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1. Introduction and Background 

The Educational Management and Instructional Devel
opnent Project is a result of several important antecedj
ents in Bolivian education. Chief arnong these are the
Basic (GOB) Lay of Executive Power dated April 30, 1970
the signing of a contract with San JosA State College,
Inc. on November 1, 1971; and the GOB report to the
 

i Inter-Anerican Committee of the Alliance for Progress 
(CIAP) in June, 1972.
 

he Basic Law nandated that the Ministry of Educa
tion and Culture (FLEC) incorporate the rural school
system, which until then had been a part of the Ministr 
of Campesino Affairs. It also mandated that the MEC 
should streamline (rationalize) its administrative
 
functions.
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The San Jose State contract provided technical

,essiatance to the 	MDC, with funds provided by USAID/B. 
With the assistance of San Jose personnel, the YUC on
April 17, 1972, created the Administrative Rationaliznition Council. (CRA) to serve as r counterpart institution
ito Son Jose and to ccrry out the MEC's administrative
 
program. 
 In its first phase, the CPA-Sen Jos4 partner
ship drew up plans for the M1C organizational and func
tioning structure, rnd implemented several legal and
administrative dispositions, 
in its second phase, CRA/
San Jose created four Integrated District Administration
 
Service centers (SIDAs, in Cochebamba, Santa Cruz, Oruro

and 	Sucre) as a Ptfirst effort decentralization. Befoxvterviinating its contract in August, 19th, the San Jose
 
group worked with CRA to identify nine program areas of
IMECs Acdinist-rotive Reform, which would serve as 
a base

for 	ii new GOB-U.S.A. contraet in education. 

r.*e"an'hile, the Bolivian report to CLAP in June, 1972, 
stressed the GOB's plan to accelerite the educational
 
reforn end integrate the educational 
 system. Paramount 
was 	 the transformstion of iEC's adninistrative apparatua

mtoeet the exigencies of Bolivian socio-economic development ond the country' s rapidly growing school-age
population. 

With these precedents in August, 1974, & Loan Agree'nent was signed between the GOB rnd the U.S.A. for atotal of $16,592,ooo ($9,65o,ooo in loan funds,$i,529,O" 

contemplated in grants, and $-,)4.3,000 
in GOP support to
the 	Project). To begin the Project a Contract was signetIn July, 1975 between the GOB and the Academy for Edu
cation-al Develojment, Inc. (AED) to provide technicalassi 'f;nce to the MEC's Administrative Reform,. The AEDbegnu its work in Bolivia in October, 1975, and by
a nurry, 1976, hid the nucleus of its advisory group
:21X out of presentp total of nine technicians) working 
id-by-side with CRA personnel. 

I 	 The CR'A-All) Contrnct is to work toward the threegeneral objectives developed by CRA and the San Jose
 
Tenu. several years ngo: 

1. 	-to rationv-lizc the xdmnistrative functions of
the I C, with iv bettern utilization and applica
tion of .itsresources,
 

a. 
 to inteiiate rural Lnd urbnn education and toalleviate the grett qualitative and quantitative
differences between the 	two, and 

. .
 

_1A - AC. 

C. FRO-OSED ACTI00 
CM-METION DATE 
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3. 	 to decentralize certain admirstrative and peda
gogicnl services and decision-naking to the 
district nd local levels. 

The 	hducationa l Manngement and Instructiontil Develolrient Project encompasses nine different fields or 
progrems, which tire brsically those developed by CRA and
San Jose Stnte. The programs are niiiied at enabling the 
MEC to: 

1. 	establish District Educationcl Development
 
Centers (CLDEDs);
 

2. 	provide professional trcining for eductional 
tdfinistrators; 

3. 	strengthen the MiBC's plarning end evaluation 
capacity;
 

14. 	 develop r research capaibility; 

-.develop an Inforvation management system; 

6. 	improve finzncinl nftnagcinent; 

7. increase the ctpability of the MEC to develop 
,nd produce curricular end instructional 
materials;
 

6. 	establish e capability for educetionol facilitien
 
planning; cnd
 

9. 	 provide for the Ldrlnistretive and program sup
port of CRA itself. 

III. Generil Observ ticfn 

1. The ctivlty wrs slow in developing. While the 
;Loan Ap-eement was signed in August, 97h, a contractor 
!wns 	 not !elected until July, 1975, and the first ten
fiibcr did not irrive antil October, 1975. Loan disbur
seents *ere P-irost non-existent until recently, end
:have onily lately shown progress. This wns due in pbrt:to 	;,nurber of c(mplc: Loan preconditions, which took n
1lung .,ime to co:plete. 

