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Development Training and Management Improvement (608-0149) USAID/Morocco

PROJECT JESCRIPTION _ ) ) _ .
The purpose of this project is to improve the planning, management and technical

expertise of Moroccans responsible for priority development activities to be achieved
primarily through university-level training outside Morocco.
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ABSTRACT PREPARED 3Y, ZJATE A,§2:> ABSTRACT CLEARED 8V, OATE ) ~ [:] Soectal

Emily Baldwin, NE/DP/PAéf' Ann Domidion, NE/TECH/HRST «ai

April 12, 1982 Gary Mansavage, NE/NEWf, | OO rermna

This is a mid-term evaluation performed by USAID personnel. The project is primari-
ly a training project, designed to improve the planning and management capabilities
of GOM ministry or quasi-government officials in arder to improve the design and
administration of further development efforts in Morocco.

As of January, 1582, 98 participants had been selected For training in the U.S.; the
project design had anticipated approximately 140 long-term trainees over the |ife of
the project. Despite this positive early performance, however, the projact has not
been without problems. Of the 98 participants selected, 16 either never actually be- !
gan training or were terminated priar to completing their training due to insufficien.
English skills or inadequate academic background. Of the remaining 82 participants
selected, 2 had not yet left Morocco to begin training, 3 had completed their studies
and returned to iHorocco, and 77 remained in the U.S. anrolled in academic programs,
Particircants have not heen ccmpleting their studies and returning <o Morocco as
epicdiy ¢s slonned. Tle e are e i reasons for th's AmonRg then o Inglich
capabilitv, insufticient, urdaryredis 5 gnd graduate backgrounds (reanipiqn mora cnurse
work than originally foreseen) and the addition of PhD students to the training pro-
gram, ccntrary to PP expectations. Ih addition, the evaluation notes that neither the
U.S. institutions nor the participants have a strong incentive to complete training
quickly. Thase delays in on-going training programs have meant that far fewer new
participants can be selected and funded for training over time. The Mission
recommends that no or few participants be brought into training in the remaining 1ife
of project so as to avoid the need for increasod funding In addition, university
procedures will be reviewed to assure the most cost effective education is being
received.

The evaluation notes that with so few (3) participants returned to date, project
"impact"-- in terms of improved GOM capacity to plan and manage development projects--
is as yet difficult to assess. Also, no GOM annual training plans have been developed
so that the project's success in meeting GOM training needs is difficult to determine.
A lengthy appendix to the evaluation report gives an in-depth account of the English
language training ‘nstitutions used in this project. A number of recommendations for
improved USAID utiiization of these institutions are given, but overall, the assess-
ment of their performance appears quite positive.

Lessons Learned - The evaluation was originally intended as a within-Mission offort
only; therefore it does not follow the typical PES outline, {.e. there is no explicit
"lessons learned" section. The evaluation states that the Mission has "learned a lot"
about participant training through this project without elaborating. At least two
lassons , however, must be that training takes longer than planned, and planning for
participants must take this into account, and that host governments must participate
in implementation (in this case, developing training plns) in order to achieve com-

plete project success.
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EVALUATION OF THE USAID/MOROCCO
DEVELOPMENT TRAINING AND MANAGEMENT .SUPPORT PROJECT

I. Introduction

The Development Training and Management Support project
was approved in AID/Washington on August 4, 1978 and the Grant
Agreement with the Government of Morocco (GOM) was signed on
September 21, 1978. The Project was to be implemented over a
five year period at a total cost to AID. of $4,503,000. The
project's goal of increasing planning and management capabilities.
‘within Moroccan ministries tao carry out development prqgrams
effectively was to be accomplished by providing Moroccan
officials with training within four categories:

Long-term academic training (one to two years) in
United States

short tarm non-=2nncevio +raiaicg “two +o six mortrs
in th~ United Qtqt 5

Third Country Training
In-country (including in-service) Training
Under the terms of the Project Grant Agreement, the
following three special covenants were also stipulated.
"The Grantee shall (a) develop annual training plans,
inculding selection criteria acceptable to AID; (b) reserve
not less than 25 participant positions for women; and (c)
reserve 20 participant positions for allocation by USAID in
support of its project development activities in Morocco."
The purpose of the above training program is.to upgrade

the managerial and analytical exﬁertiue of key GOM officials
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in public and semi-public institutions which are furnishing
complementary support to development programs in Morocco.

AID's principal input to the project was to be the
financing of training costs for approximately lud long-term
and 89 short-term trainees. In additioni it was anticipated
that approximately eight consultants would be utilized during
the Life-of-Project (LOP) to work with appropriate
institutions in the aﬁalysis and development of in-countrv
training programs.

The GOM inppt of $1,660,000 included the salaries of the
participants-during training, the payment of any salary increments
or additional benefits to personnel assuming the responsibilities
of participant's during training perisds and internatjonal
air fares.

The GOM organizaticn selected to coordinate the
treining pr wvidec unaar tal; project was *o oe cue Secreta.1as
of State for Executive Training (SSLT) which is cfficially
charged with coordinating all foreign anq domestic
government-wide tfaining at the pogt-academiq level. The
SSET is also responsible for articulating bilateral assistance
for development strategies of all the various ministries and
sectors in Morocco. Situated in the Ministry of Education
and Training, the SSET was expected to develop an annual
training plan with the cooperation of the USAID Mission,
the Secretariat of State for Planning and Regional 'Development
and the National School of Public Administration. USAID

advigors, working with the technical ministries on a regulax
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basis, were expected to act, ex officio, with specific ministries
in structuring potential training programs, with USAID
retaining a final veto dQer participant placement.

The PP listed the following training criteria to be
followed during project implementation:

1. Training will not be provided out of country if it
can be provided in country. .In this regard, it
may be beneficial to provide short-term
consultants to help direct operation and
the establishment of specific component pafts of
poteﬁtial in~-country training. Such
consultants are provided in this project

2. Degree training must be post-B.A. (in U.S. terms;
post-licence in Moroccan terms) and will be
supported out of country only.

3. Preference for training drallltely will Se given
to government personnel anut quasi-government
inatitution employees. Tfaining for the privite
sector will be provided only when it can be
demonstrated clearly that su:h training impacts
directly on the implementatiom of a 0M program
definitely benefiting, in a substantial manner,
Morocco's rural poor.

