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Introduction and Categories of Educational Materials and Services

The World Bank finances projects in the education sector as part of its focus on developmental assistance in countries through investment in people and through strengthening the ability of governments to deliver quality services efficiently and transparently. These projects review the education sector, its organization, its development and financing of decentralization plans, its training, its infrastructure, and its provision of technical assistance to its national ministries of education. These projects also review the educational sector’s procurement of goods, its works, and its services, e.g., textbooks and other learning materials. Timely and cost-effective procurement significantly improves the project outcome. These traits can be achieved through careful packaging, the competent implementation of procurement procedures (i.e., those that comply with Bank regulations), and attention to areas that influence procurement in the Borrower country. To successfully implement the project, the team that designs and carries out the project must be adequately staffed and fully conversant with these procurement procedures.

Precisely defined, procurement can be presented as one step in the process of ensuring that good-quality, cost-effective textbooks and learning materials are available to support the educational service. Procurement follows from selection—the informed determination of the most suitable items for the education system—and it takes place before textbooks and learning materials are distributed to schools. Procurement also precedes their subsequent use in the classroom and at home. The national legislative and regulatory framework underlies the whole process.

World Bank project experience has shown that the objectives of procurement are met only when careful attention is paid to a broader range of activities: identifying specific requirements for textbooks and learning materials; attending to concerns over the manufacture of titles for the project; appropriately delivering and storing materials; stringently monitoring and ensuring quality products by inspecting and testing them; and ensuring transparent, fair, and cost-effective management of purchasing. Management and direct oversight of all these stages is central to the procurement process.

Unless task team leaders or Borrowers have experience in procuring textbooks, they should use technical assistance in both project design and implementation. This is particularly important when they intend to procure books developed specifically for the project and that are not available off the shelf. Such work requires expert advice in procuring publishing services and, where appropriate, in the manufacture and distribution of finished books. If a component calls for the manufacture of existing titles, it may be necessary to ask a specialist to draw up production specifications and distribution plans. In the absence of technical expertise, Borrowers are encouraged to obtain technical assistance to evaluate the bidders’ skills and resources during prequalification and postqualification of publishing services and book manufacture. 

Categories of educational materials and services. 

The following is a description of the categories of educational materials and services normally included in Bank-financed education projects. See also annex 1.

Box 1.1 Categories of Educational Materials and Services

	

	Off-the-Shelf

	In certain circumstances, a Borrower may purchase existing titles. These circumstances are: (i) for imported titles when the first language of the supplying country is the same as that used in the Borrower’s country or when appropriate titles for teaching a foreign language can be purchased from a country in which the target language is that country’s first language; (ii) for readers and other supplementary materials when the Borrower wants to procure a range of readers and other supplementary materials from those published either in its own country or in another country using the Borrower’s language of instruction; (iii) for library books when the Borrower wants to buy specific titles for tertiary and secondary libraries from publishers in its own country and abroad.

	Manuscript
	When the Borrower contracts out the writing, testing, and revision of textbook content. This may include preparation of totally new material or adaptation of existing material.

	Manuscript, Publishing, and Manufacturing
	When the Borrower contracts out the preparation of manuscripts and publishing services including adaptation and manufacturing.

	Manuscript and Publishing
	When the Borrower contracts out the development of the manuscript as well as the publishing, but undertakes manufacturing.

	Publishing and Manufacturing Services
	When the Borrower prepares its own manuscript, but does not have the necessary skills to complete either the publishing process (to page film, camera-ready copy or electronic media) or the manufacturing, it can contract with specialists for this work.

	Publishing
	When the Borrower contracts out publishing services—including authorship, editorial, illustration, typesetting, design and page layout, origination and preparation of final page film, camera-ready copy, or electronic media. 

	Manufacturing 
	When a Borrower has developed its own manuscript and has prepared page film, camera-ready copy, or electronic media of the complete material (or has contracted with others for this work), it would contract for the manufacture of finished titles, which includes printing, binding, and packing—including the provision of the necessary materials (e.g., paper, board, and binding materials)—to carry out these tasks.

	Supply of Production Inputs and Services
	When a Borrower requires production services other than complete manufacture of finished books from page film, camera-ready copy, or electronic media, it can contract for the supply of those inputs and services. This is most likely to be relevant for the purchase of paper or for contracting of distribution services. 




Project Design Considerations

	A key responsibility of the Bank’s Task Team Leader for an Education Project that contains a textbooks component is to agree with the government on a proposed “Transition Plan for Learning Materials Provision.”  That transition plan should spell out the government’s proposed steps to move its polices and practices from the stage where almost all activities are carried out by the government and there is no textbook choice through the stage where all activities are carried out by the private sector and there is unlimited textbook choice, as outlined in the Bank Operational Policy Note on Textbooks and Reading Materials.
  That transition plan is to be agreed between government and the Bank no later than at the time of loan or credit negotiations. The project procurement plan, as it relates to textbooks/learning materials, must be compatible and in accordance with the terms and objectives of the transition plan.  Specifically, the transition plan, as agreed between the Bank and government, provides the basis for the use of exceptional procurement procedures for certain elements of the procurement plan, in particular, with regard to eligibility of teachers and other employees of the Ministry of Education (MOE) and eligibility of state-owned enterprises.


Textbook components can rarely be free-standing in education projects. They need to be coordinated with key elements of the education system such as curriculum, teacher training, and examination. Issues related to government employees (e.g., the eligibility of teachers) and state-owned enterprises to participate in Bank-financed contracts, the possibility of textbook choice and the state of the publishing industry must be closely examined.  Feedback obtained should help to identify a workable project design.

2.1
Curriculum
A new generation of textbooks is frequently called for when curriculum is revised or renewed. The extent of the changes to curriculum may not in fact necessitate the wholesale replacement of textbooks and may affect only certain subjects. New curriculum may be introduced gradually over a number of years. This may take the form of a single grade being introduced each year, or two or more grades or possibly all grades.  Close coordination between a curriculum development department and the authorities responsible for calling for new textbooks is essential. Publishers and authors should also be consulted. Ideally, the cycle for curriculum revision should be linked to average book life. A five-year cycle is suggested. In many countries, books that follow old curriculum will continue to be used until they wear out—possibly some years after the introduction of new curriculum.

2.2
Teacher Training 

For a new generation of textbooks that match new curriculum to be really effective, teachers must receive in-service training in the books’ use. This has implications for the publishing and production timetable since this training should take place before the start of the school year in which the new curriculum is to take effect. Copies of new titles should be available before the training takes place.

Education projects often set out to bring about change in the classroom. This goal may mean moving away from rote learning and introducing outcomes-oriented teaching methods. Teachers should be able to familiarize themselves simultaneously both with new teaching methods and with the new textbooks designed to support these methods. 

2.3
Examinations
New examinations and changes to existing ones will need to be reflected in new textbooks or revised versions of existing ones. Close collaboration between examination and assessment departments and the authorities responsible for calling for new textbooks is essential. As with curriculum, authors and publishers should also be consulted before irrevocable decisions are made.

2.4
Eligibility 

Above all, it is essential to ensure that pedagogical objectives are accomplished. 

Under existing World Bank policy, Consultant Guidelines para. 1.10 (b), government employees are not entitled to receive payment from project funds. Therefore, teachers and other employees of the ministry of education (e.g., school inspectors and teacher trainers) are technically precluded from writing and/or illustrating textbooks that the state publishing house or its equivalent will publish. 

In response to this particular situation, as an exception to the above rule, in countries where there is a dearth of a qualified pool of writers and illustrators in the private sector, education professionals with appropriate subject matter expertise, even if they are government employees (with the exception of those who are involved in the textbook evaluation and approval process) should be permitted, under Bank-financed procurement, to compete and to write and illustrate textbooks.  The same individual (government employee) can participate in more than one proposal or bid.  These include situations where individuals can participate on their own or as part of bids submitted by firms.

In those countries where new curricula are being finalized or expected to be finalized, a gestation period is likely to ensue between finalization of the curricula and the availability of the new books for use (i.e., the interim period).  During this interim period it may be necessary to reprint existing textbooks until the new books are available. An exception could be sought for the interim period when the government owns the copyright and only a State-Owned Enterprise publishes, manufactures, and distributes textbooks and reading materials.  In such cases one of two options can be chosen: (a) Either sole sourcing the services of the State-Owned Enterprise for the interim period; or (b) financing the incremental recurrent expenditure of the government agency (i.e., the State-Owned Enterprise) during the interim period on a declining basis.  In those cases when curricular changes are being made incrementally, either one of these two options should again be available such that the State-Owned Enterprise or the government agency (which has the copyright, book publishing, manufacturing, and distributing rights) is contracted to produce reprints of books suitable for existing/old curricula.  

The exception could also cover the publishing, manufacturing, and distribution of minority language books and/or translations, the production of relatively small quantities of which private sector publishers/printers (presuming they exist) would not be interested in pursuing since the cost of producing them would be prohibitive.

Any such exceptions sought should be clearly articulated in the Project Appraisal Document (PAD).  If an exception needs to be made during project implementation, the request of such exception should be sent to the Operational Procurement Review Committee (OPRC) for approval. 

In cases where implementing agencies need to hire professional expertise to deliver services on a contractual basis that are not readily available within the implementing agency, instead of increasing the capacity of the State-Owned Enterprise or government agency, the use of “Services Delivery Contractors” as specified in paragraph 3.19 of the Consultant Guidelines may be justified.  Examples include the hiring of translators, modification of a book to make it gender neutral or sensitive, introduction of a chapter on HIV/AIDS in a science book, etc.

2.5
Choice

The Bank’s Operational Policy Note on Textbooks and Reading Materials (see footnote 1) recommends that there should be a choice of books at the classroom or school level. It may take several steps and considerable time before this situation can be achieved. The process starts from a point at which there is no choice, but simply a single title written and published by the government for each subject at each grade level.  It ends where there is unlimited choice and school officials choose the books they want to use from bookstores or publishers.  In between, there is the single-book option and the multiple-book option.

(a) Single title in each subject at each grade level written and published by the government. The government develops the manuscript and therefore does not need to procure it.  The required quantities of each title will be known when bidding documents are drawn up.

(b) Single-book option (SBO). 

Under SBO, a competitive selection process takes place to select a single title for each subject at each grade level.  It is appropriate for the procurement of a limited number of copies of a given title that can typically be supplied by a single supplier. The SBO is also appropriate where publishing resources are limited and unable to handle the extra volume of work required to select several titles. Manuscript, publishing, and manufacturing are contracted out.  Choice is made at the national level.  The required quantities of each title should be known when bidding documents are drawn up.

(c) Multiple-book option (MBO). 

Under MBO, a competitive selection process takes place to select several titles (normally the top three with the highest scores of combined points) for each subject at each grade level.  This initial choice among sample copies of fully developed titles is made at the national level (i.e., ministry of education).  After examining these sample copies of each title, districts, schools, or class teachers make their final selection. The number of copies that will have to be produced in the long print run will not be known until choices have been made at the district, school, or classroom level and collated at the national level. Because it allows choices, MBO is preferred over SBO when the number of copies required justifies it and publishing resources are available.  Care should be taken to properly account for the extra time required to run an MBO.

(d) Unlimited choice. 

Under unlimited choice, head teachers, department heads, subject teachers, and individual classroom teachers choose the books they wish to use from a wide range of titles available from bookstores or directly from publishers. 

This normally requires schools to be budget holders. Each school uses funds that are provided to it specifically for book purchase or allocates a portion of its total budget to book purchase. It also requires a flourishing retail book trade operating nationwide that can offer a wide range of titles from national and, where appropriate, international publishers. 

Depending on the country, titles may or may not need to have government approval before they can be used in schools. If there is an approval process, the range of titles is established at the national level; otherwise, choice is made at the school or classroom level.  

2.6
Assessments

Country Level

The country environment for the procurement of textbooks and materials is changing.  It is important that project staff take note of this. The government has traditionally manufactured and distributed textbooks either solely or by subcontracting some elements of the process to the private sector. This often led to an inefficient system that delivered poor-quality materials and offered no opportunity for choice, yet costs were relatively high. Currently, in many of the Borrower countries, the public sector is taking a less important role in textbook provision while the private sector is taking on a more significant role, and a choice of titles is increasingly available.  An assessment of the private sector capacity should be conducted during project preparation at or before the preappraisal stage, and the information should be documented clearly in the PAD. Below is a description of the developmental stages of this transitional process that matches the three scenarios (A, B, and C) presented in the Publishing Matrix (annex 1).

A.
The government commissions titles. Government employees write titles for the government. The government provides publishing services. Government printers print books, and the government educational service generally distributes them. There is no choice of titles.
B.
The government commissions titles. Authors (including government employees) who are commissioned by both public and private sector publishers, write manuscripts. Both public and private sector publishers provide publishing services, public and private sector printers print books, and public and private sector distributors distribute them. There may be a limited choice of titles.
C.
Private sector publishers commission titles. Authors (including government employees), who are commissioned by private sector publishers, write manuscripts. Private sector publishers provide publishing services. Private sector printers print books, and private sector distributors distribute them. There is a wide choice of titles, which compete for market share.
There are many variations on these three models, with various potential roles for government, private firms, and donors. In some cases a “mixed” supply chain may exist (or should be considered) in which different models can be used at different levels of the supply chain or for specific types of educational materials.

It is advisable, prior to determining the procurement model for a project supported by the Bank, that the local publishing and book manufacturing industries be analyzed. Project identification and preparation teams should consider carefully the various options, including potential alternatives for managing each aspect of the procurement cycle. The previous section illustrates this in the context of the broader sectoral assessment. The assessment of procurement options should be structured to gain the information that is needed. The team that carries out the assessment and options analysis should include at least one expert in textbook procurement. Many assessment issues are also covered in the Bank’s instructions for assessing the capacity of the procurement agency. 

Procurement Capacity of Implementing Agency

The capacity of the party(ies) designated to carry out procurement must be examined for each project so that appropriate support including training and technical assistance can be programmed into the project. The Bank has issued instructions regarding this in its Assessment of Agency Capacity to Implement Project Procurement. This document guides the evaluation of the implementing agency’s capacity and its ability to procure. It also guides the evaluation of related systems for administering procurement, in particular Bank-financed procurement. The capacity assessment reviews the following areas: legal aspects; procurement-cycle management, organization, and functions; support and control systems; record keeping; staffing; the general procurement environment, and private sector assessment. Such an assessment can identify weaknesses in the systems and needed procedures for procurement, which can be addressed through institutional, capacity-building, project-financed activities.
 

The evaluation also includes an assessment of administrative, political, and financial risks to the procurement process. This produces a risk grading for the procurement-implementing agency. It identifies areas for action to improve the long-term capacity of the institution before and during project implementation. It also sets the intensity and nature of Bank supervision of the procurement. The intention is that prior review thresholds for the procurement of educational materials be determined from the risk assessment.