2. 	 Positive u-owth has been mede in the first 
.yearls vctivitier, vnd accomplishruent! by CRA/AED. When
ione considers the nagnitude of the professionml rind
tSechnic-i tasks, Ps well ns the conplicted inter
personal relabionships that can be nffected by this 
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reform, one comes to the clear conclusion 
:han been made. 

1117 AE-1 

that progress 

C. 
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The project is ambitious but necessary if the 
!reform is to be effective. Time frames for accomplish
ing the goals stated however have been proved to be un
$realistic for reasons that include, but are not limited 

'to the following: 

Yany of the necessary activities should have 
been sequential, not concomitant, yet these were not 
treated as such. Examples are information and training 
needs, neither of which can be adequately determined 
until the administrative educational needs are defined. 

I Reform of an established and complicated insti
tution, such as the Ministry of Education and Culture, 
requires a considerable amount of work irith other insti
tucions and/or ministries. Their priorities and needs 
ido not nc'essarily coincide with those established for 
ithe educational reform project, nor can they be expected 
to do so. They can, hoever, Le expected to cooperate 
with and aid in accomplishment of the administrative 
:reform goals. The required coordination is, of neces
:sity, time consuming and must be considered in activity 
scheduling. 

SA 
;attention 

number of important areas merit 
for overall project managerent. 

special 

* ?'anager.ent functions and responsibilities at 
all levels r'ust be clarified as soon ss possible. Lines 
of responsibility; and delegntions of authority to carry 
-out those responsibilities are not clear, thus causing 
some confusi n and loss -f effectiveness. 

Job responsibilities should be clarified for 
all personnel. Delegations of mthority allowing then 
to accoi:rplish these responsibilities should be made in 
:writing and honored. These delegations are necessary at 
all levels starting from the Ministry, including CRA and 
continuing fll the way dowN to the operational level. 

Better coordination is needed within CRA/AED 
departments. A number of instances were noted where 
independent actions were taLen without consideration of 
the effect on overall project goals. 

4. The management system within CRA/AEP should be 
strengthened and utilized so as to avoid duplication of 
activities not directly related to 3roject goals. 
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Project complexity requircs that rmany activi
ties be conducted. It 	must be assumed that sor.e 
are
 
more importAnt tnan others, ho,,cv-r no priority setting 
system was discernible. 

A work priority system should be initiated. it
iv 	further suggested that the system define the difference among "essential", "important". and "nice to do,
!but not necessary". 

5. Peconcentration cannot be implemented by
starting branch offices such as Integrated istrict
 
Administration Service centers 
ith little or no
logistical support and little If any delegated authority
 
1o 	carry out assigned responsibilities.
 

A budget for each Integrated Pistrict Adrinis-.trs tion Service center should be granted with actual 
peso outlays. 

Autherity to carry out assigned responsibilities

!should be delegated in writing.
 

6. Bolivia has recently initiated a number of
spe.ial programs aimed ai 
improving the educational level
of 	its populace. These projects are diverse in subject
matter and funding sour'ces but they all impa-ct on
 
:Ministry of Education and Culture functions.
 

It is essential that these diverse projects becoordinated by some management sy teb which makes them
responsible and accountable to the Ministry of Education
and Culture. 
 To 	do leos thun this runs 
the real rink of
setting up a de tacto parallel educational system that
 may not be in accord With overall 71in try objectives. 

7. Fffective implementation of activity objectivesinvolves r number of other entities, e.g., the Finistry
of 	Finance and Lhe National Computer Center. The Finistryof 	Ed,'catin requires support from these other organiza
tions.
 

F. Some aspects of this project are related to
other A.h.]. education projects, and 
some have practic
ally no relation. This is u!nderstandable in a project

uhich has as many as eight large sub-projects. Problemsof 	finance have an effect on every transaction that the
Ministry makes, so 	improvement in this field has a bearing on the RLral Education Projects. Nearly as 	much canbe 	 said of developing a b,. e P(r b liniral instructionThe other sub--projects have a more indirect relationship
 
to 	Iural Education. 

:P __.PACE5 

C. 	 PROPOSED ACTION 
CPLETI IATE 



1r,'%t l I'% 17" 1) I'1A F,1 A T I\ - i1-; I- T 'P,) 

5.u-cL50 . ,. - . ,o /i7 PAo -E 
A. h,.OS B.3 LIST OF ACTIONS - -

I)AID 

While the LDr-n covenant puts a rather heavy 
emphasis on curriculin and instructional materials, this 
is not reflected in the CRA or Academry staffing (except 
..n aspects of bilingual education, cammunity education, 
and rural education). 

It in to be questioned that the fields of rural 
education, community education, and bilingual education 
have major significance in a project aimed at adminitra. 
tive reforii. At the conclusion of present tours of 
advisors in these three fields, consideration should be 
given to dropping the positionr. 

