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I. INTRODUCTION
The goal of Jamaica’s Information and Communication Technology Project (JA 0116) is
to increase productivity, diversify exports and create employment in order to
accelerate economic and social development. The purpose of the project is to increase
the use of ICT in the private and public sectors through well-targeted interventions.
The project consists of 4 components:
(a) strengthening of the Ministry of Industry, Commerce and Technology (MICT);
(b) introducing E-government (Government online) in key agencies to improve
efficiency in the public and private sectors;
(c) Support for expanding Internet access in low-income communities outside
Kingston (Community Outreach Program) and enable low-income individuals
to gain access to ICTs and benefit from their use; and
(d) augmenting human capital in ICT.
This Operations Manual contains the rules and procedures for the execution of the
Community Outreach Program of Jamaica’s ICT Project. It includes a description of
Community Outreach Program, the responsibilities of the Executing Agency, the Project
Manager - Director General of the MICT and the various contractors that will be hired
and entrusted with assisting the MICT in implementing various parts of the program,
and the rules and procedures that will be followed in awarding subsidies and small
grants provided by the program.
The Manual reflects the formal loan contract between the Government of Jamaica and
the Inter-American Development Bank. Nothing in this manual alters the rights and
obligations of the parties specified in the loan contract.
The Operations Manual will be in effect for the duration of the ICT Project. If the
Government of Jamaica or the Bank consider it necessary to introduce specific changes
to the manual, those must be agreed to in writing by both parties.
The Operations Manual must be made available to all ICTU and Executing entity staff
and, upon request, to communities and other program participants.

II. OVERVIEW OF THE OUTREACH PROGRAM
There is presently very limited access to the Internet by citizens, particularly in areas
outside Kingston. The objective of the Community Outreach Component is to enable
low-income people to gain access to the opportunities that the Internet opens up for
communicating, learning, identifying employment and income generating activities and
improving community welfare.
The following table summarizes the principal elements comprising the Outreach
Program and their cost and source of funding.
Outreach Component Cost
TOTAL US$ 000
GOG/
IADB
TOTAL
Beneficiaries
462
438
900

1

CAP Sites Establlishment

2

Network Software

3

Promotion & Networking Workshops

4

Training

526

203

729

5

Practice and Development Scholarships

346

346

691

6

Mgmt. and tech. Assistance to communities

949

0

949

2402

987

3388

TOTAL COMPONENT COST

100

100

19

19

There are two kinds of limitations preventing Jamaican citizens from benefiting from
the opportunities offered by the Internet. One refers to physical access to the
technology – the hardware, software and connectivity. If there are no affordable
facilities within his reach, the citizen cannot use the Internet. A second set of barriers
relate to lack of education, training, cognitive abilities and even cultural predisposition
to use the technology. The Outreach Program seeks to address both kinds of
limitations. It will finance an expansion in Jamaica's telecenter network as well as the
capacity of students and people in rural communities to profit from these telecenters.
The Outreach component will provide for an expansion in telecenter facilities in hard to
reach – commercially unprofitable rural areas and marginal low-income urban
communities. As shown in the table above, the first element of the program will
provide US$ 462,000 investment to help establish 60 telecenters throughout rural
communities.
To address the second set of limitations, other elements (i.e. items 2 through 5 in the
cost table) of the Community Outreach Program will provide additional support
(approx. US$ 1.2 million) in the form of training of beneficiaries and practice vouchers
to enable communities to apply ICTs to further their development.
The cost of implementing the program and providing technical assistance to
communities is estimated at US$ 950,000.
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II. CAP SITE ESTABLISHMENT TARGETS
Appendix A presents a list of towns outside Kingston, denominated by the Statistical
Institute of Jamaica, Special Population Areas. The table also includes population by
town, according to the 1990 Census, as well as the location of branches of public
libraries, sponsored by the Jamaica Library Service. The location of libraries is
important, because branch libraries are expected to be frequent local partners
contributing the locale as well as staff to operate the telecenters.
This information has formed the basis for the setting of targets for the Community
Outreach Program.