Box 2.1 Possible Components of a National Book Policy

	The components of a national book policy depend on the country situation and may include the following areas:
· Opening book development, manufacture, and distribution to the private sector where it has previously been carried out entirely by the government.
· Privatizing government monopoly publishers, printers, and distributors.
· The phased introduction of book choice in place of an existing single-book option.
· Establishing a Textbook Approvals Board to undertake the transparent evaluation of titles submitted in textbook competitions and the overall approval of all educational materials for use in schools.
· Ensuring that the curriculum renewal cycle is prepared in conjunction with a program for the development and production of new, high-quality textbooks and takes into account intended book life, teacher training implications, and the national examinations system.
· Ensuring that all students have access to a sufficient range of good-quality, affordable educational materials and that they are provided free or at subsidized prices to those who cannot afford them.
· Where educational materials are subsidized, ensuring that appropriate funds are made available annually and that information on the sums involved and the way in which they are allocated are in the public domain.
· Ensuring that appropriate good-quality, affordable educational materials are available for speakers of other languages and other minorities.
· Setting up a National Book Council.
· Encouraging the establishment of publishers’ associations.
· Encouraging local publishing and local materials production, and setting up appropriate training institutions to provide skilled operatives.

· Encouraging the establishment of bookstores and a national book distribution network.
· Encouraging and funding the setting up of libraries and the habit of reading generally.
· Removing or reducing import taxes and internal taxes on books, raw materials, and book production machinery, particularly that of paper.
· Ratifying existing international copyright legislation and ensuring that all parties adhere to it.


Other Factors That Shape Good Textbook Procurement

3.1
Local Production

It is important to recognize that the procurement of textbooks and other educational materials may involve both publishing and manufacture (as defined in chapter 1, box 1.1), together or separately. In many developing countries, the local publishing and manufacturing capacity for textbooks and educational materials is either nonexistent or very limited. As a result, most procurement is from foreign sources. Procurement opportunities cannot be reserved only for local publishers and printers. Moreover, if they participate in international competitive bidding (ICB) or national competitive bidding (NCB) procurement, they must be held to the same quality and other standards as foreign bidders. At the request of the Borrower, under the conditions of the Loan Agreement, and under conditions in the bidding documents, a margin of preference may be provided in the bid evaluation for textbooks and educational materials manufactured in the country of the Borrower.  If publishing services are hired as consulting services, hence, separate from manufacturing, the domestic preference will not apply.  In those cases, however, in which publishing and manufacturing are procured together as one activity, the domestic preference will be granted to the goods manufactured in the country of the Borrower, when comparing bids offering such goods with those offering goods manufactured abroad. Accordingly, the CIF/CIP price of the bid offered from abroad should be increased by the applicable customs tariff for a nonexempt importer (using the lowest tariff if there is more than one) or 15 percent of the CIF/CIP price, whichever is less, thus affording preference to the domestic component.  No preference shall be applied for any associated services or works included in the bid 
To assist Borrowers in building a strong local publishing capacity and in lessening their dependency on foreign sources, the following options may be considered: (i) using the Standard Request for Proposals for Consultant Services to procure publishing services, an intellectual output (if publishing and manufacturing services are procured separately); (ii) using NCB in place of ICB when the results of a call for expressions of interest reveal lack of interest from international bidders (e.g., because a non-international language is needed for the textbooks), with due regard to the paragraph on Guidelines for Selecting Procurement Method for Each Product Group under  4.5 below.

3.2
Centralized versus Decentralized Procurement

A major issue affecting the overall success of a project, and one that must be resolved early in the project cycle, is who will be responsible for project procurement in the Borrower’s country. School districts may argue for a decentralized approach, which gives them greater control over the process. However, in many situations, the government may have an established, centralized purchasing unit. In such cases, if the government established unit is functioning well, then its procurement approach, either centralized or decentralized, should be taken into consideration when making this decision. The Assessment of Agency Procurement Capacity should play a key role in addressing this issue because it can identify the risks associated with either approach.

The Bank wants the procured educational materials to promptly reach the population that needs them. This can be achieved only when a competent implementing agency is chosen that is equipped with all the skills for carrying out and monitoring all phases of procurement, manufacturing, inspection, warehousing, distribution, and contract administration. 

Centralized Procurement

Advantages

Centralized procurement offers some potential advantages because it lowers the cost of the goods and optimizes scarce, technically skilled procure​ment personnel. Cen​tralized procurement would also be appropri​ate in countries where funds are centrally man​aged and where the Ministry of Education undertakes purchasing of a limited selection of titles.  For example, where book choice with the multiple-book option is available, districts or individual schools are entitled to choose which titles they wish to use.  However, bulk procure-ment of the appropriate number of copies of each title that will suit the de​mands of all districts or schools may continue to be carried out centrally.  Total administrative costs are lower for procurement when a central unit manages it competitively than when a number of regional (or lower) administrative bodies manage the procurement process. The central level of gov​ernment usually has the expertise to prepare and evaluate competitive procurements, especially international ones. Central procurement minimizes financial and accounting management require​ments.

Issues
To ensure the correct number of educational materials are procured, the central purchasing agency must interact with service providers throughout the system. It must concurrently prepare the bidding document and Technical Specifications. One potential disadvantage of centralized procurement is the difficulty in making the product available to the consumer in a timely and efficient manner. This is a particular concern if the purchasing agency’s control over the distribution chain is weak and if coordination between this agency and the lowest link in the system is poor.  This can result in a high rate of wastage.

Decentralized Procurement

Advantages

Lower levels of government should have a better understanding of the actual requirements because they are closer to the service delivery point. Some aspects of procurement can be decentralized when estimating quantity supply contracts is feasible and preferable, and there is a choice of titles. (The procurement agency bases estimated quantity contracts on estimated order volumes; orders are then placed throughout the contract period based on actual need.) Decentralized procurement also offers an opportunity for institution building outside the central geographical areas of the organization as staff at lower administrative levels develop expertise.

Issues

Staff at lower levels may possess less expertise than their counterparts at the central level. Staff may not be available to manage and monitor physical and financial procurement activities. In such situations, the scope of assessment is increased and the capacity-building burden is also increased as the Bank must shoulder more of the burden of assessing the capability of decentralized units that will carry out the procurement. 

Selective Decentralization of Procurement Responsibilities

A range of decentralized options exists through devolution of responsibility from the center to more peripheral sites and by divesting responsibility to an organization outside of the government. Options fall short, however, of allowing district or community schools to manage all aspects of procurement. Some components of procurement may be assigned to lower administrative levels while others remain the prerogative of the central level. For example, bidding might be managed centrally, while district offices or schools might order educational materials from the suppliers selected through a centrally managed bid process. Distribution might be contracted out to an autonomous agency or a prime vendor. The contract must follow a centrally managed process that sets the price.

3.3
Prequalification versus Post-qualification   

Both prequalification and postqualification, if properly managed, can help to eliminate substandard suppliers. Prequalification evaluates supplier’s capacity before bids are solicited for specific products (annex 2). Publishers must be short-listed on the basis of documented staff skills, the number of years they have been in business, similar titles previously developed, product quality, previous procurement history, and customer references. Printers must prequalify based on staff skills, the specifications and age of their production equipment, the quality of similar titles previously manufactured, their procurement history, and customer references. Substantial time and effort may be required to establish an initial list of pre-qualified suppliers. Prequalification, however, expedites bid evaluation and contract awards because the lowest evaluated bidder is a priori qualified. There is concern that suitably reliable suppliers may be excluded from the list if the prequalification process is administered unfairly. This concern can be eliminated if the prequalification criteria are clearly specified and if the procedures are fully and consistently applied to all candidate suppliers.

Procurement offices that use ICB with prequalification should periodically assess the market to seek out potential new suppliers. In this way they can maintain competitive pressure on established suppliers. Once prequalified status is achieved, the supplier remains prequalified for two years, unless there is a reason to review the situation, e.g., noncompliance with awarded contracts. The list of prequalified suppliers should be reviewed every two years. Suppliers who did not prequalify at the outset of the project are allowed to reapply for prequalification at a later stage in the project.

The Bank supports prequalification for the pro​curement of publishing services and for book manufacture. Prequalification contributes signifi​cantly to the purchase of high-quality products while it also maintains the de​sired competitive nature of the pro​curement process. Should the pro​curement capacity of the imple​menting agency be inadequate to satisfactorily undertake the prequali​fication of suppliers, the Borrower may contract for technical assistance while the agency develops its own capacity. Such assistance could be financed by a grant, but must also include meas​ures to strengthen the Borrower’s capacity to undertake prequalification for future projects. Prequalification of suppliers must be relevant to the scope and size of the contracts to be financed during the first few years of the project.  

Where the language of instruction in a borrowing country is not an international language (e.g., English, French, or Spanish), responses to the advertisement for prequalification will help to determine whether the international community is interested in participating in an ICB for publishing services. The results of this exercise will shed light on the most appropriate method of procurement. 

In postqualification, the supplier qualification exercise is carried out after bids are submitted in response to an open bid process. Postqualification commences when a supplier submits the lowest evaluated bid. The criteria are similar to that for prequalification, in which the assessed supplier(s) is evaluated on its previous performance and product quality. Postqualification may result in delays when the purchaser has to seek suppliers track record from outside the purchasing country.  This is particularly the case when the local procurement agency is limited in its capacity to communicate with potential international references. The bid validity period should allow adequate time for postqualification. Providing clear, internationally accepted standards and requirements at the outset makes the process easier.

Qualification Criteria of Bidders

Publishing Services

Annex 2 maps out the criteria that a potential bidder should be able to provide to be considered suitable to undertake publishing services. This list should be adapted to fit the specific needs of a project. The purchaser may consider the years of experience of the potential bidder’s skilled staff and the relevance of their experience to be more important than the years that the potential bidder’s company has been in operation. Also certain areas of skill, e.g., distribution and promotion, may not be required. 

Manufacture 

It is assumed that the final output from the publishing supplier will be complete page film, camera-ready copy, or electronic media for a title that contains the approved text and illustrations. Any requirements for prepress such as typesetting, origination of illustrations, and page makeup should be included in contracts for publishing services. Therefore, manufacture is most likely to entail the preparation of film (if required), platemaking, the supply of paper and cover board, printing, binding, packing, and delivery. The supplier of manufacturing services may also be required to provide warehousing and distribution services. Alternatively, the purchaser may contract for these services from other specialist suppliers. 

3.4
Single- versus Two-Stage Bidding

When bidders are required to bid for the development and manufacture of textbooks, whether they use a manuscript provided by the ministry of education or one they have commissioned, bidding can be single-stage or two-stage. In single-stage bidding, the bidding documents incorporate Technical Specifications and the criteria that will be used to evaluate the quality of bids received. The specific weights for quality and price are also given. Bidders must present their technical proposals and prices simultaneously. Bids are first evaluated for quality; only those that reach or surpass a stated threshold of points (for example, 65 percent to 75 percent of total points given to quality) are evaluated for price. Both technical and financial scores are then combined, and the weightings (e.g., a range of 65 percent to 85 percent for price and 35 percent to 15 percent for quality) are taken into account. A bidder or bidders (in the case of multiple-book option, as per paragraph 2.5, Choice) with the highest number of points that complies with the postqualification criteria should be awarded the contract or contracts. 

The standard Bidding Document will contain sample criteria for evaluation along with suggested scoring points or weightings for each.

Under a two-stage bidding procedure, unpriced technical proposals are invited on the basis of a conceptual design or on performance specifications. These proposals are subject to technical and commercial clarifications and adjustments. In the second stage, they are also followed by amended bidding documents, the submission of final technical proposals, and priced bids. The contract will then be awarded to the lowest evaluated bidder.
 

3.5
Copyright Issues

Marketing authorization and copyright issues form one of the most difficult areas in the procurement of textbooks. If the ownership is badly specified, considerable confusion and legal risk can result. Copyright is a absolute right that is “owned” like other assets. Copyright can thus be sold or licensed as the “right to publish” in certain defined circumstances. Copyright starts with the original author who then assigns the copyright or licenses publishing rights to a publisher in return for payment. The publisher then uses the work himself or sublicenses it on to another publisher and so on. This “right to publish” as an “owned” asset or as an asset under license is the very essence of a publisher’s business, secured by its contracts with either the owner or the licensee.

Some specific issues that may need to be considered in the design of a textbook project are the following:

If a manuscript is written by a government employee in the course of his or her normal employment, does the copyright lie with the government rather than the employee, and is this clearly understood by both parties?

If a publisher is contracted to edit, design, and publish a manuscript by a government agency that owns the copyright of that manuscript, what arrangements are made for the agency to license the publishing rights to the publisher? Is this done on the basis of a lump-sum payment or a per-copy royalty? For what period is the license valid? What rights, if any, does the license give the publisher to market the book in countries other than that of the purchaser and to sell the book through the retail book trade in the purchaser’s own country even if contracted to supply copies for free or subsidized distribution by the purchaser?

If a publisher wins a contract to develop and publish a title within a textbook project, does the purchaser acquire the copyright to that title for the full term of the copyright or for a stipulated period, after which it reverts to the author or the publisher, or does the author or publisher retain ownership of the copyright and license its use to the purchaser for a stipulated period? It is particularly important that a purchaser’s position be clearly established, so that when it requires a reprint of the title it does not find itself held hostage by the publisher. It is also important that the publisher’s rights to market the title in the country of the purchaser and elsewhere and the terms under which it can do this are clearly agreed. 

The General Conditions of Contract (GCC) section of the SBD includes provisions addressing the subjects of copyright, ownership, and subsidiary rights that may not be applicable to all types of contracts. If they are not needed, they should be deleted by so indicating in the Special Conditions of Contract.

As a matter of course, if a Borrower Agency holds the copyright, the Bank should not finance the cost of transferring or selling the license to any other Borrower Agency that may be involved in conducting procurement.

Once a country has transitioned to unlimited choice, detailed issues of copyright will be the sole responsibility of authors and publishers unless the government has retained copyright in certain titles developed through its own resources that it wishes to be kept in print.  It is essential that the government as purchaser be protected from any liability as a result of suppliers’ violation of existing copyright legislation.  Given the complexity of the subject and its importance to this kind of procurement, a detailed discussion is included in annex 3.
3.6
Importation Issues

Smooth and rapid importation of raw materials
 (e.g., paper, ink, and binding materials) and of the finished products is important because they are then quickly made available to the manufacturers or to the distribution system and, hence, to the users. Rapid transit also minimizes the opportunity for goods to be damaged or mislaid at ports of entry. Unsuitable storage conditions may harm both raw materials and finished books. Delays in importation will impede the availability of books at the start of the school year. 

The requirements for and the steps in the importation process should be catalogued before procurement activities start. This will foster the efficient transfer of goods from the port of arrival to the manufacturers’ plants or distributors’ warehouses. This review should ideally be done in tandem with the agency procurement capacity assessment and should be viewed as an integral part. The review should also identify weaknesses, bottlenecks, or inconsistencies where amendments or improvements to policy, infrastructure, or systems can be beneficial. The project design must incorporate short-term measures needed to bring the quality of the system up to minimum acceptable levels. The following points suggest areas that require attention:
 

· Can items on the project procurement list be legally imported?

· Procedures and time lines for obtaining an import license.

· Import duties. 

· Time line for payment process.

· Import duty exemptions.

· Necessary documentation for importation clearance.

· Rate and initiation of demurrage charges.

· In-house clearing or employment of a clearing agent?

· Is the customs storage capacity adequate, secure, and suitable for safeguarding product quality?

3.7
Language Issues

In the classrooms of many Borrower countries, in addition to the primary language of instruction, a number of minority languages are used. These languages may require additional textbooks and educational materials. Often, the numbers of students and therefore the numbers of copies of titles required are small. Thus, the unit cost of specially developed materials is very high. The Borrower may choose one of the following options as an alternative to a costly, single-procurement exercise for minority language titles:

· Acquire off-the-shelf books from a neighboring country that uses the same minority language, following an evaluation of vocabulary and content.
· Combine minority language and majority language titles in the bidding packages so that bidders are obliged to bid and develop both.
· Scale down the technical requirements (e.g., reduce paper weight and quality, use fewer color illustrations, and/or simplify the binding specifications) and decrease the number of minority language titles from which one can choose. 

