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Development Training and Management Improvement (608-0149) 
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;ROJECT OESCRIPTION
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.
 

uU-i ;RIZAT:CNNO iUUOUIG AMOUN4T PES NUMBER PESZATE 'J.5. LOP OATE PC TYPE 
3/73 $4.503m January 1982 ED Regular C-Ioter (Specify)

ABSTRACT PREPARE O 3 T. ATE '7 M T A C AR C ] sp c a
Emily Baldwin, NE/DP/PAtL Ann Domidion, NE/TECH/HRST4 Secial
April 12, 1982 
 Gary Mansavage, NE/NEN%, FI T I 

This is a mid-term evaluation performed by USAID personnel. 
 The project is primarily a training project, designed to improve the planning and management capabilities
of GOM ministry or quasi-government officials in order to improve the design and
administration of further development efforts in Morocco.
 
As of January, 1982, 98 participants had been selected for training in the U.S.; the
project design had anticipated approximately 140 long-term trainees over the life of
the project. Despite this positive early performance, however, the project has not
been without problems. Of the 98 participants selected, 16 either never actually be-.
gan training or were terminated prijr 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 Morocco, and 77 rermained in the U.S. enrolled in academic programs.
Partici pants have t been ccmoleting their studies and returning -o Morocco as
/ s ,,nned. 1,e e3rr, *e 3r- roasons for 'hs imong tq. 'r E.,glis"'
-aoaol ,4v, iiisiftiL;e-4. uriarra,-;t j'id graduate birknro, dR (r, rr' more cn,.,-SEwork than originally foreseen) and the addition of PhD students to the training program, contrary to PP. expectations. 1h addition, the evaluation notes that neither theU.S. institutions nor the participants have a strong incentive to complete trainingquickly. These delays in on-going training programs have meant that far fewer newparticipants can be selected and funded for training over time. The Mission
recommends that no or few participants be brought into 
training in the remaining life
of project so as to avoid the need for increased funding In addition, universityprocedures 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 meetiig GOM training needs isdifficult to determine.
A lengthy appendix to the evaluation report gives an in-depth account of the Englishlanguage training iistitutions used in this project. 
A number of recommendations for
improved USAID utilization of these institutions are given, but overall, assessthe 

ment of their performance appears quite positive.
 
Lessons Learned - The evaluation was originally intended as a within-Misslon effort
only; t.erefore it does not follow the typical 
PES outline, I.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 twolessorr,however, must be that training taKes longer than plannedand planning for
participants must take this into account, and that host governments must participatein implementation (in this case, developing training plins) 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 (bOM) was signed on
 

September 21, 1978. The Project was to be implemented over a
 

five year period at a total cost to AIDof $4,503,000. The
 

project's goal of increasing planning and management capabilities
 

within Moroccan ministries to carry out development prqzrams
 

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
 

Sn t"h L.nii-p ql-tt 

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 expertiie 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 proje6t was to be the
 

financing of training costs for approximately 140 long-term
 

and 80 short-term trainees. In addition0' it was anticipated
 

that approximately eight consultants would be utilized during 

the Life-of-Project (LOP) to work with appropriate
 

institutions in the analysis and development of in-countrv 

training programs. 

The GOM input 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 responibilities
 

of participant's during training periods and inteL'national
 

air fares.
 

The GOM organization selected to coordinate the
 

crLi-2n.:I pr ,v-dec anoar tnj project was "o oe c', e iereta.ia

of State for Executive Training (SSKT) which is officially
 

charged with coordinating all foreign and domestic 

government-wide training at the post-academic 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 d,-velop an annual 

training plan with the cooperation of the USAID Mission, 

the Secretariat of State for Planning and Regional'Development 

and the National Scnool of Public Administration. USAID 

advisors, working with the technical ministries on a regulai 

http:iereta.ia
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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 over participant placement.
 

The PP listed the following training criteria to be
 

followed during 'project implementation:
 

1. Training will not be provided out of count:zy 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 parts of
 

potential in-country training. Such
 

consultants are pr.vlded in this project
 

2. Degree training must be post-B.A. (in U.;. terms;
 

post-licence in Moroccan terms) and will he
 

supported out of country only.
 

S. Preference for traiiiing u-.hltely will ! given 

to government personnel anu quasi-government
 

institution employees. Training for the privzte
 

sector will be provided only when it can be 

demonstrated clearly that su :h trainiig impacts 

directly on the implementation of a '.40M program 

definitely benefiting, in a sub;tantial manner, 

Morocco's rural poor.
 

4. Short-term training. will be inprovidnd country, 

in the U.S., or in nearby diveloping countries 

when appropriarq.
 

5. Training in the U.S. will be undertaken only
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after a clear demonstration of sufficient
 

English-language capability to participate to
 

maximum advantage in the prozram.
 

