CATHOLIC EDUCATIONAL ASSOCIATION OF THE PHILIPPINES

CEAP’s Clustered Partnership and Regional Support Model (PRSM):
a hybrid system combining structured coordination, resource sharing, and digital
integration within CEAP

Prologue: A prism, in physics, receives a single beam of light and refracts it into a
spectrum of colors, each distinct yet still part of one light source. This captures
CEAP’s Clustered Partnership and Regional Support Model (PRSM), a system where
one unified mission of Catholic education is channeled through clusters and regions,
allowing its energy, wisdom, and resources to reach member schools in varied and
context-sensitive ways. Just as a prism does not divide but rather reveals the
richness within light, CEAP’s PRSM does not fragment the association; it illuminates
its diversity. Each region becomes a distinct “color,” contributing its unique
character, experience, and strength to the broader spectrum of CEAP’s national
identity. Through PRSM, collaboration replaces isolation, and regional support
becomes the pathway for clarity, focus, and direction, much like light regains form
and purpose after passing through the prism.

|. Rationale

Given that CEAP’s 17 regional centers operate with part-time trustees and
secretariats, the challenge is not commitment but capacity and coordination. The
National Secretariat, therefore, must play a facilitative and enabling role:

building systems, providing tools, and ensuring communication, accountability,
and alignment.

Il. Objectives of the Model

1. Ensure alighment between national policies/programs
and regional implementation.

2. Strengthen communication, support, and reporting between regions and
the national secretariat.

3. Build regional capacity and leadership continuity despite part-time roles.
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4. Promote peer learning and resource-sharing among regions.
lll. Proposed Model: Clustered Partnership and Regional Support Model (PRSM)
A. Clustered Regions

The 17 regions will be clustered into three 3:
e NCR-Luzon Cluster
e Visayas Cluster
e Mindanao Cluster

Each cluster is assigned a National Secretariat Focal Officer (NSFO) responsible
for:

e Monthly check-ins and updates

« Consolidated reporting from the cluster

« Rapid support coordination for events, programs, or crises
o Other areas of enabling support

B. Integrated Digital Coordination Platform

For transparency, ease of collaboration, and real-time monitoring, a
CEAP Regional Coordination Portal will be established, a simple but functional
platform, preferably Google Workspace, with:

o Calendar of national and regional activities

o Shared templates (program reports, communications, financial forms)

« Tracking dashboard for regional implementation of key national
programs (e.g., SSHS, advocacy, formation, quality assurance, etc.)

« Documentation and knowledge hub for best practices and replicable
initiatives

C. Tiered Communication System

To keep everyone informed and synchronized without overburdening part-time
officers, a tiered communication system will be established:



1. Quarterly Virtual Assembly/Meetup — between the national secretariat,
all regional trustees, and secretariats to align priorities and review
progress.

2. Monthly Cluster Coordination Calls — between NSFOs
and regional secretariats for updates and troubleshooting.

3. Quarterly Policy Digest — National Secretariat sends concise summaries
of CEAP updates/reports, DepEd/CHED/TESDA updates, and key
advocacy briefs, etc.

D. Regional Capacity Building and Resource Support

To build stronger morale, competence, and innovation at the regional level,
regional capacity building and resource support will be operationalized:

« Annual Regional Operations Bootcamp (virtual or hybrid): focus on
leadership, policy alignment, and resource mobilization

« Mentoring System: pair strong regions with developing ones through
structured mentorship.

e Small Grants Program: competitive microgrants
for regions implementing innovative CEAP-aligned projects (funded by
national or partners).

E. Recognition and Accountability Framework

To encourage accountability while motivating performance, a recognition and
accountability scheme will be designed:

« Introduce a Regional Performance Scorecard assessing:

Program implementation rate
Communication responsiveness
Membership engagement
Documentation and reporting
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o Announce results during CEAP board meetings or through social media,
recognizing outstanding regional implementation and collaboration.

E. Dedicated Support Services from National Secretariat

To allow regional offices to focus on execution, not administration, a Regional
Support Desk within the National Secretariat with three
functional support streams will be created:

1. Program Support Desk — helps regional coordinators in implementing
national programs (curriculum, formation, quality assurance, advocacy,
identity, etc.)

2. Communications Desk — ensures that messages, statements, and
activities are communicated clearly, consistently, and effectively to the
regions.

3. Finance and Logistics Desk — assists in grants, liquidation, and event
coordination, etc.

IV. Generalization

CEAP should adopt a Clustered Partnership and Regional Support Model
(PRSM), a system that groups regions for better coordination, uses digital
tools for transparency and monitoring, and strengthens capacity through
structured mentoring, communication, and incentives. The National
Secretariat must transition from being just a “command center” to
a support center and facilitator of synergy, ensuring that regional energy and
national vision meet halfway in effective collaboration.



