


13. Summary

The purpose of the Resource Training Center (RIC) project is to create an
institution to develop and implement non-formal training programs for workers
who are employed in rural infrastructure projects. This is a bilateral
project with the Government of Haiti (GOH) as Grantee and with the RIC (in
the Ministry of National Bducation (MEN)) as the implementing agency. The
project spans four years (August 80-October 84) with an LOP funding of
$2,237,000. USAID provided $1,600,000 of that amount and the GOH was to
provide the balance from its own budget and PL 480 Title I proceeds.

The project has made progress in achieving the end of project conditions
described in the Project Agreement, but these achievements have been costly.
A fully staffed institution was envisaged which provides assistance to a
najority of GOH institutions involved in ruril development activities. It
was expected that the trainees would have been employed by the client
agencies for a minimum of one year. The RIC has been staffed, training
programs of reasonably high quality have been delivered and an institution
exists, which with additional assistunce, could play an important role in
upgrading the technical skills of rural Haitians required for successful
implementation of development projects.

In fact, 276 people were trained and 17 courses were given. This
compares favorably with the revised targets of 350 trainees and 25 courses.

From a technical standpoint, RIC's training methodology was found to ke
sound. Managers of client organizations interviewed were appreciative of the

impact of the training experience on the performance of their workers. They
also indicated their interest in using the RIC again to train employees who
need skills upgraded. Trainees interviewed were also enthusiastic about the
training courses, indicating that skills taught by RIC were applicable to
their work. Interest in course sessions was high, as evidenced by the fact
that absenteeism and tardiness were at a minimum. Trainees interviewed were
almost unanimous in their praise for course instructors. Instructors
explained course subject matter well, started classes on time, organized
individual sessions in an effective manner and treated trainees with courtesy.

On the negative side, the USAID evaluation team was able to locate and
interview only 126 of the 276 people trained. Of the 126 individuals
interviewed, 44% (55) were employed and only 17% (22) were employed by the
client organizations which were supposed to benefit from the training.
Although the final evaluation was not designed to assess the developmental
impact of the training programs on rural infrastructure projects, it is
questionable whether such a small numper of employed trainees could have had
an effect sufficient to warrant the level of resources expended.

The project has been less successful with respect to employment
promotion. About 44% of trainees surveyed (126) were working. Of that
amount, only 17% are actually employed by the client organizations; 19% work
elsewhere; and 8% work for themselves. With respect to career advancement,
of the total number employed by client organizations, § received grade
promotions, while 9 got salary raises averaging about $37 a month, since the
time they attended RIC training courses.



The progress achieved by the end of the project was significantly limited
by a variety of factors, including: (a) overly ambitious objectives; (b)
weaknesses in project design which undermined a key project assumption 1i.e.
that client organizations could pay the major share of training costs; (c)
less than fully satisfactory USAID monitoring/management; (d) the GOH's
failure to completely meet its commitments; and (e) major confusion regarding
the respective roles of the RIC and the technical assistance team. The
impact of these factors help explain why project objectives were not fully
met and why training costs (approximately $742 per hour of instruction or $58
per student hour 1983-84) were so high.

However, it should be recognized that materials and courses developed
thus far can be used repeatedly and, therefore, one must judge the cost per
hour on the basis of a capital investment. To that extent, the cost per hour
easily could fall to a reasonable and acceptable level.

The two studies which were carried out for this final evaluation and
which are attached as annexes to this PES detail the strengths and weaknesses
of the project. Analysis of these findings suggests that a RIC ir a
different institutional setting could achieve significantly more positive
results and thus warrant the exploration of a possible continuation of USAID
support. In order to accomplish this, the following recommendations are made:

1. Extend PACD from 31 October 1984 to 31 January 1985 to allow for
development of RIC within a new institutional setting.

2. Negotiate agreement with MEN to amend project budget to permit
remaining furds to be used to develop feasipbility study for follow-on phase
of project.