Procurement Planning and Methods

4.1.
Selection of Goods and Services to Finance

The first step in procurement planning is to select the specific educational materials to be financed under the project. This selection should be based on a thorough analysis of Borrower needs. This paragraph provides guidance about items typically financed by the Bank, and it suggests an appropriate procurement method.

Bulk Purchase of Books and Educational Materials without Alteration (Off-the-Shelf)

Imported Titles 

If a borrowing country has no resources of its own to develop textbooks and if it uses the instructional language of the country that supplies the textbooks, the borrowing country may import titles. When the number of students in many grades is small and the cost of developing tailor-made books is prohibitive, this is often an economic solution. In such a case, the Borrower should use international or national shopping procedures. The Borrower would be responsible for drawing up a list of suitable potential suppliers. If the Borrower proposes to use a single title for each subject at each grade level, it can then provide reasonably accurate quantities at the time quotations are required.  Potential suppliers will then submit a single price for each title, knowing that the final number of copies required may vary by no more than a certain percentage point. The suggested maximum is 15 percent. If the Borrower plans to purchase more than one title for each subject at each grade level, bidders will be required to submit prices for different quantities. Alternatively, potential suppliers may submit a price that is broken into fixed and variable elements and that can then be used to calculate the per-copy prices for quantities within a given overall range.
Readers and Other Supplementary Materials  

The Borrower may wish to procure a range of readers and other supplementary materials for school or classroom libraries.

The Borrower will publish a specific notice requesting potential suppliers (publishers) to submit samples of titles with their catalog prices that meet Borrower requirements.

An evaluation committee set up by the Borrower will make a selection and prepare a list of all appropriate titles.  The Borrower may then select titles from this list for each library, in which case, quantities required for each title will be known prior to their purchase. Alternatively, the Borrower may allow the district, or preferably the schools, to select titles from the final list, in which case quantities may vary and, therefore, cannot be predicted in advance of their purchase.

Comprehensive information on catalog prices of the titles, titles, quantities and delivery points will form part of the bidding documents.  An ICB will normally be run to select suitable consolidators to supply the textbooks.  The evaluation criteria for the selection of a consolidator will take into account, primarily, price (any discount over the catalog price), adherence of the proposed title to the original title requested, and the delivery schedule.
Library Books

The Borrower may want to buy specific titles for libraries in tertiary and secondary schools. Accordingly, Borrowers (with the assistance of librarians) should prepare a preliminary list of international library suppliers and contact them to (i) confirm the proportion of titles they can supply and (ii) confirm the discount they can offer on the publisher’s catalog price. A library supplier can offer a blanket percentage discount on the publisher’s catalog price. International/National shopping or direct contracting, subject to the specified thresholds, are the most appropriate methods. Alternatively, Limited international bidding can be used. Prequalification of suitable library suppliers is highly recommended because of: (i) the potential large number of titles; (ii) the need to ensure current availability; (iii) the wide range of prices that various suppliers can offer for the same books; and (iv) the importance of ensuring that only those suppliers with up-to-date knowledge of the most appropriate titles be allowed to bid.

Journals

Procurement of journals will normally be combined with the procurement of library books.  Journals are ordered on the basis of yearly subscription. The frequency of release (volume) is usually part of the specifications.

Payment on the supply of library books are normally made on delivery. While payment for the supply of journals are made in advance in the form of annual subscription. If the Borrower wishes to subscribe for the life of the project, separate payments will have to be made annually.
For all three off-the-shelf purchase options, the Borrower must clearly specify its packing and delivery requirements. Suppliers should be responsible for consolidating consignments (i.e., specific quantities of specific titles) to be delivered to individual schools, districts, or subdistricts. The Borrower is discouraged from undertaking this complex task on its own. Regarding delivery, there is no hard and fast rule. Ideally, suppliers are responsible; however, if they are a thousand miles away and not accustomed to local conditions, or if the educational service has normally assumed this role, suppliers may not be held responsible.  If the Borrower expects to make other purchases in the near future (e.g., when funds become available from the next year’s budget), contracts with suppliers should include a price adjustment formula, as indicated in box 4.1.
The Bulk Purchase of Books and Educational Materials Developed and Manufactured to the Borrower’s Specifications

If the Borrower wishes to contract with suppliers to develop and manufacture titles, it should clearly specify its requirements in the Technical Specifications. This entails giving details of curriculum, scope, sequence, and pedagogical and methodological requirements, which include language levels. If the Borrower requires new titles to match new curriculum, as is often the case, a copy of the new curriculum should be supplied with the bidding documents. The Borrower also specifies the items that bidders must submit with their bids. These items may include a content synopsis showing scope and sequence, sample chapters, sample proof pages of text and illustrations, and a dummy showing the proposed materials and binding style. The Borrower also specifies the criteria for evaluating bids and their individual weightings. ICB is the preferred method of procurement, unless language issues, as indicated in paragraph 3.1 above, or smaller quantities discourage international suppliers. 

Bidders must also submit documentation to establish their qualification for the work (see paragraph 3.3, Prequalification versus Postqualification). The Purchaser also specifies the process that winning bidders must follow to meet with final title approval. This process includes the stage at which full manuscripts and full-page proofs must be submitted and the likelihood of Borrower alterations. In a single-stage bidding process, the bidders must also submit price schedules. The Borrower specifies its minimum requirements for page size, number of pages, number of colors, quality and weight of text paper and cover board, cover finish, and style of binding. If potential bidders are not given this information, the price variation between bids may be unacceptably high, in which case bids that receive high content quality ratings may be very expensive because they have substantially surpassed the Borrower’s minimum acceptable manufacturing standards.

If the Borrower follows a single-title approval policy for each subject at each grade level, there will be a single winner. However, if the Borrower has a policy of approving a limited number of titles, as is increasingly the case in some regions, there will be more than one winner. Two or three winners are most common. (A greater number of winners may discourage bidders because the potential print quantity for each will be reduced. This situation also makes consolidation and distribution increasingly complex.) In cases when a single-title approval policy is used, the necessary number of copies is known from the outset, which tends to lead to a smooth contract signing. However, the process would most likely be prolonged if the actual number of copies that a winning bidder must produce cannot be known until the schools or districts choose the winning titles. 

A variant of this option arises when the Borrower wishes to adapt existing material to meet their specific needs. There are three possible options: (1) adaptation of the manuscript, (2) adaptation of the manuscript and publishing; and (3) adaptation of the manuscript, publishing and manufacturing. Adaptation, and option 2, adaptation and publishing, should be acquired as consulting services by using the Consultant Guidelines. Option 3, adaptation of the manuscript, including publishing and manufacturing will require a two-stage bidding. A two-stage bidding will also be required if the Borrower needs to make substantial changes to the Technical Specifications of a totally new manuscript after the first stage bids have been evaluated. 
In this case, bidders can calculate their prices only after they have received the new Technical Specifications. They must then submit them in the second stage of the bidding process, solely a price evaluation. The reference to packing and delivery also applies here. Copyright is equally crucial for both new manuscripts and adaptation. If the Borrower intends to retain copyright in the finished material, it should be made clear in the bidding documents and in the Borrower-supplier contract. Copyright is covered in greater detail in annex 3.

Contracting, Publishing, and Manufacturing

The Borrower may contract out the publishing and manufacturing services for its own manuscripts (either existing or in active development). 
A Borrower may wish to prepare its own manuscripts, but may not have the resources to complete page film, electronic media, or camera-ready copy. In this case, the Borrower must contract a firm that specializes in editing, picture research, typesetting, illustrations, page design, layout, and the preparation of the final printing medium. In most circumstances, this specialist firm is a publisher that would normally expect the contract also to include manufacture because it is the most profitable part of the business. However, if the instructional language is widely used, e.g., French, English, Spanish, Portuguese, Russian, Arabic, or Chinese, some firms may accept the contract without also expecting to manufacture the books.

It is likely that, if the instructional language is not widely used, only a local publisher will be able to carry out the work. In this case, it is advisable to place both publishing and manufacturing services with the same supplier. Buying publishing and manufacturing services from a variety of suppliers will demand substantial Borrower experience and entail complex management.

Assuming that there are suitable specialist firms, the Borrower should use ICB to procure publishing and manufacturing as a combined activity or manufacturing services, alone in which case, publishing services can be acquired as consulting services by following the Guidelines for the Selection and Employment of Consultants by World Bank Borrowers. Both methods entail carrying out initial research to determine available sources for publishing and manufacturing services. The Borrower would carry out a prequalification exercise to draw up a preliminary list of qualified potential bidders. If the complete cycle of publishing services (from manuscript commissioning to final printing) is not required, and instead limited publishing and manufacturing services are required, the Borrower may simply use international or national shopping. Nevertheless, this will depend on the applicable thresholds in the Borrower’s country.

The content-related Technical Specifications that accompany the bidding documents follow the same approval mechanism described in the previous paragraph The Bulk Purchase of Books and Educational Materials Developed and Manufactured to the Borrowers’ Specifications. They will not include, however, details of text paper, cover board, and binding because these items are related to manufacture, which is not required at this point. Nevertheless, the Borrower should specify the required page size, the approximate number of pages, and the number of colors in which the book will eventually be printed.

The bid evaluation is normally based on price alone because the prequalification process ought to ensure that all potential suppliers invited can carry out the work to the Borrower’s standards.  Specifying the ownership of copyright as indicated is essential here as well. The copyright in the manuscript normally remains with the Borrower because the Borrower originated the document.

Contracting the Manufacture of Finished books and Educational Materials

The Borrower may contract out the manufacture services (i.e., paper, printing, binding, packing, and distribution) of finished books and educational materials from page film, camera-ready copy, or electronic media.

Normally, this is conducted through ICB. Sup-pliers in the Borrower’s own country may benefit from domestic preference. The Borrower must en-sure that bidders have the appropriate plant facilities and expertise to deliver quality books with-in the required timeframe. This assurance can be achieved either through prequalifi-cation or postqualification. The Borrower should secure technical assistance to help in the qualification assessment of potential suppliers. 

Supply of Production Inputs and Services (e.g., Paper, Printing, Binding, or Packing)

Under the above paragraph, the Borrower seeks to procure the entire manufacture of books from page film, camera-ready copy, or electronic media. Under this option, however, the Borrower may require only part of the production process. This is most common when the Bank cannot finance printing and binding because the Borrower is determined to use only its own facilities (i.e., state-owned publishing and printing houses) and will refuse to open manufacture to competition. In this case, the Bank can finance only the purchase of paper. ICB is the appropriate method of procurement. The Technical Specifications for the purchase of paper must be extremely precise.

4.2
Rental Schemes

In many countries textbooks and other educational materials cost so much that many parents cannot buy essential books for their children. One potential solution to this problem is for a Borrower to set up a textbook rental scheme. The money raised from rental fees is used to replace books as they wear out. This system is usually referred to as a revolving fund.

The Minister of Education at either the national level or the state/provincial level, with the active participation of the school administrators, typically sets rental schemes.  In some countries the parent-teachers association is also an important partner.  An initial set of textbooks is a prerequisite for the launch of a rental scheme.  Although there are alternative means to finance the first set of textbooks, as a rule, the government at either the national or state/provincial level will be responsible for providing the books.  Project funds can be used to procure the initial set, in which case, the appropriate method of procurement, as per this technical note, should be followed.  The quantities should be sufficient to provide copies for all students enrolled at each grade level, plus a small reserve to cover new enrollments and the replacement of lost or destroyed copies. The schools, at the district level, or at the national level, may hold this reserve.

In cases where appropriate titles do not exist and therefore need to be procured, the rental scheme can be built up progressively by adding one or more grades each year. Alternatively, if appropriate titles do exist, the scheme can be started for all grades simultaneously. 

The decision as to whether or not to run a rental scheme has implications on the technical specifications of the books.  Generally, the lifespan of textbooks is related to students’ age and grade.  However, the objective for grades three and above would be to manufacture books that will retain a lifespan of at least three years.  The higher cost of more demanding technical specifications is fully justified, as the annual cost of using a book for three years or more will be 50 percent less than the full cost of a textbook with a life of one year only.

Typically, the Bank’s role would be limited to providing funds for the acquisition of the initial set of books and the provision of technical assistance to set up the rental scheme.  Schools may, for example, require support to make a case before the Minister of Education on the benefits of allowing the schools to hold bank accounts in hard currency, and to encourage commercial banks to manage the large number of subaccounts required as part of the scheme. Training of schools’ accountants, school administrators, and any other party directly involved with running the scheme would most likely be financed through the loan proceeds. 

When a rental scheme has been running for a short time, further copies of titles will have to be procured to replace worn-out books or to accommodate unforeseen increases in enrollment. These books will be procured yearly from the original suppliers. It is therefore essential that the suppliers’ original bids express prices in a way that allows for the price of reprints to be calculated throughout the life of the scheme. Payment for reprints will come from rental funds. 

When funds allow and the bulk of book stocks are approaching the end of their useful lives, the Borrower may decide to replace existing titles with new ones. In this case, a new round of competitive bidding may be required. Payment for new titles will be made from rental funds, but the central government may have to supplement these funds. The government should also be prepared to provide for those who are unable to cover their own fees.

Since successful rental schemes will continue well beyond the life of a project, it is essential for them to be carefully planned to ensure sustainability.  It is recommended that specialist technical assistance should be employed in preparing the rental scheme as early as possible in project design. Issues to be addressed at the outset include: (i) the timetable for curriculum renewal and its relationship to estimated book life; (ii) forecasts of future enrollment figures; (iii) proportion of students that will be unable to pay all or part of the rental fees; (iv) ownership of copyright in books included in the rental scheme and, if copyright is licensed to the Borrower or to the contractor, for how long this license is valid; (v) reprint cost for quantities that will be far smaller than the initial printing quantities; (vi) forecasts of inflation and exchange rate fluctuations both of which may affect the cost of book replacement and title renewal; and (vii) freedom for schools to use their accumulated rental funds as they see fit (e.g., to buy supplementary materials rather than core textbooks) on the understanding that all students will at all times have sufficient core materials.  It is clear that the scheme cannot be guaranteed to continue without additional financial support, the Loan Agreement should include details of the Borrower’s commitment to providing this support.

4.3
Payment Schedules

The payment schedule must be specified in the bidding documents and should recognize the realities of the publishing industry’s supply process and cash flow requirements. If it does not, qualified bidders may be discouraged from bidding or forced to take shortcuts that could harm quality. Some publishing services, printing, and off-the shelf book contracts do not require advance payments. In such cases bidders would accept full payment within thirty days of delivery. However, there are circumstances where advance payment may be required, such as those detailed in annex 4.

Box 4.1 Pricing Formulas

	Total Cost of the Development and Manufacture of a New Title

When a purchaser contracts with a supplier to develop and manufacture a new title (whether working with the purchaser’s own manuscript or developing one to the purchaser’s specifications), it is normal practice for the supplier to be granted the right to supply the title for an agreed number of years. This is likely to be either four or five. Although in the case of a single-book option (SBO) the purchaser may know the exact number of copies that will be required for the first print run, it is unlikely to know the number of reprinted copies that will be needed nor when they may be needed. In the case of a multiple-book option (MBO), neither the initial nor the reprint printing quantities are known until district or school orders are placed.

