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Case Study 3 - Sanovia in Action
Context
Sanovia is a politically decentralised, small size country (Population 7mln) emerging from internal conflict in the late 1990s. Its governance is shaped by a delicate balance between national and regional authorities. Education is managed through 15 regional ministries, each with strong autonomy over curricula, financing, and system organisation, while the central ministry plays primarily a coordinating role with limited enforcement power.
By the early 2010s, concerns about system performance became increasingly visible. Participation in international assessments showed average student results around 32% points lower, significantly below international benchmarks, with more than half of students not reaching basic proficiency levels. At the same time, structural disparities persisted across the system. In several regions, dropout rates reached 60–70%, particularly among disadvantaged groups. While access to primary education was nearly universal, progression and completion at higher levels remained uneven.
Labour market signals reinforced these concerns. Youth unemployment exceeded 25%, and employers reported difficulties in finding adequately skilled workers. Many graduates entered fields with limited demand, while sectors requiring technical skills struggled to attract qualified candidates.
These challenges became central in public and political debate, increasingly linking education performance to economic development and social stability.
In response, Sanovia launched a comprehensive education reform strategy for 2012–2020, developed over two years and involving a wide range of actors, including national and regional authorities, employers, and international partners.
The process brought together different perspectives:
· Regional actors emphasised autonomy and contextual adaptation
· National authorities sought greater system coherence
· International partners promoted models linked to labour market relevance
The resulting strategy reflected these multiple influences. It was broad in scope, covering all levels of education, and was presented politically as a transformational reform aimed at improving economic competitiveness and aligning with international standards.
Reform priorities
The reform outlined several key priorities:
· Harmonising curricula across regions
· Expanding dual and work-based learning
· Improving teacher quality
· Increasing accessibility 
· Strengthening private sector engagement
· Introduction of the regional CoVEs as hub centers
· Strengthening governance and system management
· Investing in infrastructure and equipment
A structured framework of objectives, outcomes, and indicators was included, alongside monitoring mechanisms involving multiple institutions.
In practice, emphasis was made:
· focus on infrastructure expansion
Financing the reform
The strategy was supported by an estimated €4 billion budget, combining national, regional, and international funding sources. Additional mechanisms were introduced to support implementation, including incentives for employer participation and externally funded pilot initiatives.
Early implementation experience
During the initial years, the reform generated substantial activity:
· New schools and facilities were built or upgraded
· Pilot dual education programmes were launched and gradually expanded
· Teacher training initiatives were implemented
Participation in new vocational models increased modestly, with expectations to double participation levels over time.
However, implementation dynamics varied significantly:
· Some regions prioritised infrastructure development
· Others focused on introducing new programmes
· Implementation speed differed across regions
· All donors involved and regions followed there own action plans 
· There was no coordination during the period, as government decided to be flexible and guided only by the logical framework and costed priority list (rough calculation)
· Monitoring systems tracked implementation at the and, by checking all results whether achieved or not.  particularly in terms of activities completed and funds disbursed. 
For some areas, esp. teacher CPD, overachievement was reported, but later, it was found out, that donor organisations indicated numbers which was also count by the ministry, causing misunderstandings for a while. 
Over time, stakeholders began to reflect more deeply on how the various components of the reform interacted, how responsibilities were exercised, and how resources were aligned with priorities. Especially interesting it was the debate, if we need to integrate the costs of dual education played by the enterprises. 
5. SANOVIA LOGICAL FRAMEWORK
	Level
	Description
	Indicators

	Impact
	Improved human capital and economic development
	GDP growth, employment rates, PISA scores

	General objectives
	Improve quality, equity, and labour market relevance
	Dropout rate, learning outcomes

	Specific objectives
	Harmonisation, dual education expansion, governance improvement
	% aligned curricula, % dual participation

	Outcomes
	Curriculum convergence, stronger employer links, improved management
	Employer participation rate, system alignment index

	Outputs
	Training programmes, infrastructure, new curricula, VET programmes
	# teachers trained, # schools equipped

	Activities
	Reform implementation actions
	Milestones achieved


Budget distribution
	Area
	Planned
	Actual Trend

	Infrastructure
	30%
	~40%

	Teacher training
	20%
	~10%

	Dual education
	25%
	~15%

	Governance reform
	15%
	~5%

	Monitoring & evaluation
	10%
	<5%


SANOVIA DIAGNOSTIC SUMMARY
	Dimension
	Sanovia Reality

	Governance
	Fragmented across 15 ministries

	Strategy design
	Donor-supported and politically driven

	Costing
	Partial and weakly linked

	Institutional setup
	Distributed responsibilities

	Budget
	€4 billion, all sources not prohibited by the law

	Implementation
	Uneven across regions



GROUP WORK QUESTIONS 
Diagnosing 
1. What patterns do you observe in the system? 
2. Where do differences between regions appear most significant? 
3. How are priorities translated into action? 
 Interpretation 
1. How do governance arrangements influence implementation? 
2. How are financial resources shaping reform outcomes? 
3. Where might the implementation chain weaken? 
4. Which elements of the strategy appear least feasible? 
5. What challenges will Sanovia face in the next phase of implementation? 
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