3. Contract for feasibility study including design of potential
organization.




14. Evaluation Methodology

Tnis is an end-of-project evaluation in accordance with the project
evaluation plan. It consists of three parts: 1) A financial and management
audit conducted by Price Waterhouse Associates; 2) A USAID evaluation of RIC
programs and 3) A Project Evaluation Summary.

The major objectives of the audit were: 1) to analyze the efficacy of
project management and administrative systems and 2) to assess the cost
effectiveness of project operations. Two consultants conducted the audit
using RTC, USAID and PRAGMA documents and extensive interviews with key
individuals. Tneir final document includes an analysis of the following:
project objectives and weaknesses, constraints resulting from the mandates of
the major parties, minimum prerequisites necessary for RIC tc meet its
oojectives, and the financial performance of the organization. ‘lae report
concludes with a detailed description of how the organization could be
restructured in a way that would warrant USAID's continued support.

Tne purpose of the USAID evaluation was to assess the effectiveness of
the RIC training program and to analyze the major elements of the training

process.

Questionnaires were administered to managers of client agencies, trainers and
trainees.

l) Tne objectives of the Trainer's Survey Questionnaire were to identify
the professional and academic qualifications of trainers contracted by RIC to
conduct training classes and to elicit their professional opinion with
respect to the soundness of RIC's training methodology. Sixteen instructors
were interviewed, representing 73% of the universe (22).

2) Tne Trainees Survey Questionnaire not only attempted to assess the
relevance of course subject matter to trainees' jobs but also to measure the
impact of the training experience on trainees' professional development
(e.g., impact on grade promotion, salary raises, etc.). Surveyors were able
to locate and administer questionnaires to 126 trainees, representing 45.6%
of the universe (276).

3) Eight out of Y managers of client organizations were interviewed to
obtain their views on the performance of RIC staff and instructors.

Tne Project Evaluation Summary synthesizes and analyzes further the
findings of tne Price Waternouse Associates audit and USAID conducted
evaluation.



15. External Factors

During the IOP, there have been two primary external factors affecting
project implementation. On the GOH side, the financial contribution from the
MEN budget has been far less than agreed to, in part, because of the severe
budgetary constraints imposed by the IMF, although this was compensated for
by an increase in Title I funds. The small contribution from the MEN budget
gave the GOH a small stake in the success of the project as evidenced by a
series of inattentive ministers. Within USAID, staff turnover and delays in
the arrival of replacements contributed to an unsatisfactory monitoring
performance.

Were the Mission to continue supporting a modified RTC located in the
private sector, it should pe noted tnat an important change has occurred in
GOH priorities which would have a positive impact on the prospects for close
cooperation with the MEN. As a condition of negotiation for the World Bank's
Project IV, the MEN is undergoing an important reorganization. Vocational
education (formal and non-formal) has been made a priority area.
Responsibility for its administration has been removed from the Secretary of
State for Primary and Vocational Education and placed under the INFP
(Institut National de Formation Professionnelle), a semi-autonomous agency
within the MEN. These developments, along with an effective Minister who has
made known his interest in accommodating USAID's concerns about the RIC
project, suggest the real possibility of a fruitful, mutually beneficial
collaboration in areas of common concern.

l6. Inputs
1. Problems with Quality and Timeliness

The magnitude of inputs from AID, the GOH and the clients differed
from what was envisaged in the original budget.
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RESOURCE TRAINING CENTER (RTC)

COMPARATIVE TABLE OF QONTRIBUTIONS

PLANNED VS ACHIEVED (QALS

Planned Achieved % Achieved
Contributions Budget Budget vs Budget
(as of 31 July 84)
From AID
- CAF $ 258,000 $ 165,336 64%
- PRAGMA 1,342,000 1,277,839 95%
$1,600,000 $1,443,175 90%
From Counterpart
- MEN $ 83,000 $ 39,401 47.5%
- Title I 356,000 467,014 131.0%
439,000 506,415 115.6%
- CLIENTS 198,000 38,568 19.5%
637,000 544,983 85.6%
Total Contributions: $2,237,000 $1,988,158 88.9%

AID provided $1,600,000 or 72% of the total budget for the project.
Because the RIC did not carry out all of the training activities anticipated,
it used only 64% of the funds foreseen in the original budget. PRAGMA used
95% of the funds budgeted for its services. Finally, of the total funds
provided by AID to support the project, 85.5% went to PRAGMA.