9. The Capital Assistance Paper (page 54*) makes 
the point that certain major indicators that would 
denote achievement of hoJect Purposep' should be examined. 
Among the points were changes in personnel attitudes, 
which ,rould require gathering certain baseline data. 
11in has not been done, and it is suggested that it be 
done before the next evaluation. 

III. Accomplishment and Reconendations 

The discunssion that follows coincides with 9 
separate subsections contained in the Doan Agreement: 

ProEram I. I istrict Centers 

1. This Program is entrusted with establishing on 
the district level a system of basic administrative 
services nnd instructional development support functions 
required to serve properly all teahierz and students 
(both youths and adults) in any one Department. The 

mechanism, as developed in the Loan Agreement, tc be 
built nd utilized is the ]istrict Educational Tevelop
ment Center (CWPP,-), which will house the Integrated 
.District Administration Service (SIDA), the Instructiona] 

Sapport Service (SAE'), and other officials. The SAE s 
are to prvide educational services and in-service traini 
ling for rural and urban supezirisors, school principals 
and teachers. 

The
 
The Tistrict Educational Development Centers

constitute the largest single Program in the Educational 
Management and Instructional Jiev(;lopnent Pro' ct. It 
has slightly over $6,000,OC in loan funds, or about 6W 
of the total, *t3,565,000 of which are for facilities 
ccnstrction. 

Some positive activities have already beer. 
carried out under this Program. Four Integrated District 

s: PAGSs 

- ( 
CCPLETICO DATE 
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Administration Service centers (Santa Cruz, Oruro, Su
cre and Ctchabamba) have been establinhed are 
functioning with varying degrees of e1I'fieency. hMs
nualen de Funcaine8" have been drawn up for thi SIDAs 
'and distributed, as itell as henpfil guides for the SIPAs 
wrork with MEC employees' stores (pulper.{rs), general 
serv ces, personrel, and financial edministration. Pro
gram personnel have arranged training opportunities and 
selected persons for traininj in SIDAs (80 participants 
:in a course conducted by the Superior Institute of Pblic 
Administration, ISAP), as educatio ,il Udministrt tors (80
partlcipants in a course conducted by the Superior Insti
,tute of Education, ISE), and a short-term course for 300 
educational administrators, also ,n by ISE. Of $66,2oo 
in loan fAuidn programmed for training activities under 
this Program, slightly over $25,000 have been disbursed 
(and nearly $11i,0,000 of a total of almost 4O0,000 in 
loan funds for engineering services have been disbursed). 

fo:ever, the Program is considerably behind 
schedule, and this time lag is affecting most other CRA/
AtE programs. While several guides and manuals have 
been produced, not all have been delivered or thoroughly 
explained to STPA pert;onnel in the districts. This is 
adversely affec.ting the efficlent operation of the SIDAs. 
The establishment of coordination and inter-relationships 
of district sUpport services for administration, instruc
tion, and rural and urban supervisorj services has been 
insufficient nnd behind schedule. In-field, on-the-job 
training courses are urgently needed and requested by 
SIDA personael. CRA/AMT his done a good job in theoriz
ing about the SPAs and ir drawing up uLseful plans, 
manumLls ind charts, but much more needs to be done in 
;establishing the CEDD and the SAED. 

2. While the project ewjphasize- deconcentration or 
decfr.tralization, it is not specifically clear as to the 
degree, type, or kind oL' decentralization that should 
take place. It should be determined at an early date as 
to what Is to be decentralized and what is not, and how 
it is to tnLe nlace. 

3. The selection of all CF1DPEE'" professional person
nel should begin now,J and shou.d nroceed on the basis of 
determining tef-hnical/ conpctenKy. Special training 
should be provided fi r the candidates. An adequate 
salary schedtle shou/i0 also be established. 

4. Every employee (teitchers and others) should be 
paid at his place cf employment. The present system cf 
"habilitados', whee a local merchant pays a teacher his 
-alary - after tak/ng a high percentage cut - should be 
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:teachara uho work in the more isolated rural areas. By:having Mistry personnel deliver the pay, the Ministry
itself would gain the advantage of being better acquaint
ed with lccal conditions, Aould be more closely tied 
into textbook and mnterials distribution, and basic
 
data gathering.
 

5. The pre design work of the CEDEs is running
!behind schedule. Every effort should be rade to rake up
this lost time, complete the site selection, and obtain
 
legal title tc land. The relationship between profes
sional requirements and building design should have been
 
Imore closely related.
 

6. The 4OO, 000 for instructiocnal equipr,ent should
,be examined to see if that airount is actual:y needed, or
:if a portion of it would not be better used at TSER. 