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 not Ph.D.) 
level academic training and short courses
 

as well as on-the-job training; training will emphasize pracTacal
 

experience as well as observation tours. 
As also noted, third

country training 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 Impleinentatipn Letter
 

No. 1, established a '-person Training Programs Coordination
 

and Action Committee (TPCAC) to imple:n.ent the project. 
Its
 

membership -. i_ -p o:
 

- The Directc uf Staff Training at the Secretariat of 

State for Staff Training or his representative, as 

chairman; 

- The head of the USAID Training Office;
 

- The Director 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 information dealing with the
 

training program. 
For that purpose it was responsible for:
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a. 	reviewing training programs to be conducted in
 

accordance with the provisions of Section B above,
 

and making a selection of applicants for such programs;
 

b. 	following up training programs from candidate
 

selection through evaluation of .results obtained
 

during training; 

m. creating means likely to ensure the widest and swiftest
 

diffusion among all organizations concerned of
 

training ppssibiliites in the fields under Section ,B
 

above; 

d. 	 ensuring wide training program scope, contributing to 

the 	progress of reasearch, communication and
 

dissemination of knowledge and capabilities
 

acquired through such programs among the
 

organizations which may be benefited by such knowledge;
 
u.. 	 n oz& ui' to: e h~rt-,erm tr'aining4 o'i 	 Lo_lcive 

programs where necessavy;
 

f. 	seeing that each trainee, upon-his returxl to Morocco,
 

be used within his. specialty and that full use be made of
 

his professional skills;
 

g. 	establishing yearly training plans based on an
 

evaluation of staff-training needs in the above

mentioned fields;
 

h. 	serving-as a springboard for general implementation
 

of the project and offering recommendations to ensure
 

such implementation in-the moot- approprinte and
 

opportune manner. 
 It may, for examplo, establish
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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 outlified the following
 

Ltems 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 and a "pocket 

money" allowance, and (ii) is that currently anDlied by 

USAID for training programs conducted under iTs 

sponsorship. It goes without saying that per diem 

rate varie:s from one country to another and from 

one U.S. institution to another according to cost 

1.f , r.r. es wi,.tia such countries or 

institutions.
 

b. 	Administrative and technical organizatinn

c. 
Schooling and/or academic cr non-academic training.
 

d. 	Training materials and supplies (such as books) and
 

printing expenses for papers in academic studies.
 

e. 	 srudy trips within the coun'ry where training is 

conducted. 

f. 	English langu.1ge training for finally 4ccapted 

particip-ints to bt c¢,nducted in Morocco .ts needed 

before the btiginning of trnini ,g progrmns in thn, 

Unitd States, oit:her through rormrnl collootliva 
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class instruction or intensive individual training.
 

S. Medical examinations taken in Morocco as needed for
 

participants who are to undertake training programs
 

abroad.
 

h. 	Health insurance policy covering pariticipants while
 

in training.
 

i. 	Participants' subscription, upon coupletion of their
 

training program, to technical publications published
 

by 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.
 

J. 	Participants' international travel between Morocco and
 

training country and return. 
Such costs will be 
c-ix e.# ;dL>, D .:n1ir Lh,! :rusL F-:,i dccc.J),% eqta !hl-'1ec 

jointly by USAID and GOM Ministry of Finance.
 

k. 	Other miscellaneous expenseL.
 

At 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 impelmentarion to review
 

both "operation" and "likely impact." 
 A major d.1 ;nption at
 

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

project nvaluation, sufficient numbers of long-term trainees
 

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 tne
 

selection of the first group of participants financed by the 

project. Almost all long-term participants'that have been 

financed by this project were selected during year one although
 

many did not actually depart until FY '81. Several 
never did' 

depart because of inadequate English language fluency or poor
 

prior academic performance. Due, in part, to personality dif

ferences, problems arose in 1980 and the Directors of INSEA
 

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 Traininq held a veto over
 

all GZ1M sporbored Dartic4pants (includiig non-AID fundt,'j since
 

his approval is required for all training outside Morocco. He 

wan. in effect, making all final decisions on participant
 

selections and they felt that they were nothing more than a
 

rubber stamp 

There have also been accusations that politics have
 

been involved in participant selections. This may, in fact,
 

be true uince political connections are very important in
 

Morocco, but a veviow of participant files doos not 1,ond much
 

support to these typos of comments. One is struck morn by the 

wide range of parent agencies. Cloarly, no one minintry has 

had a monopoly on sending participants for training undar this 
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project. The majority of participants are either mid-level 

civil servants or faculty members with several years of work

ing/teaching experience and with one exception (American 

Civilization), areas of academic study relate to the general
 

scope and objectives of the project as well as to AID areas 

of concentration and interest. 

B. Long-Term i1rainin, in the U.S. 

As of January I182, ninety-eight (98) participants 

had been selected for long-term training in the U.S. (38 for 

Ph.D.'s and 50 
for N.A.s). Of this total of 98 participants, 

seventy-seven (77) are presently tn the U.S., sixteen J16) 

have either been returned to Morocco before completing their 

first year or their programs were cancelled prior to "epar

ture, two (2) are in process and expected to depart for train-

Ing durin- FY '82, -i-d throe (3) participants have coampleted 

Durlnq the preparation of the PP, training goals 

(total numbers of participants) ire calculated based on 

two-ynar training prograis. In fact, however, many partici

pants will require three and four yearn to complete their
 

studio. An a consequence, during yearn three and four of
 

the project, fundn available for *now starts" are severely 

limited due to the need to fund partic),panta already in 

training. Instead of fifty now ntarts in year three, there 

were only twenty-one and in year four there may very wall be 

no new starts as opposed to :the plmined twarty-five. 
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There are several reasons for individual training
 

progras taking longer than anticipated, and among these are:
 

1. Participants have left Morocco with inadequate
 

English 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 Institution to be 

sent for PhD's. Since many U.S. institutions do not accept 

Moroccan M.A. degrees (particularly in engineering fields) 

participants wore required to work on U.S. M.A.'s prior to 

doing course work for their PhD's. 