The total cost of the development and first printing of a new title is: 
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A = First fixed cost
The first fixed cost in the development and production of a new textbook includes all expenditure incurred in arriving at the point where a title is in final film, camera-ready copy, or electronic media form. Once this point has been reached, the title can be passed to the printer for manufacture.  This cost is primarily made up of the costs of publishing services such as authorship, editing, design, typesetting, acquisition and preparation of illustrations, and preparation of page layouts.

B = Second fixed cost. Cost of platemaking and making ready printing and binding machinery prior to the production of the first finished copy in a production run

The printer prepares printing plates from the film, camera-ready copy, or electronic media and makes ready (or prepares) printing and binding machinery so that finished copies can be produced.  This is also a fixed cost, but instead of being incurred only once like in A, it is incurred for the first and every subsequent print run.  This fixed cost is B.

C = Variable cost. Cost for producing a single copy once B is completed

Once B is completed, the printer can produce finished copies of the title. For each copy there are costs of paper, printing and binding materials, printing, and binding.  This variable cost is C.

S = The number of copies in the first print run

If the print run is increased, the additional cost will be (C(T) where T is the number of additional copies.

Reprints
When a title has to be reprinted, the cost of the reprint will be B+(C(S1) where S1  is the number of copies in the reprint run. It is customary for a printer to make new plates for reprints, but should its normal practice be to retain plates from the previous printing, it should adjust its fixed costs appropriately.

Price Adjustment Formulas

The project cycle for the development and manufacture of new titles is extended, and once a new title has been printed and distributed, most projects will require reprints over several years. Therefore, bidding documents and contracts must include a price-adjustment formula. Two examples follow.

Example One
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in which:

ΔP
=
adjustment amount payable to the supplier

P0
=
Contract Price (base price)

a
=
fixed element representing profits and overheads included in the Contract Price and generally in the range of five (5) to fifteen (15) percent

b
=
estimated percentage of labor component in the Contract Price

c
=
estimated percentage of material component in the Contract Price
a + b + c
=
100 percent
L0, L1
=
labor indices applicable to the appropriate industry in the country of origin on the base date and date for adjustment, respectively

M0, M1
=
material indices for the major raw material on the base date and date for adjustment, respectively, in the country of origin

Example Two

Prices quoted by the bidder should be on a current cost basis. On the date of the Notice to Proceed with printing, the bidder may apply to the purchaser for permission to adjust the unit price as follows:

P = Pu x I

Where:

Pu 
= 
the unit price at bid opening

I
= 
price index for the goods category that is the object of the contract (textbooks), as officially provided by the government statistics office in the country of origin, calculated between the month of bid opening and the month when the Notice to Proceed is awarded 

The choice of formula will depend on the availability and reliability of statistical information.


4.4
Timings 

These will differ greatly depending on what is being procured.  However, they may all have one target date in common—the start of the school year.  Whether books are being reprinted for the forthcoming school year or developed for a multiple-book option (MBO) that requires new titles to be complete for two or even three school years ahead, finished books must be available to be distributed to schools for the start of the school year, whichever one it may be.  It therefore makes sense to draw up a timetable by working backwards from the desired completion date.

4.5
Procurement Methods and Use of Consulting Services
Regardless of which method is used, a number of activities or steps need to be taken prior to procurement.  The items need to be selected (see paragraph 3.1), packaged, and accurate technical specifications drafted or identified. By identifying the range of sources for quality products, a review of the marketplace for particular goods will help determine the best procurement method to use (see Procurement Matrix below). The Bank’s procurement and consultant guidelines recommend methods to be used with Bank-financed projects and the circumstances under which other methods may be used. The information about these methods provided below is for general guidance only. The method appropriate in specific situations should be determined in consultation with the Bank procurement staff assigned to the project. 

International Competitive Bidding

ICB is the Bank’s recommended procurement method because it ensures economy, efficiency, equal opportunity, and transparency. Section 2 of the Bank’s Procurement Guidelines provides full details. The Standard Bidding Documents have been drafted to support the ICB bidding, evaluation, and contract award process. 

Generally, to be attractive to international suppliers, ICB procurements must be relatively large in value. An ICB procurement comprising many low-value items, however, is likely to be uneconomical and not worth the time and expense required to administer the ICB process. In planning education project procurement, only items that are likely to be available from the same set of bidders should be packaged together (see paragraph 4.6).

The Borrower is encouraged to prequalify bidders at the beginning of an ICB procurement by advertising an invitation to prequalify for bidding, conducting an evaluation of the capability and resources of prospective bidders, and then issuing the bidding documents only to prequalified bidders. It is often more efficient to carry out a broad prequalification for all textbooks and educational material to be procured at the beginning of the project that would only need to be updated every two years. Care should be taken to ensure that the qualification criteria specified in the bidding documents match those of the prequalification.

The Borrower may, with the agreement of the Bank, grant a margin of preference in the evaluation of bids under ICB procedures to bids offering goods manufactured in the Borrower’s country, when compared with bids offering goods manufactured elsewhere.
 Bidding documents shall clearly indicate any preference to be granted to domestically manufactured goods and the information required to establish the eligibility of the bid for such preference. 

The evaluation of bids under circumstances allowing domestic preference involves initially the classification of bidders into groups—those offering goods with local content of more than, and less than, 30 percent of the ex-works cost and those offering imported goods. Should bids from suppliers offering imported goods be the lowest on a straightforward comparison, then a calculation introducing a factor for the import duties or 15 percent, whichever is less, should be introduced.

National Competitive Bidding

National competitive bidding (NCB) is an open competitive bidding procedure used for public procurement in the country of the Borrower. It may be the most economical and efficient way of procuring goods that are available locally from a number of qualified suppliers, at competitive prices, and therefore are unlikely to attract foreign bidders  (though there can be no restriction on foreign firms participating in the bid process).  Under NCB, no margin of preference to local suppliers will be granted.  NCB can be an appropriate method in countries with an active and competitive local industry.

Limited International Bidding 

Limited international bidding (LIB) is essentially ICB conducted by direct invitation to all qualified suppliers (LIB short list) and without open advertisement. This may be a more appropriate method when there are only a limited number of potential suppliers.

The task team leader must ensure that the LIB short-list proposed by the Borrower includes all qualified suppliers, including national and international suppliers to ensure competitive prices. 

International or National Shopping

The basis of shopping is the comparison of price quotations obtained from several local or foreign suppliers, or both. To ensure competitive prices, it is usual to solicit quotations from at least three suppliers (for international shopping from at least two different countries). This is an appropriate method for procuring small volumes of readily available off-the-shelf goods such as library books.

Direct Contracting

This method is used in those cases where the good is available from only one source. It is the least-favored method of procurement because in the absence of the competitive element it is more difficult to determine whether the prices quoted are economic and reasonable. Therefore, financing for such goods should generally be minimized, if possible, in project design. This may not be possible, however, and some direct contracting can be allowed on Bank-financed projects if it can be demonstrated that it will achieve the most cost-effective solution for the project. Borrowers should plan their negotiating strategy very carefully using historical prices received.

Successful procurement offices ensure continued good performance by suppliers through a formal monitoring system that tracks lead time, compliance with contract pricing terms, partial shipments, compliance with packaging and labeling instructions, and compliance with other contract terms. The implementing agency should maintain a file for each supplier containing copies of registration papers, references, special correspondence, complaints, and other anecdotal supplier information. The information system should track the number and value of bid contracts awarded chronologically and the value of total purchases from the supplier by year.

Guidelines for Selecting a Procurement Method for Each Product Group

Subject to the limitations given above, ICB is generally required for all individual procurements valued at $200,000 or more, although exceptions can be made in appropriate circumstances. The following matrix presents an informal guide—not an exhaustive catalog—of which procurement method may be the most suitable for different circumstances for each of the product group. The kind of goods for which each procurement method is appropriate, the characteristic of the market for which it would be pertinent, and the level of expertise required by the implementing agency are indicated.
Use of Consulting Services

The hiring of professional services for manuscript development and/or publishing should be carried out through the methods outlined in the Consultant Guidelines.
Recommended Procurement Methods for Specific Goods & Services

	Proc’mnt. Method*
	Off-the-Shelf 
	Manuscript

	Manuscript
Publishing and
Manufacturing

	Manuscript and Publishing
	Publishing
and Manufacturing
	Publishing
	Manufacturing
	inputs and distribution
Services

	Consulting Services
	
	Government contracts out the development or adaptation of the manuscript
	
	Government contracts out the development or adaptation of manuscript and publishing. SBO/MBO.
	
	Government develops or adapts  the manuscript and contracts out publishing. Single title.
	
	

	
	
	Use Standard Request for Proposals (SRFP). The SRFP should include (i) criteria for manuscript development (ii) list of items to be submitted with proposal and request of separate price schedule, (iii) evaluation criteria (quality and price if applicable). Method of selection should follow the Consultant Guidelines.
	
	Use Standard Request for Proposals (SRFP). The SRFP should include (i) criteria for publishing services, (ii) questionnaire for publishing, (iii) list of items to be submitted with proposal and request of separate price schedule, (iv) evaluation criteria (quality & price if applicable). Method of selection should follow the Consultant Guidelines.
	
	Use Standard Request for Proposals (SRFP). The SRFP should include (i) criteria for publishing services, (ii) questionnaire for publishing, (iii) evaluation criteria (quality and price if applicable). Method of selection should follow the Consultant Guidelines.
	
	

	ICB
	Readers and other supplementary materials (including primary library books).
	
	Government contracts out the preparation of the manuscript, publishing services including adaptation, and manufacturing. SBO/MBO.
	
	Government develops the manuscripts and contracts out publishing and manufacturing. Single Title
	
	Government is responsible for the manuscripts and publishing, and contracts out manufacturing. Single title/ SBO/MBO.
	For acquisition of products such as paper, printing, binding, and packing.

	
	Use new SBD. ICB should be used to select the book consolidator wholesaler that offers the greatest discount on the catalogue prices of the books on the Purchaser’s list.
	
	Use new SBD. Evaluate quality of the manuscript and price of developing, publishing, and manufacturing the manuscript.
	
	Use new SBDs. Select the lowest evaluated price (no need to evaluate quality).
	
	Use new SBDs. Select the lowest evaluated price (no need to evaluate quality).
	Use SBDs Goods for paper and for remaining inputs and select the lowest evaluated price.

	
	Implementing agency procurement expertise: High—Knowledge of sources of supply: preparation and evaluation of bids.

	LIB
	Library books (tertiary).
	
	
	
	Government develops the manuscripts and contracts out publishing and manufacturing. Single title.
	
	Government is responsible for the manuscripts and publishing, and contracts out manufacturing. Single title/ SBO/MBO
	For acquisition of products such as paper, printing, binding, and packing.

	
	
	
	
	
	Limited number of publishers and manufacturers.
	
	Limited number of manufacturers.
	Limited number of manufacturers.

	
	Implementing agency procurement expertise: High—Knowledge of sources of supply; preparation and evaluation of bids and supplier qualifications.

	NCB
	Not recommended.
	
	Government contracts out manuscript preparation, publishing including adaptation, and manufacturing. SBO/MBO.
	
	Government develops the manuscripts and contracts out publishing and manufacturing. Single title.
	
	Government is responsible for the manuscripts and publishing, and contracts out manufacturing. Single title/ SBO/MBO.
	Limited use.

	
	
	
	Lack of interest from international suppliers. 

Use of noninternational language.

Existence of local capacity.
	
	Lack of interest from international suppliers. 

Use of noninternational language.

Existence of local capacity.
	
	Lack of interest from international suppliers. 

Existence of local capacity.
	Smaller volume procurements.

	
	Implementing agency procurement expertise: High—Preparation and evaluation of bids.

	International/ National Shopping
	Imported and domestic titles, library books (tertiary and secondary).  
	
	
	
	Limited publishing services contracted.
	
	Limited manufacturing services contracted.
	Smaller volume procurements.

	
	Use of a library supplier.

Use of an international language.
	

	Limited number of publishers and manufacturers.
	
	Limited number of publishers interested in smaller volume procurement.
	
	Limited number of manufacturers interested in smaller volume procurement.
	Limited number of manufacturers.

	
	Implementing agency procurement expertise: Knowledge of sources; comprehensive, up-to-date knowledge of current world prices; negotiating skills.

	Direct Contracting
	Library books. (tertiary and secondary)
	
	For single-source products.
	
	For single-source products.
	
	For single-source products.
	For single-source products.

.

	
	Single supplier.
	
	Single publishing house and manufacturer worldwide.
	
	Single publishing house and manufacturer worldwide.
	
	Single manufacturer.
	Single manufacturer.

	
	Implementing agency procurement expertise: Knowledge of sources; negotiating skills.

	
	*See Para 4.5 for Definitions


4.6
Packaging and Scheduling

In packaging procurement for textbook projects, it is important to differentiate between publishing services and manufacture. Publishing services may be procured either independently or in combination with manufacture. When contracts are for both services (i.e., when the contractor must both develop the title and manufacture it or arrange for its manufacture), the crucial service is publishing (i.e., textbook development). Customarily, publishers subcontract much of the manufacture because of insufficient resources. However, the key is that prequalified publishers have the capacity to develop new titles.

The most important of a number of considerations is language. If only a small number of citizens use the language of instruction, the capacity of any one publisher to develop simultaneously many different subject titles on schedule is limited. This is frequently the case in Eastern Europe and Central Asia. Therefore, packaging must take the capacity of potential bidders into consideration.

However, if the language is one that is used internationally (e.g., English, French, Spanish, Portuguese, Russian, Arabic, or Chinese), the number of qualified publishers and their capacity will be far greater, and larger packages will be appropriate. If publishers are required to prequalify before bidding (as recommended elsewhere in this note), the purchaser can assess their capacity before bidding documents are prepared and can establish appropriate package sizes.

There is an advantage in passing on to the publisher the responsibility of submitting a bid that includes minority language.  This approach may work if there are a few minority languages to be considered.  However, in the case of multiple languages, care should be taken not to drive out potential bidders by imposing that multiple languages be included in the primary bid. 

The purchaser should also consider the prequalified bidders’ experience in developing materials in specific subject areas (e.g., languages and science) and at different grade levels (e.g., primary, secondary, or tertiary). Again, packaging must be adjusted to match available resources.

The bidder must provide a quotation for at least 80 percent of the total items listed if packaging is to be useful. Each offered item must comprise the full quantity required for that item. A bid that does not comply with this requirement should be rejected as nonresponsive.
When competitions are organized to develop many titles and when contracts are awarded on a title-by-title basis, the purchaser may wish to limit the number of titles awarded to any one bidder if there is a risk that this may harm their quality and timing. Again, the bidding documents must be clear on this issue and on the contract award criteria, including criteria for awarding titles over and above the stipulated maximum. 

4.7
Distribution (Special Storage and Transportation Conditions)

The key to the success of textbook projects is ensuring appropriate distribution channels. In countries where transition to private sector involvement in textbook provision is in its early stages, the education service normally handles distribution. This task requires expert management and adequate funding, elements that are frequently lacking. Printers usually deliver books to education department warehouses where consignments for districts, subdistricts, or schools are consolidated and dispatched. Information provided to the warehouse management is often incomplete or inaccurate. Transportation resources are inadequate and do not cover school delivery costs, particularly if they are in remote locations. The appraisal group should review and verify availability of appropriate warehousing and distribution channels and plan the purchases accordingly.  When designing textbook projects and planning procurement, task team leaders should consider alternatives to government distribution such as a separate contract for a logistic contractor to undertake warehousing and distribution. When a country has a network of private sector distributors, alternative distribution is the most effective choice.