Progrnm 2. Professional eveloprent for Fducai ti onal &drinistrators 

* 1. (lven the fact that there in only one post:grduate training< frcility in rural Bolivia, a&id A.T.P. 
and other donors are investing heavily in this sector,
lit is suggested thnt the tmds available under this part
:of the Loan be directed heavily toward the facility at
Tarija. In addition to sharing space ith the ME)ED, itis suggested that dormitories and a dining faci'ity he
 
-constructed to serve the needs of the students. 
The 
'future role of Tarija could be critical for the improve
ment of rLral education in Bolivia. 

2. The culrriculun at Tnrija should provide notonlj regulsr academic training, but also a heavy concen.
tration of short courses for in-service personnel.
Emphasis should be given to the fields where the need isthe greatest, .1 e., administrators, normal school pro.
fessors, supervisors, and those concerned with bilingual 
education. 

-J. Ir;:tjnuch as training cuts aecross all functions,
closer cooperatiun and coordination is needed among the 
other snb-components of the project, in order for thetraining function to be carried ,.ut more effectively.
While ad hoe training programs 1have a function, they
should be the exception rather than the rulle. An early
submirsion of a ci.t'rehensive in-country training pro 
gram is a necessity.
 

It. The training function should takc greater ad
vantage of the other resources of the country, e.g.,
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the universiies, other government agencies, ISAP and

the private sector. 

Program 3. Planning and Evaluation 

I. Within the project there appears to be no
clear-cut role that has been established for the Planning
Office. Its participation ho been slight. This should
be corrected, and an active Planning Office should begin
to serve the needs o' Ministry. 

2. Whether or not textbook policy should beconsidered n Planning Office responsibility should be 
tre-examined. 

! 3. There is 
no evidence of disbursements under
 
this part of the Loan. 

Program h. Research and Analysis 

1. This would seem to be a logical area for Plan
ning Office participation. There is 
no evidence of its
participation. The Loan Agreement indicates responsibility

to "Create an Institutional capability within the MC,
k.ith the Flanning Office as coordinator between the different technical organisms of the Direcci6n General de
Educaci6n, for the use of research and analysis techniques

in both program planning and instructional development
 
activities".
 

2. There Is little evidence of disbursements under
this part of the Loan. Perhaps the Bolivian and AmericanCommunity 1"ducation and Rural Education advisors c Duld be 
more closely involved in this fumtion. 

3. Research capability should be built into exist
ing institutions and departments. 

Prociran 5. Informationand Manaoenent 

1. There Is still no real design for an information management systen, though some funds hsve beenobligated for a study. 
It is quite clear that the stage
has not been reached in Bolivia where it would be ad
visable to order equipment for eaih C]a'. 

2. Sore good work has been dcne in utilizing

CM-ACO facilities for payroll purposes. Given the fact 
that there is odequate .:omputer hardware capacity in thecountry, the primary problem lies elsewhere. In order 
to utilize effectively the equipment, the following
needs to be done:
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a) revelop the basic concept of what kinds of 
specific information the Ministry needs; 

b) Coordinate such information needs with
 
other users 
of the system, e.g., the NeMnai Planning
Office, Budget Officen, and the Socia! Security System; 

c) Develop a sequential plan for implementa
tion of the different parts, looking forward to expand
ing the quantity of information to be gathered.
 

d) Utilize existing university computer faci
lities for such purposes as payroll.
 

3. CENFrO itself has to be more explicit in its 
own develovrnt in order to rationalize the use of the 
system. T'.e current practice of not charging for ser
vices a!.es intelligent planning extremely difficult,
 
since there are spe(:ial difficulties in anticipating and
 
Judging workloads. The staffing of CEVACO will therefore 
be reflected in how extensively the MEC can use the ser
vJces. From the national point of view, the costs of
 
operation need to be computed - whether charged to the
 
MEC or CENACO.
 

4. Given the costs of computer programming, the 
MEC pay schedule is inadequate to attract qualified per
sonnel. Consequently, Done positions are now vacant. The 
recommendation is made that .xpertie be contracted on a
 
long terv basis from the United S"ates, or from a Latin
 
American country, that has experience in developing
 
software for educational purposes. This should be a
 
system adapted for Bolivia mrled out with Bolivians. 

5. Until the above steps are taken, the purchase
of terminals should be limited to 
one for the IEC in La 
Paz. It is recomnended that sore equipment funds be 
iised for technical servic.es (described above). Tcney
saved in this area should be used in training (such as 
in the training of computer personnel and ISE staff 
m t'hr)
 

(. The YEC and CRA should consider utilizing 
ENTEL's system rather than the proposed t-o-way rndio 
(by necessity point-to-point, then by wire) system which
 
frequently may n't work well. 'ITis is especially true 
if ENTEL plans rapid development; in a few years its 
system will likely overtake MEC's tvo-way radio network, 
anyway. The MEC zhould discusns this issue with ENTEL.
 