4. Short-term tra{ning will be provided in country,
in the U.S., or in nearby daveloping countries
when appropriatne,.

5. Training in the U.5. will be undertaken only
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after a clear demonstration of sufficient
English-language capability to participate to
maximum advantage in the program.
'In identifying the types of training to be offered, the
PP states "The types of training A.I.D. will offer will include
M.A. (though riot Ph.D.) level academic training and short courses
a§ well as on-the-jab training; ‘training will emphasize practical
experience as well as observation tours. As also noted. third-
country trainiﬁg will be utilized where appropriate. For
long-term academic U.S. training, what will be emphasized is the
acquisition of relevent knowledge, not the obtaining of academic
titles of certification."
In February 1979, USAID, in project Implementatipn Letter
No. 1, established a W~person Training Prcgrams Coordination
and Action Committee (TPCAC) to implemant the project. 1Its
memhership wds male up or':
~ The Directar of Staff Training at the Secretariat of
étate for Staff Training or his reprasentative, as
chairman;
- The head of the USAID Training Office;
- The Direcctor of the National School of Public
Administration (ENAP);
= The Director of the National Institute for Statistics
and Applied Economics (INSEA).
The Committee was responsible for coordination,
meetings and exchanges and informaticn dealing with the

training program. For that purpoge it was responsible for:
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reviewing training programs to be conducted in
accordance with the provisions of Section B above,

and making a selection of applicants for such programs;
following up training programs from candidate

selection through evaluation of results obtained
during'training;

creating means likely to ensure the widest and swiftest
diffusion among all organizations concerned of
training ppssibiliites in the‘fields under Section B
above;

ensuring wide training program scope, contributing to
the progress of reasearch, communication and
dissemination of knowledge and carabilities

acquired through such programs among the

organizations which may be benefited by such knowledge;
encedi djing orgaricat.on o short-.cerm co_lective Training
programs where necessary;

seeing that each trainee, upon :his return to Morocco,
be used within his. specialty and that full ugse be made of
his professional skills;

establishing yearly training plans based on an
evaluatinon of staff-training needs in the above-
mentioned fields;

sarv.ng as a springboard for general implementation

of the project and offering recommendations to ensure
such implementation in-the mosT appropriate and

opportune manner. It may, for example, astablish



the ratio of academic and non-academic training
program costs between the two categories, since it is
significant to note that the monthly average for

such costs in the United States now reaches $1,250

for academic studies, as against $2,600 for short-term

training programs.

Implementation letter No. 1 also outdinied the following

items as being eligible for AID financing under this project:

a.

Participants' per diem during training. It is agreed
that per diem (i) covers food and lodging ard a "pocket
money" ailowance, and (ii) is that currently acplied by
USAID for training programs conducted under 1ts
sponsorship. It goes without saying that per diem
rate varies from one country to another and from

one U.S. institution to anothe. according to cost

- Li+r; suces witiin such countries or

‘institutions.

Administrative and technical organization.
Schouoling and/or academic or non-academic training.
Training materials and supplies (such as books) and
printing expenses for papers in academic studies.
Study trips within the country where training is
conducted,

English language trairing for finally accepted
participants to be canducted in Yorocco as needed
befora the baginning of training programs {n the

Unitad States, elither through normal collective
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k.

At

class instruction or intensive individual training.
Medical examinations taker in Morocco as needed for
participants who are to undertake training programs
abroad.

Health insurance policy covering.pariticipants while
in training.

Participants' sulseription, upon eoupletion of their
training program, to technical publications published
Dy American associations specialized in the technical
field in which they have taken their training, thus
enabling them, upon their return to Morocco, to have
adequate information pertaining to their

specialized field.

Participants' international travel petween Morocco and
training country and return. Such costs will be

ez ed Ly USAWD andir he frust Fond acceaut establ. shed
jointly by USAID and GOM Ministry of Finance.

Other miscellaneous expenses.

some later time, item j. above was deleted and it was

agreed that the GOM would fund international travel costs of

USAID fianced participants.

It was envisaged that a project evaluation would be

conducted mid-way through the project impelmentation to review

both "operation" and "likely impact." A major assunption at

the time of project design was that by the time of the mid-

project avaluation, sufficient numbers of long-term traineos

would have returned and been working long enough for indicators



to have developed.

II. Progress to Date

A. Training Programs Coordination and Action Committee (TPCAC)

The TPCAC was established in early 1979 and was active in the
selaction of the first group of participants firanced by the
project. Almost all long-term participants that have been
financed by this project were selected during year one although
man& did not actually depart until FY '8l. Several never did’
depart because of inadequate English language fluency or poor
prior academic performance. Due, in part, to personality dif-
ferences, probiems arose in 1980 and the Directors of ISSEA
and ENAP declined to participate in further committee ‘meetings.
Their primary concern was that the Director of Staff Training
at the Secretariat of State for Staff Training held a veto over
‘all GOM sporsored participants (including non-aID funded' since
his approvai is required for all training cutside Morocco. He
wag, in effect, making all final decisions on participant
selections and they felt that they wera nothing more than a
rubber stamp

There have alaso been accusations that rolitics have
been involved in participant sclactions. This may, in fact,
be true uince political connections are very important in
Morocco, but a review of participant files doas not lend much
support to theué types of commenta. One i3 astruck more by the
wide range of parent agaencien. Clearly, no one minintry has

had a monopoly on sending participantsa for training under this



project. The majority of participants are either mid-level
civil servants or faculty members with several years of work-
ing/teaching expverience and with one exception (American
Civilization), areas of academic study relate to the general
scove and objeétivea ot the project as well as to AID areas
of concentration and interest.

B. Long-Term raining in the U.S.

As of January 1! 82, ninety-eight (98) participants
had been selected for long-term training in the U.S. (38 for
Ph.D.'s and 50 for M.A.'s). Of this total of 98 participants,
seventy-seven (77) are presentiy in the U.S., sixteen [16)
have either been returned to Morocco before completing their
first year or their programs were cancelled prior'to.aepar--
ture, twa (2) are in process agd expected to depart for train-
inqg Qurine PY '82, and three (1) participants have campleted
Sallz tradilzg p:dgxu wd suiurned Lo lMaZoCCu.

During the preparation of the PP, training goals
(total numbers of participants) ' ere calculated based on
two-year training orograas. In fact, however, many partici-
panta will require three and four years to complete their
studies. As a consequence, during yeara three and four of
the project, funds available for "naw starts” are severoly
limited due to the need to fund participants already in
training. Instead of fifty new starts in year three, there
were only twenty-one and in year four there may vary wall be

RO new starts as opposed to the planned twarty-five.



There are several reasons for individual training
progras taking longer than anticipated, and among these are:

1. Participants have left Morocco with inadequate
ﬁnglish language fluency. This has.resulted in a requirement
for English language trainingin the U.S. either prior to com-
mencement of graduate programs or during the first year thus
precluding the participants from taking a.full academic work-
load.

2. A decision was made soon after the project was
authorized to allow faculty of Moroccan Instifution to be
sent for PhD's. Since many U.S. iﬁstitutions do not accept
Moroccan M.A. degrees (particularly in engineering fields)
participants wire required to work on U.S. M.A.'s prior to
doing course work for their PhD's.