The introduction of textbook choice complicates the task of consolidation. In this case, the task team may be involved in the retail book trade and in distribution. Accordingly, schools can be allocated notional sums of money (in the form of vouchers) or actual sums to purchase textbooks and learning materials from local retail sources. The process is easily managed if books are sold, even at subsidized prices, rather than supplied to schools for free. However, for the method to work, a country must have a well-established network of wholesalers and booksellers that can ensure delivery to even the most remote schools. As countries progress in their transition to effective and liberalized systems of textbook provision in which the private sector plays the major role, it becomes the norm that the schools hold their own budgets. Books are then acquired locally, and the complexities of distribution are no longer the responsibility of the Borrower.

Box 4.2 Guidelines for Distribution

	The following list highlights crucial questions that must be answered before the Technical Specifications for distribution are finalized:

· How accurate are the figures for school requirements? Are they grossly overestimated on the assumption that they will inevitably be cut by the center? Are they centrally prepared? If so, how accurately do they relate to actual school needs?  

· To what point in the distribution chain will distributors be responsible for delivery to provinces, districts, subdistricts, or schools?

· If schools are responsible for collecting books from a central point (e.g., the subdistrict), the project should fund their transport costs. How will this be done?

· When are the books needed in the schools? Must external factors (e.g., annual weather patterns) be taken into account in preparing the distribution timetable?

· How should consignments be packed to account for climate and terrain? How should they be labeled? What size should the packages be to ensure undamaged arrival? 

· What systems are in place for monitoring their arrival and for withholding distributor payments if they do not arrive?


Box 4.3 Evaluation Criteria

	When the Borrower requires the bidder to develop a new manuscript, provide publishing services, and manufacture the finished books, the Borrower must clearly specify its requirements in the Technical Specifications. (See annex 5, Technical Specifications.) This entails providing curriculum details, scope and sequence, pedagogical and methodological requirements, and language levels. If the Borrower requires new titles to match new curriculum, as is often the case, the Borrower should supply a copy of the new curriculum with the bidding documents. The Borrower will also specify the following for each title:

· Extent: the minimum acceptable number of pages

· Format: the minimum page height and page width

· Materials specifications: the weight, quality, brightness, opacity, direction of text paper grain, and cover board

· Cover finish

· Binding style

· Number of text colors

· Number of cover colors

· Type and minimum number of illustrations

· Packing and delivery instructions 

These are minimum requirements only.

The Borrower provides details of the criteria that will be used to evaluate bids and their individual weights.

The Borrower specifies the process that winning bidders must follow to meet with final approval for their titles (i.e., at what stage full manuscripts and then full page proofs must be submitted and whether the Borrower will require alterations).

The Borrower will provide its proposed timetable for the development and manufacture of the titles listed in the bidding documents. 

Bidders must submit the following items:

(a) A finished dummy that demonstrates text paper quality, cover paper and board quality (including finish), binding style, format, and bulked-up extent. The bidder must paste a label on the dummy that exactly describes the production specifications for the proposed textbook. This label must be signed by the bidder and will be used as a control when the Technical Specifications for finished books are checked. If the dummy does not comply with the minimum Technical Specifications, the bid will be rejected.

(b) A section consisting of the first eight consecutive pages of the first chapter of the manuscript. If this chapter has fewer than eight pages, the second chapter should be used.  The Borrower may wish to stipulate a different chapter or chapters.  This should be made clear in the bidding documents. The pages should carry edited text and illustrations, and the format should be that given in the Technical Specifications. The pages should be printed in one, two, or four colors according to the Technical Specifications. Bidders should not submit any more or any fewer pages. Chapters printed on a laser printer will be acceptable.

(c) Chapters of the manuscript—consisting of a minimum 25 percent of the whole. This must cover the syllabus chapters for each subject as indicated in the Technical Specifications. All manuscripts should be typewritten or word processed. More than one version of a textbook can be accepted from a single bidder only if there is at least a 35 percent difference between the contents of each.

(d) For textbooks in particular, a detailed book synopsis showing the titles of the lessons in the order in which they appear in the book, specifying the knowledge covered by each lesson and the manner in which the main objectives of the syllabus should be fulfilled. 

These items should not carry any indication of the authors or any data that might disclose the identity of the bidder. 

Additionally the bidder will supply:

(e) A detailed, clause-by-clause commentary confirming that the bidder’s proposed Technical Specifications comply with the minimum Technical Specifications contained in the bidding documents.

(f) A fully completed price schedule.

(g) A statement of packing standards.

(h) A detailed timetable for the work to be covered within the time limits specified in the bidding documents. 

Responsive bids will be evaluated for pedagogical quality, design, text paper quality, cover board, binding, and other factors that would be included in the bidding documents. Annex 5 contains specific guidance to assist Borrowers in the evaluation of a bidder’s compliance with key elements in the Technical Specifications such as paper and board, binding, cover finish, and print quality.

The Standard Bidding Document will contain sample criteria for evaluation along with suggested scoring points for each criteria.


Annex 1. Publishing Matrix

The Bank issued an Operational Policy Paper on Textbooks and Reading Materials in 1999. The policy paper encourages borrowing countries to move from the public to the private sector for all aspects of textbook provision. It does not rule out Bank funding for public sector provision if the Borrower clearly intends to move toward the private sector. Other key recommendations of the policy paper are that the single-book option (SBO), which provides only one title for each subject at each grade level, be replaced by a choice of titles, i.e., the multiple-book option (MBO). Initially, this may mean that two or three titles are available instead of one. Borrowing countries are encouraged to move eventually to unlimited choice. The speed of this transition will differ widely from country to country and will depend on several factors, including the market size, funds availability, and the strength of the publishing industry. 

The policy paper encourages building a local publishing capacity and recommends that additional materials (e.g., library books and workbooks) be made available to use in conjunction with core textbooks. The Bank lends funds for textbook to many countries all over the world. Each country follows the Bank’s operational policy in differing degrees. The publishing matrix in annex 1 helps task team leaders to map a country’s present position and then to design a textbook component that will move it forward. Answers in the first column, “Stages of Development,” indicate that the country has a long way to go to liberalizing its ability to provide textbooks.

Notes on the Publishing Matrix

This matrix gives a general view of stages in the transition of textbook provision from Scenario A (column 2) where all activities are carried out by government and there is no textbook choice, through a progressive series of B Scenarios (summarized in column 3) where responsibility for different activities is gradually transferred from government to the private sector and limited textbook choice is introduced, to Scenario C (column 4) where almost all activities are carried out by the private sector and there is unlimited textbook choice. 

Task team leaders will need to map what stage their client country has reached in the process of transition and then plan what steps are to be taken in the life of a project to further that process. These notes suggest what resources are needed for each of these steps.

1.
Education and book policy
Ideally, this should be in place before any changes are made to the system of textbook provision. In practice, this is rarely the case. It can be developed in conjunction with the development of a textbook project. 

For it to be of real value, it should be developed and agreed by all those who are involved in books in one way or another from writing them to using them and all the stages in between. It will take many meetings and much discussion. 

Countries without policies in place should look at the policies of their neighbors and should refer to published material on establishing book policies. (see Reference List).

2.
Curriculum
This activity is likely to remain in government hands even when a country reaches Scenario C. 

Many countries are moving toward the decentralization of curriculum. This means that instead of there being a single national curriculum that is followed throughout the country, a portion of curriculum is specific to and developed by each region. A further step is that individual schools can decide what proportion of teaching time will be allocated to each subject area. Decentralization of curriculum has major implications for the design of textbook projects, making book choice imperative.

The timetable for curriculum renewal is also a critical factor in textbook provision. If major changes are made to curriculum, existing textbooks may become redundant before they are worn out. A textbook project should harmonize the timings of the two activities to avoid this happening.

3.
Call for new or revised books
Normally the call for new or revised books will come as a result of major changes to curriculum. In a country that has not moved from Scenario A, the state publisher will be required to renew textbooks in line with new curriculum. Often funds for new textbooks are not available, and teachers and pupils are compelled to use out-of-date materials.

In countries in transition, publishers will be expected to develop new titles or adapt existing ones to match new curriculum. Where there is donor/lender funding for the procurement of textbooks, this may involve textbook competitions allowing a single- or a multiple-book option. In either case, publishers have a degree of security since their market is an assured one. However, when in Scenario C schools become budget holders, publishers will have to take commercial risks in deciding whether to develop and market new materials and in what quantities.

Throughout the transition process up to and including Scenario C, it is essential for curriculum developers and publishers to confer when changes to curriculum are foreseen. Publishers need to have early access to new curriculum so that they have time to develop and, ideally, try out new materials.

Depending on what funds and what variety of books are available to them, schools may choose to replace their textbooks without waiting for curriculum change. This may be because their existing book stocks are worn out or occasionally, particularly in Scenario C, because a new title or series is published that is seen to be more suitable and of better quality than the books in use. This is an expensive option. 

4.
Sources of books
Under Scenario A, all textbook titles will normally come from a monopoly state textbook publishing house. Occasionally, titles used for foreign language teaching will be imported.

During transition, the monopoly status of the state textbook publishing house will be ended, and it will be privatized or possibly wound up. Initially, while it is still in public sector hands under certain circumstances, it will be allowed to compete with private sector publishers (see 4.3, Eligibility). The proportion of books published and sold by private sector publishers will normally grow to the point where the ex-state monopoly is marginalized.

It is important to recognize that there are tasks—particularly the publication of titles for minority user groups—that will be unlikely ever to be commercially viable and that will have to be subsidized. If, as is the case in some countries, no private sector publishers are willing to take on the task, it may for some time remain with the ex-state monopoly by default.

In Scenario C, all publishing will be in private sector hands.

It is important to note that under almost all circumstances, nonnational publishers will be able to compete with national publishers in textbook competitions and in the marketplace. The degree to which a country’s books are supplied by nonnational publishers will be affected by the language or languages of instruction and whether they are widely used in other countries and the strength of the local publishing industry and its ability to compete with nonnational competitors. In Bank-funded textbook projects, national publishers can benefit from domestic preference, which allows their prices to be marginally higher than those of nonnational publishers (see 3.1, Local Production)

5.
Authorship/Illustration
Under Scenario A, both authors and illustrators are likely to be employees of the ministry of education. They may not be involved full time in authorship or illustration but may be seconded from other tasks such as curriculum development. It is essential that they should have had recent classroom experience. 

The wider the field that authors and illustrators can be drawn from, the better the quality of their work is likely to be. In the first stages of transition, where a state monopoly textbook publisher still controls the bulk of the market, it is essential that it should look for potential authors and illustrators both in other parts of the education system (head teachers, teachers, inspectors, and education officials at all levels) and in other fields altogether. Illustrators, for example, may come the media or from art colleges. 

As transition progresses, private sector publishers will search out and train their own authors and illustrators. Often this may involve poaching expertise from the ex-state monopoly textbook publisher or from the education system. 

The eligibility of government employees to write or illustrate for government institutions is dealt with in detail in paragraph 2.4, Eligibility.

6.
Publishing
It is essential for both the lender and the client country to understand the steps that can be taken throughout the transition from a single state-owned monopoly producing a single title in each subject at each grade level to a totally free market where several private sector educational publishers produce a wide choice of titles of all kinds.

Who hires the authors?

In Scenario A, the authors are government employees who are hired by the curriculum development unit or the state-owned textbook publishing house.

Initially under Scenario B, the curriculum development unit or the state-owned textbook publishing house will continue to hire the authors, but the pool should be widened as described in paragraph 5 above.

With the introduction of competition, authors will be hired by the publishers, whether they are public or private sector.

As a country gets closer to Scenario C, the same will apply, except that there will no longer be any public sector publishers.

Who undertakes the editorial function?

Under Scenario A, the curriculum development unit or the state-owned textbook publishing house will undertake the editorial function, although this may be somewhat perfunctory.

The first step in transition is for this task to be put out to tender to the private sector. The manuscript will still be commissioned by the government from its own staff, but editorial work will be subcontracted.

The next step is for the government to introduce competition. The winning publisher or publishers will then carry out the editorial function.

When a true free market supercedes competition, the publishers will still carry out the editorial function.

Who hires the illustrators?

See ‘Who hires the authors?’ above

Who prepares the illustrations?

See 5 above.

Who continues the publishing process to achieve complete page film or CD-ROM?

Under Scenario A, there is likely to be a state textbook printing house that will undertake the task if neither the curriculum development unit nor the state textbook publishing house is able to do so.

If none of these institutions has modern equipment, it may be necessary to contract with the private sector.

Throughout the transition phase, this work is most likely to be carried out by the publishers, although occasionally they may need to use specialist supply houses for such requirements as color separation.

This will continue to be the case once Scenario C is reached.

7.
Evaluation/Approval of finished materials
Under Scenario A, there is normally no approval mechanism. The fact that government employees and enterprises have been responsible for developing the material is deemed to mean that it must logically be “approved.” This can and often does lead to textbooks and other educational materials of lamentable quality.

If government contracts with private sector publishers to develop its own manuscripts, these too are deemed to be “approved.”

Once competition is introduced, whether for a single- or a multiple-book option, bids have to be evaluated and finished materials approved. At this point, a Textbook Approvals Board or its equivalent has to be set up. This must be an independent authority staffed by reputable educators who are given special training to be themselves trainers in carrying out fully transparent evaluation. Its full-time officials will not themselves be involved in evaluation, but in administration. They will appoint teams of evaluators with the necessary expertise in particular subject areas at relevant grade levels. The panel members may be invited to volunteer for the task—for which they should be recompensed—or may be recommended by education officials at regional and district level. It is essential that evaluation panels should include practicing teachers.

A Textbook Approvals Board will be needed throughout all the phases of Scenario B, and it is only when a country is prepared to accept that teachers can decide whether or not a book is fit for its task that a TAB can be disbanded. This is when Scenario C is reached, and this may never occur within the life of many textbook projects.

8.
Manufacture


Who buys the paper?

It used to be common practice for the government to buy paper and then to ship it to its printers—both public and private sector. Although this may bring down the price, it may actually increase the cost. Paper is a very fragile commodity and easily damaged in transit. It is also a valuable commodity, and leakage of supplies is common. Whenever possible, printers should be responsible for buying paper. Once this has been established, it will remain in place throughout all scenarios.

Who manufactures the books?

Under Scenario A, there may be a state textbook printer who may have sufficient capacity to satisfy a country’s needs for textbooks. Often if there is a state textbook printer, it can produce only a portion of the country’s needs, and some production has to be subcontracted. This may be done by the state textbook printer or by the ministry of education itself. This task requires considerable expertise both in buying and in supervising manufacture. 

With the introduction of competition, manufacture becomes the responsibility of the winning publishers. They may have plants of their own, or they may subcontract the work. This will continue to be the case throughout all subsequent scenarios.

9.
Distribution
Governments are very unwilling to place distribution in private sector hands because this is seen as an unnecessary expense. If the true costs of using the education service to distribute textbooks were to be calculated and it were to be recognized that it frequently fails to get books to users in time for the start of the school year or at all, governments might rethink this method. Until they do, it remains the most usual form of distribution under Scenario A.

