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BACKGROUND:
 

The purpose of the Human Resources Project (G-517-0127 and
 
L-517-V-036) with the Fundacion de Credito Educativo (FCE), is to
 
expand vocational-technical training opportunities and assist the
 
poor to participate in these programs for priority skill
 
development. In order to accomplish the purpose statement, there are
 
three major components: 1) student subiending by FCE for vocational
 
technical training in priority skill areas; 2) strengthening of
 
vocational/technical training institutions; and 3) strengthening of
 
vocational/technical support agencies. The project was signed
 
September 26, 1981 and has a funding level of $5 million. Funding
 
includes an A.I.D. loan in the amount of 4.25 million to FCE
 
(guaranteed by the GODR), a, grant of $750,O00; and a $1.65 million 
counterpart contribution. 

An initial evaluation of the project was conducted by the Latin
 
American Scholarship Program of American Universities (LASPAU) the
 
week of April 25-29, 1983. 'The evaluation by LASPAU of the first
 
year and one-half of project activities raised a number of important
 
issues and concerns regarding student loans, institutional sub-loans
 
and technical assistance.
 

CURRENT STATUS:
 

During the past eight months, a number of changes have been made in 
terms of project personnel, the completion of the Texas A&M contract, 
the submission by FCE of Condition Precedent 5.2 documentation to 
AID; and it's subsequent approval. Therefore, it is necessary to 
describe the decisions and/or unresolved issues on the facesheet of 
the PES and provide a current summary of the status of each. These 
include: 1) the reassessment of FCE loan standards to be able to 
reach a "less advantaged" sector; 2) FCE'S need to clarify the loan 
standards for commodity and faculty loans in order to make them more 

.advantageous and attainable; 3) the need for new lines of
 
communicaton between FCE and TAMU staffs to more effectively use the 
TAMU staff, as well as the need for FCE to retain additional staff;
 
and 4) FCE's reassessment of its computer system's policy towards a 
user policy.
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In reference to the first point, which coacerns the requirement to
 
reach the poor, FCE has included in the loan applications a
 
Declaration of the Parents which includes a financial summary. In
 
addition, a Confidential Information sheet is signed by tie applicant
 
which requests an economic and financial statement. As a banking
 
institution, however, FCE maintains that it must have guarantors
 
which, in some cases, cannot be obtained. A special fund provided by
 
APEC has allotted IOi0,000 for those students who do not have
 
guarantors. Thus, FCE is attempting to reach a "less advantaged"
 
sector by requesting more financial information to determine who is
 
in need and by using an alternate source of funding for those who
 
cannot meet even minimum requirements.
 

FCE has submitted the criteria for the approval of institutional
 
plans for sub-loans under Condition Precedent 5.2. These were
 
approved by AID and commodity procurement will begin within the next
 
two months. Due to the current foreign exchange problems, however,
 
FCE will be proposing a change in the faculty sub-loan component of
 
the project. An alternative is, rather than providing loans for
 
training outside the Dominican Republic, trainers may be financed to
 
come to the country for group training sessions. The loans for the
 
faculty training would then be backed by the institutions.
 

Point three refers to the Texas A&M Contract which was completed
 
December 31, 1983. Contract close-out is currently underway and any
 
unused funds from the contract will be reprogrammed for technical
 
assistance in such areas as the reassessment of the computer system
 
mentioned in point four or additional training of FCE staff.
 
Currently, FCE is re-examining the need to maintain a full-time labor
 
market specialist through a demand study with two hundred companies
 
in the Santo Domingo area.
 

SUMMARY:
 

A second project evaluation, originally scheduled during the second
 
quarter of 1984, has been rescheduled to the fourth quarter due to
 
the delays in approving Condition Precedent 5.2 Since this initial
 
report, a number of personnel changes have been made within the
 
organization, personnel have gone for training, major project
 
requirements have been completed, the institutional loan aspect is
 
progressing, and an alternate training method for the faculty 
sub-loans will be proposed. We are hereby submitting the initial 
evaluation; however, it is important to bear in mind the limited 
utility of the report at this time in view of the dramatic changes 
that have occurred since it was written. 
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The Latin American 
Scholarship Progiram 
of American Universities 

25 0-,nt Auburn Street 
Ca dge, Massachusetts 02138 
telep, one: 617 495-5255 
cable: LASPAU TIx 92-1496 Harv. Univ. 

