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THE HIDDEN SECRET OF PIONEER

It began as a humanitarian dignity response — then became a student-led recovery model.

Original intent

2023/2024 War

Provide dignified shelter 

conditions for IDPs: hot 

water, safer sanitation, and 

privacy improvements inside 

collective shelter spaces.

Context shifted

End of 2024, the ceasefire 

changed the reality: the 

school was vacated and the 

design no longer fit.

Rapid Response

Beginning 2025: The team 

pivoted to students and 

school premises

The “secret” was adaptability: keeping the same purpose while changing the delivery 

model.
From shelter dignity → to student ownership → to practical recovery of the learning environment.
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2025: PIONEER FOCUS

▪ The Ajaltoun Technical School (ATS) is a public educational
institution providing vocational training to youth in the region*.

▪ ATS initially faced challenges due to insufficient support from the
government and deteriorating infrastructure.

▪ In 2024, it hosted displaced families affected by the war. Being
unequipped and receiving minimal support, the situation
worsened significantly.

▪ In 2025, ATS faced unsuitable learning conditions, jeopardizing
the academic year of 200 students and putting the entire
institution at risk of closure due to its declining appeal among
youth.

*Available majors include: Hospitality and Sales, Hospitality and Culinary Production, Accounting and
Computing, Information Technology, Air Conditioning and HVAC Systems, Electrotechnics and Electrical Systems,
Automotive Mechanics, Early Childhood Education (Kindergarten Teaching), Architectural Drafting and Design.



PROJECT’S VISION & ACTIVITIES

The project aims to restore and upgrade Technical Schools into a safe and functional learning
environment by empowering students through hands-on premise renovations, fostering community
engagement, and strengthening organizational capacity, ultimately promoting resilience, social
cohesion, and sustainable development in the post-conflict community

Training Renovation Peacebuilding

Development:
Providing hands-on vocational 

training in construction skills and 
enhancing employability

Humanitarian: 
Ensuring a safe, functional, and 
conducive learning environment 

for students post crisis

Peacebuilding: 
Strengthening social ties through 

collaborative work, fostering 
understanding among diverse 

communities



International Partner

We are implementing the PIONEER series in collaboration with the General Directorate of Vocational
and Technical Education at the Lebanese Ministry of Education.

STAKEHOLDERS

Local Partners Private Sector



WHAT TOOK PLACE IN 2025
The pilot moved from classroom training into supervised renovation work and peacebuilding.

40
students 

participated

26 / 14
Lebanese / Syrian 

community

28 / 12
men / women

3
integrated 

components

1. Foundational training

• Health and safety basics

• First aid workshop

• Fire and earthquake preparedness

• Wall preparation and painting theory

• Participatory communications

2. Practical renovation

• Painting, electrical and plumbing 

works

• Cafeteria area

• Ground floor entrance, classrooms 

and bathrooms

• Gate, fence, parking lot and football 

court

3. Social cohesion

• Peacebuilding workshop with 

GroundUp Consulting

• Team-building and conflict-resolution

• Combating stereotypes and 

introducing NVC

• “Buddies Not Bullies” anti-bullying 

session
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LESSONS FROM 2025 THAT SHAPED PIONEER+
The pilot confirmed what should be preserved when scaling and what needed strengthening.

Learning works best when it is real

Students are more engaged when training is 

linked to an actual worksite and visible 

improvements in their school.

Student voice improves priorities

Participatory communication and student 

feedback helped identify what young people 

wanted to see renovated and why.

Market relevance requires partners
Private-sector sessions and in-kind support 

improved the quality of training and connected 

skills to workplace expectations.

Peacebuilding must be intentional

Renovating together creates a platform for 

cohesion, but structured facilitation is needed to 

address tensions, stereotypes and bullying.
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2026: FROM PLANNED SCALE-UP TO CRISIS ADAPTATION

2025
Pilot completed

PIONEER completed at Ajaltoun 
Technical School

2026
Planned scale-up

Expand same model to Dekweneh
Technical School and create 
student exchange activities

BUT THEN…
2025-2026 War

Both schools were used as collective 
shelters, limiting access and 

delaying implementation

ADAPTED
Keep learning moving

The initial scale-up logic 
remained relevant, but the 

pathway had to change.

What was preserved

Youth empowerment, practical training, school 
rehabilitation and peacebuilding as one integrated model.

What had to change
Timing, implementation sequence and work zones were 
adapted to avoid disruption to IDPs and keep students 
engaged.

Adapted response in 
practice

Safe unused zones  •  older technical students  •  practical training pathway  •  exchange activities 
postponed pending security clearance

Bottom line: the scale-up ambition remained — but PIONEER+ became a crisis-adapted TVET recovery model.

PIONEER+ panel presentation | 2026

• Students lost access to their school for a full academic year
• School infrastructure continued to deteriorate under pressure
• Implementation had to respect the dignity and safety of IDPs

The project was delayed because the schools became part of the humanitarian response.



THE ADAPTATION: KEEP LEARNING MOVING

Instead of waiting for full school access, the project 
PIONEER+ was redesigned around safety, access and 

relevance.