7. Careful study should be given to advantages of 
a teletype system over voice communiention. 

http:servic.es
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Program 6. Financial Management 

]. Progress in the financial management field has 
been proceeding satisfactorily. Th' implementationaspects should be applied as quickly as possible. 

2. The work of financial mnagement (as well asothers of the subproject) shotUId be tied in closely with
the woi'k of the Inforrmtlon System. 

,. The "Emnpadronamiiento I-resupuestnrio" (Budget
ing Census, or Survey) effort is very comnendable, and

should be continued and utilized. 

h. It is urgent that the REC's Personnel, Job

-lassification fr:d Prmnotion System be approved ond initiated. 
 It Is central to the success of the financial
nangunent and nost other Refor, programs. It would
ilevinte much of the financial manugement problems

pasocinted with cumbersone payroll modifications. Ifriistry should request outside professional help in 
the 

is area it should be nccornmodijted under the Loan. 

Progrm 7. Curriclum nnd instructional aterials 

. . WhIle the L(a Agreement is specific on aumber of items relited to curriculu.,, the grentest con.entration of funds is for publiations, which - givenhe leed tiiue for tex.t preparation - nust be directed r-txir[tintn i e ~t books. In the same sense, the contrec 
! ith AE) providcs for onlyn this short term technical servicesfield, with the exccption of bilingual education" 
; he latter vctivity seenis to be proceeding on schedule. I 

P. While CRA is concerned pritcipr:i! ;ith Mra-Leent, Cur-riculuii, is a i.,rge area which should be out
ide of it- nore ixni:edilte objectives. The short-ten 
ontr ctuel services should be focuzcd (and soon) towardhe developrment of SAIIs and possible chunges in MEC retructure for curriculm develoinent. The Ministry's 
urnicullm, Officc sl'ould be i..ore closel. involved in thePlnntng of ,St,.Ds.i~' .ti tk 'rcipe torat e.;rirtjng the cupcity of 

Lxistlrng prtd",}5zLa lns(.g. L:itl news
svpcr presses) should be surveycd before additional 

iachinery Is purchased by the Nnistry of Education.Given the loon requirenent for the prepvration and distribution of i:.tterials, the survey should be undertaken
 
Soon. 
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h. Curriculum Ond textbook development should be!considered by the Minlstry for future development in a 

lf;irate activity.
 

Program J. Plonning of Educationul Facilities
 

1. While plans have been prepared for CONES to
play the role outlined in Annex I of the Lcan Agreement,
the implementation has not taken place. 
 Implementation
of the plan, with an adequate budget for tiation-wideconstruction tnd maintenance (rural and urban) should be
 
given high priority.
 

2. The closest possible connection should be estr
blished between the educators and the facility planners.This would insure that the school program and school 
plant tre inter-related.
 

j. The legal ,ind financial status of CONES shiaidbe changLed ,,o F33 to permit their construction of rural
 
(not Just arban) schools.
 

Proprrnm ,. 
roect Administration 
nd Implements.
 
tion - CRA
 

1. 
Given the size and scope of this activity it is
ecccinmeided thrit CRA put emphasis on those aspects of the
project rnr-e directly related to administrative reform.
Organivation should be established as to sequence and
:rirorities with considerotlon for the time liizits on theLo~nn. In this regard, it is recon.ended that such ectiitles as rurel e uation, cunal:Unity educetion, bilingual-ducation, curriculwmi, ond facilities plvnnin- be shiftedlae-where ns e:ch foreign advisor completes his tour). 

2. CRA -hould be -strengthened in terms of its cordinntive role, in order to assure that implerents Lionbc-t.-uzlly takes place. This will involve the full cooperation of other Departments within the Ministry, which
Oould be occorplished, in prt, through a more active 
ntra Ninistc.ri ,l contuittee. 

A.As a1 inltkgrol ptrt of CRA i.ropostls, there 
hould be rn c(,Irnomic- nnalysis, cc;rjlete with initirlIostn rod rectirrent costs as to supply, naintenance, nndrrt-[Ipoaemeut. Aiternative, methods should be considered
wherever possible so the IkLnister will have the benefit 

Of weighing several npprorches. 

:* For the orotection of the GOB and USAID and asin exnl:ple to the NW there should be a clearly defined 

http:Ninistc.ri
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B. LIST OF ACTIONS 
---

P.ROPOSED ACT 
cC TPLETION DATEinventory card system established for all purchases.,Audit trails must be clearly established, responsibjjljt

pinpointed, and nuthority specified in writing. 
adjusted upard as needed to attract end retain the 

caliber of people required for the work.
 

6. Authority within CRA end to the CEDEDs shouldbe delegtited to alln; the various units to accomplish 
their responsibilities.
 