Affilated w1th Harvard University 

IIay 	 19, 1983
 

Dr. Thomas Nicastro, Chief
 
Education Office
 
USAID/U.S. Embassy/Santo Domingo
 
APO Miami 34041
 

Dear Tom:
 

I 	am pleased to submit for your review and approval the evaluation
 
report on the Human Resources Development project with the Fundacion
 
de Cr~dito Educativo (FCE).
 

The work was called for under order number 83-AID-045 and centered
 
on the quality and quantity of technical assistance and FCE inputs into

the Human Resources Development project. Kathleen Sellew, LASPAU's
 
Director of U.S. University Relations and Michael Chiappetta, Professor
 
of Education at Indiana University, carried out the work in Santo
 
Domingo the week of April 25-29, 1983.
 

I am certain the report will be useful as you plot the future of
 
the Human Resource Development Project. If we can be of further assis
tance to you in this regard, please do not hesitate to call on us.
 

Kathleen and Michael report that, despite the fact that I did not
 
join them in Santo Domingo, they found the evaluation to be an exciting

experience and took pleasure in their association with the Education
 
Office of AID.
 

Sinly,
 

' 	Lewis A. Tyler
 
Acting Executive Director
 

LT:jmw
 



HUMAN RESOURCES
 

PROJECT OUTLINE
 
The vocational-technical Human Resources Development project with
 

the Fundacion do Cr'dito Educativo (FCE) is based on the important con
cept that marginal populations must be brought into direct participation
 
in the economy. 
Thus, this project will finance loans to students whose
 
socioeconomic characteristics are significantly different from those
 
who traditionally receive loans from Dominican institutions. 
The Project
 
also aims to improve and expand the capacity for training Dominicans in
 
technical-vocational education at the secondary and post-secondary levels.
 
This need is addressed by a series of loans from FCE to institutions based
 
on their capacity to absorb the loans and their plans for development.
 

The Project's technical assistance portion is to advise FCE on
 
internal systems development, design and implement a labor market survey,
 
and train FCE staff to carry out this loan program after technical assis
tance terminates. In addition, the technical assistance team helps to
 
advise the collaborating vocational-technical schools of their institu
tional development--including both curriculum and equipment--needs.
 

CURRENT STATUS OF THE PROJECT
 

Student Loans
 

More than 400 students have received loans since the Project began,
 
but these recipients have not come from the non-traditional populations
 
mentioned above, because when approving loans, FCE used criteria identi
cal to those employed for the revolving loan fund and third party
 
portfoli6s they already manage. 
Neither the application nor the appli
cation process has been changed to accomodate the Project's goals.
 

The Foundation has a well-developed system for granting and recovering
 
loans based on an analysis of the recipient's ability to repay. 
When
 
the financial criteria and the target population change, however, FCE has
 
no way to assess the risk factor. Hence, the issue seems to be that the
 
Foundation, as a bank, cannot serve as a social engineer without an
 
assessment of the financial risks of 
targeting loans to a new population.
 
Furthermore, because the Foundation currently has no information from the
 
project's labor market facet, it has been unable to devise a scheme for
 
assessing the ability of lower income students to repay their loans after
 
they secure the jobs for which they have been trained. FCE's present
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system for analyzing a recipient's ability to pay back a loan is based
 

on that recipient's current economic situation rather than on future
 

income projections, thus disqualifying candidates from the lower
 

socioeconomic strata.
 

While the first year loans were intended to reach individuals regard

less of institutional criteria, the second year of FCE's loan disburse

ment was to have been based on receiving and analyzing institutional devel

opment plans. No such plans exist at this time.
 