1. Safe work zones

Lab areas and bathrooms not accessed by 
IDPs were prioritized first.

2. Single-school focus

Shared activities were postponed until the 
end pending security clearance.

3. Timing

Implementation was delayed until 
security risks were lower and workplan 
shifted to increased days per week.

PIONEER+ became a small but concrete 
bridge between disrupted education and 
employability.
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WHY THE ADAPTED MODEL MATTERS
The intervention responds to education loss, market gaps and social tensions at the same time.

Education continuity

The project reopens a pathway to 
learning.

Market readiness

Private-sector consultations and SILA 
experience show a gap in basic bidding 
and BoQ preparation skills.

Social cohesion

Rising tensions make peacebuilding and 
non-violent communication an essential 
part of recovery.

The value of PIONEER+ is not only renovation. 
It is learning by doing, in a context where 

formal learning has been disrupted.
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WHO IS PARTICIPATING

PPE and worksite materials 

prepared for the cohort

25 students

Supported by 3 teachers and 5 trainers/facilitators

Technical supervision, safety oversight, facilitation and 

hands-on guidance.

Plumbing Students (10)

Practical tasks linked to 

bathrooms and plumbing-related 

rehabilitation.

Electrical works Students (11)

Safe stripping, basic assessment 

and preparation for electrical 

upgrades.

Carpentry Students (4)

Woodworks stripping, repair 

planning and practical renovation 

support.

Selection logic: older students • relevant technical specializations • safe participation in supervised works • 

a focused pilot under constrained access conditions.



THE LEARNING PATHWAY
Activities are sequenced from safety and market skills to supervised renovation works.

1
Preparatory 

training

→ 2
Technical skills

→ 3
Renovation 

Works

→ 4
Peacebuilding

The sequence is intentionally practical: 
students learn, apply and reflect rather 
than only attend classroom sessions.
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PREPARATORY TRAINING

Before students entered the worksite, the first step was to build a shared safety culture 

and basic emergency response capacity.

Health & safety

Worksite risks, safe tool handling, PPE 

use and safe movement around 

renovation zones.

First aid

Responding to injuries, falls and urgent 

incidents before professional help arrives.

Worksite readiness

Students moved to practical tasks only 

after orientation, PPE distribution and 

supervised preparation.

Preparatory training turned participation into safe, supervised and responsible practical learning.
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PHOTOVOICE: STUDENTS IDENTIFY WHAT SHOULD CHANGE

Photovoice turns students from 
beneficiaries into observers, analysts 
and advocates for their school.

Capture
Students take a photograph of a space 
they want to see renovated.

Explain
They describe why the space matters 
for learning, dignity or safety.

Mobilize
The evidence is used with Caritas to 
onboard private-sector in-kind 
partners.

The next partnership phase will be guided by what 
students identified.
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FROM TECHNICAL SKILLS TO MARKET READINESS

Through private-sector consultations, one recurring gap emerged: technicians 
often know the work, but struggle to price and present it professionally.

Technical skill
What needs to be done?
What materials are required?
What are the quantities?

BoQ discipline
How is the work measured?
How is the bid structured?
How are costs justified?

Employability link
Students practice a skill that helps bridge 
classroom learning with real contracting 
opportunities.

This makes PIONEER+ a training-to-work bridge, not 
only a renovation activity.
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PRACTICAL WORKS: STARTING WHERE ACCESS IS POSSIBLE
Renovation begins in areas not accessed by IDPs, prioritizing labs and bathrooms.

Strip works completed/underway
Bathrooms, woodworks and electrical installations 
prepared for renovation.

PPE provided
Students moved from classroom preparation to 
supervised worksite participation.

Next technical phase
Private-sector painting session followed by practical 
renovation of labs and bathrooms.

PIONEER+ panel presentation | 2026 10



PEACEBUILDING IS NOT AN ADD-ON

Renovating together creates a platform for 
dialogue - but it still needs intentional 
facilitation.

Non-violent communication

Observation, feelings, needs and 
requests as practical tools for daily 
interaction.

Combating stereotypes

Activities help students question 
assumptions and reduce “us vs. them” 
dynamics.

Conflict resolution

Role-play and reflection give students 
safe ways to de-escalate disputes.

Exchange visits between the two schools remain 
possible if the security situation allows.
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WHY THIS MODEL MAY MATTER BEYOND LEBANON

Crisis recovery can become a learning platform — when safety, dignity and participation guide 
the design.

It turns disruption into a 
learning opportunity

Safe unused zones can 
become supervised practical 
training sites.

It protects dignity while 
adapting to displacement

Activities adapt around shelter 
realities, protecting dignity and 
avoiding disruption.

It links recovery to 
employability

Rehabilitation works become 
real-life tasks where students 
practice market-relevant skills.

It builds cohesion 
through shared purpose

Shared work and facilitated 
dialogue create practical entry 
points for cohesion.

Not a blueprint to copy but a design logic to adapt: start from what is safe, useful and possible.

PIONEER+ panel presentation  |  2026 14



Thank you
PIONEER+ | Practical learning, school recovery and peacebuilding under 

displacement conditions
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