3. Participants have been acceoted at U.S. insti-
Sotiorc withapt hewriag eemplabed pndergradnate cruvses required
by these U.S. universities. These undergraduate courses have
been taken in the U.S., consequently extending training.

4. Particinants have left for the U.S. to begin
Ph.D. programs without first completing equivalent U.S.
Master's Degree programs ox MA's acceptable to U.S. universi-
ties. The studenta, therefore, first study for their M.A.'3
and then go on for their Ph.D.'a. In several inatances, par-
ticularly in engineering ficlds, this has resulted in train-
ing programs lasting over three years. One of the difficul-

tiea in gatting Moroccan M.A's accopted by U.S. univeraitlas



is a lack of knowledge in the U.S. concerning Moroccan universi-
ties, their curriculum, entrance requirements and degree re-
quirements.

C. Third-Country Training

Only three participants huave been provided with long-
term training in a third country. All three were GOM officials
who were to staff the USAID-financed Social Services Training
Center in Tangier. Their training was aporoved prior to implé-
mentation of Project 608-0157 and the financing of their training
was transferred to that project in late FY '8l1. No other long-
term third country training has been proposed or is envisioned.
By financing the training of these participants under Project
0149 prior to implementation of 0157, that project is now on
schedule. The Institute in T;ngier is open and functioning with
threse returred particimants nmaking uo the core Moroccan s%a2€f of
-r2 Inslltuawe's loculty.

D. Short-Term Training in the U.S.

A total of fifty-eight short-term training participants
were sent to the U.S. for training during the oroject's first
two years. Training included short couraes and seminars. _ This
wag thirty-eight participants more than olanned.

In several instances, however, varticipants complained
that courses/seminars were too general in nature and sunerficial.

E. Orientation Sessiona

Prior to their departure for the U.S., long-term train-
ing participants ‘are given an opportunity to attend five half-day
orientation sessionn qgiven by AMIDEAST. These sassionn are

denigned to qgive participants an orientation in "American
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customs and culture.” Questions and answers sessions fol-
lowing lectures allow.participants to ask questions about
"the American way of life." For those participants who have
taken advantage of these sessions, their reactions have been
positive.

F. English Lanquage Train’.ng

In an effort to assist Mbroécan participants perfect
their fluency in English prior to their departure for the
U.S., classes 1n_conve:sational English, financed by this
project, are provlided at five (Casablanca, Rabat, Tangier,
Marrakesh and Fes) American Language Centers (ALC). An evalu-
ation of USAiD-financeq;training at the ALC's was conducted
in September-Oc*ober 1980 and is}attached. Several reécom-
mendations were made in that report and over the nast year
many have been implemented. For example, students with poox
attrndance Fate had their tra ruwrs terminated. more attenticn
is being given to.perfothnce during language:training,.and:
coordination between ALC and USAID greatly improved through
more frequent contacts.

G. Selection Process

At the present time the initial screening of partici-
vants is done Ey the Director of Staff Tréining at the Secre-
tariat of State qu Staff Training. On the surface, it does
not appear that any one ministry has a monopoly on proposing
candidates for training and for the most part candidates are
well qualified in their technical fields with several years

of "on the joh" experience. There have, however., been a
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number of part!cipants proposed and accepted who apovear to
have had little or no.prior work experience.

Since the quality of prior_academic verformance and
English language fluency has been unknown at the time of
selection, it is very - difficult to judge how well a partici-
pant will do during his/her training. It is only after a
student has been selected and he or she begins submitting
undexgraduaﬁe records that questions arises as to a partici-
pant's ,ossible capability to-perform graduate level course
work.

Jnder the present system, once students have been
selected for training in the U.S., they are provided with the
opportunity to take English language courses. Unfortﬁhateiy,
many students (especially several'éelected in year one) have
not perfected their ﬁnglish to an acceptable level prior *o
2zgarling for the L.S. Thlc has resuli 1 in either the aoeld
for English languagg Eraining in the U.S. or termination of
training program. In cases where students have been sent to
the 'U.S., this extra training, besides being very'costly, has
resulted in a lengtheﬁing of individual tfaining programs and
unfortunately, has resulted in the termination of several
individual programs for poor performance since the partici-
pant was never able to master English.

During FY '8) students who did not vossess accepta-
ble TOEFL and ALITU scores were not allowed tc procred to

the U.S. for-training.



H. English Language.Fluercy

Although participants are expected to know English,
there was no procedure for evaluating fluencv prior to selec-
tion of students in year one. Once an individual was selected
for training, he or she was given the American Language
Institute, Georgetown Un;yersity (ALIGU) test where thev
were expected to score a minimum of 90 in usage, 90 in com-
prehension and 75 in vocabulary/reading. If they score below
the minimum, fthey wera required to attend American Language
Center courses to.improve their Engligh until they can meet
ALIGU requifements. This procedure has been changed and tests
are now given~orior to selection for any trainin§ in the U0.S.

Prior to depvarture for the U.S. and placement in
U.S. schools, participants are also requiréd to take the test
of Epnglish as A Foreign Langquage (TOEFL).

M '3
T coev, Particieonss

-— - - mena

In an effozﬁ tn encourage the participation of wamen
in this project, a minimum of 25 positions were'reserﬁed for
women. To date, sixteen (10 long term and 6 short term)
participants have been women. It has been very difficult
funding women to go to the U.S. for long-term training.
Families, family ties, and cultural restrictions all contri-
bute to restrict the mobility of women for long-term train-
ing in the U.S.

'J. Training Plans

The fact that-no yearly training plans have been -

developed is unforturiate since tnere is no way of evaluating
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the impact of this project on GOM training requirements. 1In
fact, we have no way of knowing‘if the GOM has even identified
its own requirements. What does exist are training quotas for
each Ministry, but it is difficult, if not impossible, to know
.if these quotas are related to actual training needs.

Individual. training programs have been worked ‘out aty
the U.S. institutions by the participant and his /her s*udent
and faculty advisors A review of these plans indicaces that
in a number of instances participants are being allowed to
pursue their studies at a very leisurely pace and litt'e or
no attempt has been made to require the varticipant to tonm-~
Plete his/her studies in a minimum period 6ﬁ=time. Academic
institutions appear to be less than motivated‘when it comes to
"pushing” students to take heavy workloads. For thevpartici—
»2nts, var4icularly thess who are wimar-ied, life ir the U.S.
ot GuveluheLt capelisd ia jao 2t ali thdce Lada.

K. Schedule

The project is not significantly bchind in implementa-
tion, bﬁt the fact that too many long-term pérticipants are
going to require several years to complete their training
(instead of the planned two years) Qili reguire either in-
creased funding or a reduction/elimination of planned new
starts in FY's 82/82. <The Mission ﬁas,taken the view that we
have learned a lot about participant training during the im-
plementation of this project and we wéuld prefer to eliminate
new long-term training start, concentrate on in-country and

short-term training and complete this oroject within authorized

LJ’ A .iI‘L “JLL UUUVI'ILli‘



funding levels. We would then propose that an entirely new
project - Sector Support Training - be designed in FY '82
to build upon experience gained from project 0149.