3. Participants have been accepted at U.S. insti

-*:iy '.~ -r Ing .~=vp tv-d t rn tm :nue3 required 

by these U.S. universities. These undergraduate courses have 

been taken in the U.S., consequently extending training. 

4. Participants have left for the U.S. to begin 

Ph.D. programs without first completing equivalent U.S. 

Master's Degree programs or MA's acceptable to U.S. universi

ties. The students, therefore, first study for their M.A.'s 

and then go on for their Ph.D.'a. In noveral inntancon, par

ticularly in engineering fields, thin has re ulted in train

ing programs lasting over three years. One of the difficul

ties in getting Moroccan M;A's accepted by U.S. univorsities 
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ia a lack of knowledge in the U.S. concerning Moroccan universi

ties, their curriculum, entrance requirements and degree re

quirements.
 

C. Third-Country T:aining
 

Only three participants have been provided with long
term training in a third country. All three were GOM of4ficils
 

who were to staff the USAID-financed Social Services Training
 

Center in Tangier. Their training was'approved prior to imple

mentation of Project 608-0157 and the financing of their training
 

was transferred to that project in late FY '81. 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 Tangier is open and functioning with 

these returned pirticipants making un the core Moroccan rtaff of 

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 project's first
 

two years. Training included short courses and seminars. .This
 

was 	thirty-eight participants more than planned.
 

In several instances, however, participants comolained
 

that coursos/neminars were too general in n.ture and upoerficial.
 

E. Orientation Sennions
 

Prior to their dopdrture for tho U.S., long-tarm train

ing participants are givon an opportunity to att.ind fiv half-day 

orientation sesuiona given by AMI)EAST. These a"nsions are 

designed to give participants an oriontation 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 Language Train:.ng
 

In an effort to assist Moroccan participants perfect 

their fluencw in English prior to their departure for the 

U.S., classes in conversational English, financed by this 

project, are provided at five (Casablanca, Ranat, Tangier, 

Marrakesh and Fes) American Language Centers (ALC). An evalu

ation of USAID-financet training at the ALC's was conducted
 

in September-October 1980 and is attached. Several rdcom

mendations were made in that report and over the mast year
 

many have been implemented. For example, students with pooz
 

a4-tr:ndnc4 1itu had thei.Lc rr',,rin-3 trmnated. mnre attenticn
 

is. being given to. performance during language .taining--and 

coordination between ALC and USAID greatly improved through
 

more frequent contacts.
 

G. Selection Process
 

At the present time the initial screening of partici

pants is done by the Director of Staff Training at the Secre

tariat of State for 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 job" experience. There have, howevez, been a 

http:Train:.ng
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number of part!.cipants proposed and accepted who appear to
 

have had little or no prior work experience.
 

Since the quality of prior academic perf3rmance and
 

English language fluenc, 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
 

undergraduate records that questions arises as to a partici

pant~s Lossible capability to-perform graduate level course 

work. 

Under the present system, once students have been 

selected for training ii the U.S., they are provided with the 

opportunity to take English language courses. Unfortunately, 

many students (especially several'selected in year one) have
 

not perfected th-jr English to an acceptable level prior to
 

f:rJ.~ L z .h C.6.. Zli has res.'.. . in either L2a .,.. 

for English laiguage training in the U.S. or termination of 

training program. In cases where students have been sent to
 

tht, U.S., this extra training, besides being very costly, has
 

resulted in a lengthening of individual training 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 '81 students who did not possess accepta

ble TOEFL and ALI TU scores were not allowed to proceed to 

the U.S. for-training. 
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H. English Language.Fluerzy
 

Although participants are expected to know English,
 

there was no procedure for evaluating fluency 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 University (ALIGU) test wheor thiv 

were expected to scare a minimum of 90 in usage, 90 in com

prehension and 75 in vocabulary/reading. If they score below 

the minimum, they ,er'i required to attend American Language 

Center courses to-improve their English until they can meet 

ALIGU requirements. This procedure has been changed a4d tests 

are now givennorior to selection for any training in the U.S. 

Prior to departure for the U.S. and placement in
 

U.S. schools, participants are also required to take the test
 

of English as a Foreign Language (TOEFL).
 

Z. WO. -:npartki ::nt3 

In an effovrt tn encourage the participation of women 

im this project, a minimum of 25 positions were reserved 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 restricz 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 unfortunate since there is no way of evaluating
 



the impact of this project on GOM training requirements. In
 

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 a 

the U.S. institutions by the participant and his/her s -udent 

and faculty advisors A review of these plans indicates that 

in at number of instances participants are being allowed to 

pursue their studies at a very leisurely pace and little or 

no attempt has been made to require the participant to bom

plete his/her studies in a minimum period ofi time. Academic 

institutions appear to be less than motivated'when it comes to 

"pushing" students to take heavy workloads. For the partici

.?;nts,?irticularly t,cs2 wlT are t~iar--ied, life ir th U.S. 

sit ,.. L.4 : , iL jLa. 't 41. t,&. :LA. 