During first 2 years of the program, the CAPI’s promotional focus will be on towns with
over 3,000 people. Some smaller towns may nevertheless be able to establish
sustainable telecenters; their population may be more densely situated, better
organized or more interested in ICTs. Also, some marginal communities of Kingston
may qualify; e.g. because they are low income and have not seen the establishment of
a cybercafe or other telecenter facility in their neighborhood.
III. SOFTWARE DEVELOPMENT
The project's software developments will include: a Community Outreach network
portal, software to manage and administer the practice voucher system, and software
to facilitate time use accounting and billing by the telecenters.
The Community Outreach network portal is particularly important. It is to be developed
and maintained by the Project’s CAPI in its own hardware and server facilities, and
should:
i)

enable distance learning and training of telecenter users and telecenter
staff;

ii)

enable remote fixing of common problems from project headquarters in
Kingston;

iii)

facilitate networking amongst telecenters within the network and other
community development initiatives in Jamaica;

iv)

facilitate the engagement of institutions (e.g. Jamaica Library Service) in
the production of content that is of practical value to telecenter users;
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v)

enable users (persons and institutions) to establish their own mail
account and easily set up and maintain their own web page with local
community or personal content (maximum of 10 Megabytes per user).

The software solution for tracking and administering practice vouchers should be easy
to implement and administer, and provide for fairness and transparency.
All software developed under this project should be based on open source nonproprietary software license and development environment. It should be user friendly
and have adequate documentation to enable new users to get up to speed in its
operation swiftly. Once developed, project software should be made available as is for
use by telecenter and cybercafe users world wide everywhere.1

IV.

IMPLEMENTATION ARRANGEMENTS

The Community Access Program Implementing Institution (CAPI)
The Community Outreach component will be outsourced to an experienced NGO or
private firm, to increase effectiveness and also to reduce political pressure on
government during the process of awarding of establishment grants, training and
support to community initiatives using ICTs.
Telecenters best function when they are managed locally by enthusiastic leadersoperators who are in tune with community needs. Telecenters are unfortunately also
highly susceptible to political interference, yet nothing could be more detrimental to
their sustainability than governmental meddling in CAP site selection or day-to-day
operations. The separation of implementation of the CAP from direct
Government management is part of the program’s design effort to mitigate
this risk. Other implementation guidelines incorporated into the Community Outreach
Operations Manual will help mitigate this risk and further enhance the telecenter
sustainability. For example, if a CAP fails to reach its objectives the institution will be
required to return the equipment. This has been the practice under the UNDP
sponsored Sustainable Development Network, but would be nearly impossible to
accomplish if it were managed directly by Government.
An experienced NGO or private firm will be selected to become the CAP implementing
institution (CAPI) through a formal tender process. The CAPI will be responsible for
managing (with a staff to number 4 professionals) the Community Outreach
component for a period of 5 years.
The functions and responsibilities of the implementing institution include the following:
1
Putting in place the administrative procedures and develop an open
process for the establishment of CAPs, and awarding and managing
complementary community support, user training and practice subsidies,
following the criteria specified in this Operations Manual.

1
The use of open software for common office applications (i.e. word processing, spreadsheet, data base
management) is not required but is encouraged. Open software is being successfully used in at least one
significant telecenter program (www.telecentros.sp.gov.br)
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2
Installing a monitoring and technical support mechanism to help
communities install and achieve telecenter sustainability and carry out
supplementary activities in a fair and transparent manner.
3
Developing community awareness, giving technical guidance to
communities aspiring to establish a CAP site, and selecting the most viable
proposals.
4
Providing continuous feedback to the ICT Project Manager on progress
and obstacles encountered during implementation, regarding CAP site selection,
establishment and operation.
5
Imparting technical and managerial training to operator-managers, and
to trainers that are eventually entrusted with training in the individual CAP
sites.
6.
Manage the development - through a combination of project staff and
outsourcing - of key software required by the project.
The selection of the CAPI will be carried out by the MICT, based on the demonstrated
experience of bidding institutions to satisfactorily carry out the Community Outreach
component functions. Table 1 specifies the criteria and relative weights proposed for
selecting the winning bid.