The counterpart funding falls into three categories: MEN funds, Title I
funds and client contributions. The MEN contribution was only 47.5% of what
was expected. Title I funds exceeded those originally budgeted by 131%. The
Prcject Paper stipulated that at least 75% of the costs associated with
conducting the training courses would be borne by the client agencies. In
fact, the client agencies covered only 19.5% of those costs.

There were four important miscalculations in the planning of the project
which combined to have a negative effect on the disposition of funds. The
person/months necessary for external technical assistance was greatly
underestimated because it was incorrectly assumed that RIC would be able to
quickly recruit local technicians to train as permanent staff members and
that a significant number of local technicians could be hired as
consultants. These factors help explain the large sum paid to PRAQMA,
approximately $1,300,000, over tnhe IOP. Tnere was inadequate provision for
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the difficulties which would necessarily accompany the instituticnalization
of a new entity, even under the best of circumstances. As is pointed out in
the Mission evaluation and in the Price Waterhouse audit, the administration
of the project has pbeen its most glaring weakness. Using several alternative
formulas, Price Waterhouse calculates that from 40% to 48% of RIC's
expenditures were administrative as opposed to the direct development costs
associated witn course development and training and that 62% of the payroll
went to administrative and support personnel. Finally, the high rate of
employee turnover also was not anticipated.

All of tnhese factors, in turn, affected the cost of training courses.
Price Waterhouse calculates the average cost per hour of training for
1983-1984 (the lowest of the four years) to have been $742 as opposed to the
$495 which would follow from the objectives laid out in the Project Paper.
It should be added that even within tha confines of an inefficient
administrative support system, significant economies were achieved when the
same course was repeated four times (POCHEP 1982). Using Price Waterhouse
figures, it was shown that the average direct cost per nour dropped about 33%
with each successive offering. Also, the repetition of courses lowered the
more important average cost per hour per student as well as the average cost
per hour. The average cost per hour for 1981-82 was $1,082. This works out
to an average cost per hour per student of about $58. But these figures are
only valid for the first offering. With repeated offerings of a course,
these figures would drop dramatically as the development costs are amortized.

Finally, due to poor administration there was a high turnover of
personnel which did not result in the most efficient use of project funds.
The technical section of the RIC has lost six out of 14 employees over the
four years. The cost of their training and salaries is about $148,500. Out
of a total of 27 non-technical people, 10 employees have been lost.
Approximately $63,500 were invested in their salaries. In sum, about
$212,000 was spent on salaries and training of employees who were dismissed,
put on indefinite leave or resigned.

2. Changes Needed in Type/Amount of Inputs

Price Waternouse recommends an extension of the project for two
years under a number of stringent conditions aimed at correcting the weakness
they identified. It recommended that PRAGMA's contract be renewed and that
its mandate be Llimited to technical assistance in training. Since the
problems identified in the project devolve in large part from poor
administration, it recommended that an administrative consultant, independent
of PRAGQMA, be retained to develop a system of internal control and
follow-up. Although the Mission has decided to adopt a course of action
which only partially accepts these recommendations, it is anticipated that
the Price Waterhouse cost figures would hold. Price Waterhouse estimates
that the average per hour cost of developing and implementing the training
courses could be brought down to about $429 in the next two years. With an
average attendance of 16 students per course, the resulting cost per student
hour would drop to $26, with each repetition of the course lowering the cost
per hour per student even further. This lower average cost per hour per
student represents both the operational costs and the amortized development
costs of giving a course,



17. OQutputs

The overall objective of the project is to improve the technical skills
of workers involved in the implementation of rural development projects. The
extent to which this objective is achieved depends, in part, on the number of
training activities provided and their effectiveness.