Institutional Sub-Loans
 

To date, no institution has received a sub-loan. Neither has any
 

institution drawn up the institutional development plan on which such
 

loan decisions were to be based. Seventeen institutions have filled out
 

needs assessment forms, however, and the FCE/TAI.IU team is now analyzing
 

the results. Given the inadequacy of the information received on these
 

assessments, it appears that the team might have consulted more thoroughly
 

with the collaborating institutions to clarify their needs and advise
 

them on priorities both before and after they filled out the forms.
 

In order to receive loans, the Project Paper called for each institu

tion to create an advisory committee to be the liaison with the Project.
 

There has been some discussion about the appropriateness of these councils,
 

and FCE now plans to work with some existing boards of directors rather
 

than try to create a second or duplicate institutional governing structure.
 

Technical Assistance
 

None of the parties involved argue that the existing technical assis

tance program has been succeeding.
 

Calendar: The original calendar of activities was unrealistic, and
 

the TALMU project Director has said she is willing to modify both the cal

endar and the team's expectations so the project can begin to correspond
 

with current realities and capabilities.
 

Communication: It is abundantly clear that the major problems in the
 

project's technical assistance portion lie in communication, specifically in
 

a misunderstanding of the roles of the three institutions involved. 
Now,
 

however, it should be possible to establish new relationships and responsi

bilities because all three parties acknowledge the present arrangement's
 

http:FCE/TAI.IU
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lack of productivity.
 

Rol. ,: In order to build this new relationship, the TAMU team
 
must accept its role as advisor to FCE, thus forsaking its past tendency
 
to identify mainly with TAMU's School of Education and with AID's
 
Education Office, and FCE must accept both the idea and reality of tech
nical assistance. 
AID, for its part, must make sure that the TAMU/FCE
 
activities conform with the Project's design; AID should also take care
 
not to change the Project's terms in mid-stream for the sake of expediency
 
without discussing the consequences of such changes with TAMU and FCE.
 

Relationships: The individuals on the TAMU and FCE teams have not
 
been able to work together either physically or intellectually. FCE
 
did not provide counterparts who were trained in vocational education or
 
labor market issues, and problems which arose in personal and work
related communication prevented much from being accomplished. The TAMU
 
team members were unable to fit in well as advisors to the Foundation,
 
nor did they feel comfortable working within the Foundation's existing
 

systems and proceudres.
 

Outcomes: Consequently, no institutional development plans, labor
 
market survey, or FCE staff training for the program's post-technical
 

assistance period exist.
 

The one facet of technical assistance which best fulfills con
tractual responsiblities was the completion of the systems analysis
 
report submitted to FCE's Executive Secretary and Vice-Secretary. However,
 
it is not likely that the recommendations included in the report will he
 
implemented. FCE's administration resists purchasing the software
 
packages recommended for administrative and program uses--except, perhaps,
 
for a word processing package--because FCE is so "different". 
This per
ception of difference has necessitated an excessive investment in program
 
design. While the Foundation asserts that security issues force it to
 
maintain limited computer access, the TAMU report umaintains that this
 
contradicts the purpose and design of the IBM-34 computer. 
The Tech
nical Assistant for systems also reports that an evaluation of computer
 
use shows an increase from eight to fifteen percent between October and
 
December, 1982; he also estimates current use to be no more than twenty per
cent of capacity. 
The Head of the FCE computer center indicates that it
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will take a year to finish programming. It is not clear that this is a
 

realistic expectation.
 

Currently, a bibliography and evaluation of existing labor market
 
studies is being prepared and regional profiles will be finished by June.
 
A complete labor market survey, which could provide a base for establishing
 
training priorities, is not expected to be finished during the technical
 
assistance period, and FCE currently labks the capacity to carry out such
 
a study on its own. 
Some members of the TzV4U team also suggested that the
 
Foundation may not be the appropriate institutional home for a labor mar
ket data base because, in addition to the lack of trained personnel, there
 
is little institutional understanding of the resources and time commit
ments required to keep such information current.
 

The project's FCE staff training component has not been successful
 
in terms of either the on-the-job training by TAM4U's team or formal off
shore training. 
The TAMU team will leave behind very little in terms of
 
materials or personnel trained to continue the project when technical
 
assistance ends. 
 Off-shore training for staff has been postponed until
 
the new Executive Secretary assumes his position and a better plan is
 

formulated.
 