The fact that as of this writing only six long~-term
participants have returned to Morocco makes it impossible to
evaluate, in any meaningful way, the impact of this project
on upgrading the managerial and analytical expertise of key
GOM officials supporting Moroccan develooment nrograms. tht:
we nave been able to see, however, is the effect this project
will have on other AID-funded projects in terms of providing
U.S. trained personnel to implement those projects early on
in implementation. For example, architects will soon be re-
turning to work.on‘the.Slum Upgfading Project.at Ben M'Sik,
engineers and economists to work on the Enérgy Project, range
speciali-’s for “hz Na.cz Manase=er.: Improvement “roject
scatasuliulans 1or tne Fupuiation frojece, etc. L£ tnese
participants had not been sent for'training until other AID
financed activities were approved, they would not be return~
ing from U.S. training until U.S.. technicians were ready to
depart from Morocco. Many of these people; as in the case of
the Social Services, will become key counterparts for U.S.
personnel during project implementation. Under normal
circumstances these participants would return at the earliest
in years 4 and 5 of project implementation.. We believe that._ .
the chances of -success of these projects have been greatly
improved through the use of this training peoject in train-

ing personnel in advance of other project imnlementation.
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III. Recommendations

The following recommendations are made corcerning thn
Development Training and Management Improvament Project.

l. An in-depth evaluation of this project, with AID/W
participantion (DS/IT, NE/TECH, etc.) should be conducted in
early PY 1982 since by that time a significaut number of long-
term participants will have returned to Morocco.

2. . There should be either no new starts or very few
in either FY '82 or beyond since the participants will not
be oble to complete their studies by December 1983, the proj-
ect assistance date (PACD).

3. A review of all particivants' academic performance
should be made and the training proarams of these students
who are not doing acceptable.work should be cancelled. Note
that this wes done during the course of tris evalui~i-n and
1€ Ladivaiduul Lrograus were Cancelied.

4. The USAID Training Office should review the per-—
formance of students at the ALC and all students who continue
to miss a significant number of classes, for which USAID is
financing the costs, should have their programs cancelled.
Note. This was also done during late FY '81l.

5. During an early PY '82 evaluation a review of
university placement procedures and student performance
should be made to see if we are being as ccst effective as

we should be.



Purpose: Evaluation of USAID-Morocco Finance English Larguage Training

Scopg: The evaluation focuses on the Engllsh language training provided
by the American Language Centers located in Marrakech, Tanger, Casablanca
and Rabat. It was not possible to evaluate the training ‘provided by the
British Council in Rabat due tn that center being closed for the summer
vacation.

Approach: The evaluation viewed the USAID-Morocco training program as

a time-line system in recognition of the fact that critical features of

the program comprise a series of action points, or events having duration,
ail of which occur in a sequance through time. .The program was viewed

as a system in so much as the various compcinents of the training program
interact with and on each other. The evaluation therefore was a modified
form of system analyis which focused on the English language training

and the rclated items which impact on, or are empacted by it. Consequently
it was necessary to pay partlcular attention to management actions relacing
to the program in addition to examining the English language program itself.

Conclusions: The evaluation believes that the English language training is
being conducted in a professionally acceptable and reasonatbly efficient and
economical manner. The ALC personnel are sincere and professional in their
effort to provide USAID with the test language training pcssible within the
meens at their disposal. In many rarticular areas they over-parform

in regard to the services contracted for. This is not to imply that

the English training program is fault free or trouble free. The nature of
the English training program is such that it requires continuing close
management and supervision. In this situation it is necessary to fix
resmon<ibilitv for perfovmine the management functions and to specify what
tio . fu ctirrs o 1. 3. the eraleats s piandon:

1. That management responsibility and functions have not Leen fixed.

2. That this responsibility must rest with USAID, and car not be
delegated.

3. This lack is the primary fault identified in the evaluation.
l. General

1.L The USAID-Morocco conducts a number of projects which sand
Moroccan ;articipants to U.S. universities to receive professional and
academic training. The training ranges from attendance at technical
seminars ¢nd/or short courses, to enrollment in courses of studies which
lead to aldvanced degrees. The end-goal of the training projects is to
have the zarticipant return tc Morocco equiped to make an increased cor-
tribution to the needs of the government and ~=ociety in the area of his
specialization.
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1.2." English language tr=ining is a mandated critical component of
the training system. Except in rare cases, U.S. universities are unable
to provide instrucion in any languvage but English. Students who are non-
native speakers of English must take and pass a standardized English larg-
uage proficiency examination in order to be accepted for enrollment in &
forma] conrse of studies? The Moroccan educationl environment is such
that it is unlikely .that a typical candidate for USAID training par-ticipation
will be already English language qualified to tlie level established an a
pre-requisite for U.S. university enrollment. Thus the function of the
English language program is to provide the language instruction necessary
to have the carndidates meet the U.S. university English language pre-requisites
in a timely manner.

1.3. The criticalness of the English language training program derives
from the fact that participation in the U.S. undversity training phase and
program end-goal attainment is all contingent on the candidate's first having
successfully completed the English language training phase. Also, as
English training is one of the earlics avents inthe traiaing sequence, the
timing of later «vents is dependent on and established in anticipation of
English training completion. This results in the English training having
an importance that .ic out of proportion in regard to the end-goals of the
program.

l.4. The English language training necessary to support the USAID
program is provided by service-contract arrangement with the American
Language Centers in Marrakech, Tanger, Casablanca, and Rabat; and the
British Council center in Rabat. In exceptional cases scme participants
are enrolled in English language preparatory programs conducted at the
individual U.S. universities. However, the cost-effeciency of English
training conducted in Morocco as compared te -imilar training conducted in
the U.S. with associated student support costs is so strong that it {s not
only highly desirable. bur virtnally necessary to continue rhe presert
T LM 2unt,

2. Overview of the System Components and Relationships

2.1. USAID-MKorocco

2.1.1. The USAID-Moroccc Participant Training Status Report,
1 April 1980 indicated that English language training was being conducted
for participants in regard to the following projects: 608-122 (Agricultural
Research and Training), 608-0136 (Dryland Agricultural Applied Research),
608-0139 (lion-Formal Education for Women), 608-0147 (Cormercial and
Industrial Job Training for Women), 608-0149 (Cevelopment Training and Fanage-
ent Improverent), and 608-0155 (Population and Family Planning Support).
The latter two projects accounted for a large majority of theparticipants
at the time of the report.