The major targets fixed by the Project Agreement deal with the number of
training activities. It was found in the Mid-Term Evaluation (Godfredson,
Sayf, 1983) that these objectives were based on unrealistic expectations and
their revision was advised. Although there was never an official amendment
to the Project Agreement, an unofficial agreement was reached in May 1983, to
readjust the targets for trainees and courses. These modified output targets
have been reflected in subsequent Mission Quarterly Project Status Reports.
The target of 700 trainees was adjusted to 350 and, in fact, 276 individuals
were trained. The planned 40 courses was adjusted to 24 and, in fact, 17
courses were given. An additional seven were planned and were not given
because of the clients' inability to pay for the courses. Finally, five
assessments of client's training needs were expected and nine were carried
out.

Tne number of trainees and courses compare favorably to the revised
targets. Furthermore, particular progress has been shown in the last part of
the project. In terms of number of training activities, the RIC's
performance during the last 19 months either equals or surpasses that of the
first two years of the project. This is all the more remarkable given the
poor performance of the sections responsible for publicity and evaluation.

The failure to produce an important output stipulated in the Project
Agreement rendered it very difficult for the USAID evaluation to assess the
effectiveness of the training programs. It was stipulated that evaluations
would be carried out for each training course which would focus on the
adequacy of RIC's assistance, the trainees' performance during and after the
course, and the impact on the client acency. While program assessments are
part of RIC's training process and are performed on a routine basis at the
end of each course, the monitoring of trainee performance over time and
conducting impact evaluations did not become a part of the process, despite
the repeated urgings of PRAGMA to improve and routinize course evaluation.
Because of this major short-fall in project accomplishments, it was difficult
to locate the trainees and measure training impact.



The trainee's survey questionnaire was administered to 126 trainees out
of the total population of 276. Sixteen instructors out of a total of 22 and
8 out of 9 managers of client organizations were interviewed. The typical
trainee had an average age of 33 vears and 8 years of education. Of the
trainees interviewed, 44% were employed with an average monthly salary of
$127.74. Managers of client organizations gave RIC trainees high marks on
job performance and, funding permitting, expressed their willingness to use
the RIC again to train employees whose skills need upgrading. Almost
three-quarters of the trainees interviewed stated that they were applying the
skills they were taught in the training courses when they returned back to
work. But, at the time of the survey, only L7% (22 trainees) were employed
by the same client organizations that trained them.

The number of trainees and training courses would have to be increased
significantly to achieve the purpose of the project.

18. Purpose

Tne project's purpose is to upgrade the technical skills of workers
involved in the implementation of small scale rural infrastructure projects.
The Project Agreement cites the following EOPS as indicators that the project
has achieved its purposes.

1. The RTIC will pe fully staffed and providing assistance to a majority

of the QOH institutions involved in rural development activities. Client

relationships will be established with the GOH agencies responsible for rural

infrastructure projects in the sectors of agriculture, transportation and

community development.

The RIC is fully staffed. But, as Price Waterhouse establishes, it is
both improperly staffed and managed for the task at hand. Nevertheless, it
was found that RIC does have the core staff that could be included in the
type of restructured institution which they suggest should continue to
receive AID support.

Despite poor administrative support, the technical section has managed to
provide assistance to the major GOH institutions involved in a wide range of
rural development activities. 1In addition, private cooperatives have been
important clients. However, the low level of retention at the time of the
survey raises questions about the impact of the assistance on rural
development.

Y |
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2. Te RTC will have received official status within the @QH, either

through incorporation into another entity, e.g. INFP or as an autonomous

agency, and will receive on-going budget allocations from the GOH.