Technical assistance to participating institutions has hardly
 
begun. 
The project team has visited all collaborating institutions, but
 
follow up has been inadequate to make useful the information received on
 
institutional needs. 
FCE and TAMU never planned a joint strategy for
 
staffing and carrying out these visits, with the result that pbrticipation
 
was generally limited to members of the TAMU team, and FCE's existing
 
institutional network was not used to full advantage. 
The TAMU team did
 
not build on existing relationshipsbut rather tried to establish their
 
own relationships based on their Texas A&M affiliations.
 

CONCLUSIONS AND RECOMMENDATIONS
 

Student Loans
 
As the Human Resources Project is designed to address a new population
 

of students, it is extremely important for FCE to study the project's
 
implications for its own procedures and for the risks that may have to
 
be taken. 
This goal of the project cannot be accomplished by assigning
 



the technical assistance component to a semi-autonomous unit which bears
 
no relationship to ongoing programs or by assuming that the loan portion
 
of the project is just another Foundation program which can be funnelled
 
through existing channels and procedures.
 

It is also our opinion that the Foundation's existing methodology
 
and norms--which do fit the needs of its existing clientele--make it
 
impossible for Dominicans from the lower socioeconomic classes to take
 
advantage of project funds as currently designed.
 

It is clear that the goals of the Project cannot be met by current
 
procedures. 
Assuming that the philosophy of the Project supercedes the
 
importance of the methods used in implementation, FCE and AID must come
 
to an agreement on who will accept the potential risk of loan default
 

incurred by a shift in loan granting criteria.
 
It is unrealistic to expect any information from the labor market
 

studies to influence or affect the decision criteria for awardir7 credit.
 
Therefore, we recommend that the Project continue on the "limited basis"
 
established in Year One, and not pursue the submission of institutional
 

development plans.
 
On the other hand, if AID and FCE decide that working within FCE's
 

current system is more important than the original project goals, then
 

the project should be redefined.
 

Institutional Sub-Loans
 

Since Texas A&M's assistance will phase out over the next few-months,
 
we suggest that FCE, Texas A&M and AID work together--using the remaining
 
technical assistance funds--to hire local experts who can both evaluate
 
institutional needs and loan requests, and train FCE staff to do the same.
 
FCE should also reconsider its institutional repayment policy. FCE cur
rently expects institutions to meet the same 
short repayment plans as
 
students, and financially strapped institutions would be hard pressed to
 
repay funds on this schedule.
 

Technical Assistance
 

Even though the technical assistance components will not have been
 
met within the original time frame, we do not recommend extending the TAMU
 
team's stay indefinitely. Rather, we suggest that TAMU, along with FCE
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and AID, evaluate the Project's status and arrive at a new list of
 
abbreviated goals and a calendar for meeting them. 
We subscribe to
 
the theory that because the original boat was indeed too large for the
 
lake, the expedient and prudent action now would be to change the size
 
of the boat. The technical assistance program's dimensions and complexity
 
in relation to the overall project goals are too grandiose and sophisti
cated. 
They do not fit the reality of most Dominican vocational schools
 
and of FCE which is unable to move as quickly as this program requires
 
into two and even three new functions in the educational sector.
 

We suggest that future technical assistance for this project come
 
not from-long term resident experts from the U.S., 
but from short-term
 
in-country assistance and short-term assistance from the U.S. if neces
sary. 
 In fact, APEC and FCE may already have an institutional network
 
through which FCE can hire the experts it needs.
 

It is our feeling that FCE is nQt the institution to house a full
blown labor market data center unless it can make a long-term and con
tinuous commitment to such a project. 
If FCE does house this project,
 
its first steps should be to acquire an institutional knowledge of the
 
project's dimensions and hire the staff required to maintain it.
 

It is clear that the future design of technical assistance at FCE
 
must be geared to enable FCE to deal first with the distinct student
 
population targeted in this project and,second,to assess its ability
 
for taking on further aspects of the project before it actually commits
 
itself to do so. 
 The particular configuration of this technical assis
tance should be based on self-evaluation, by the Foundation, in terms
 

of abilities and commitments.
 