2.1.2 USAID-Morocco coordinates the training nrolects with the
appropriate !oroccan government agencies. Candidates for particlpatien In
the training program are selectad by the reupective loroccan govepnment
agencies; USAID does not particiapte i{n the uselactlon procass. At the
time of selection depending on the projact and the narticular time in tha
training systam zequence, the participant may Le {d-ntified in a cne to
cue relationship with a particular courns of itudies 1o cotmence Al a
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and the American Language Centers. Each school builds a survival base by
~calculating plant and administrative overhead; ti!s in turn is divided by
the total number of students in an economical minimum class size which is

" determined by the number of classrooms available in the anticipated normal
hoursvof instruction. Depending on school type, teacher cost may be -in-
.cluded. as overhead, or as a direct draw-down on the student number, i.e.,

X number of students pay for the teacherand X number pays for the overheaa
with any additional up to maximum class ‘size constituting margin. Most
language schools use the latter me~hod. The addition of special classes

or classes held outside the nor— .1 operating hours are mainly priced by the
latter method, thereby protecting the school by having each class literally
pay for-itself.

2.2.7. The American Language Centers have”"built their survival base
on the enrollment of the tuitiom paying students who attend their normal
classes. Due to the nature of the student,classes normally are held in
late afterncon and evening, except during the summer session. The USAID
input complements these hours in that most participants attend classes
during their working hours, either in the morning or early- afterncon. The
classes allow the centers to make more efficient use of plait space and to
offer their instructors opportunity to work more extended schedules, scme 7
of which approach full time employment hours. The centers price.USAID classes
on a "pay for the class" schedule, mainly based on teacher cost plus overhead.
The arrangement is generally benificial to both parties, but improvement in
terms of efficient utilization is possible.

2.2.8. There are some special problems concerning providing English
language instruction to USAID participants. The participants are selected
in reference to their suitability and profession qualification for the U.S.
university program rather than for their linguistic skills and/or aptitude.
This is as it should be but i does rasult in the enr~llment of perscnnel
whn in other rircumstarcrim 2% ro~ b corsidcre. ™ oL sultlble
personrel] for English lanta -~ —afnire, “Aler {=  prawna) ‘rthaps qra
notivational differences between the USAID particiapants and the normally
enrolled student. The motivational differences are more related to the
differences in general profile, i.e., age, marital statuc, job status,
reason for enrollment etc., rather than "bad attitude" charactaristics.

2.2.9. Also the language instruction for USAID students iz different
in that the tine of study and length of study factors are established by
external requirements rather than by English language considerations. The
USAID language instruction program operate: under notable time press:re as
compared '» the normal programs run by the centers. The ALC's are tas-ed
with not only bringing a widely varied input up to a measurable standard of
rroficiency but are uslsno raquired to do this within a certain calendar
time period.

2.2.12. Az stated in the conclusicn, the Lnelish languape instruction..
Programs are acceptably and reascnable] veffoecient,  NHowaver they do Lave
problems and operate under time pressure which iz generally associated with
tach and every individual USAID parvicipant. It is unlikely that fornseeab)e



improvements wil. ever enable the program to run in an automatic "hands-
>ff" manner. It will require continuing cloce management and supervision
to ensure that the English language traxnxng phase effectively 1ntegrates
with the time schedule of the U.S. university training.

3. Pirticular Point Evaluation.

3.1. The evaluation of the American Language Center English language
programs had its origination in the MEMO of 4 April 1990, Subject: USAID
Financed English Language Training. While stressing the need for a general
evaluation the memo asked that several specific questions be addressed.
This section will ateempt to answer those questions.

3.2.1. Are the training classes carried -out with an acceptable
level of professional skill on the part of the teachers?

- The short answer is a definite yes. However the question does indicate
that some expansion on what constitutes a "professional" language teacher is
useful. Professional, in the meaning of degree certified, is a relatively
recent term in regard to English language teachers who teach English as a
second language. 1Initial use of the term probably does not date earlier
than the mid 1960's. In that period, Georgetown University, Michigan, and
Columbia University, began to offer courses in linguistics and the teaching
of English as a foreign language. At that time the field was considered a
specialization within the normal degree in linguistics, Education or
English. Some schuols did offer certificates which attested to a certain
number of hours/courses taken in the field. Until recently the cutput
in the field has never been large. Currently the stress on bi-cultural/
bi-linual education in the U.S. school systemz has crcated a new group
of graduate level degree courses, usually attended by public school teachers
in order to meet HEW and court mandated reguirements.

by and larg+ .me tecching or lagl.sh as a forein .u mupe, puLiT o lary
iN uverseds areas, nas been done by persons not having Jde,rees la (he Ylailu.
When selacting instructors preat emphasis is giveu to previous experience in
doing the same work. One is much more inclined to give preference to a
person having experience than to an inexperienced degree bearer. This is
largely due to the fact that most overseas schools do not have the resources
and/or facilities to act as training institutions.

The Anerican Language Centers have an unusually high quality group of
English language instructors. The Tanger and Marrakech schools have a mix
of degrees and/or highly expericnced native Lnplish speahers (US and UK),
and highly qualified Moroccan teachers wino have TETL dugrees both from
'srocco and abroad in addtiton to a nunber of years of teaching exrerience,
The Pabat school has all U¥ or US native urna#vx.. all bhut cne having dupreey
(weveral in the €ield of TEFL), and most highly experienced,  The Casablanca
center unes [ty most experienced native speabers (10 have 7 or rore years
experience at the ALC) with the USAID program. ALl of their teachers have
dagrees, with many haing TEI'L trained.

Ir summary, yas, the tralning clazzes are Lelng Taught at an acceptable
loval of profezsional =zkill, as the Instrastors are professionsls an {s
normally defined Inthe contaxt of thalr employmant,


http:pror:r.im




to the program manager, or in extreme cases, in requesting the withdrawal
or rescheduling of a student whose absentaeism has caused him to fall b« “ind
his class. This position is based on several fa:tcrs. Firstly the ALC's
have no authority or control over the participant. . USAID arrdanges for the
student to attend classes in coordipatién with the responsible Moroccan
agency or the participants supervisor, and USAID contracts with the @Lg ]

to provide instruction to that participant. The ALC has the responsibility
to have instructor/instruction available for the period contracted for but:
has no method to unforce the participants attendance or to impose sanctions
on his absence. Tuforcement of attendance must be done by USAID as absence
by the student constitutes a default in his agreerant, or in the agre-nernt
by his agency, where-in USAID :cgreed to p tuition in return for Fhe students
agreement to attend classes. The ALC's hu.e no agreenent with the student
but deul directly with USAID.