During the past six months, the MEN has been anxious to open discussions
with USAID on this question. The Mission decided to postpone any discussion
until after the final project evaluation had been completed.,

3. At least two client agencies will have established internal training

programs for sub-professional personnel.

This has not been done.

4. Trainees who have completed RTC training courses will be emploved by
the client agencies for a minimum of one year.

Routine follow-up of the impact of the courses on the trainees'
employment was never done, although it was required in the Project and
repeatedly urged by PRAQVA. Therefore, a sinple analysis of trainee
employment history based on data in RIC files was not possible. The USAID
evaluation found that the average percentage of trainees still employ=d by
the client organization at the time of the field survey to be 17%.

Taken together, the EOPS fixed by the Project Agreement were unrealistic,
given the magnitude of the tnree concomitant tasks required during the four
year LOP: 1) institution puilding, 2) technology transfer to enable
curriculum development, and 3) the strengthening of the rural development
organizations.

First, an institution within the MEN was to be created which would be
flexible and production oriented. As designed, there is a built-in
contradiction in this formulation. RIC 1is a project requiring an
entrepreneurial spirit, but it has peen directed by GOH personnel who have
been content to observe less than satisfactory management practices.

Instead of an administration supporting training and course development,
the raison d'étre of the project, throughout the life of the project, one
finds a management style in which authority proves itself through the
arbitration of internal conflicts it has purposely generated or entertained.
In such an organization there are no rewirds for initiative and productivity.

o
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This inherent contradiction in the project design was not fully
appreciated by Price Waterhouse. They identified the wrong administrative
"system" as one of the key propblems. It is true that the administrative
systems have been too rigid, but it is also a fact that none were applied.
There was always a hiatus between the "system" and practice. 1In practice,
RIC always has been managed according to a set of uncodified practices which
favors arbitrary decision-making, unorthodox financial management and
prevents the exercise of sound management control.

Because of the poor institutionalization, the level of technology
transfer from the contractor to the technicians is not commensurate with the
amount of financial inputs earmarked for training purposes. At the PACD,
there is not an institutionalized cadre that is capable of carrying on
without external assistance.

Finally, the training courses were to improve the client organization's
ability to effectively manage and carry out their activities. As a result of
the RIC efforts, it was assumed that the client organizations would be able
to absorb development capital more efficiently. The level of disorganization
of the client organizations and the fact that they might not be able to use
the training effectively was not appreciated. This is reflected in the fact
that 51 of the trainees surveyed were members of two private cooperatives
(COOPEP and QOORACVOD) and not employees. FOCHEP, a public institution under
the jurisdiction of the Ministry of Health, also operates in this manner to a
great extent, and accounts for another 29 trainees interviewed. These
organizations are composed of a small core of managers who attempt to raise
the productivity of cooperating constituents without pay. The fact that such
a small percentage of trainees were still employed by the GOH agencies at the
time of the survey should not be surprising. They have all experienced
periodic funding shortages which directly effected their ability to offer

employment.

19. Goal

The project's goal is to increase the income and standard of living of
the rural poor in Haiti. The project did not make noticeable progress toward
achieving that goal. The project's expectations of having a successful new
institution fully developed and operational at the end of four years was
clearly unrealistic. However, the nature and quality of the training
provided to date, the apparent demand for services and the generally
favorable reaction to the training on behalf of the trainees and recipient
institutions do suggest that the project could contribute to goal achievement
in a more appropriate institutional setting.
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20. Beneficiaries

It was anticipated that both the workers and the GOH intitutions
involved in rural development projects would be the direct beneficiaries of
the project. Although short of the expected target, 276 workers completed
training programs. The survey questionnaires suggest the relevance of the
course to the trainee's work and their improved job performance. For reasons
suggested above, the project has been less successful with respect to
employment promotion. About 44% of the trainees surveyed were working. Only
17% were actuaily employed by the client organizations; 23% work elsewhere
and 7% work for themselves.