Likewise, Texas A&M must take responsibility for designing a revised
 

calendar which will fit FCE's needs and commitments. Third, AID must
 
revise its plan so technical assistance funds can be expended in the
 
revised format. 
Finally, there must be constant, open communication
 
and a mutually agreed on structure for collaboration if the project is
 

to be concluded successfully.
 

Kathleen S. Sellew 
 Cambridge
 
Michael M. Chiappetta 
 May 20, 1983
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The Latin American 
Scholarship Program 
of American Universities 

25 .M-ntAuburn Street 
Ca. Jge, Massachusetts 02138 
tele ,,,one: 617 495-5255 
cable: LASPAU TIx 92-1496 Harv. Univ. 

Affiliated with Harvard University 

May 19, 1983
 

Dr. Thomas Nicastro, Chief
 
Education Office
 
USAID/U.S. Embassy/Santo Domingo
 
APO Miami 34041
 

Dear Tom:
 

I am pleased to submit for your review and approval the final
 
report of LASPAU's assessment of the capacity of the Fundacion de

Credito Educativo to carry out off-shore scholarship programming.

The work was called for under Contract 83-AID-023, PIO/T's 517
0000-3-3004 and 30005, and was carried out by Kathleen Sellew and me
 
during the week of March 14-18, 1983.
 

We trust that the report will be useful in the planning and

executing of current and future projects with the Foundation. We

stand ready to answer questions and to assist you and the Foundation
 
as you plan activ ties.
 

As you know, Kathleen and I immensely enjoyed carrying out this
 
project for you.
 

Sincepe
 

Lewis A. Ti 
Acting Executive Director 

LT: jmw 



The Fundaci6n de Credito Educativo
 

Introduction
 

WP have prepared this report in response to an October, 1982 request
 

from the Education Office of the USAID Mission in Santo Domingo asking
 

LASPAU to carry out an assessment of the Fundaci6n de Credito Educativo's
 

(FCE) ability to engage in "off-shore" scholarship programming. LASPAU's
 

assessmtent was limited to two areas: determining whether FCE currently
 

carries out functions analagous to selecting, placing and monitoring
 

Dominicans in overseas educational institutions; and delineating what
 

would be involved in creating that capacity in FCE so Dominicans could
 

be trained in U.S. institutions. LASPAU's study was not intended as a
 

formal evaluation of FCE's organizational structure, leadership or
 

financial characteristics.
 

Work Plan
 

LASPAU's strategy for determining the Foundation's capacity for
 

carrying out off-shore training activities centered on observing the
 

Foundation's overall 
structure to see how it distributes its functions
 
and assessing the relationship between current activities and those neces

sary to carry out a scholarship p,-ogram. Before we went to Santo Domingo,
 

the USAID/D.R. provided us with a broad assortment of organizational
 

charts, publications, application forms, budget statements, previous
 

assessments and legal statutes so we could begin to examine how the
 

Foundation views itself, how it is organized and, to a lesser extent, how
 
it is regarded by AID. At our request, the Foundation set up our initial
 

round of appointments in Santo Vomingo, but we also sought out other
 

Foundation clients to ensure a broad perspective on clients' experiences.
 

Following our in-country assessment, we spoke with a U.S. university repre

sentative who had been involved with one of the Foundation's programs.
 

Assessment of the Environment
 

Four external factors exerted significant influence on our study.
 

Timing: As the Foundation staff had only recently been informed that
 

the Executive Secretary was leaving in May, they inevitably associated our
 

visit with the leadership issues confronting the Foundation.
 

AID/LASPAU/FCE Relationship: Insufficient clarity about the nature
 

of the relationship among these three has made it difficult to establish
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realistic expectations about their respective roles. The terms of the
 

contract tying the three together have changed substantially since mid

1982, and the three parties do not share a common and clear understanding
 

of these turms. Consequently, LASPAU's assessment activity was understood
 

as a function of the contract's original workplan, instead of as the
 

discrete project it actually was.
 

Confusion between Educational Credit and Scholarships: Almost no
 

one at the Foundation--either at the policy or operational levels--dis

tinguishes between educational credit services and the services scholar

ship programming requires. Hence, there is little concrete understanding
 

of what constitutes a scholarship program.
 