The question does call attention to another problem, which is, how
shall the cost of absencsz: be handled. In normal language school practice
the student pays fuli tuition up-fruat at the tine of enrollment. This
enables the ALC's to contract with the teache» to provide instruction for
that periocd of class time. Attendence or absence has no impact on the
arrangement, being solely the students decision as to whether he shall
derive benefit from his class or not. The ALC/USAID arrangement differs
srmewhat from the basic arrangement. Guidelines need to be derived which
protect the ALC's in regard to having a teacher contracted to be available
at the reserved times, and which also protect USAID's authority to
terminate student attendence without severe cost penality. The problem
beccmes acute when the ALC has provided an instructor for individual tuior-
ing. The evaluation feels, that in - he case of unplanned-for absences, the
ALC should bill and USAID should pay the stipulated costs for any hcurs in
which the center has had the instruction and class space available in
anticipation of previding the instruction contracted for. 7 the casze of
plarned for and/o~ anticipated atsences the centers arg Us) i u should jointly
derive puraelines *hocn dr tat t o~ stener Dol Wite A e,T 0 ke D
TO meel 1Ts obligat. n. to its 5+, auments 1) e oteiersr A ailaing
Scale of' iaatructor compesation should be u-ed when the ALC cannot provide
alternate or compen=iting employment.

The evaluator recommends that the ALC's provide attendance reports to
USAID progr.m coordinator on a weekly basis at the minimum. When a student
is receiving Iindividual tutoring daily for a substantial number of hours
(high cost situation) unplanned absence should be reported by teleplione at
the end of <he second sequential day of absence. lormal cost-efficiency
requirements make it necessary for the USAID program coordinator to take
prompt action with the sponsoring .gency in regard to abeences.

3.2.6.  0f the following alternative approaches to Enpglizh language
training which should be uszed for (4) participants, (b) non-participants:
Group clasues, individual training, training in Morocco vre tralning in the
U.S., intensive training for 4 nhoprter period vra regular training over
3 longer period.

(1) Group claszes. It {xn deslrable from both a cont -efflciency
point uf view and a larguage Inutruction point of view to conduct group
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class:s for participants and non-participants where ever and whenever
possible.

(2) Individual instruction. Individual instruction from a cost-
efficiency view is a necessary evil. It is used when it is not possible
to p%ov1de group instruction either because of lack of personnel to make
a group, or lack of pﬂrsonnel to make a group at that level, or when a
particular individual is being crammed to make a quickly approachlng cut-
off date - all the preceeding haye application only to participants.. It
is hard to imagine any Justlflcatlon for individual instruction for a non-
participant except on a no-choice political basis. Decisions of that
type are not dependent on normal considerations and must be approved on a
case-by-case basis. It is recommended that such decisions should only be
made at the highest management level and only in rare circumstances.

(3) Training in Morocco vrs training in the U.S. From a cost
efficiency point of view there is no contest. Training costs in Morocco
are so much cheaper to both USAID and the Moroccan government agencies
that U.S. English language training can only be ~onsidered a special or
unusual item. When the participant is English trained in Morocco,USAID
pays language tuition costs only, and that at a lower than U.S. rate. In
many, if not most, of the cases the Moroccan agency releases the personnel
for part of the day only and keeps them i an "on-the-job/working" status.
The agency does not pay personnel replacement costs and USAID does not
pay participant support costs. When U.S. training is used, USAID pays
language training tuition at a higher rate, incurs student support costs,
and the Moroccan agency either must replace the person for that additional
period of time or let the work go undone. Quality and timelyness of
language 1nstruct10n at‘t ‘e ALC's, if ¢ done .at_an intensive rate of 3C
hours per week or more, is either equal to that offered in the U.S. or so
little different that the difference can be ignored when zcst considerations
Be E.en iv *o fle~t. ., ‘resniap nar have s.me sept o) man Yoarafics

i~ repwnd t° ‘wport oo o t ile U.S. 1°n.mage ori.1mctior. in nc fies. —LV
24 hour a.day liv.ng, etc., but it is douotful that the inpact can be
quantified in meaningful cost accounting or language progress terms.

(4) Intensive training for a shorter period vrs regular taxn;ng
over a longer period. In regard to participants a combination of both is
probably the most desirable; in regard to non-participants rcguldr training
over a longer period will problably meet most requirements It iz the

evaluators belief that both the Casablanca center and the PJLQL center have
sufficient numbers of participants to level and group for intensive training,
if USAID can ex. sufficient precsure to have the numbers of participants
available in the required time frame. Both of the above centers probably
have the cxperience necessary to provide intensive rraining. Intensive
training should be considered as nothing less than 4 hours per day of
classroom training (not supervised study), five days per week, It is
desirable that the four hours be continuous, i.e., 0800~l‘00. or 1400-1100,
etc. It is equally dezsirable that intenzive tralning <hould {n addition
include no less than 2 hours per day of zupport activity such az audlo-
visual and/or taped oral practice, zupervised and directed study, and/or
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a genuine assignment of productive (vrs busy work) home work in the form
of written exercises, vocabulary study. or readings.

Good management planning would require that a participant enter intensive
training immediately after being selected and to continue the intensive
training until he was judged as being language qualified.as measured by the
ALIGU test. At that time the participant could be put into a reduced
schedule of study-siill ard field particular specialized vocabulary training.
The use of intensive instruction usually results:in less total number of
hours of instruction being provided to bring the student up to the qualifi-
cation level. Such an approach uses intensive training on a premeditated
or anticipatory basis rather than the current approach of increasing the
number of hours of training as the departure/cut-off date approaches in
desparate hope that the participant can be qualified in time.

Use of intensive/non-intensive training in sequence would reduce the
problems by a large degree in regard to meeting cut-off/departure date
requirements. On the other hand there is no doubt that the approach would
initially cause increased problems in negotiating: the time-off from work
for the participants. A powerful counter-argument for the use of intensive
training in this circumstance is that it requires all parties concerned;
USAID, the Moroccan agency, and the participant, to demonstrate a strung up
front commitment to the program. The intensity of the situation will pro-
vide early weed-out of non-committed personnel and agencies, and also
identify weak participants at an early stage, allowing timely readjustment
of scheduling.

3.2.7. What c-e the ccmparative costs and benefits of English
language training as presently carried out by the American Language Centers
in Morocco vrs English language training carried out by professional
Enzlish language training labecratories in the United States.

Fr=2% nrica crpaapicans oor not be rrovire? bt poarmcl corman @
business gsense leads to the conclusion that if the quality and curation of
the troining are equal, then training in Morocco must be considered as not
only the most cost-efficient alternative, but that the scale of difference
is great. The question does give indication that there is some doubt as
to the quality and the profeasionalism associated with the American Language
Centers as compared to the "professional language training laboratories in
the United States". The point ig worth discussion.