IV. Reconendations for Action 

1. A conqblete in-country training program (to the
end of the project) should be subriitted. January 15, j976.

x 2. With the exclusion of Sucre frcm development tsa rural training center, the funds budgeted for thispixpose should be applied to Tnrij, (a total of $200,000in construction, plus equipnent and meterials). January 15, 1976. 
x 3. The 11C Planning Office should be reorganizedIn order to iieet the objectives of the project. Februarj 15, 2977. 

X X b. Contractual services should be obtained to assist on the design of' the Inforration armgeient Systemx
(using eqiudpent funds). 
April 15, 1977. 

X 5. Printing capacity i.n the privltc sector shouldbe explored before purchnsing rddItIonal new equipment. Februnry 15, 1977. 
X Ix 6. The plan for revising

bc iiimplem.ieijted. the role of CONES should 
1Iebrurry 15, 1977. 

x 7. The projectx should give principal e.phasis to
!,-cininir-trative refort.; therefure, co~wiunity edacation,rurtl educa-ion, and bilingual education should beiminated at the ter- End of I-resent Toursearliest practical tinie. of AED Personnel. 

X ,.3. The tyr'e cud deguree of decentralization to the!CEDIM's (nd within the Mipistr7y, where rpplicable)should be detenined. 

February 15, 1977. 

x 9. Steps shoul.d be taken.studied, adopted, to get (RA reconmiendatiorend imlImiented in an orderly feshlon. ifebrunry 15, 1977. 

x x x 10. Given .he corplle>.iy of the project ztnd theslow rate of disbur.erents, a iore realistic TDD should , b e tassig n ed. larch , .977. 
1I. CIO. rnd Ak~)xY 

:tion plan will prepare vin conjunction re,,istic impleientawith the above. lNarch 1, .1977. 

http:corplle>.iy
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A. ACTION )C. 

UADB. MAIHOS LIST OF ACTIONS 

X 12. CRA's engineering office should be restruc
tured toinmprove communication emong the Contractors andl 
USAID, while at the same time speeding up the schedulefor construction. 


X 13. CRA's procurem.ent office should be restruc
tured to move more rapidly, given the extreme slcwnessof post ectiona. 

PA ES 

PROPOSED ACTION 
COMPLETION DATEC~PEINDT 

January 15, 1977. 

Januery 15, 1977. 
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I[. PERFORU.ANCE Or: KE" :NDUTS %,- ACTION AGENT' 

P~ -I7 A '' " -' CE A> 4S P_~ q T .'P AC HIE,NG 

. .NW ', o pP - 1 . ... . ,NTA . .. ..__ ,

a fr Educational eveloment ; 
I If 

CONSA ',rchitecturnl and Engineering I x I x 

(W)fhrouth ir alt 2 
were no entraceAed 'in ' July 1975 (rne year after the signing of the Loan Agreement).
However, this has resulted in an implemencation delay of the project; (b)Most Academy
personnel have been well integrated with MEC perscnnel; (c) The quality of personnel
has been acceptable overall; (d) Rrsults of the Congractor's performance have appeared
principally through the Quarterly Repcrts. The Mission has not usually received
 
studies or reports from individual team members; (e) A clear timetable for meeting
 
individual work (bjectives has net been prepar 1. In part, this has been explained

by the high degree of integration that exists between CRA and the Academy; (f)Since
 
there are s many subpr Jects within the Contract, it would be expected that there
 
wtuld be individual variations in achlevement. (Cont. on page 2a)
 

a) In-Country x
b U.S. x x!
 

n) Whi le some programs cf high 'qualityhave been condufted,

there has been inadoquate planning If courses; participsticn by CRA and other personnel
has III t been sufficiently well ccordinated, and nct enough time hes been allocated for 
implementing the tasklu put. f rth in the [(,en Agreenent. b) Personnel selected for study 

I Xv 7 ' ~"- " ' .
(ao)- d oh rd teieynm{Y pujc'es rdi ] 

)''6&'i; 

implementation delays. 

inds; '(t 1i of procurement has been generally slow, resulting in prcjecv.
 

As an example, vehicle procurement has taken an unnecessarily
 
long time, nnd the specificatjons were prepared in such a way that the most upeful

vehicles were nct procured; (c)The process of specifying other commodities 1),s not been
initiated, e.g., Educational Equipment as a part of Program 1 (District Cent ,le;)
 

2 3 4 5 
f '(I't PA 7.1W x x 
(-I'N I F? v 

sonneL ers: There has been generally good continuity of personnel within 
CRA. Numerical staffing appears to be adequate, except for Information/Management and 
Enginering services. Orcater use culd be made of other existing units within the 
Ministry, e.g., CONES and the Planning Office (assuming their ability to deliver such 
services). The personnel directly invlved have a high commitment to the goals of the 
project.
 
(b) Other Factcrs: Close integration has been achieved with members of the contract
 
team. 
The Minister has been given high priority to achieving pzioject objectives.