Political Factors: It is inevitable that the large number of
 

scholarships made available to Dominicans by socialist countries is used
 

as justification for both APEC's support and for FCE's involvement in U.S.
 

scholarship programming. Such justification sometimes appeared to have
 

greater importance than institutional considerations.
 

Organizational Summary
 

FCE is a non-profit organization created in 1967 by the Acci6n
 

Pro-Educaci6n y Cultura (APEC) to serve as a source of educational
 

credits. APEC is the parent organization of three other institutions
 

also dedicated to serving Dominican educational and cultural needs. The
 

Boards of each of these institutions report to APEC which then involves
 

itself in both strategic and operating decisions.
 

Assessment of Current Activites
 

The FCE lists as its functions and objectives the seven program
 

directions found in its brochure of February 8, 1983, "Breve Resumen
 

de la Fundaci6n de Cr6dito Educativo, Inc." Following is a list of
 

these goals and functions accompanied by our initial comments on FCE's
 

efforts to accomplish them.
 

1) Administer, develop and promote an educational loan fund.
 

This is FCE's foremost objective and defining function. Over 1000 loans
 

per year are processed through their own funds and third party portfolios.
 

Banco de la Reserva and Gulf and Western, two clients with whom FCE
 

scheduled interviews for us, expressed satisfaction with FCE's manage

<V
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ment of their programs. Other institutional users--ISA and INTEC-

expressed more negative views about the management of their portfolios
 

and complained about the low number of new credits being granted out of
 

collections on current loans. Most institutional users acknowledged that
 

students often failed to receive payments in a timely fashion.
 

2) Determine professional and technical human resource needs in
 

terms of the socioeconomic development needs of the country.
 

The current FCE/AID/Texas A&M project fits in with this objective, and
 

the Executive Secretary pointed out that FCE has occasionally worked
 

with APEC to meet this need. We saw no written documentation of the
 

FCE/APEC collaboration in this area, nor did we see evidence of an in

house capacity to provide this service.
 

3) Select foreign 1raining institutions for Dominican students.
 

While we found no evidence that this function is operating, FCE staff
 

did point to a scholarship program with APICE where FCE screens Domini

cans for graduate study at Stevens Institute of Technology and Rensselaer
 

Polytechnic Institute (RPI). FCE has not been involved, however, in
 

matching candidates with these universities or in negotiating admissions.
 

Each applicant has been considered on his own merit by the U.S. insti

tution, and no real contract or exchange program exists. RPI reports that
 

there were some assumptions on APICE's part which were not formalized
 

before students were told they had scholarships from RPI. This problem
 

derives from faults in APICE's design and cannot be attributed to FCE, but
 

it does mean that this program has given the Foundation neither the
 

opportunity to learn what a scholarship program entails nor the skills
 

training such a program requires. In fact, FCE's participation in
 

APICE's program was limited to initial screening of candidates based on
 

a predetermined point system rather than on U.S. university admissions
 

criteria or any substantive judgement about the quality of the candidates.
 

4) Grant loans to university students.
 

This is a corollary of the larger objective of loan funds listed in
 

Item 1 of this section.
 

5) Monitor the academic progress of loan recipients.
 

The current monitoring system does not require the FCE staff to make
 

\2
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independent or critical judgements about the students' progress, but
 

students do report their grades to FCE on a regular basis in order to
 

get their checks. The Gerencia de Cr&dito maintains a file of degree
 

requirements in Dominican universities, but does not use them except as
 

a gross indicator of expected course load and distribution of courses.
 

This monitoring system is adequate for the purpose of distributing loan
 

funds.
 

6) Collaborate with professionals and students who have benefited
 

from Foundation funds to assure that their training is put to good use
 

in the work force.
 

Although many staff members mentioned a job bank providing information
 

on employment opportunities in the Dominican Republic, FCE does not
 

maintain such an information source for its loan recipients. One of
 

the goals of the current FCE/AID/'Tcxas A&M Human Resources project, how

ever, is to develop such an information bank.
 