Five GOH institutions benefited from a needs assessment which analyzed
anticipated manpower needs, identified external and internal training
resources and indicated required funding levels. Because of the low
employment rate of trainees with the GOH agencies, benefits from the training
were less than anticipated. However, it could be assumed that other
institutions employing the trainees benefited. As was noted above, a high
proportion of trainees were members of cooperatives or a cooperative-like
institution and not employees.

22. lessons Learned

While tne project has had reasonable success in meeting some of its major
objectives, several key deficiencies have prevented the project from more
fully realizing its intended aims. Tne specific factors which are enumerated
below are quite common to development projects and, while not particularly
unique, bear repeating.

Validity of Iroject Assumptions

The project's success depended on the validity of several key
assumptions. As is too often the case, there was a failure during project
implementation to continue to test the validity of these assumptions.
Perhaps the most critical assumgtion which turned out not to be valid was the
view that client organizations would be in a position to pay for most of the
costs of training. It became evident early in project implementation tnat
public sector entities engaged in rural development activities, the primary
client group for the RIC, would be unaole to fully pay for project training,
thus causing major problems in the RIC's operation. Apparently, little was
done to take this into account.
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Project Design

The project does not appear to have benefitted from AID's and other
donors' considerable experience in similar training efforts. Project
documentation does not reflect learning from AID's past successes or
failures. This is most noteworthy with regard to the ambitious expectations
for the project and the false assumption that client organizations could pay
for their training. The project also suffered from a failure to
operationally define the semi-autonomous nature of the RIC. Additionally,
the project never adequately spelled out the roles and responsibilities of
the contractor vis-3-vis the client organization. Tnhis blurring of lines of
responsibility led to a less than fully productive relationship between the
technical assistance team and the RIC.

Mission Management

This project has been managed by three USAID officials in three separate
offices during the four years of project implementation. The frequent
changes in Mission management, and consequent lack of continuity, had major
negative impact on the project. The inadequacy of Mission monitoring is at
least a partial explanation for several of the above cited problems, as well
as others including, failure to fully act on recommendations of the mid-term
evaluation, not completely following the evaluation plan (especially item 4
of the evaluation plan-impact on atffected infrastructure projects), and
finally, not acting early enough on the judgement that RIC Director was not
the appropriate person for the job.

@0H Commitment

Finally, one must also note the failure of the QOH to fulfill its roles
and responsibilities under the project. The MEN did not monitor closely
enough the performance of the two RIC Directors whose management styles were
very unsuitable to the nature of RIC's mission, resulting in counter
productive internal staff conflict.

S\
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explained course swject matter well, started classes on time, organized
individual sessions in an effective manner and treated trainees witn courtesy.

The project has not been too successful with respect to empioyme:nt
promotion. Apout 443% of trainees surveyed were working. Of tnat amount, only
173 are actuaily emploved oy tne client organizations; 19% work elsewnerce;
and 8% work for themselves. With respect to career aavancement, of the total
numer employed by client organizations, 6 receiveda grade promotions, wnile 9
got salary raises averaglng aoout $37 a month, since tne tim2 tney assisiad
RIC training courses. .

Tne gravest crisis currently confronting the project is the laxx of
inscitutionalization that occurred at the RIC. After almost four years of
project operation, it cannot pe said that the RIC can functicor. indepenaenciy
of the Contractor's guidance and direct participation. A critical factor nzs
been the lax of systamatic training imparted to the technical stafr,
especially after the Center shutdown (May - July 1982), to familiarize rew
personnel  with the training process and methodology. Thougn discre-e
responsibilities were assigned to eacn staff position, specific tasks were 10t
attrinuted to each technicilan.

Another important factor has peen the laxx of emphasis put upon the
instailation and functioning of management systems to monitor the performarce
of tecanical operations tnrougnout the training process. Attempts made ny e
Contractor along tnese lines were resisted by the technical staff w«no
perceived sucn initiatives as a means to control tneir activities, tnus
limiting tneir flexibility and creativity.

