standstill period, the contract finalization discussions were
conducted with the Supplier and respective Minutes of Contract Negotiations prepared and
signed. Contract for eSchool was signed in September 2024.

Quality based Selection of Learning Systems Solutions and Support (LMS) for General Education
in Georgia: The contract negotiations were finalized. Following successful completion of the
standstill period, the contract was signed with successful consultant in September 2024.

Individual Expert for MESY Education and Science Action Plan 2025-2027: Procurement
was announced and submitted CVs evaluated. Contract was signed in November 2024 and

generated in STEP, contract monitoring module.

b. Procurement procedures were completed and the following contracts were signed:
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1.

10.

Upgrade of the eSchool General Education and Early Childhood Education software system
and the Enterprise Architecture, Data and Domain Models for the EMIS education systems;

Learning Systems Solutions and Support (LMS) for General Education in Georgia;

Short-Term Consultant (National) for Supporting the Ministry of Education, Science and Youth

of Georgia in the Development of the Education and Science Action Plan 2025-2027;
Purchase of Stationery for 150 Schools;

Purchase of Smart TV and related equipment for 150 Schools;

Purchase of Furniture for 69 Schools (Lot 1);

Purchase of Furniture for 81 Schools (Lot 2);

Procurement of the Innovative Resources for STEAM Extracurricular Programs (Lot 1 — 3D

Printer, Kits and Drone);

Procurement of the Innovative Resources for STEAM Extracurricular Programs ( Lot 2 —IT and
Conference Room Equipment);

Procurement of the Innovative Resources for STEAM Extracurricular Programs (Lot 3 — Set of

Tools);
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11.

12.

13.

14.

15.

Procurement of the Innovative Resources for STEAM Extracurricular Programs (Lot 1 —Codding
and Programming Kits);

Procurement of the Innovative Resources for STEAM Extracurricular Programs (Lot 2 - Model
Kits);

Procurement of the Innovative Resources for STEAM Extracurricular Programs (Green Energy
Kits);

Procurement of Furniture for STEAM extracurricular program working space for 10 schools
across Georgia;

Supporting NAEC in Launching the National Assessment System Development at Basic General

Education Level.
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SECTION I1I: PROJECT FINANCES

The financial and administrative support for the 12Q Project, as well as procurement management
under the Project, as defined by the Loan Agreement and the World Bank (IBRD) rules and procedures,
is performed by the PMU under MESY. The PMU maintains the Project financial management system in
line with the World Bank requirements and performs disbursement of the loan proceeds accordingly.

During the reporting period (01 July 2024 — 31 December2024), the total amount of expenditures under
the 12Q Project amounted to EUR 27200°820.00, which is 69% of the forecasted disbursements.
As of December 31, 2024, cumulative payments for the project implementation are equal to
EUR 20 million (excluding FEF 225’000.00 million), which is 67% of allocated IBRD funds (MESY
part — EUR 29°775’000).

Commitments and Disbursement Projections

(from the approved Procurement Plan)
(EUR)

Works,
Goods, Non-
Consulting
Services,
Consulting
Services,
Operating EUR EUR EUR EUR EUR EUR
Costs and
Training
except
1c,2a,5a for
the Project

29'775’000.0 26'681'779.00 19'996'725.00 30°001.00 6'655'052.00 143'665.00
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Improving the quality of ECEC programs

Comp. 1 1.1 EUR 766’306 EUR 1'540'882
across the country
Increasing equitable access to Pre-

Comp. 1| School education for successful transi- | 1.2 EUR 126081 EUR 126’081
tion to school
Improving infrastructure to support in-

Comp. 1| novative primary education, including 1.3 EUR 68’383 EUR 68’383
Pre-School

Comp.2 | Supporting the scaling up of the whole | , EUR 239’543 EUR 526'255
school improvement pilot
Supporting capacity-building of teachers

Comp.2 | and school leaders to adapt, develop, 2.3
and implement school-based curriculum

Comp.2 Assisting the development of a national 24
assessment framework

Comp.3 DeveIo'pme'nt of.new options for higher 31 EUR 402044 EUR 794'333
education financing
Establishment of a competitive innova-

Comp.3 | tion fund for public and private univer- 3.2 EUR 115’192 EUR 2'392’885
sities

Comp.3 | CIF Salary 3.5 EUR 38’988 EUR 77°092

Comp.a | Supporting data-driven decision-making |, ; EUR 142'064 EUR 157'802
accessible the entire education system

Comp.4 Communlcatlon a.nd stakeholder consul- 42 EUR 761 EUR 761
tations for education reform

Comp.5 | Short Term Consultant 5 EUR 7014 EUR 13’628

Comp.5 | Other Consulting Services 5

Comp.5 | PMU Salary 5 EUR 256’102 EUR 506’626

Comp.5 | Operating Costs 5 EUR 38’342 EUR 75’376

Total EUR 2°200'820 EUR 6'280'103

SECTION IV: ANNEXES TO THE REPORT

Annex | — Indicator Performance Tracking Table

Annex Il — Information on Procurement Activities
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