7) Coordinate information on study opportunities in the Dominican
 

Republic and abroad.
 

FCE possesses little information on study abroad. The Unidad de Desarollo
 

is designing a library, but currently has no budget line item for building
 

it. While the Gerencia de Credito has a more substantial catalog library,
 

it is outdated and poorly organized. Further, no advisors or staff are
 

on hand to interpret the limited information which is available. This
 

being the case, the Foundation is not viewed by potential clients as a
 

resource for information on study opportunities abroad.
 

Organizational Characteristics
 

Critical to our assessment of the Foundation's specific capacity
 

to carry out off-shore scholarship programs and of its overall ability to
 

undertake new programs were the following characteristics.
 

Decision-making: Authority to make program decisions does not
 

reside with those who carry out programs. Individuals can make bureaucratic
 

decisions, but the system isdesigned so that no one is required to
 

exercise individual judgement. The Foundation's capacity for creativity
 

or spontaneity is limited by these organizational constraints on decision

making at the programmatic level.
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Policy Making: Policy formation and leadership are a combined
 

function of the board and APEC. The Executive Secretary is seen as a
 

representative of the Board which in turn represents APEC. In our view,
 

the leadership role assumed by the Board has limited the Executive Secre

tary's ability to engage in creative thinking about possible Foundation
 

responses to Dominican needs in general or to those of the educational
 

sector in particular. Frequent, i.e. monthly, Board meetings reflect
 

the preeminent part the Board plays in its relations with the Foundation.
 

Internal Communications: Communication reflects FCE's decision

making and policy making structure; information flows vertically and,
 

typically, upward to the Executive Secretary. Staff meetings are non

existent and lateral communication is limited to daily circulation of
 

the chronological letter file. The Executive Secretary visits each depart

ment daily to collect information about operations and issues, and solve
 

problems within each department and gerencia. Employees appear to have
 

easy access to the Executive Secretary.
 

Other Characteristics:
 

"Mistica". Foundation staff members appear to possess the mentality
 
and motivation traditionally found in non-profit organizations. They feel
 
they are working toward a larger good and their dedication and willingness
 
to work beyond their job descriptions are notable.
 

Distribution of work. Granting loans and collecting loan repayments,
 
the Foundation's two most important functions, are carried out by two
 
smaller Gerencias. Twenty of the Foundation's 100 employees accomplish

this work. It is widely acknowledged that Cobros has increased its effec
tiveness in the last four years, and Credito, the smallest division of
 
FCE, has developed a system to handle hundreds of inquiries and follow
up applications per month.
 

Project development. The formal responsibility for program develop
ment resides in a subcommittee of the FCE's Board. Within the Foundation,
 
the new Unidad de Desarrollo de Proyectos sees itself as possessing this
 
function, but is in fact only empowered to carry out previously negotiated
 
projects. The Unidad has not enjoyed much success up to this point even
 
given its limited scope of activities.
 

Impl.cations for Scholarship Programminy
 

Based on our observations of the functions and processes within FCE,
 

we conclude that the capacity for conducting off-shore training programs 

does not now exist. Only the Cr~dito section of the Foundation appears to
 

possess any of the qualities and characteristics which could begin to
 

1' 
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create that capacity.
 

Scholarship programming requires three basic services--selection,
 

placement and monitoring. These in turn require individual critical
 

judgement from the program staff providing them. FCE, however, does
 

not have decision-making, policy making and communications processes
 

which encourage independent thinking and which we consider essential
 

for providing timely and effective scholarship programming services.
 

The selection of qualified scholarship recipients requires an
 

ability to establish priorities among a wide range of academic and pro

grammatic criteria. Currently, FCE uses a point scheme which homogenizes
 

each candidate's characteristics and involves no critical judgement.
 

Placement of a selected scholar in an appropriate U.S. institution
 

requires the ability to match the student's qualifications and needs
 

with the requirements and offerings of U.S. academic institutions; it
 

involves much more than the ability to translate catalog information.
 