K. Schedule
 

The project is not significantly behind in implementa

tlon, but the fact that too many long-ter participants are
 

going to require several years to complete their training
 

(instead of the planned two years) will require either in

creased funding or a reduction/elimination of planned new
 

starts in FY's 82/82. The Mission has taken the view that we
 

have learned a lot about partic.pant training during the im

plementation of this project and we would prefer to eliminate
 

new long-term training start, concentrate on in-country and
 

short-term training and complete this project within authorized
 

BVV L11 % ,
.',1. 
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funding levels. 
We would then propose that ;.n 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 writinq only six long-term
 

participants have returned to Morocco makes it impossible to
 

evalpate, in any meaningful way, the impact of this project
 

on upgrading the managerial and analytical expertise of key
 

GOM officials supporting Moroccan develonmnt nrograms. 
Wh~t
 

we nave been able to see, however, is the effect this prdject
 

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 Upgrading groject at Ben M,.Sik,
 

engineers and economists to work on the Energy Project, range
 

special.".-ts fo: '-.aa ,-. -. r. Improvmeint 'roject
 

£an tnearUs.g" , ox kpu.Lar.on xrojecc., etc. ix 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 impolementation.
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III. Recommendations 

The following recommendations are made concerning thi
 

Development Training and Managem'ent Improvement Project.
 

1. 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 significat number of long

term participants will have returned to Morocco.
 

2. There should be either no new starts ur very few 

in either FY '82 or beyond since the participants will not 

be able to complete their studies by December 1983, the proj

ect assistance date (PACD). 

3. A review of all participants' academic performance 

should be made and the training-proaram of these students
 

who are not doing acceptable work should be cancelled. Note 

that this ,iz" done d'iring the course of tHis evaluif-izn and 

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. 

NoLe. This was also done during late FY '81. 

5. During an early FY '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 Language Training
 

Scopg: The evaluation focuses on .the English language training provided
 
by the American Language Centers located in Marrakech, Tanger, Casablanca
 
and Rabat. It was not possible to evaluate the training providedby the
 
British Council in Rabat due to 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, 
all of which occur in a sequance through time. .The program was viewed 
as a system in so much as the various compoaents 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 particular attention to management actions relating 
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 reasonably efficient and 
economical manner. Thd ALC personnel are sincere and professional in their 
effort to provide USAID with the best language training possible within the 
means at their disposal. In many particular areas they over-perform 
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 
rpsnon ,ibil;tv for per.Fc-'-inc' th- manavem-nt functions and to specify what1' - 1-,lu r it i i 

1. ThAt management responsibility and functions have not been fixed. 

2. 7hat this responsibility must rest with USAID, and can not be 

delegated.
 

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

1. General
 

1.1. he USAID.-Morocco conducts a number of projects which send
 
Moroccan articipants to U.S. universities to receive professional and 
acidemlc -raining. The training ranges from attendance at technical 
seina.rn -nd/or short courses, to enrollment in ccurses of stud's which 
lead to ,!nced degr.e.. The end-goal of the training projects is to 
have the articipant return tc Morocco equiped to mape an increased coil
tribution to the needs of tia government and -ociety in the area of his 
speclali:at ion. 
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1.2." English language training is a mandated critical component of
 
the training system. Except in rare cases, U.S. universitien are unable
 
to provide instrucion in any lAnguage but English. Students who are non
native speakers of English must take and pass a standardized English ladg
uage proficiency examination in order to be accepted for enrollment in 
a
 
formaJ covirse of studies: The Moroccan education1 environment is such
 
that it is unlikely .that a typical candidate for USAID training participation
 
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 candidate meet the U.S. university English language pre-requisites
 
in a-timely manner.
 

1.3. The criticainess of the English language training program derives
 
from the fact that participation in the U.S. university training phase and
 
program end-goal attainment is all contingent on the candidate 'sfirst having

successfully completed the English language training phase. Also, as
 
English training is onty of the earliei- events inthe training sequence, the 
timing of later events is dependent on and established in anticipation of
 
English tralning completion. This results in the English ,training having
 
an importance that Is out of proportion in regard to the end-goals of the
 
program.
 

L4. 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 some 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 to "' trziining conducted in
 
the U.S. with associated student support costs is so strong that It Is not
 
only highly desir-qble. bu'- vil-r, ,ly n-cessary to c,-ntin,i, rhe prosert
 

2. OverView of the System Components and Relationships
 

2.1. USAID-Morocco
 

2.1.1. The USAID-Moroccc Participant Training Status Report,
 
1 April 1980 indicated that Engli.;h language training was being conducted 
for participants in regard to the following projects: 608-122 (Agriculzural
Research and Training), 608-0136 (Dryland Agricultural Applied Renodrch),
608-0139 (.on-Formal Education for Women), 608-0147 (i(>'e:c,tl ,ind 
Industrial Job Traiuing for Women), 608-0149 (Dcvelo[.'m-nt Tr.iining tind !',,ng 
ent Improvemrent), and 608-0155 (Population aind amnily Plann.nv Pupport).
The latter two projects accounted for i large rajority of thrp.rticip-Int 
at the time of the report.
 