1
2
3
4
5
6
7

8

Table 1 - CAPI Selection Criteria and Weight Scheme
Suitability and qualifications of Outreach Staff Team
Experience and qualifications of the institution to carry out the
Outreach component.
Institutional and staff knowledge/experience of Jamaican context, and
engagement of national institutions – public and private – in the
proposal submitted.
Strength of proposal approach to set up CAPs as self-financing
institutions, that are supportive of social and community development,
and is consistent with specifications set out in this manual.
Quality and sustainability of software/hardware solution proposed for
managing and supporting 60 telecenters distributed throughout the
country.
Technical strength of proposal regarding the training of telecenter
administrators and users. (Types of training to be offered, conditions of
training, selection of trainees, distance education platform used, etc.)
Proposed methodology for awarding and monitoring the use of training
and scholarship grant awards. This includes software (selection and
award process, support to communities in the development of their
projects and applications, fostering of networks) and hardware aspects
(use of cards, pins, vouchers).
Strength of proposal for monitoring and reporting on progress,
problems and impact in a timely, transparent and reliable fashion, and
in accordance with the IDB Loan Document – Logical Framework.
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15%
10%
10%
20%
10%
12.5%

12.5%

10%

CAP Site Selection Process
Selection criteria
Some institutional and service restrictions apply. Every proposal submitted for
consideration by the CAPI must certify that the following necessary conditions
are met:
i)

Proposals for the establishment of a CAP site may be presented by a lead
institution, which may be an NGO, a local public service agency (public
library, local school, community center) or a local business leader. A
local agency of the executive branch of government may participate in
the partnership, but may not be the lead institution submitting the
proposal. A determinant of the quality of the proposal is the extent to
which it incorporates as partners several local and reputable NGOs, firms
and institutions. But the ultimate responsible party must be a single
firm, NGO or agency. A local branch of a large national institution may
be the lead agency (e.g. school, post office or a branch library), provided
that financial and administrative management is local. Monies collected
should be managed locally.

ii)

No telecenter establishment (e.g. cybercafe, library with Internet
connected computer lab) is already found within 2 km. of proposed CAP
site.

iii)

The proposal must provide a minimum level of service (e.g. 40 hours of
operation per week, of which 20 must be evening and weekend hours).

iv)

The proposal must clearly recognize that the equipment support
provided by the Community Outreach program belongs to the program
during the first three year that the site is in operation; and that it may
be taken away by the CAPI if the conditions of service are not fully met
or if an inappropriate use of the facilities takes place.