"Professional language training laboratories in the U.5." fall into two
general types: those run as incorporated commercial enterprises, and those
run by universities as commercial enterprises; a third type, those run by
government agencies, iag not taken into consideration. The evaluator has
experience with a1l three types, therefore it is possible to make a polnt
by point ccmparizcn.

a. Instructional mate-~{als and/or training devicues.
The same materials are available to all Engllish language teaching

instituriona-with the rare excaptrion of some minor proprietay systems. The
ALC's usze zvandard matarials that are uzed by cther institution. Various
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particular materials may prove more suitable for particular circumstances,
and individual choice and preference may dictace selection of others. The
evaluator found that the ALC has access to, and uses common standard materials
and has an exceptionally wide selection’of them. The actual benefit in

the use of electronic lamguage laboratories in a context of small class/
experienced instructor environment has never been proven, either from a cost-
efficiency basis or an improved and/or more rapid instruction basis. There
is no doubt that they do have benefit in the context of large class size
(30-35) academic programs i.e., typical U.S. high school, where they provids
each student an oportunity for oral practice that is not possible in a class-
room. In each instance that the evaluator has had exiperience with, when
dealing with programs of the type being discussed, the presence and use

of a language laboratory has been justified on an administrative basis,

i.e., handling more students with less and/or less coustly instructors, or

on an advertising-image basis. In a few cases when che evaluator has
visited overseas programs conducted by non-native English speakers of
doubtful ability, the use and cost of the language laboratory has seemed

to be justified. The evaluator does not believe that the lack of full-
function electronic language laboratories is a significant factor in regard
to the ALC's programs in comparison with U.S. centers which dec have them.

The ALC's do use a wide range of training devices such as films, wall
charts, pass out sheets and cassette tapes and/or records. The utilizatiou
seems to be functional and in support of the classroom instruction. It is
believed that the ALC's are professionally equal to U.S. Iaustitutions in
regard to materials and training aids.

b. Quality and Professionalism of Instructors.

The questioner would e suprised to realize that there ic little or no
difference in the quality and professionalism of the ALC instructors and
*hoze used kv cemp a'1= U," =wsfansio. ol cedf iy, r e chlag Tasreuliour.
e ALC daste . ior LoC (1., cznpare iavorably out in moest. cases weald
-3 to have a Ll.iiie cuge abe 1tBasu WO expericuce and wocwmencacicn.  ihe
only potential negative comparison arises Srom the presence of Mesroccan
non-native English speakers on some of the ALC staffs. However the evaluator
found all of those personnel to be exceptionally well documented, experienced,
and within an acceptable range, speaking good English. .Lest the reader
feel that the last point is a deficiency, he should be caivtioned to remember
that in regard to U.S. programsyaffirmative action policies for minority
groups hzive resulted in a re-evaluation of what is an acceptable range of
spoken Enclish for native speakers, and that staffs of U.S. schools are no
longer 1inited to those speaking a uniform mid-western or east-coast dialect.
The evaluation feels that the ALC staffs are equal to or better than those
found in comparable U.S. institutions.

c. Quality and proficiency of the programs.
The evaluator finds that the available staff and materials, which are

the progran components, are equal to those in U.S. institutions. The ALC's
do lack deoth of experience in operating intensive language training curricula



however they have competence to acquire the skills through utilization.
But it must be noted that this ALC deficiency only exists if the ALC is
compared to a U.S. institution that has a history of operating intensive
programs over a period of several years.with very low managerial, admin-
istrative, and staff turn-over. The business environment for English
language instruction insfitutions in the U.S. is not stable. Many
institutions can not meet the above criteria due to high staff turn-over.
Some university programs have a solid record but others are annual summer
institutes that quickly assemble staffs to meet each years needs. Exact
comparisou between the ALC's and "UIS. professional English language train-
ing laboratories" is not possible in a general sense.. The ALC's are
stronger than some and weaker than others. Compariscn would have to be
made on a one to one individual in-depth basis. Given experience in .
intensive program management and operation,the evaluatcr believes that
both the Rabat and Casablanca ALC's have the potential to become equal to
all but the best U.S. institutions quickly.

d. Cost structure. There is no doubt tha the Moroccan based
non-profit ALC's provide comparable instruction at a lower cost than U.S.
institutions. This factor coupled with support costs is significant.

e. Program Commitment: The USAID programs receive more
individual commitment from the administration and staff or the ALC's
than would bc obtainable in a normal cormercial or university type
language teaching institution.

The evaluator believes that corntinued utilization, and development of
the ALC's capabilities is strongly adventageous to USAID's Moroccan training

program.
4. Managemen- Consliderations
b.l. Svetrem Desc- intion and Related (oncents.

%.1.1. USAID Morocco English language training is one component of
a grovp of components which comprise the USAID-Morocco participant training
System. The system is understood to include all those events, Fersonnel,
institutions, and operations which inter-act with each other in the accomplish-
ment of the system's purpose. By example, but not complate enumeration, the
system includes the following components: personnel; USAID employees in
Morocco employees who select the participants, the participants supervisor,
the participant, American Language Center staff and administrative personnel,
british Council staff and personnel, etc. Events; the English language
training phase, the-U.S. university training phase, the screening and selection
of participants, etc. Institutions; USAID-Morocco, the American Language
Centers, the British Council, the U.S. universities, etc. Operations;
participant enrollment in English, language testing, record kaepling,
coordination of rtravel, university and/er program selection, ete.

#.1.2 One identifying feature of a system is the inter-actior, and
at times Inter-reactions which take place butuczen the componcnts. This
feature, wherein action taken on one ccmponent can produce a rigple offect
on other components, should be kept in mind when considering mod.ficatrlons

of the various components. Fortunately ripple effect in a system is aralcgoucs



and events which take place within the System can be represented s points
on the line op ag Segments of the line. Some Segments, for example, the
English language training phase are subdivided by point events such as

test administrationg. The Participant is seen as progressing along the line,
having entered the system at a particulap point and moving to an exit or

termination point some distance/time away.

type of Progress, and rate of progress, Historic rateiofprogress can be
utilized as 5 guide to predjct the location of @ point on the time line in
the future when 2 quantified degree of Progress will have occured, this is
Piojection. Projection ecan be utilized to estimate if g Farticular degree
of progress will occur in correct secnance with other €Xpectations, thig
process allows pPrognosis.

b.l.5. The Mmanagement of ;3 time-line System can be described
as taking those actions necessary to ensure that events occur a:c de<ired ip
reference to the time line. Yaragement articp which utilizen . -a ‘me
informaticn, p~Aiztion, 4., FIUic sl to o w- s mitiare (e «icurance
© Y treosrenil il calied .ead rjime blantjne  Twa *e m . rel titularly
anmvenrifava b zuLugcment~aftéhbfsfta_éssure correct sequential ordep
of events 3t some distance in the futupre, This is desirable because it gives
~anagsment time/room to take actionsg to ensure that the events will occur ag
desired, elthep Ly rescheduling critical points op by taking reredial actions.
Information which describes the impact of Previous actions apd information
that up-cazes data used in projection is called feedback. Leadt:ine Planning
continually modified by feedback ig essential to the Mandgement of a time
line sysver.