2.1.2 USAID-Morocco coordI na.its the trt.rnlng ,, '4!.h I.11he0:t 
appropriate !,oroccan government ,-ncie.. 0 T ;t i: !;..IT 10) in 
the training program are selected by the r-:.pectiv'tc,vr::nt,4-ra,.-n 
agencies; USAID does not particiapte in the :.,elo,:ctIon pr,,w. . At The 
time-of selection depending on the projoct and the ,.rrltiul.ir t .md .n t 'n q
training system sequence, the pirtlcLp*nt may Ln td-ni!vl-d in .* on to 
c015 relationship with a prtlcular courie o" 4, 4 
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and the American- Language centers. Each school b-,ilds a survival base by 
calculating plant and administrative overhead; t,-: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
 
hoursoof*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 teacher and X number pays for the overhea
 
with any additional up to maximum class size constituting margin. Most
 
language scho6ls use the latter me-hod. The addition of special classes
 
or classes held outside the nor- I 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 tuition paying students who attend their normal 
classes. Due to the nature of the student;classes normally are held in 
late afternoon 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. afternoon. The 
classes-allow the centers to make more efficient use of plant space and to 
offer their instructors opportunity to work more extended schedules, some 
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 partie-., but improvement in
 
lerms 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.
 
un'versity program rather than for their linguistic skills and/or aptitude.
 
.his is as it should be 5ut i does result in the :nrr-.Iment of '.-rscnnel
 
w)-' in other i"cumstar cc;-. rr rj b. cons'd.cie. :L, 'c. -t'."
personrel for English lin i '"'-. .]i j- e-1 I-'
motivational differences between the USAID partlciapants and the normally
 
enrolled student. The motivational differences are more related tothe 
differences in general profile, i.e., age, marital stac.a!-, job status, 
'eastin for enrollment etc., rather than "bad attitude" charactaristics.
 

2.2.9. Also the language instruction for USAID students is different
 
in That the time of study and length of study factors are establinhed by
 
external r,'quirements rather than by English language considerat'onn. The 
USAID language in'truction program operate,. tinder notable timpr., ,;r. as 
compared n the normal programs run by the center.. The ALC's are :a';-ed 
with not only bringing a widely varied input up to a measurable standard of 
;roficiency but are also roquired to do this within a certain c.lendar 
:mo period.
 

?.2.1,. As stated in the ,unclunson, the lnni.s., In-t ruction. 
programs are acceptably ,and re.torbh] ].,,:f f:c .ert. icewtver t.1y do 
problems and operate under time pressuro which is genorally a. oci,,od, with 
etach and every Individual USAID participant. It Is unliely thaT for-,.ihJe.b] 



improvements will ever enable the program to run in an automatic "hands-

Jff" manner. It will require continuing clore management and supervision
 
to ensure that the English language training phase effectively integrates
 
with the time schedule of the U.S. university training. 

3. Prticular Point Evaluation.
 

3.1. The evaluation of the American Language Center English language
 
programs had its origination in the MEMO of 4 April 19JO, Subject: USAID
 
Financed English Language Trainini. 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 tedchers?
 

- 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. Initial 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 schcols did offer certificates which attested to a certain 
number of hours/courses taken in the field. Until recently the output

in the field has never been large. Currently the stress on bi-cultural/
bi-linjual education in the U.S. school systems has created a new group

of graduate level degree courses, usually attended by public school teachers 
in order to meet .H0d and court mandated requirements. 

t5y and lazig .le tc;.ig o:c,. l .i.l.-h a forei -. 1i ' .n,, ' r-. 

in uverZeedS. area--, iicsi oeen done by per:un:s not hav.ng .. '. is cf..: t±iu. 
Then selecting instructors great emphasis is giveii to previous experience in 
doing the same work. One is much more inclined to five preference to a 
person having e'xperience than to an inexperienced d'lr-e !.wer. This is 

-largely due to fact mst "chools not thethe that oversea. do have resources 
and/or facilities to act as training institutions. 

The Atierican Languaige Centern have in ununually high quality group of 
English l.inguagct instructors. The Taing,*r .jnd !'.azrrlk,ch 'chools have a mix 
of d-r-s.. and/or highly ,,xper,.nced native 1.nglisi;h ...peaer - (1US and UK),
and highly qualifiled Moroccan tetcher,; who h,ave TEni. d,greers both from 
I:Drocco and abroad in j(d(titon to a Mn.,Lr of y.arn of t,.a':ahing e;"er ince. 
The Paba. ,:.hool has all UK or US nait ;ve- r,, !iut , ,o 1.v ng '41,1gr'-es
(- evrnl in the field of T 'fl intd n"ot hi y1 ,,), hl 
center u:..n Its most experienced natziz. r (I0 li.,v, 7 ur rove ,. 
exprie.nce at "he ALC) with tho USA ID pror:r.im. All h. :' -,e.. h.Av'7 
degrees, with many beig TE'I, trai,ned. 

Ir -miary, ye,, the trailning c1, ,"; ir' !,ring -it .in 
levell of pr-ofosionnl -kill, . the ln':'.7:tor' ar' ;;r, f-."'.ils .ia 1% 
norm4lly dtfined inrho contnxt of their otployntnt. 
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to the program manager, or in extreme cases, in requesting the withdrawal
 
or rescheduling of a student whose absenteeism 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 arranges for the
 
student to attend classes in coordinati6n with the responsible Moroccan
 
agency or the participants supervisor, and USAID cort~racts with the ALC
 
to provide instruction to that participant. The ALC has the responsibility

to have instructor/istruction available for th&,period contracted for but

has no method to unforce the participants attendence or to impose sanctions
 
on his absence. nforcement of attendance must be done by USAID as absence

by the student constitutes a default in his agreerent, or in the agr- _ert
by his agency, where-in USAID cgreed to p tuition in return for the students 
agreement to attend classes. 
 The ALC's h"e no agree:menr with the student
 
but deal directly with USAID. 