With transition, publishers progressively take over the responsibility for getting their books to users. Initially they may only deliver (or subcontract delivery) to district level, and schools may come to fetch their books. Eventually they may deliver to schools.

Under Scenario C, the private sector book trade (publishers, wholesalers, and retailers) is responsible for distribution. This stage may be reached during Scenario B. 

10.
Marketing and sales
When there is only a single-book option (SBO), there is no need for marketing since the single title is a required purchase. Whether or not there is a need for a selling function depends on whether the books are supplied free or whether they are sold. If they are sold, the education ministry may take on the sales function or may leave it to publishers.

When the multiple-book option (MBO) is introduced under Scenario B, marketing becomes the responsibility of the winning publishers, each of whom would like to corner the entire market. The selling function is the same as that for the SBO.

Once under Scenario C there is a free market and schools become budget holders, publishers are responsible for both marketing and selling.

11.
Teacher training
For a textbook to be really effective in the classroom (and at home), teachers have to be trained to make best use of it. This should be part of in-service teacher training, carried out by government-employed teacher trainers and included as a subcomponent in every textbook project. This should happen throughout both Scenarios A and B. In practice, it rarely does.

Under Scenario C, publishers will sometimes introduce new titles to teachers and help them to make the best use of them. There is, however, unlikely to be in-service teacher training in the use of textbooks. This will have been included in a teacher’s initial training and may not be repeated. Instead, teachers’ guides fulfill this role.

12.
Impact evaluation
Under Scenario A, there is rarely any impact evaluation. The authors assume that their textbooks are beyond reproach and that if there are problems, these are of the teachers’ making and not the textbooks’.

During transition and particularly where there is still only a single-book option, it is important that there should be feedback from the classroom so that books can be revised and improved when they are reprinted.

Private sector publishers in a competitive world (multiple-book option) know that it is only by finding out what teachers think of their books that they will be able to stay in business. This process involves carrying out market research and consumer preference studies rather than impact evaluation. It is nonetheless valuable. This will continue through Scenario B into Scenario C.

13.
Examination and assessment
In all scenarios this will remain a government responsibility, and even if subcontracted it will be to a nonprofit agency fully answerable to the government. This is a crucial part of the whole structure of textbook provision and one that is often underestimated. The relationship between textbook content and the questions that are asked in examinations and more particularly in achievement tests is often a very close one. If the examination system undergoes change, it will affect textbooks in the same way that curriculum change does.

14.
Who pays for books?
This does not relate neatly to the different scenarios in the same way as all the topics discussed above. Whether books are supplied free, whether they are subsidized, or whether they are sold at prices that recover their cost, or whether they are included in subsidized or a self-financing rental scheme are policy decisions that a country must make. It inevitably depends on the availability of funds. A task team leader must examine the question of sustainability before embarking on a textbook project involving free or subsidized textbooks.

15.
Number of titles (core textbooks) available to students
Under Scenario A, it will be one for each subject at each grade level (SBO). During the course of Scenario B, the multiple-book option will be introduced to allow for limited choice. With Scenario C, unlimited choice is the norm.

16.
Title selection
Through the three scenarios, the aim must be to devolve title choice from the center first to district level and eventually to school level where all teachers in a particular subject area should be involved in the selection process. 

17.
Special needs
The aim should be to satisfy all minority needs. Under Scenario A, this may well be the case. During transition, the minorities may do less well than the majorities. Their choice may be more limited and their books more expensive. The aim in Scenario C must be to return to a situation in which they are properly provided for. However, the cost of developing and producing a title where the final print run is 1,000 copies or fewer is likely to be uneconomical, since although there are specialist producers of small print runs that can offer keen pricing, the costs of authorship and the publishing process add a disproportionate amount to the per-copy cost. When this is the case, a Borrower may be forced to subsidize short-run titles. 

ANNEX 1. Publishing Matrix

	
	A
	B
	C

	1. 
Education and book policy

Is there a policy? If yes, who developed it? (If not, public & private sector [where appropriate] should work to develop one.)
	Government

(centrally, without consultation)
	Government

(in consultation with regions and districts)
	Government and private sector

	2. Curriculum

Who develops curriculum?
	Government (100 percent centrally)
	Government (central & regional)
	Government (central & schools)

	3. Call for new or revised books

Who would identify the need for new or revised books?
	Government (centrally) 
	Schools
	Publishers

	4. Sources of books


	From state monopoly publisher
	From state monopoly publisher and private sector publishers
	From private sector publishers

	5. Authorship/Illustration

Who will write the books?

Who will illustrate the books?
	Government employees (curriculum development unit—ministry of education)
	Government employees (ministry of education) and university and school teachers
	Any skilled person

	6. Publishing

Who hires the authors?
	Government
	Government and private sector
	Private sector

	Who undertakes the editorial function? (manuscript development: writing, testing, revision)
	Authors working under state publisher supervisor
	Authors working for private sector publishers under state supervision
	Authors working for and being supervised by private sector publishers

	Who hires the illustrators?
	Government
	Government and private sector
	Private sector

	Who prepares the illustrations?
	Illustrators working under state publisher supervisor
	Illustrators working for government and private sector publishers under state supervision
	Illustrators working for and being supervised by private sector publishers

	Who continues the publishing process to achieve complete page film or CD-ROM?
	Government publishing house
	Private sector publishing house under government supervision
	Private sector publishing house without government supervision

	7. Evaluation/Approval of finished materials

Who evaluates/approves finished material as suitable for school use?
	State textbook approval board
	State textbook approval board
	No approval mechanism

	8. Manufacture

Who buys the paper?
	Government for distribution to government printers
	State and private sector printers
	Private sector printers

	Who manufactures the books?
	State manufacturing plant
	State manufacturing plant and private printers
	Private printers

	9. Distribution

Who distributes?
	Government
	Government and private sector
	Private sector makes direct deliveries to schools

	10. Marketing and sales

Who undertakes marketing and selling?
	None
	State and Private sector  publishers
	Private sector  publishers

	11. Teacher training

Who trains teachers to use new material?
	No training
	Government through in-service teacher training
	Publishers

	12. Impact evaluation

Who evaluates the impact of books in use in the classroom?
	No impact evaluation
	Government through the education system
	Publishers

	13. Examination and assessment

Who develops and implements the examination system?
	Government
	Government
	Government through nonprofit agencies

	14. Payment 

Who pays for the books?
	Government

(100 percent)
	Government subsidizes a portion of the cost; parents pay the remainder
	Government provides free books for the needy; parents pay for the remainder

	15. Number of titles (core textbooks) available to students

How many titles are available to students?
	One per subject per grade level—single-book option (SBO)
	Limited choice (Up to three per subject per grade level)—multiple-book option (MBO)
	Unlimited choice per subject per grade level

	16. Title selection

Who selects the titles?
	Government 

(ministry of education)
	School or education officials, or both
	School or teacher or both

	17. Special needs

Are minority language and religious groups provided for?


	No provision for minority language and religious groups
	Limited provision for minority language and religious groups in lower grades only
	Limited provision for minority language and religious groups in all grades


ANNEX 2. Guidelines for Bidder Prequalification

Publishing

A bidder must meet the following requirements to be considered qualified for a publishing contract:

(a) It must have been in operation for a minimum of two years prior to the bid submission date, and an important part of its business must be in the development of authorship and the publication of educational materials.

(b) It must have previous experience in successfully completing at least two similar contracts including development of educational or informational materials in the target languages specified in the bidding documents.

(c) It must be able to execute contract skills in the following areas: project management, author commissioning, and publishing, specifically the following (depending on the exact nature of the contracts, not all of these may be required):

· Authorship identification, development, and management

· Text and art editing

· Page design and layout

· Text setting and artwork origination

· Commissioning illustrations

· Financial management

· Procurement of materials for book manufacture

· Procurement of book manufacture

· Publishing management

· Distribution management

· Promotion

(d)
It must provide audited financial accounts for at least two complete financial years that demonstrate the soundness of its financial position and that it has the financial resources to perform the proposed contract. It must demonstrate available cash flow arrangements for the equivalent of US$__ million (four months of cash flow required).

(e)
It must have premises equipped to the acceptable standards to perform the required functions. 

(f)
The bidder should demonstrate an average annual turnover in publishing and printing services of not less than the equivalent of US$___ million during the last 3 years.

Notes on Prequalification for Publishers

The key to the ability of a publisher to carry out the publishing tasks required of it in a bid lies more with the experience of its staff than with the length of time the publishing house has been in business and the number of educational titles that it has published each year. In countries in transition skilled long-serving staff of state monopoly publishers often find new positions with private sector publishers with little or no track record in educational publishing.

Initially the financial status of a publisher should be examined. If this is found to be satisfactory, the skills of its permanent full-time and part-time staff and of freelance specialists that it intends to use for the specific procurement should be examined. If these too are found to be satisfactory, its track record in educational publishing should be examined. If it has a minimum of two years’ experience of publishing original school textbooks in the language(s) and for the age groups required for the bid, it should be considered suitable for prequalification.

Manufacture

A bidder must meet the following requirements to be considered qualified to perform a contract involving manufacture:

(a) It must have been in operation at least three years prior to the date of bid submission with an important part of its business being the manufacture of printed and bound educational materials.

(b) It must have available the following facilities and the appropriate skilled staff to operate them:

· Camera 

· Platemaking

· Sheet-fed or web-fed offset printing machinery capable of printing in one color or multiple colors, depending on the contract requirements

· Finishing and binding

· Packing

· Delivery

· Warehousing and distribution (depending on the contract requirements)

If required, the bidder must submit (i) a list of its major plants and equipment showing (for each machine) the manufacturer, the model, the maximum and minimum sizes it can handle, the age, and the average output; and (ii) a list of its staff showing their skills and their years of experience. 

(c)
It must provide audited financial accounts for at least two complete financial years, demonstrating the soundness of its financial position and that it has the financial resources to perform the proposed contract. Demonstrate average annual turnover equivalent to US$___ million.

(d)
It must have its premises equipped to the acceptable standards to perform the functions required.  (Indicate type of equipment needed.)

Guidelines for Prequalification

All information provided should be relevant to the specific procurement

Section 1: Firm Details and General Information

	1. Name of Firm:
	

	2. Street Address:
	Postal Code:


	City:
	Country:

	3. P.O. Box and Mailing Address:
	

	4. Telephone Number: 
	including country code  

	5. Fax Number:
	

	6. E-mail Address:
	

	7. WWW Address:
	

	8a. Contact Name:
	

	8b. Contact Title:
	

	9. Parent Company, If Any (Full Legal Name): 
	with location and nationality 

	10. Subsidiaries, Joint Ventures, Associates, and/or Overseas Representative(s), If Any:

Note: Give details of joint ventures in which the firm is a partner—including names, locations, and financial interest of other partners, length of time in operation, titles published, and titles planned for future publication.

	11. Nationality of the Firm
	

	12. Type of Business:
	

	12a. If Other, specify:
	

	13. Nature of Business: 
	

	14. Year Established:
	

	15. Key Personnel: [include name of candidate, position, professional qualifications, and experience both while working with this publishing house and with previous employers]

	I. Publishing:

	Editorial
	Design
	Production
	Finance & Management

	
	
	
	

	
	
	
	

	
	
	
	

	II. Manufacture [bidders may also list freelance specialists whom they intend to use]:

	Prepress
	Printing
	Binding
	Distribution
	Finance & Management

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	

	16. Raw Materials, Equipment, & Machinery:
I. Publishing:

Prepress resources

[insert: details of desktop publishing equipment, color separation facilities, and image setting equipment owned by and installed on the publisher’s premises]

________________________________________________________________________________

________________________________________________________________________________

________________________________________________________________________________

II. Manufacture:

Raw materials
[insert: names and addresses of sources of raw materials, i.e., printing plates, paper, ink, binding adhesives]
________________________________________________________________________________

________________________________________________________________________________

________________________________________________________________________________

Prepress resources

[insert: manufacturer’s name, model number, date of manufacture, maximum and minimum dimensions of product, capacity (where appropriate)]

________________________________________________________________________________

________________________________________________________________________________

________________________________________________________________________________

Printing resources

[insert: details of sheet-fed and web-fed presses, i.e., manufacturer’s name, model number, date of manufacture, maximum and minimum dimensions of product, number of colors, average net output]

________________________________________________________________________________

________________________________________________________________________________

________________________________________________________________________________

Binding resources

[insert: details of folding, wire stitching, thread sewing and perfect binding/book covering machines, i.e., manufacturer’s name, model number, date of manufacture, maximum and minimum dimensions of product, average net output] 

________________________________________________________________________________

________________________________________________________________________________

________________________________________________________________________________

Quality control laboratory (ies)
List raw materials tested prior to use:

________________________________________________________________________________

________________________________________________________________________________

________________________________________________________________________________

Presence and characteristics of in-house quality control laboratory:

________________________________________________________________________________

________________________________________________________________________________

________________________________________________________________________________

List names and addresses of external quality control laboratories used:

________________________________________________________________________________

________________________________________________________________________________

________________________________________________________________________________



	17. Capacity
I. Publishing Capacity: 

[insert: total number of new titles published each year for the past three years, include the number of educational titles subdivided into kindergarten, primary, secondary, and tertiary, and average print run of educational titles in each subdivision]
________________________________________________________________________________

________________________________________________________________________________

________________________________________________________________________________

Relevant Publishing Experience

[insert: total number of new titles of all kinds published each year for the past three years and of these the total number of educational titles published each year in the language or languages, the specific subject areas, and the age ranges for which bids will be invited.  Also list other regional educational publishing experience—give details of titles, languages, subject areas, and age ranges] 

________________________________________________________________________________

________________________________________________________________________________

________________________________________________________________________________

II. Manufacturing Capacity

[insert: average production capacity over the last three years in units/day or units/month, etc.]
________________________________________________________________________________

________________________________________________________________________________

________________________________________________________________________________

[insert: number of wire-stitched (both saddle-stitched and side-stabbed) books, number of thread-sewn paperback books, and number of perfect-bound books ] 

________________________________________________________________________________

________________________________________________________________________________

________________________________________________________________________________




Section 2: Financial Information

	18/19. Annual Sales Value for the last 3 years:

	Year
	Total Sales (USD equivalent)

	
	

	
	

	
	

	20. VAT No./Tax I.D.: 
	

	21a. Bank Name:
	

	21b. Swift/BIC Address:
	

	21c. Bank Address:
	

	21a. Bank Account Number: 
	

	21b. Account Name:
	

	22.  Please mail a copy of the company’s annual or audited financial report of the last three years.


Section 3: Current Contract Commitments/Contracts in Progress

	23. Name of Contract(s)



	24. Purchaser Contact Information [insert address, telephone, fax, e-mail address]


	25. Value of Outstanding Contracts [current US$ equivalent]


	26. Estimated Delivery Date



	27. Average Monthly Invoices over the last six months (US$/mon. equivalent)




Section 4. Experience (list publishing and book manufacturing separately)

	27. Contracts over [insert amount in US$ equivolent] during the last three years:

	Purchaser
	Value
	Year
	Goods/Services Supplied
	Country of Destination

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


Section 5: Other

	28. Please list any disputes the firm has been involved in over the last 3 years:

	Year

	Award FOR

or AGAINST applicant

	Name of client, cause of litigation, and matter in dispute

	Dispute amount (current value, US$ equivalent)

	

	


29. We hereby certify that the information provided in this form is correct, and in the event of changes, details will be provided as soon as possible.