Once these necessary conditions are met, the selection of sites will be based on the
application of the criteria and relative weights to CAP site establishment proposals
specified in Table 2.
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Table 2: Criteria for Selection and Scoring of CAP Site Proposals that Meet Minimum
Necessary Conditions
1
Institutional viability of the proposal: strength and experience of lead
institution and demonstrated ability to follow through with development
40%
initiatives in which it gets involved.
i) Has the lead institution been in operation for at least a year?
10%
ii) Does the lead institution have a record of service recognized within the
10%
community?
iii) Number and experience of other institutions (ideally there should be at least 3)
partnering with the lead institution, each making a concrete substantial contribution
to the costs of operating the CAP site (e.g. staff, money, other inputs), and each 10%
with its own constituency, as a means of aggregating demand and commitment to
success of the initiative?
iv) The proposal will identify the makeup of a "local council or local ICT
development committee" that will help select beneficiaries of training grants and
practice and development scholarships. This local council will be made up in part of
partner institutions, but may also include other reputable members of the 10%
community.
Does the make up of this local council incorporates fair, respected and trusted
members of the community?
2
Financial viability of business plan. Is the projected cash flow positive after the
20%
3rd year and based on realistic assumptions?
Does the CAP site establishment plan show clear efforts to generate revenue from
5%
service fees?
Does business plan show clear efforts to keep its costs commensurate with
5%
resources available and service efficiency?
Does the CAP site proposal show a positive cash flow projection after the third year
in operation? Are the assumptions about services, costs and revenues, underlying 5%
cash flow projections realistic?
Are key management decisions (e.g. purchase of materials) vested on local
administrators? Are revenues managed by the local administrator, to meet costs as 5%
they arise?
3
Community Development Plan
15%
The proposal must include a concrete plan to serve community development needs.
This plan may be based in part on project support, but will be judged primarily on
5%
the extent to which it demonstrates a clear understanding of community needs and
a realistic assessment of how ICTs may contribute to improve community welfare.
The proposal must describe in detail the kinds of beneficiaries it will target for user
training scholarships and user vouchers available under project sponsorship in 10%
order to promote local development.
4
Adequacy of counterpart contribution
25%
Adequate locale (centrally located, close to schools or businesses or community
10%
centers)?
The proposal must specify the community contribution to the project. This will
include the locale, the basic furniture, and other materials and equipment. Does the
10%
proposed contribution for each of the partners demonstrated a concrete
commitment to the CAP’s success?
Characteristics of the town proposed: e.g. relatively large town, not yet being
5%
served and location of cap site to achieve spatial balance.*
* No special consideration will be given to geographic distribution of proposal during the first 2
years of project implementation. Later on, it may be given some weight, provided that sustainability
is not compromised.
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The CAP site selection process
The CAP site selection process may be described in terms of the following 5 stages.
Stage I A date will be fixed for submission of proposals for the establishment of
CAP sites. The program and deadline will be advertised in the project’s official
website, as well as more broadly, in local newspapers and in official government
and unofficial community websites.
Stage II A three month period will be granted after announcement of
submission deadline, for on site discussion with communities, promotion of
project objectives, and preparation of CAP site proposals.
A Community Access Program launching workshop would be undertaken every
year. The first couple of years, these workshops would serve the purpose of
disseminating program objectives and inviting proposals from communities.
Gradually, the focus of the workshop would change, from promotion to
facilitation and the exchange of experiences amongst CAP site staff and
operators.
Stage III. The CAPI will make a first cut (selection) amongst the written
proposals it receives for CAP sites. A score will be given to each of the proposals
presented to the CAPI. Those proposals that do not meet the minimum
necessary requirements will receive a grade of zero, while the remaining will be
scored based on the relative weights presented in Table 2. The results of this
first cut in the evaluation process, the scorecard for every telecenter that sent
in a written proposal, will be posted on the program's web page no later than
15 days after the submission deadline.
Stage IV. The first cut will enable the identification of those proposals with a
minimum score of 60%. Either all of the proposals scoring over 60% (as long as
these are 30 or fewer) or the 30 proposals with highest score will be selected
for further scrutiny during the second cut.
The proposals will then be subjected to an onsite evaluation to confirm that the
affirmations in the written proposals are valid and to further refine the
assessment of proposals leading to a final selection of about 9-15 sites per
year, depending on implementation capacity as determined by the CAPI. The
results of this second cut will be a written evaluation completed for each of the
30 or fewer proposals selected during the first cut.
Ideally, many of the proposals that did not make it through the second cut
would nevertheless be encouraged to strengthen their submission (following the
recommendations specified in the written evaluations) and present an improved
proposal for consideration the following year.
The written evaluations of the proposals appraised during the second cut, will
be published online in the Community Outreach program’s website.
The CAPI will keep the project Manager and the Project Steering Committee informed
of progress in the selection process as well as with regards to other project activities.
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V. TRAINING AND PRACTICE AND DEVELOPMENT SCHOLARSHIPS
The pricing policy for services rendered by the telecenters will be determined by the
CAPI. A uniform pricing policy is probably warranted throughout all centers in the
system, but flexibility should be built into the policy, so that special promotions and
arrangements may be made locally, for different services or for use at different hours
of the day, even if this local practice is at variance with overall prices at other
telecenter sites.
Telecenter sustainability is particularly difficult to achieve during the first few years of
operation. It is during this period that the practical value of the telecenter is likely to
be negligible, largely (albeit not exclusively) because potential customers are
unfamiliar with the technology and have limited computer and Internet skills. To
enhance the prospects of telecenter sustainability and the value of telecenter user
experience, the Outreach program will provide two kinds of grant assistance to users
of each telecenter during its first three years of operation: i) training; ii) practice and
development scholarships.
Training Awards
Each telecenter will be able to make use of a total amount of training resources,
equivalent to US$ 2,250 per year, or about 6,750 for the 3 year start-up period. It will
be able to award these grants at its discretion, provided it follows the following rules:
i)

Training may be imparted by the telecenter or outsourced to third parties,
with or without assistance from the Community Access Program
Implementing Institution (CAPI). In any event, trainees will be required to
fill out a questionnaire assessing the value of the training. These
questionnaires will be reported on on a regular basis to the CAPI, which will
in turn report to project authorities on the quality of training as assessed by
traineees.

ii)

The scholarships may be awarded for use during the morning hours or in the
evenings, depending on local needs and operating conditions, and the
requirements of the person receiving the award. In general, it would be
expected (recommended) that subsidized scholarships are redeemed during
morning hours, when telecenter services by paying customers tends to be
lowest. This will make it easier for telecenter operators to maximize their
revenue flow stream and meet expenses. The ability to make use of the
scholarship award during the morning hours may be a criteria built into the
award selection process.

iii)