4.2. ‘agerent of the System

4.2.1. USAID-Morocco has direct'responsibility for managing the
pPortion of the time line training system which was examined by this evalug-
tion. Thig SCENENt cormences with the testing and enrollment of the partici-
Pant in Crglish language training and terminates with the schedualed depar-
ture of 5 language Qualifing participant to the U.s. for universircy training.
Ia order to accomplish thege actions the Program manager myst primarily
coordinate the PTogress of Engligh language training and the scheduled
dpearture cate 30 thar they occur inthe demivai ...



4.2.2. The program manager currently has no access to dependable
stalistical data concerning the known history of participant progress rates.
With out this data it is almost impossible to make meaningful predictions and
prognosis. Raw data in the form of ALIAU scores and training hours purchased
recorgs are available; it* is recommendei that they b~ analyzed as soon as
Possible to create a record of what the historic rate of progress has been,
"in terms of hcurs studied, to proceed - from variolis entry scores to the desired
final score. Of the three components of the ALIGU test; Grammar, Reading

and Vocabulary, and Listining Comprehension the Listening Comprehension

score can ‘not be considered dependabla to the degree required for analysis.

It is suggested that an initial trial set of data be developed on the Grammar
portion and on the Reading Vocabulary portion separately to determine if

they are sufficiently corelated to allow them to be averaged into a single
score. If this is possible, the complete data bage should be analyzed to
determine typical student progress rates. using those factors.

4.2.3. The tool would enuble the American Language Centers ind USAID
to make meaningful predictions_as to the length of language training required
_to bring a particular—

“» participant to a specified level of proficiency. The data would ciable
the USAID program manager to project student progress on the time line in
relation to the lead time data on U.S. university enrollment date. Avail-
ability of the catawould also allow the American Language Certers to provide
USAID with meaningful statements as to the n:mber of hours of .training
required to bring the participant to_the required level of proficiency.
Constant comparison of the participants test score to the data base profile
produces feedback as to whether the student is progressing more or. less
rapidly than is to be expected.

4.2.4. No great mathematic skill is required tv analyze the ALIGU
<arva base. Any paocket cal-ulator in the $20.00+ range wh:.h has capability
cor linear Lot lnsheascmed 11 na, e e can acecemp’ish the c2lce” g iep
31801y ena quickly. Mo:* of th: programah’ » calelateors in rthe €2, )+
€ia8s can 1in addition derive corelation and standard deveation information.
it is suggested that since the development of the information required is
2qually Lenificial ta USAID and the ALC's that it be accomplished as a
joint project.

4.2.5.° The current system is weak in feedback flow. ‘he problem of
absenteeism iz a prime example. From a time line System management and a
COST management pelnt of view, it is highly des! ible that the USAID program
manager receive ard act on absenteeism data as rap.dly as possible. Feedback
from USAID to the ALC's should be improved, in one instance the ALC thought
a non-qualified student had been entered into university training without
regard to score data they had furnished, in actuality the student was entered
in U.S. uvniversity English training in September in anticipation of January
acceprance.  The flow of feedbach on the matter could have prevented the mis-
understanding. The ALC's need to interchange data - the Casablanca center
has no lag {.ctor with reading vocabulary scores, where as the Rabat and
Tanger cen-e:s do. In an inter-related component system it is desirable
to maximize aformation flow up and down and laterally between componenets.



4.2.6. As part of the information flow each participant should
be given a guide sheet or booklet specifying exactly what is expected
of him and a general out-line of what will be happening to him, when
it will happen, and why it'will happen.. Project departure dates and English
language progression reqéirements should be discussed with the participant
Periodically. This should be viewed as a USAID responsibility. The
participant is more capable of making extra effoprt thna any other com-
ponent of the system. The participant should be encouraged to be an
active part of the system rather than passive.

4.2.7. Within the range available to it, USAID should adapt a
more "hard-nose" managerial attitude toward the participants agencies and
the participants. Agencies should be exposed to constant pressure to send
participants to language training at time periods that are advantageous to
USAID for the purpose of grouping and leveling classes. USAID neads to
exert constant and immediate pressure on the agencies to reduce participant
absenteeism. USAID should be less cooperative in letting participants
choose English study hours, vacation periods etc. which are counter-
productive to program goals. Student progress should be tracked closely
in order to identify and remove from the program,as soon as possible,
inept students, those having excessive absences, and parcicularly those who
are poorly motivated.

4.2.8. It is recommended that USAID adapt fiscal attitvdes more
closely in line with "He who pays the fiddler, calls the tune'. This is
not only recommended in the scnse of imposing strong program control as a
mnagment tool, but also in the sense that in these ‘times of limited funds,
it is necessary to be economically hard nosed in order to get the maximum
benefit, both for the U.S. and Morocco, from the funds available. Possible
recommendations inthis area include not accepting short term participants
unless they are English lc.guage qualified, or nearly qualified. It can
not be 2conomicallv justified to provide English language -raining for six
mrhloan v o Gl Ty Faw we ' gerapor Tonigh be a1l to
Ut mepatiose TN Ve Mopsclit ogmeidl cMt UYL ST20 ey - DT ilen
of tuition ‘costs in regualr ALC classes for personnel wishing to prepare
themselves as candidares for short term participant training. £s a novel
approach USAID might try negotiating withthe Moroccan agencies that USAID
will >ay for English language training but that either the participant or
the agency should pay for costs incurred as a resu)t of absences. T
evaluator realizes that change occurs slowly in the Moroccan centext put he
does feel that the advent of change is hastenea by steady pressure both in
actions and in attitudes.

4.2.9. The process of evaluation has stimulated USAID and ALC
personnel to examine their own practices and to look for better and differem
ways of doing things. This is a healthy attitude which should be encouraged.
Personnel within the system should be encouraged to make changes particularly
in those areas where they have more expertise and familiarity than cersons
who hold higher level positions. Not all of the clianges will be benificial,
but if the attitude to change i3 positive, and if changes are {rejuent and
varied enough for the purpose of program improvement, it is unlikel,; that
personnel will become ego-defensive about unzuccessful changes. l‘any of the
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recommendations in this document criginated from personnel interviewed

as the result of stimulus of discusslon. The evaluator believes that it
would be benificial to promote more discussions among the personnel concerned
with the program, the contents of this document should be used as discussion
stimulus rather than as set facts and guides.

4.2.10 The evaluator recommends strongly that JSAID and the #American
Language Centers schedule a series of meetings for the purpose of producing
a working agreement between the two institutions as to what their relationship
is and what their responsibilities to the program are. It is believed that
the discussions would be more benificial than the agreement produced.