The question does call attention to another problem, which is, how
:iall the cost of absenc;. be 
 handled. In normal language school practice

the student pays full tuitioo up-fro~nt at the tim~e of enrollment. This

enables the ALC's to contr,,ct wirh the teache.' to provide instruction for
that period of class time. Attendence or absence has no impact on
Irrangement, being solely the students decision 

the 
as to whether he shall

derive benefit from his class or not. 
 The ALC/USAID arrangement differs

sr'newhat 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 problembeccmes acute when the ALC has provided an instructor for indiv.dual tuior-"
ing. The evaluation feels, that in he case of unplanned-fo absences, theALC 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 providing the instruction contracted for. i the case of
plarned for and/o- anticipated absences the centers and UX,,j Should jointlyd(!Ii,.e ---, el inen 0, (n ;r !rt t -t".e-" .4t. ;o 1 , 'e -4.'r. ,Z'. 

to mieer Lts obligat: .-. to 'ts t-;~. .. ' t -',. r Pr ( 5±scaie of lntructor-ccmpeoation should be ui.ei 
when the ALC cannot provide

alternate or compen-.ting employment.
 

The evaluator recommends that the ALC's provide attendance reports To
USAID progrm,coordinator on a weekly basis at the minimum. When a student
is receiving Individual tutoring daily for a substantial number of hours
(high cost sitiuation) unplanned -ibnence should be reporttd by telephone atthe end of the second requenti ,al day of ab:sence. ?Jo.mal :osr-efficenci,
requiremenTr make it nhcesr.!ary for the USAID coorIintorprogram to taJe 
prompt act'on with the nponnoring .igency in re'g.ard to ,V',,: tes.
 

3.2.6. Of the following 4ltot-tarivr appro-schr-, to E.nglIh langu4ge
training which .hould be un-d Ior (.) particip.nt!.;, (b) non-parti: pin-.:

r
Group cia s ndlvduil tra ni r Ain ig in !1or:o vrs ;gtr-i in ! the
U. n. - traiing for a e p.-ri o.| vr.; r'gu l.ar tr.tin£np ov.r, 
'i longer pt-riod. 

(1) Group clant-s. Ir i,%dt ;1|r.ible from iorh -i :o*t-eff!6incy
point uf view and 4 lariunagi inntrticrIon point of view to conthluct group 
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class.s for pa-ticipants and non-participantR where ever and whenever
 
possible.
 

(2) Individual instruction: Individual instruction from a cost
efficiency view is a neaessary evil. It is used when it is not possible

to provide group instructioiA either because of lack of personnel to make
 
a group, or lack of personnel to make a group at that level, or when a 
particular individual is being crammed to make a quickly approaching cut
off date - all the preceeding have application only to participants.. It 
is hard to imagine any justification for individual instruction for a non
par'icipant 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 inthe 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 in an "on-the-job/working" status. 
The agency does not pay personnel replacement costs and USAID does not
 
pay participant support costs. Vhen 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 instruction at the 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 zhat the difference can be ignored when :cst conideration.
 
i -4 .e - 'o :f.:e-t".%J -Lni IFh7" haF'2 s -e JC 0: )!', :.!,r , t"- -",,.p-L;t c,- o 'e U-. o ri. - "-!. . .Vd t S. i -n,-ia Pe - 7t ior -In nc 
24 hour a.day l.v.,'ng, etc., but it is douotful that the impact can be
 
quantified in medningful cost accounting or language progress terms.
 

(4) Intensive training for a shorter period vrs regular taining 
over a longer period. In regard to participants a combination of both is 
probably the most desirable; in regard to non-participants regular training 
over a longer period will problably meet most requirements. It is the 
evaluators belief that both the Casablanca center and the Pabat center have 
sufficient numbers of participants to level and group for Intensive training, 
if USAID can ext sufficient pressure to have the nunbers of partic.pants
available in the required time frame. Both of the above cent,.rs probably
have the experience necessary to provide intensive training. Intensive 
training should be considered as nothing less than 1 hours per 'ay of: 
classroom training (not supervised study), frive! d.to" It :;i,'r w",,k, .
desirable that the four hours be continuous, i.e. , 0800- 1200, or 11"OU-IO00, 
etc. It is equally desirable that inte nsive training .hould In vddition 
include no less than 2 hours per day of support act yi:.ich as itudIo
visual and/or taped oral practice, m'ipervised ind dirict-d ctudy, 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-sl-ill ari 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 tra'ning 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 inc'eased problems in negotiating- the time-off from work 
fm- 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 paticipant, to demonstrate a strong 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 comparative 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 
English language training labcratories in the United States. 

~r 1 -~V~~?)wt~ ~ no- t- flr1Y..1 Cr'-ef -iV 
business sense leads to the conclusion that if the quality and duration of
 
the trailing are equal, tnen training in Morocco must be considered as not 
only the most cost-efficient alternative, but that the scale of difference 
is kreat. The question does give indication that there is some doubt as
 
to the quality and the professionalism associated wih the American Language
Centers as compared to the "professional language training laboratories in 
the United States". The point is worth discussion. 

"Professional language training laboratories in the U.S." fall into two 
general types: those run as incorporated commercial e.nte.rprises, and those 
ruin by universities ats commercial enterprises; a third type, those run by 
government agencies, is not taken into consideration. The evaluator has 
experience with ail three :ypes., thurtfore It in ponnible to make a polnt
by point ccmpari:.on. 

a. Instructional mrt -{.1 .nd/or trainit, devicen. 