The contractor has been handicapped by the paucity cf accurate data and research
 
findings.
 

N.A. ' 
P t 

, - 47. 0 ()N Ol; .
 

('re"b -". Ur(ge"isor ',,,,e,,t , ) ther t)O,,O,,i 
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PAC2a0 ~PAGE_ 2a ,-. AE
2. COM A Architectiral and Engineering 

C~vent koohy fact, - -erminiR rating.
 
The contractor 
 is a cons, rttuyn, withStanley the CONSA representingU.S. partner. They are the Bolivian partner andbasicallyschodule. Anticipated delay 

sound and competent, butin are behind
construction. In 

final design will probably lead to a late start on
addition, recent ernstruction time schedules in Bolivia are such

that it Is cr'noidered impossible te complete the construction before the TDD.Rensonr f-r the delny in design are attributableStanley. to the CRAWithin Consa Stanley (CS) there has 

as well as to Consemembers preferri-ig been disagreement,functional with the U.S.simplicity, andwith less consideration fci' cost or 
the CONSA men push;Ing the estheticsfunction.wenknesses USAID,in design to the extent CRA and AED have pointed outthat virtually all preliminary designs havetr, be red( ne. had 

CRA hv b,:.en slrw in site selectic.n and has haCfirst architectulral t- change several sites afterrenderings thewere done, thus delaying the contract(r.
Joint mvetng
 " among AID, CPA,
u rnd CS have resolved basicrkd rnpidly and differenceseffectiely and CS
contractor to deve. p voceptable has 

is now developing working drawings 
plens for five sites. The


April 30, 1977. for these w.ic. should beThe rmining three should be done a monLh later. 
completed 
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PAGE 3 P#AR 51-0450 d/16/74 to 11/1/76 Fy 1977-1 
II. 7. Comt,nued: Comment key factors,, determimirg rating ol Other Donors 

No other Donor has been involved directly with the project.
 

. ..... Ill.KEY OUTPU1 INDICATORS ANDTARGETS 
A. Jfl IIIfl V? INI'ILArTrF(S A CU. T ~7T A? ,;.TS (Per: , /,',ae A"'o,,.") EDO 

F P&(J)1;~) L t-l', | AI C U.P,,[ 7T_7 78 END OF 
P A O ' TO DF FY F PFRO JE C T 

. .. . T. . 0-- - T- h . __ 

SIDA implementation iLANN r 
 4 5 5 - - 9 

i 

SA ED implementation : -0 0 9 9 

-0.
 

Training , ..,  40% 50% 50% 100% 

;' I.-1.". 
 . ..
 

P, .N, 
 30% 1 50% 20 100% 

Equipment and Instructional LANN20% 5% 50% 25% 100%Materials
 

tpIFF -. 0 

REPLANNED 10% 0% 50% 100 
I. (JI AI.TI1 A TIVL INDICATerF, ]COMMENT:
OP MAJOF OUTPUTS! There is a lack of a legal implementation plan and
 
"EC Planning and evaluation personnel are needed to develop it and execute it.
 
capacity
 

2. Mnerenssta OMEN T: 
.Manageent system 
 inm order to clarify the plan, technical assistance should
 

be recruited.
 

3. Curriculu, deveinent 
 1 iction as to CRA's role is required. Coordination
 

with the other educational programs of the Ninistry is
 
necessary.
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PAGE 	 4 PAR 511-0450 / , livia FY 1977-1 
IV. PROJECT PUPPOSE 

A I. 	 S'g'n S :' O oe t Cuemil", .. s.-siged. 2. 5jn as in PRp" []NO1]YESThe Project is to support the Administrative Refcrm in the Bolivian Ministry of Educaticnand Culture ('MEC") concentroting on strengthening its erganizaticn for administration
ond 	instructional development, its financial base, and its 	performance in the areas ofinf-mation management, budgeting, and 	program and policy planning; and providing a
bosic, decentralized crganizational structure tc 
 bring abcut iinprcveiient in management
functions and instructional system. As stated in tho Project Rper, the fclloing 
conditions vill exist at the termination of the Project:
 

1, 1. 	C ,,,d t,0 ,,o w i(h ,i I 

01's, p,"po'' is ochi',ed. 