Finally, the evaluation found a basic proolem in the project design. On
the one hand, the project is targeting puwlic agencies, private cooperatives
and local, rural organizations and associations as clients, all the while
insisting that those same institutions must pay at least 75% of tne direct
training costs, which on the other hand are the ones most deficient of funcs,
or periodically facing funding snortages. Should tre Mission still persist in
targeting those groups in tne future, then it should assist the RIC in
eraging in more lucrative undertaiings (e.g. branching out in tne private
sector) in order to improve the cost effectiveness of RIC operations. Mcre
fundamentally, the Mission must pe willing to use RIC's training expertise in
all tne projects it finances in one way or amnother, if tne RIC is to
ultimately survive as an institution.






2. Training snould be provided in a systematic manner to tecnnical
staff. Several months of intensive training are recomnendad to focus on
specific tasks assigned to each staff person, on following procedures, forms
utilization and how to effectively produce tne reports called for in tne
Technical Procedures Manual. '

3. Training Implermentation Plans should be jointly developed by the
Director and Contractor on a periodic basis (e.g. on an annual or pianncal
basis), identifying clear oojectives, discrete tas<s to be performed, definice
time schedules and wie nature and level of administrative support required Ior
their successful implementaticn.

4. The nature and scope of the Contractor's institutional rcle
should be clearly stated in project documents. Also to be specified are ne
Contractor's discrete training activities, with estapblisnea time taoles
against whicn to evaluate progress status of their acnievement. Specificition
of the Contractor's responsinilities will thus serve as the pasis of whe
periodic Training Implementation Plans referred to in the preceding paragrapn.

5. The suo-contracting mecnanism whereoy PRAGMA acts as ‘iz only
authorized contracting agent for RIC with respect to tecnnical . :vices,
snould be apolished, it being another source of contention betw-=n wne
Director and Contractor. Responsioility for contracting of non-trainirg
technical services (e.g. administration, accounting, etc.) can pe assumnea JYy
the Director's Office, swject to USAID guidance.

E. Project Xdministration

1. Tune Mission should reassume supervisory functions of the project
by exercising its right to oe consulted, to review and ooncur witn major
policy decisions taxen oy tne RIC Director, particularly witn respect to e
transfer of personnel from one wunit to anotner, modification ana/or
transformation of the organization structure, and personnel disciplinery
actions wnere clear-cut justification of malfeasance has not been demonstrated.

2. The feature calling for the developrent of a buaget for each
phase of the training process should pe renderea fully operational ard the
major contractual commitments oetween RIC and client organizations (li<e tne
ADEX) should pe swmittea tvo USAID for information ana/or comment. in
addition, RIC shoula make availaole to concerned Mission personnel tne PL 420
Title I reports descrioing the nature and costs oL activities funded oy that
account, on a quarterly pasis.

3. It is recommended that Mission not allow a contractor to desizn,
develop and inmpleme:nt a project during its formative years in tne future, for
fear tnat sucn a policy might foster a sense of ownership of the project on
the part of the contractor. Mission snoutd follow estadlisned project
development procedures and not bring the contractor on board until after toe
signing of the Project Mgreement.
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III. EVALUATION METHODOLOGY

This end-of-project evaluation is in accordance with the project
‘evaluation plan. Its ajectives are to assess the effectivenes of tne RIC
training program and analyze the major elements of the training process. Tne
period under study spans from January 1983 to the present, since project
performance during prior years (1980 - 1982) was tnoroughly analyzed oy Drs.
Abou-Sayf and Godfredsen in the 1983 mid-term project evaluation.