Signed: ___________________________________

Date:__________________________
in the capacity of:  [insert title or other appropriate designation]



ANNEX 3. Copyright

Textbook Copyright and Ownership Issues

1.
The copyright situation in textbook procurement is potentially complex.  An experienced publisher, with good knowledge of contract law and copyright law, or a specialist copyright lawyer may need to be consulted on the preparation of bidding documents in some complicated situations.

2.
The precise copyright ownership situation of manuscripts developed by or for the purchaser needs to be specified clearly in the bidding documents, particularly concerning the rights (if any) of local authors and artists and any consequent payment requirement.  Where a purchaser (usually the ministry of education) prepares its own manuscript, the copyright would generally lie with the purchaser although there have been cases where individual authors preparing manuscripts on behalf of the purchaser have been allowed to maintain their own copyright, or at least a partial share in the copyright.  This will normally occur when authors have written manuscripts as freelancers rather than employees.  Where employee authors have been given time off to write or have written as part of their job (e.g., staff in curriculum development units), ownership normally lies with the purchaser rather than the employee.  In some countries (e.g., Pakistan) manuscripts are often selected as a result of an advertised competition, and copyright would normally lie with the author.  Many purchasers pay authors a flat fee rather than a royalty in return for the assignment of copyright to the purchaser.  Illustrative material originated by the bidder specifically for the course and specifically paid for by the project may under many national copyright laws be owned by the purchaser, but it is advisable to check.

3.
Where copyright in manuscripts and artwork are clearly owned by the purchaser, it can, if it wishes, license publication rights to the successful bidder either on the basis of a license for a number of years or for a fixed number of copies.  This license to publish is normally paid for by the successful bidder as a royalty on each copy sold.  Where contracts include such publication rights, a two-way cash flow results.  The purchaser pays the successful bidder for the publishing services and/or the delivered, finished textbooks, and the successful bidder pays the purchaser a royalty on copies sold by the bidder.

4.
If the purchaser intends only to distribute the finished books in its own country, and if it clearly owns the entire copyright in the work, then licensing of publication rights is often unnecessary.  The bidding documents could require that the publishing services extend only to the CRC or film stage, and the purchaser could then tender for printing services and raw materials separately.  This is acceptable, however, only if the production knowledge and production control functions are readily available to the purchaser.  If these key skills are not available, the contract could specify the supply of finished copies for a once-only order or for a specified number of copies covering reprints into the future.

5.
Alternatively, the purchaser may require the textbooks to be sold commercially at risk or even that limited quantities be supplied free and only additional copies sold.  In such cases, the commercial and marketing skills of the bidder (and its ability to minimize the resulting risks) are often stronger than the purchaser’s, and therefore it makes sense to give the bidder publication rights as part of the contract.  It should be remembered that publication rights are licensed for a fee or royalty that can create income for the purchaser.  This fee or royalty, however, could be waived by the purchaser, which would achieve lower prices.

6.
The licensing of publishing rights for titles covered by purchaser copyright confers a monopoly on the bidder for the period of the license, and some fear this results in unnecessarily high prices and invites corruption.  Both results are certainly possible.  Rebidding for subsequent print runs is one way around these difficulties; the Bank prefers this tactic.  If negotiations over the cost of subsequent printruns are unavoidable, however, the purchaser can strengthen its negotiating position by obtaining and tracking international printing and raw materials prices, which are published and generally available to the public.

7.
The bidding documents must specify copyright, ownership, and any required payments against copyright.  They must specify whether or not publication rights are available, whether such licenses are based on time or quantities, and if the purchaser expects to be paid any royalty in return.

8.
Adaptations/Translations.  When bidders submit materials for adaptation, the copyright and ownership situation is more complex.  The copyright on the original materials submitted by the bidder lies either with the publisher or with the original author(s).  The copyright in any new material, inserted into the original book by local authors for the purposes of adaptation, may belong to the purchaser (since it pays for the course development), with the local authors or jointly by agreement.  The copyright on the new, adapted text comprising both original publishers’ text and new material added for adaptation purposes is a separate copyright that may lie with the purchaser, or with the adapter or translator, but ownership and copyright of any original material used in the adaptation would remain with the original author/publisher.  The adapted version could be covered by a joint copyright shared between the purchaser/local authors and the bidder/commercial authors.  This alternative is cumbersome, particularly if disputes arise concerning the adapted version.  It would be simpler for the purchaser to pay a royalty to the original publisher of the original material used in the new text.

9.
Where translations are involved, the situation is still more complex.  The comments above about adaptations apply with the provision that the organization paying for the translation would either hold a copyright or publishing rights for the translation of the original material.  A royalty is normally payable to a bidder submitting material for translation and adaptation for the original text used.  If the normal royalty is 10 percent, and 50 percent of a bidder’s original text was used in the adaptation, it would be normal to pay royalties pro rata, i.e., in the amount of 5 percent.  If a bidder’s original artwork or film is used, an additional fee (the “offset fee”) would be payable to cover the cost of duplicate film.  A contribution to original costs would also be normal but might be waived by the bidder to be more competitive.

10.
Where adaptations or translations are involved, the publication rights will involve recognition of copyrights and payment (or waiver) of fees/royalties.  Even if the purchaser retains publication rights, copyright on the original material still remains with the successful bidder and royalties recognizing these rights would normally be due to the bidder.  The purchaser could pay itself a royalty for its own copyright material contained in the textbook or could waive it.  If the bidder is granted publication rights, the reverse obtains and the purchaser would be due royalties because it owns the copyright on the new material.

11.
Off-the-Shelf Purchase.  Bidders will normally include any royalties in the quoted cost of the textbook(s) they offer, but the Instructions to Bidders should be clear on this point.  Where special, straight-reprint editions not requiring any adaptation or alteration are to be supplied, it is sometimes possible to negotiate special, lower royalties.  This will usually depend on the terms of the contract between original publishers and authors and is not always legally possible.  If a bidder is bidding in competition, it normally can be assumed that all reasonable price reduction possibilities, including reduced royalties, have been explored.

12.
Permissions.  Where substantial quotations, artwork, illustrations, or photographs are used that are covered by a copyright owned by the bidder or another publisher or agency, it is necessary to get written permission from the owners of the material.  In some cases, these permissions are given free of charge; however, sometimes payment is required.  When applying for such permission, it is normal to specify the territories in which the new textbook will be used, estimated edition sales and estimated retail prices.  Permission fees are calculated based on these data.  Fees for worldwide usage are generally very much higher than fees for limited usage in one territory or region.  Many publishers or owners of artwork/illustrations will give permission to use material in developing countries free of charge or for a nominal fee.  Responsibility for seeking these permissions and the territoriality of permissions must be specified in the bidding document.  All costs incurred in obtaining permissions should be included in the bid price.

13.
Subsidiary Rights.  Where the copyright on an original manuscript belongs to the purchaser or to local authors, they would normally control the “World Sales Rights” to the textbook and could theoretically sell or license copies of the textbook outside their own territory if they wished.  In practice, few purchasers have the marketing and sales capabilities to do this and therefore frequently license these extraterritorial rights to the bidder for a fee.  This has an impact on the fees charged for permissions.  (See paragraph 12 above.) Where adapted or translated material belongs to a publisher, the publisher may wish to limit use of the adaptation to the specific territory of the purchaser to prevent overlap with other textbooks the company sells elsewhere in the region or the world.  This is a normal and reasonable publishing practice and should be allowed if requested.

14.
The exploitation of extraterritorial and other subsidiary rights depends upon the ownership of the material.  Where the purchaser owns the material, subsidiary rights would normally be retained by the purchaser, which would license them to the bidder, if requested, against payment of a fee.  Where an adaptation or a translation is required, the exploitation and payment for subsidiary rights should be specified in the bidding documents.  An appropriate clause covering subsidiary rights is included in the SBDs.

15.
Publication Rights.  If the successful bidder is required to produce finished textbooks from manuscripts owned by the purchaser or resulting from adaptation, the Instructions to Bidders in the SBDs should specify that the bidder has exclusive rights to manufacture and supply the textbooks (i.e., has “publication rights”) and how long this exclusive right will last.  This period during which the publication rights are in effect has an impact on the prices quoted.  A contract for the supply of finished textbooks can either be for a specified print run with no reprint, for the preparation of a revision or new edition by the bidder, or for a specified initial print run with the bidder required to carry out future revisions, reprints, and new editions in quantities that are not specified.

If a bidder is required to produce finished textbooks, however, and does not know how many copies are required, it is impossible for costs to be accurately assessed.  It is difficult to indicate at the time of bidding the exact requirements for reprints and new editions needed several years in the future.  It is equally difficult for a bidder to estimate the costs for future reprints or new editions.  Nonetheless, the longer the publishing rights are in effect, the more interest bidders will have in bidding and the greater continuity will be provided for the project.  Continuity is important where revisions and new editions are likely and where publication services are being used to train and upgrade local staff to acquire publishing skills.

16.
For these reasons, the Bank recommends that the bidding documents cover both the initial print run and the possibility of reprints, with or without revisions, for a period of no longer than six years, the usual life of a textbook prior to major revision.  Bidders would be asked to quote prices for the initial print run and unit rates for revisions and any reprints during this period.  The evaluation of bids would be conducted using the initial costs quoted and the unit rates for revision/reprints multiplied by a realistic estimate of the amount of revision/reprints needed during the first two years as given in the ITB Data Sheet.  The unit rates for revisions/reprints would be subject to adjustment after the first year.

17.
Publication rights would be offered for this period.  It should be noted that where adaptations or translations are involved, repeated use of original material from the bidder’s original textbook requires continued payment of royalties by the purchaser for each reprint, revision, or new edition unless these royalties have been specifically waived by the bidder.  The waiving of royalties does not imply the waiving of copyright ownership.  When a new edition with substantially less original material is prepared, the royalty provision in the contract should be renegotiated.

When adaptations and translations are required, it is impractical to have a firm work on material originated by a different publisher.  Therefore, bidding documents for adaptations and translations should give the successful bidder the right to manufacture and supply reprints, revisions, or new editions as specified above.  If a purchaser reserves the right to develop course material from a licensed adaptation, the successful bidder would expect to be paid royalties and would usually make the license nontransferrable.

18.
Rights Relating to Printing.  With printing contracts, the printer has no copyright interest in the materials that it prints.  Care should be taken in any contract for printing services, however, to specify the ownership of film and any original artwork supplied to the successful bidder.  Ownership would in all normal circumstances be with the purchaser or with a publisher that it used.  If a printer or publisher is required to store film on behalf of the purchaser, it would be normal for a storage fee to be paid.  If the film is returned to the purchaser, the purchaser should have acceptable facilities to store the film in a proper way.  Often reprints are more expensive than necessary because film has to be remanufactured due to questions and disputes over ownership or storage by the purchaser in poor conditions.  If re-filming is done by photographing a textbook, the quality of further printing is substantially reduced.

19.
Local Copyright Laws.  Care should be taken to ascertain the copyright laws that exist in the country of the purchaser and the degree to which they conflict with copyright laws best known to the bidding community.  Some countries that are not signatories to the main international copyright conventions may have local provisions that could create legal difficulties during performance of the contract.

ANNEX 4. Payment Schedules

Publishing Services: The time scale for the development of new manuscripts and for the work that has to be carried out on them before they can be printed is an extended one, particularly if the Borrower requires the publisher to make revisions when the work is already well advanced. Subcontracting plays an important role in the publishing process. Publishers have to make payments to authors, editors, illustrators, book designers, and origination houses during the progress of the work. It is therefore important that contracts should allow for advance payments to the publisher.

Where a contract is solely for the development of a title to camera-ready copy (CRC), page film, or electronic media format and does not include manufacture and distribution, one of the following payment schedules may be appropriate:

· On signature of contract—advance payment of up to 45 percent of the total value of the contract against a bank guarantee

· On delivery and approval of final blueprints, CRC, film, or electronic media of the entire title—payment of the sum outstanding 

OR

· On signature of contract–advance payment of up to 30 percent of the total value of the contract against a bank guarantee

· On delivery and approval of the complete manuscript—payment of 35 percent of the total value of the contract 

· On delivery and approval of final blueprints, CRC, film, or electronic media of the entire title—payment of the sum outstanding 

Manufacture: Because paper represents a significant percentage of the total cost of book manufacture (as much as 70 percent) and needs to be purchased well in advance of completion of the books themselves, the supplier may require an advance payment. This may be made against a bank guarantee, which should remain valid until acceptance of the finished goods. 

A Borrower may wish to fund the cost of paper without requiring a bank guarantee. However, the Borrower should be made aware of the risks involved (i.e., no guarantee that the paper will be used for its intended purpose, no guarantee that, should the Borrower find itself the owner of the paper through the default of the manufacturer, it will be able to recover more than a portion of its cost by selling it). The Borrower runs a far greater risk if manufacture is carried out outside its own country.  For purchase of paper, the use of letters of credit is a recommended option.

If an advance payment is made for paper, a further payment to bring the total to 90 percent of the contract value should be made on shipment of the books against receipt of documents, and the final 10 percent should be paid on receipt and acceptance of the books.

Publishing Services and Manufacturing

When a supplier is contracted to develop a title and to manufacture it, this may be for a single-book option (SBO) or for a multiple-book option (MBO). The time frame for each differs substantially. An MBO can take more than two years from the sale of bidding documents to the delivery of finished books to schools. An SBO takes less time. The points at which payments may be triggered also differ between the two options. As a result, each may require a different payment schedule. The following may be appropriate:

Single-Book Option.  The supply of publishing services and manufacture can be treated as separate parts of the same contract, and payments can be made as outlined above. Alternatively, the contract can be treated as a whole. In this case, on signature of the contract, the supplier may request an advance payment of up to 10 percent of its total value against a bank guarantee. Stage payments can be made when the full manuscript is received and approved by the Borrower and when blueprints are approved and the Borrower gives the “Notice to Proceed” to the supplier. At this point, all fixed costs listed under A in Pricing Formulas for Varying Initial Printing Quantities and for Reprints will have been paid. 

The supplier can then request a subsequent payment for paper.  Again, the use of letters of credit is a recommended option.  The provisions relating to payment for paper, discussed above, apply here too. Once manufacture is complete, a further payment to bring the total to 90 percent of the contract value should be made on shipment of the books against receipt of documents, and the final 10 percent should be paid on receipt and acceptance of the books.

Multiple-Book Option. In the case of MBO, the actual number of books that a contractor will have to produce is not known when initial contracts are drawn up. Initially each contractor produces a short print run of its finished title, reviewed by districts, schools, or teachers alongside titles from competing contractors. Normally districts, schools, or teachers will make their choice from three titles. When all choices have been made, the figures are collated at national level and contractors receive a second contract for the number of copies that they are to produce in the long (or main) print run. Completion of the short print run is the point at which the publishing services portion of the publisher’s task is completed.

Payment should be made on the basis of two separate contracts, one for publishing services and one for manufacture (see above).

Annex 5. Technical Specifications

Durability

Before drawing up Technical Specifications, it is essential to establish whether a title or series of titles is expected to be used for one school year and then thrown away or whether it is to be passed on from student to student and used for a number of school years.