Recipients of practice and development scholarships will be required to
make some kind of contribution to the total cost of training. For the most
part, this contribution may be provided in cash, but on an exceptional basis,
in kind. In general, the cost of training should be financed following the
principle of 1/2 grant and 1/2 trainee.
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Practice and Development Scholarships
Each telecenter will also be able to make use of a total amount of resources,
equivalent to US$ 1,200 per year, or about US$ 3,600 for the 3 year start-up period.
The purpose of these scholarships is to support the effective use of information and
communication technologies by local NGOs and institutions in worthwhile community
development projects or initiatives. Prototype examples of the kinds of “projects” that
could be supported by these scholarships include:
A school administrator hoping to train local school teachers or students in the
use of ICTs for educational purposes.
An individual or group of tourism related merchants (hotel owners, hoping to
develop its own web page to attract tourism to their community.
A group of young entrepreneurs that wish to set up their own web page to
advertise their particular – e.g. web page design – skills.
A group of farmers who want to look for information related to the exportation
of a locally produced agribusiness product.
A group of youngsters wish to make use of a football field, but need to request
its use from a private enterprise or public agency that owns the field. The
students want to put together a cohesive and well presented proposal, using
word processing and spreadsheet applications. to justify their request and
making provision for proper maintenance.
Each telecenter will be able to award these scholarships at its discretion, provided it
follows the following rules:
i)

The scholarships may be redeemed at the telecenter where it is awarded or
at another telecenter within the system. The rules for sharing these awards
between telecenters will be set by the CAPI, taking into consideration the
needs and requirements of local telecenters. The means of verification –
certificates, cards, pins or other instruments – at each telecenter site, for
these scholarships will also be specified by the CAPI.

ii)

The use of the scholarships may be provided either during the morning
hours or in the evenings, depending on local needs and operating
conditions. In general, it would be expected (recommended) that subsidized
training is imparted during morning hours, when telecenter services by
paying customers tends to be lowest. This will make it easier for telecenter
operators to maximize their revenue flow stream and meet expenses.

iii)

Each “scholarship” has been fixed at US$ 300/unit. Together with a similar
counterpart contribution of US$ 300, the resulting US$ 600 would buy the
equivalent of 15 hours of computer/Internet use, over a 10 month period.
Actual amounts may vary depending on local needs.

iv)

The pricing of training services may be set at the discretion of the local
operator.
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v)

Trainees will be required to make some kind of contribution to the total cost
of training. This contribution may be provided in cash or in kind. In general
terms, the cost of training should be financed following the principle of 2/3rd
grant and 1/3rd trainee.
General Requirements for Training and Project Awards

The policies for awarding of training and practice and development scholarships should
be determined locally, by the telecenter operator, with guidance from the CAPI as well
as from a "local council or local ICT development committee".
The Local Council should be made up of persons that are part of the institutional
partnership responsible for telecenter management, as well as highly regarded
members of the community (church leaders, teachers, business people – with no close
ties to political parties). The purpose of the Local Council is not to review each
individual application for grant or project subsidy, but rather to devise general
guidelines on procedures for awarding these grants according to local community
needs, and to oversee that these guidelines are subsequently followed.
The total allocation of subsidy awards (of both kinds) per telecenter for the 3-year
start up period has been set as follows:
3 year total US$
Training scholarships
Practice and development scholarships
Total

6,750
3,600
10,350

Training and grant awards are not only a way of supporting IT skills development at
the local level but are also a management instrument of telecenter operators. He or
she is expected to use these awards to ensure sustainability and a positive cash flow.
It will enhance the prospects for sustainability if the telecenter operator uses and
distributes these subsidy awards wisely, to help his community and to build up the
telecenter’s clientele.
Within this spirit, the telecenter operator may make use of more than an ordinary
share of a year’s training-scholarship award allocation, but not more than about half
the total share within any given year; e.g. no more than US$ 5,000 per year.
In practice, telecenter operators are likely to grant more on training scholarships
during the first and second year of the program, as a means of introducing telecenter
services to the community; and to grant more practice and development scholarships
during years 2 and 3 than in year 1. Appendix B illustrates the way in which a “typical”
or “prototype” telecenter might use his award resources in support of community
development while also building up his telecenter clientele.
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Annex A: Special Population Areas – Population, Libraries and Telecenters

Annex B: Projected Revenues, Expenses and Cashflow of Telecenter Prototype