The same materials Ar" availablo to all £ng!sh .1nguagte treching
IntvJturions-i-th the rnre, exc.ption of %ome minor proprl-t.4,. myntoms. The 
ALC's use zTAnda-rd mi%, ratilh thit aro umid by otrer instItut io. Various 
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particular materials may prove more suitable for particular circumstances,

and individual choice and preference may dictate 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 language 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 provide
each student an oportunity for oral practice that is not possible in 
a class
room. 
In each instance that the evaluator has had enperience with, when
 
dealing with programs of the type being discussed, the presence and use

of a language laboratory has b!en justified on an administrative basis,

i.e., handling more students with less and/or less costly instructors, or
 
on an advertising-image basis. 
In a few cases when cne 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 -egard

to the ALC's programs in comparison with U.S. centern which do 
 ha-e the_ 

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 utilizatio.
 
seems to be functional and in support of the classroom instruction. It is

believed that the ALC's are professionally equal to U.S. i,:Litutions in
 
regard to materials and training aids.
 

b. Quality and Professionalism of Instructors.
 

The questioner would :,: suprised to realize that there is little or no 
difference in the aliality and professionalism of the ALC instructors and-hoTe used tv cm-r a1- 1'. - --of3-:io.e1 .- n i, ' , t " Ig :"n-, i
 
7'hc A*C instr.,, i r" A.oc (, c: pa.*2, 
 vorably :ur in m.t.caz.c.; _

,-3 to have a r_"ksc &i ,egaru Lo e;perieuJte aflluocumenLaLicn. ,he
only potential negative comparison arises rtom the presence of Moroccan
non-native English speakers on some of the ALC staffs. However the evaluat6r

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 cautioned to remember
that in regard to U.S. programsaffirmative action policies for minority
groups Live resulted in a re-evaluation of what is an acceptable range of
spoken Envlish for native speakers, and that staffs of U.S. schools are no.
longer l'-'ted to those speaking a uniform mid-western or east-coast dialect. 
The evaluation feel's 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 e'vluator finds that the available staff dnd materials, which arethe program components, are equal to those in U.S. 
institutions. The ALC's
 
do lack depth of experience in operating intensive language training curricula
 



however they have competence to acquire the skills through utilization.
 
But ft 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 muet 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
 
comparison between the ALC's and '/S. professional English language train
ing laboratories" is not possible in a general sense. 
 The ALC's are
 
stronger than some and weaker than others. 
Comparison would have to be
 
made on a one to one individual in-depth basis. Given experience in 
intensive program management and operationthe 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 thal: 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 commercial or university type

language teaching institution.
 

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

4. Managemen- Considerat'ons
 

4.1. S- mpDesc-"ntion .nd Rplated Conc-ots. 

4.1.1. USAID Morocco English language training is 
one component of
 a group of components which comprise the USAID-Morocco participant training
system. The system is understood to include all those events, personnel,
institutions, and operations which inter-act with each other in the accomplish
ment of the system's purpose. 
 By example, but not complete enumeration, the
 
system includes the following components: personnel; USAID employees in
 
Morocco employees who select the participants, the particiDants supe.visor,

the participant, American Language Center staff and administrative per-sonnel,

Britiah 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 !nrollment in English, language testing, record 
 ,'.epng,

coordination of travel, universily and/or program selection, ,tc.
 

14.1.2 One identifying featur,, of a system i_-the inter-actior., and
 
at times Inter-reactions which take place b,: 
 .;c en the compon,nrs. This 
feature, wherein action taken on one ccmponent can produce a ripple effect 
on other components, should be kept in mind when considering rodficir'ons 
of the various components. Fortunately ripple effect in a System- is daloeouZ
 



to rippl, effect in i pond; the effect istime-and distance diminishedThe evaluator-ha and dissipatedover
regard tried to anticipate this effectto suggestions and recommendations- in 

4.1.3. The CSAID-Morocco Participant training system is basically
 
atime line system..extendng from a Point

It 
in the past to a point in the future. 


can be represented 
as anstraight I 
The lprtions
on the line oi 


and events which take place within the system can be represented
as segments of the line. 
 as points
Some segments,.for example, the
 
English language training phase are subdivided by point events such as
test administrations. 


The participant is
having entered the system at a Particular point and moving to an exit or
 
termination point some distance/time seen as progressing along the line,
away.
 

4.1.4. 

to introduce 
 Once the program is viewed in this manner it is possible
time-ine 

sme useful concepts and terms.refering to past events Points or segments on-theto events arewhich history; Points and segmentshave
the Precise time and 

not yet occured are~expectations. refering
nature of the Informationtime information. occurance of an as toHistoric information expected event is leadtype of Progress, and rate of progress 

can be analyzed to determine progressHistoric rate ofprogress 
utilized as a guide to predict the location of a point on 


can be
the future.when 
a quantified degree of progressp--jection the time line in
Projection 
can will have occured, this is
be utilized to estimate if a Particular degree
 
of progress will occur in correct ser11ence with other expectations, this
process allows prognosis.
 