Workbooks are normally used for one year only. Since the books contain exercises and problems that require the students to write on the pages, the books cannot be reused. Although the quality of materials for workbooks can be lower than that for other types of materials, they are still a costly option when compared with reusable books. 

In general, reusable textbooks should be designed to last for at least three years. This can only be a rule of thumb. When parents, teachers, and students are taught how to look after books, they may last a great deal longer than this in higher grades and may need to be replaced only when there is a radical change to curriculum. In lower grades they may not last for as long as three years since younger children are more prone to mistreat their books than older students.

Sustainability is a key issue in drawing up Technical Specifications. Many textbook components fail because the annual running costs cannot be met by the Borrower or by parents once project funds are exhausted. 

Text Paper and Cover Board

The following characteristics have an impact on durability:

Weight, chemical composition (percentage of wood free pulp), tear strength, burst strength, grain direction, and caliper (thickness of the paper or board)

The Borrower can specify the following characteristics, but this task would more normally be that of the printer:

Water content, porosity

The following characteristics affect how easily the book is used:

Opacity (see through), brightness or whiteness

Binding

In most countries textbooks will be bound with soft covers. However, in Russia and the Confederation of Independent States, hard-cover binding is still sometimes required. The following information applies to soft-cover binding alone.

· Saddle stitching: Books with 96 pages or fewer should normally be saddle stitched with a minimum of two staples. If the length of the spine warrants it, three staples may be used. If the weight of the text paper allows it, the number of pages that can be saddle stitched may be raised to no more than 112.

· Square-backed binding: Books with more than 96 pages should normally be bound with a square back. The most durable form of binding is section sewing carried out by machine. This is relatively expensive and not always available in developing countries, but it should be specified whenever possible. It can be replaced by hand sewing, but this has to be carried out to a very high standard to make sure books don’t fall apart. The cover should be scored in four places, glued to the spine of the book, and side glued onto the first and last pages so that the outer scores form hinges for the front and back covers. 

· Alternatives to section sewing are 

· Side stabbing, which is not recommended since it results in a book that cannot be opened flat and that soon breaks down in use. 

· Perfect binding, which if carried out on modern machinery with high-quality adhesives can produce a book strong enough for use in higher grades but with a shorter life than a section-sewn book.  In general, its use is not recommended.

· Burst and slotted binding, which are variants of perfect binding. They require specialized folding and/or binding equipment. These methods of binding can be specified as alternatives when perfect binding is considered appropriate, since their potential life span is similar to that of perfect binding.

Cover Finish

The cover of a saddle-stitched or square-back-bound paperback can be treated in one of three ways to increase its durability and attractiveness and to make it easy to wipe clean.  

· Machine varnish. This is the cheapest and most readily available method and should be considered as the minimum appropriate finish. It can be applied using normal printing machinery.

· Ultraviolet-cured varnish. This is more expensive than machine varnish, has a higher gloss, and gives greater protection. It requires special machinery for its application. 

· Film lamination. This is the most expensive of the three. It gives a result and durability similar to ultraviolet-cured varnish and also requires special equipment for its application. 

Format 

For younger children, large formats are considered to aid learning since they allow for the use of larger type sizes and illustrations and clearer overall design than smaller formats. However, they may be less durable since they are more easily damaged, they may not fit easily into school bags, and they may be difficult to use in crowded classrooms. 

Good design—particularly the careful use of white space—can make small page sizes work well. Production costs are likely to be lower than for large formats because more material can be fitted pro rata into the page area. Book life is likely to be greater and storage easier than for large formats. 

For some subjects, such as art and music, it may be preferable to have the spine on the short dimension (a landscape format), rather than binding it in portrait format, where the spine is on the long dimension.  

The bidding documents should suggest a minimum acceptable page size. Since most bidders will not exceed this, the page size should be chosen with care, taking into account the subject matter, the ages of the students who will use the books, the most common sizes of papermaking and printing machinery that are available both domestically and internationally, as well as limitations on available storage and transport. International A sizes can be a useful guide. A5 (21 centimeters high by 14.8 centimeters wide) or similar is a good starting point.  

Color

More and more textbooks are nowadays printed in two or four colors. This is more expensive than printing in monochrome but, since paper cost (which may represent 60 to 70 percent of the overall cost of production), will be more or less the same—regardless of the number of colors used—the overall additional cost may not be excessive. Computerization has substantially reduced the cost of preparing color illustrations. However, color should be used only if it adds to the educational effectiveness of a book. It is often more appropriate for lower grades than for higher ones.

Durability Specifications

Text Paper for One-Year Book Life

White, part mechanical offset printing paper containing no more than 40 percent mechanical pulp with an even formation free from specks and holes

60 to 65 gsm, although for workbooks 55 gsm paper with adequate opacity may be acceptable 

Opacity 75 to 80 percent measured by the ELREPHO test (ISO 2471)

Grain to run parallel to the spine of the book

Text Paper for a Three-Year Book Life

White, wood-free offset printing paper with an even formation free from specks and holes

75–80 gsm, although 70 gsm paper with adequate opacity may be acceptable

Opacity 80 percent+ measured by the ELREPHO test (ISO 2471)

Minimum brightness 83 percent (ISO 2470)

Grain to run parallel to the spine of the book

Cover Board

White one-sided art board (carton board may be suitable for books with a one-year life) coated one side only

220 gsm (200 gsm may be suitable for books with a one-year life. In the case of some workbooks, no cover will be required since the books will be “self-covered,” i.e., the outside four pages of the text will form the cover.)

Minimum brightness 83 percent (ISO 2470)

Grain to run parallel to the spine of the book

Machine or ultraviolet-cured varnish finish or film lamination

Standards, Inspection, and Testing

It is essential for the Borrower to be able to check that a contractor has complied with the Technical Specifications laid out in the bidding documents. Some of these can be checked with relatively simple equipment. However, some, such as measuring the proportion of mechanical wood in text paper or cover board, or the strength of perfect binding, will require the services of a professional laboratory. 

Early in project preparation the bidder should locate a reliable laboratory and make sure that it is totally independent from potential bidders. In some countries the government printer may have the only laboratory facilities for testing paper and board. This could result in an undesirable conflict of interest if the government printer is eligible to bid. In these circumstances, the Borrower may have to use a foreign laboratory to undertake tests.

The bidding documents should stipulate not only the Technical Specifications themselves but what inspections/tests the Borrower requires and where and by whom they are to be conducted.

The bidding documents may require a contractor to submit a specific number of sample copies of a title for testing. However, since contractors will choose these very carefully, and they may, therefore, be in no way representative of the quality of the entire print run, the Borrower should arrange to carry out random checks anywhere in the country. The contractor should be made aware of this fact.

When procurement involves a single-book option (SBO) or a multiple-book option (MBO), bidders are required to submit dummies as part of their bid submissions. These have to be made using the text paper, cover board, and binding style that will be used for the eventual print run. The bidder is required to sign the dummy and to confirm in writing that it meets the Technical Specifications. Checking the materials against the production run is straightforward; checking the binding is less easy.

Unfortunately, in preparing a small number of dummies, it is almost impossible to match the binding quality of a full production run. It is imperative, therefore, for the Borrower to make a very thorough check of text paper and cover board, binding, cover finish, and color when the full production run is completed. Borrowers should choose their own sample copies for testing rather than rely on those submitted by their suppliers.

Quality Control
Paper and Board
Paper and board weight (substance) can be checked using a Demy Scale. This is a simple balance that weighs a sample of the material that is cut using a template supplied with the scale. The scale itself can be purchased from specialist suppliers in the USA and Europe.

Paper and board brightness and opacity can be checked against standard specimens. Sample books can be obtained from specialist suppliers in the USA and Europe. 

If bidders were required to submit blank dummies with their bids, these should be compared with finished copies once they are available. Opacity can be compared by laying a leaf from the dummy alongside a leaf from a finished book and placing both over a black printed image. If the black printed image is clearer to the naked eye through the leaf from a printed book, it is likely that the Technical Specifications for opacity have not been met. Brightness can be checked simply by laying a leaf from the dummy alongside a leaf from a finished book. They should be equally bright (white), or the leaf from the finished book should be brighter. If after carrying out these simple tests the Borrower suspects that the Technical Specifications have not been met, it will be necessary to enlist the services of a professional laboratory to carry out accurate testing.   

Paper and board containing mechanical wood pulp can be checked by using Phloroglucine.  If a spot of this is applied and turns brownish red, the depth of the red is a dependable criterion of the proportion of mechanical wood. It will be essential to use the resources of a professional laboratory if a more accurate measurement of the proportion is required.

Grain direction can be checked by immersing a leaf of text paper or cover board in water. It will curl up into a tube. The grain direction runs parallel to the length of the tube. 

Calliper (thickness) of the paper or board can be checked by using a standard micrometer.

Binding

It is important to check that books have in fact been sewn if this is the binding style that has been specified. The simplest way of doing this is to look for the sewing threads in the center gutter of each section. Books will normally be sewn in 16- or 32-page sections. The threads should be visible between the eighth and ninth pages and after every subsequent 16 pages if the book is sewn in 16-page sections and between the 16th and 17th pages and after every subsequent 32 pages if the book is sewn in 32-page sections. It is wisest to ignore printed page numbers since these may be misleading and to count the pages by hand.  

If the Technical Specifications stipulate that covers are to be side scored and side glued to form hinges on the front and back covers, it is easy to check if this has been done. 

With saddle-stitched books, it is wise to check that the wire staples are positioned evenly along the spine and that they are clenched neither too loosely nor too tightly. The weakest point in a wire-stitched book is the center double-page spread. If saddle stitching is not properly carried out, the book will shed leaves from the center.

On the rare occasions that perfect or unsewn binding is specified, the best test is to try to detach a leaf from the bound book by simply pulling it. If the binding has been properly carried out, the paper should tear, leaving a stub still firmly anchored in the spin. If the leaves come away relatively easily without tearing, the Borrower should enlist the services of a professional laboratory to carry out accurate testing of the strength of the binding.   

Cover Finish
Machine varnish will give a dull finish to the cover but one that can be wiped clean. The Borrower can check that it has been applied by gently scraping the surface of the cover with a sharp blade. This is not a foolproof test since the blade may in fact dislodge the coating of the cover board. 

Both ultraviolet-cured varnish and film lamination will give a high-gloss finish that cannot be mistaken for that achieved by the application of machine varnish. Ultraviolet-cured varnish can be checked in the same way as machine varnish. Lamination can be checked by tearing the cover board and attempting to separate the lamination film from the printed cover.

Color

The register or fit of four-color illustrations is relatively easy to check under a magnifying glass. Black-and-white half-tone (screened) illustrations should be sharp with ample contrast between dark and light areas. Black-and-white text and line illustrations should be black rather than grey and under a magnifying glass should be seen to have sharp edges. If a supplier has used poor-quality inks, not only will the result be gray, but the ink may well rub off on the reader’s fingers.

Glossary

	Advance Payment
	Payment made on signing a contract, usually 10 to 15 percent of the contract amount.

	Bid security
	A form of financial guarantee provided by the bidder when a bid is submitted and forfeited if a bidder withdraws the offer during the period of bid validity, refuses to sign the final contract, or does not provide the required performance security. The bid security remains valid for four weeks after the date of validity of the bids.  Bid security is returned to unsuccessful bidders.

	Book life
	A period of time that books are expected to be in good, usable condition, and should be linked to the curriculum revision cycle (generally five years).

	Camera-ready copy
	The complete edited, formatted, and illustrated textbook prior to its printing.

	Eligible source countries
	Bank member countries.

	Estimated quantity supply contract
	A contract for a fixed period that indicates an estimated total quantity.  The actual total quantity purchased is determined by orders placed during the contract period as required.

	Manuscript
	A written document as distinguished from a printed copy.  

	Marketing authorization
	A legal document issued by the manufacturer. 

	Multiple-book option
	A competitive selection process takes place to select several titles (normally the top three with the highest scores of combined points) for each subject at each grade level.  

	Prequalification
	An assessment made by the purchaser before inviting bids of the experience and capacity of suppliers expressing interest in undertaking a particular contract.

	Postqualification
	An assessment made by the purchaser immediately prior to award of contract to ensure that the lowest-evaluated, responsive, eligible bidder is qualified to perform the contract in accordance with the qualification requirements.

	Supplier
	Primary manufacturer of a good or an individual/organization with authority to act as an agent for the primary manufacturer.

	Single title
	One title in each subject at each grade level written and published by the government.

	Single-book option
	Under SBO a competitive selection process takes place to select a single title for each subject at each grade level.  

	Rental schemes
	A revolving fund of monies paid by families where economic conditions do not allow for the full payment of textbooks and other educational materials. The money raised from rental fees is used to replace books as they wear out. 

	Unlimited choice
	Under this option, head teachers, department heads, etc., choose the books they wish to use from a wide range of titles.
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Prequalification of suppliers must be relevant to the scope and size of the contracts to be financed during the first few years of the project.  





Both prequalification and post-qualification, if properly managed, can help to eliminate substandard suppliers.





Decentralized procurement offers an opportunity to develop expertise of staff at lower administrative levels.


Decentralized procurement may increase the need for monitoring and the cost of technical assistance.





Centralized bulk procurement can bring about lower product costs when competitive selection procedures are used.  


One potential disadvantage is the difficulty in making the product available to the consumer in a timely and efficient manner.





Copyright is a absolute right that is “owned” like other assets. It can be sold or licensed as the “right to publish.”





An RFP can be used to procure publishing services separately from manufacturing.  





The use of technical assistance is critical in both project design and project implementation.





The Borrower must ensure that bidders have the appropriate plant facilities and expertise to deliver quality books within the required timeframe.





The Assessment of Agency Procurement Capacity should play a key role in deciding whether procurement should follow a centralized or decentralized approach.








� 	Project staff can send requests for copies to eservice@worldbank.org.


� 	See the Procurement Matrix for the most appropriate procurement methods to procure publishing services, manufacturing, and distribution, either jointly or as separate activities, under each option.


� 	Project staff can access the Education Advisory Service (by e-mail: � HYPERLINK "mailto:eservice@worldbank.org?Subject=Question/Comment on Education External Website" �eservice@worldbank.org�) of the Bank for information on sources of specialized technical expertise (organizations and individual consultants) from which to identify resources to assist in the completion of such assessments, if required. 


By Web: �http://wbln0018.worldbank.org/HDNet/HD.nsf/SectorPages/Education?Opendocument


� 	Refer to paragraph 2.6 of the Guidelines for Procurement under IBRD Loans and IDA Credits for more guidance:


http://www.worldbank.org/html/opr/procure/guidelin.html


� 	Whenever possible, the Borrower should avoid the complications of procuring and importing raw materials. This should be left to the printers who are contracted to produce finished books. There may, however, be occasions where the Borrower purchases paper and arranges for it to be distributed to the printer or printers. This will occur when the Bank can only fund the purchase of materials (e.g., paper) using ICB.


� 	Further details are contained in appendix 2 of the Bank’s Guidelines Procurement under IRBD Loans and IDA Credits (1997).


� 	See footnote 3.


� 	If a bidder wishes to submit a proposal for a larger page size and this is acceptable to the Borrower, the bidder can reduce the number of pages in an inverse ratio to the difference between the areas of the minimum page size and the larger page size. The resulting number of pages should be rounded up or down to the nearest multiple of 16.


� 	Refer to the Bank’s Disbursement Handbook for additional guidance on the use of letters of credit.
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