, 
t
t2. F' 	 ,,nce o dot' of '-,n'w-t o ho co,, Iitio..hcn 

a. 	 Improved services available CRA/AED personnel have begun to set new 	 standards cf 
to teachers and pupils, technical expertise for all MEC personnel. CRA/AED'sb. Greater percentage of rural various departments have conducted useful studies inyouth enrolling and remaining administrative decentralization, financial -I ninistrain schocl. 
 tion, training, general services and otklc o 
fields. It
c. 	Ready access to accurate 'has developed and coordinated a new pay system by
stntistics and information. computer which is vell-operated and respected by rfc
d. 	Better trained administrators personnel in two of the four SIDA's. 
 Once the minisand 	supervisors at all levels. terial resolutions are approved, CRA/AED is ready to 

help establish and decentralize the MEC's job classifi
cation and promotion mechanisms as vell ao the nor=,

procedures and sequence of the gathering, compilatlon

and utilization of educational statistics in uhich
 
the MEC is presently greatly lacking. It is to thu

credit of CRA and the AED that they have formzd o
 

'closely-lit, multi-national and multi-disciplinmry 
team which has worked together effectively. CRA 
and AED personnel have held administrative and
pedagogical seminars and training courses in La Paz
 
and several interior sites which have been generally

applauded by MEC personnel. 1 erhrpa mt (cont.V.4a.) 

V. PPOGRA ' INC GOAL 

To establish institutions with a capability to train the human rescurces required for
 
socio-ecernomic develcpment.
 

F. W ,1 te1 ,e n t of thn p- ct p. p S. make a Stlni icont contribution to the progromnrng coo , given the magnitude o the notional 
v'oW,7 Co, -dence. 

The 	achievement of the project purpose would make a significant contribution to the
 program goal. 
At the same time, other A.I.D. projects and other donor projects are
also directed trward the program goal. Inasmuch as this project is aimed at rverall
administrative reform, its successful accomplishment would result in a more efficient
operation of the Ministry of Education. Specific evidence includes the fact that the
Ministry of Education is revising (a)its administrative/institutional structure;

(b) its allocation of resources (directing more assistance to the rural areas); (c)
its budgetary procedures (in terms of efficiency); (d) its training of administrative

leaders; and (e) cooperating more closely with other gc,-ernment organizations in the
 
training of human resources.
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1 3.1 :. {KO-]piGI NA L []_R V ISIO I J 1 76 PAG E .T n d i t i o n ah o o PA G E S .1.Conditions w 11 e__ch
2 _xe
when above NAMuoe in echievv - . Evidence to date of nrogreso tcuard these cc=tC . 

catalyst, accelerator and facilitotor of UZC ftzCtkzzrather than trying to add eJ an a.n entitieo toovercrouded and cc.lex .bucat rccyo-l bru-

1. Nine District Educational I. Four SIDAr are establishcd and functionin.
Development Centers ("Centers") ia of personnel is in prx Lo to opon thz five oth::
entabliohed. 
 SIMS in 1977. CO0i1-Stanlrhy is in tu, pamccs
of completing pre-deoign work for eight CEDilo. 2L3 
Mtinistry of Education is in th3 process of obtt-niz, 
title to the sites. 

2. Professional training for edu-
 2. Trailxtng is not being providcd 25 Bolivian aCAniacation administrators, including 
 tratora ot the University of Uew 1!2rico. Tuelve tziau-Administrative Training Institutes 
ing cour:eo have been conducted in-country for SIDP2("Institutes") established. 
 personnel.and Mlinistry imploycos (enrolling 1087 
personm) to asourae other adniita-ative positions. A 
contract employee is on beard, and a conplete inc"-'ico:
 
trai-ing is in the process of preoaratic:2. 

3. Planning and evaluation caps- 3. A nor.-formnl education policy docuz:nt was uittciuity of the KLC strengthened, and approved. A printing and teztbooz policy ueti 
adopted. A socio-linguistic stly uas initiatca in 
March, 1976 (duo for coletion cory in 1977) m2 o
seminar fDr rural tenchero voo held on this as0 jc~t in 
Cochabainb in July, 1976. 

4. A research capability develop 4. A time-phased plan for implcmentation was preprcI 
in March "976. After detailed discussions among the 
Ministry, Contractor and USAID, suggestions for rayvi
sion w re made, and a new plan was subin.tted in 
October 1976.
 

'.. An information management 
 5. A ccnpiterized payroll system has been developedeyi~tmi developed, and applied. Basic school and personnel data -re
 
being collected on a systematic basis for the first 
tLme. 

6. An inbproved financial manage-
 6. The Ministry of Finance has been included in dismen system. 
 cussions with senior Ministry personnel to design a
 
new system. For the first time a systematic analysis

has been made of the budgetary structure, with the
 
view for impaementing a new system in 1977. 
The
 
Finance Office of the Ministry of Education has been
 
reorganized.
 

7. An increased capability of the 
 7. The firs% national level seminar on Socio10r to develop and produce bilingua Linguistics and Education was held in La Paz in
materials, curricula and instruc- January, 1976.
 
tional materials. 

8. An established capability for 
 gvjSet.of stnndardize& desigsa for schoo eteoolJpan of e
eduentional faicility planning. been prepared.pano ee ifto 
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