4.i.. 
 The management of a time-line system can be described
 
as taking those actions necessary to
reference to the time line.
in-formation, p-'4tio 

ensure that events occur a:de,;ired in
lar.agement actjcn which utiJ]gzef":;.I- r C r-e_,F-ta ct MC 
"-.J Sr
o 

of 
! t•r - , l. e d a ir i-7.L ... At LC,,e 

U 
c,:curance

e-A.eC81en 
-
 to-assure correct scquential order
 

of events at some distance in the future. 

.rly 

manapment tlme/room to take actions to ensure that the 

This is desirabledesired, because it givese'zher hy rescheduling eve
Information critical points or wl l occur as
by taking re- -dial actions. 
which describes the impact of previous actions and "nformation 

that up-dates data used in projection is called feedback.
continually modified by feedback Leadt,-me planningis essential to the managementline system. of a time 

4.2. 
 ::'3napement of the System
 
4.2.1. 
USAID-oroccoportion of has direct responsibilitythe r'me line training system which was 

for managing thetion. Thi- examined by thispant s.gent conences evaluain rglish langu with the testingage traininp and enrol Im.ntture of a cAnguage Qualifi, 
and termin.ate with 

of the particl
participant the! nchedualedIn.order departo 4ccomplis these 

to the U.S. for universityactions rraining.coordinate the progress of English language training and 


the pro rm manager mus primaril i
dpearture date so that they occur inthe 

the scheduled
 

._



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 ALI4J scores and training hours purchasedrecords are available; it is recommended that they b- analyzed as soon as
possi le to create a record of what the historic rate of progress has been,
in 
terms of hours studied, to proceed-from various 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 dependable to the degree required for analysis.
It is suggested that an initial trial setz 
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 ba§e should be analyzed to
determine typical student progress rates. using those factors. 

4.2.3. The tool would enable the American Language Centers and USAIDto make meaningful predictionsas to the length of language training required
to bring a part icula'

participant to a specified level of proficiency. The data would ei.ablethe USAID program manager to project student progress on the time line in
relation to the lead time data on U.S. university enrollment date. Availability of the data would also allow the American Language Centers 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 st~ident is progressing more or. 'ess
 
vapidly than is to be expected.
 

4.2.4. No g-reat mathematic skill is required to analyze the ALIGU
data base. Any packet caiulator in the $20.00+ 
 range wh..h has capability

: r 1.no-a . - ': ', c-e id ri. .' acrc-nI' ca', '-h -r,e c Ic.4'i r1.."IV C1nO (idjc L-. Mo: , F rh pror-omb.' - calc" a.-s in -he C,2 r'ca.ass can in adaiton derive corelation and standard deveation information.it is suggested that since the development of the information required is
equally Lenificial ta USAID and the ALC's that it be accomolished as a
 

joint project.
 

4-.25.' The current system is weak in feedback flow. The problem ofabsenteeism in a prime example. From a time line system management and a
cost %anagemtnt pc'nt of view, it is highly des' -ible that the USAID programmanager receive ar. act on absenteeism data as rapidly as possible. 
 Feedback
from USAID to the ALC's should be improved, in one instance the ALC thoughta 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. university English training in September in anticipation of Januaryacceptance. Th,, flow of feedb,.; on the matter could have pro'vented the misunders:arding. The ALC's interchange - Casablancaneed to data the centerhas no log fIctor with reading vocabulary scores, where as the Rabat and ,anger cen-,.:' do. In an inter-related component system it is desirable
to maximiz,. :;iformation 
 flow up and down and laterally between componenatz.
 



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 .itwill happen.. Project departure dates and English

language progression requirements should be discussed with the participant

periodically. This should be viewed as a USAID responsibility. The
 
participant is more capable of making extra effort 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 needs 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, parricularly those who
 
are poorly motivated.
 

'4.2.8. It is recommended that USAID adapt fiscal attitudes more
 
closely in line with "He who pays the fiddler, calls the tune". This is
 
not only recommended in the sense of imposing strong program control as a
 
imnagment 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 m.aximum
 
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 Il.hguage qualified, or nearly quallfied. It can 
not he econo-mci3.lv justifi'!d to provide Enalish l.an oa ge -rain;ng for six 

-3 1r . -Iuc..."..C.'.'I ".. -r :-r . . be d. . tto 
c z-.. ... /' hct U:;'r .'1 ;uy-t 

of tuition costs in regualr ALC classes for personnel wishing to prepare

themselves as candidates for short term participant training. As a novel 
approach USAID might try negotiating withthe Moroccan agencies rhat USAID
 
will -may for English langu,,ge. training but that either the part'cipant or 
the agency should pay for costs incurred as a result: of absences. T)'

evaluator realizes that change occurs slowly in thL 
Moroccan ccnText Dut he
 
does feel that the advent of change is hastenea oy steady pressure both in
 
actions and in attitudes.
 

4.2.9. Tht- process of evaluation has stimultited USAID and ALC
 
personnel to examine their own practices and to look for better and differeni
 
ways of doing things. This is 
a healthy attitude which shoula be encouraged.

Personnel within the system zhould be encouraged to make changes particularly
in those areas where they have more experr:e and familiar-ty than ,'sons
who hold higher level positions. Not aIll of the changes will b,. benificial,
but if the attitude to change Is positive, and if changes are frzequtnt and 
varied enough for the purpose of program improvement, it is unlikell that 
personnel will become ego-defensive about unsuccessful changes. !'any of the 
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recommendations in this document originated from personnel interviewed
 
as the result of stimulus of discus.,on. 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 USAID 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.
 