FCE possesses none of the requisite physical or personnel resources to
 

carry out placement of selected students
 

As academic monitoring of students placed in U.S. institutions can
 

be designed to meet specific program needs, it is the most flexible of
 

the three program components. There are, however, minimum requirements:
 

the ability to communicate directly with the students, the capacity to
 

solve students' problems, and the ability to relate program guidelines to
 

U.S. academic regulations. At FCE, scholar monitoring is a bureaucratic
 

rather than a substantive process, but to be useful in scholarship pro

gramming, monitoring must assume both academic and personal aspects and
 

deal with these issues in a substantial way.
 

Limiting Factors
 

It is clear that FCE is not now involved in scholarship programming.
 

If one were to urge the Foundation to create the capacity for off-shore
 

training, the following problems would have to be overcome or at least
 

acknowledged and addressed.
 

Location. Scholarship services require direct access to students
 
and U.S. institutions.
 

Investment. The credibility of any program--its recognition, good
 
will and reputation--require a long-term investment of resources.
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English Language Ability. FCE lacks personnel with ability to
 
communicate in English.
 

Resources. FCE has neither the physical nor matezial resources
 
to carry ouL services.
 

Commitment. Financial resources must be committed over the long
 
term in order to create and maintain services. This implies providing
 
a substantial number of scholarships annually to justify these services.
 

Philosophy. Granting of "becas" implies a philosophy which is
 
perhaps different from that underlying the granting of loans from a
 
revolving fund. Changing to include scholarship programming will have
 
public as well as internal consequences.
 

Services. FCE needs to learn what services a scholarship program
 
includes before it can begin to set up one of its own.
 

Institutional Constraints. The existing organizational structure
 
is not compatible with critical judgement or the ability to take indepen
dent action, qualities the FCE staff will need if it is to carry out a
 
scholarship program.
 

Political Implications. If scholarship decisions reflect the politi
cal interests of policy makers, the program will take on a political
 
rather than academic cast, and such a reputation will ultimately bear on
 
the credibility oi the selection p-ocess.
 

External Financial Support. The absence of broad national support
 
typical of that received by other Latin American educational credit
 
organizations requires ongoing commitment from sources such as AID to
 
support a scholarship programming capacity. Given FCE's lack of project
 
development capacity, this point is even more important to AID.
 

Ability to Incorporate New Projects. New projects housed at FCE
 
should be a natural extension of current activities and sensitive to
 
the organization. This is particularly relevant in light of the FCE/
 
TAMU project history.
 

Conclusions and Recommendations
 

Given the previous discussion of limiting factors, we cannot recommend
 

creation of an off-shore training capacity at FCE. In our opinion, it is
 

premature for AID to commit itself to funding at tha level required to
 

create and sustain such an endeavor administratively and programmatically.
 

Several intermediate steps--which would also provide educational services
 

to the public at large--could eventually provide a base for building FCE's
 

capacity for scholarship programming.
 

1) Pre-screening of candidates for other AID-sponsored programs.
 

Technical assistance could be provided to train FCE staff in evaluating
 

credentials along the substantive lines previously discussed.
 

Budget: US$ 5,000.00
 

http:5,000.00
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2) FCE staff enrichment.
 

FCE staff visits to other Latin American educational credit organizations
 

would expose them to larger educational issues and establish a context
 

fo: future program directions. LASPAU's participation in this activity
 

would provide the U.S. institutional perspective and continuity needed
 

to carry out the project. We suggest that three staff members from FCE
 

and a LASPAU technical expert visit APICE member institutions.
 

Budget: US$ 25,000.00
 

3) Resource and counseling center.
 

There is a need in the Dominican Republic for a well-equipped and com

petently staffed clearing-house for information about U.S. training
 

opportunites. The gradations of investments and services from which
 

AID could choose range from a few thcusand dollar investment for library
 

facilities housed at FCE to the creation of a semi-independent counseling
 

center staffed by trained professionals. Such a center could be headed
 

by a U.S. academic or administrator and organized along the lines of
 

already-established IIE/USIA counseling centers.
 

Budget: US$ 80,000.00
 

Kathleen S. Sellew Cambridge
 

Lewis A. Tyler May 20, 1983
 

http:80,000.00
http:25,000.00
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