Questionnaires were administered to managers of client agerxies,
trainers and trainees in order to assess tne effectiveness of the training

program:

a. Trainers Survey Questionnaire. Tne oojectives of the Trainers
Survey Questionnaire were to identify the professional and academnic
qualifications of tne trainers contracted oy RIC to conduct tne training
classes and to elicit their professional opinion with respect to tne soundness
of RIC's training metnodology. Sixteen instructors were interview-a,
representing 73% of the universe (22). It toxk aoout 15 minutes to adninister
a questionnaire, on the averaje. (See Annex ).

b. Trainees Survey Questionnaire. The Trainees Survey
Questionnaire not only atteipted to assess the relevance of course swwojecc
matter to trainees' Jjaos put also to measure the impact of the training
experience on trainees' professional development (e.g., 1lmpact on graae
promotion, salary ralses, etc.). Surveyors were adle to locate and administer
questionnaires to 126 trainees, representing 45.6% of the universe (276).
Each interview toot apout twenty minutes to complete, on tne average. (See
Annex B).

c. Institution Survey Questionnaire. Managers of clienc
organizations were interviewed to ootain their views on the performance of RIT
staff and instructors. Attempts were also made to determine tne amount of
their financial counterpart contriputions. Questionnaires were admninisterea
to 8 out of 9 managers. Interviews lasted aoout 20 minutes each, on the
average. (See Annex C).

The evaluation team included two locally contracted surveyors
who effectuated field visits from July 17 to August 8. Nine towns were cnoszn
as central sites to interview trainees coming from smaller nearpy localities.
Table IIL.L (next page) identifies the town, tne numer of trainses
interviewed, the course subject and tne name of the client organization. It
was relatively easy for tne surveyors to interview trainces who were sponsored
py puolic agencies sucn as ODN, ODEG and ODYV/A o=cause as employees of trese
organizations, they resided in nearby areas. Tne same situation ootained for
those of QUOPACVOD wno are mempers of that cooperative and reside in tne
neigloorhood.



Lo_calitz
Port-au-Prince
Port-au-Prince
Croix-des-Bouquets

St. Marc

Gonaives

Gonaives

Cap-Haitien
pondon

Petit-Goave
St. Louis du Sud

Port Salut

. ‘TABLE I1T.)
Trainees Client
Interviewed Organization
5 QDOPEP
5 SNEP
17 QOOPEP
14 POCHEP
15 ODVA
7 ODPG
11 ODN
23 QDOPACVOD
14 POCHEP
7 POCHEP
8 POCHEP

Training
Course

Poultry raising and
Cooperative Managemant

wWater Quality Control and
Punping Stations Maintenance

Poultry Raising and
Cooperative Managemant

Water Systems Installation
and Maintenance /

Gabions

Vehicle Repair and
Maintenance -

Plumbing

Cooperative Management and
Leadersnip &ills

Water Systems Installation and
Maintenance

Water Systems Installation and
Maintenance

Water Systems Installation and
Maintenance.



It proved to be considerably more difficult to locate and
administer questionnaires to QOOPEP and POCHEP trainees. For one thing, they
were scattered all tnrougnout the country, often residing in isolated places,
and the sponsoring agencies either did not Know wnhere exactly to contact tnexm
or did not have the lojistics means to do so. Even thougnh three local rzaaio
stations broadcasted announces (free of charge) requesting those trainees to
meet the surveyors at a specified time and place witn a promise to reimpurse
their transportation costs, many did not snow up at tne remxez-vous sites.
Thus, the surveyors had to tract tnem down one-oy-oine to interview them.

The managers of tnhe client organizations were in the main
helpful in gathering trainees at their local to pe interviewed (except for tne
GOOPEP and POCHEP cases mentioned wn the previous paragrapn), and were all
obliging by ma<ing thamselves availaple to be interviewed by tnhe surveyors.
As course 1instructors were scattered tnrougnout different localities, tne
evaluation team haa to set up interview dates witn them in tne field, whenever
the occasion presented itself.

Two general observations are worth underscoring witn respect to
survey methodology. Tne first is that many of the RIC courses were otually
implemented during 198l ana 1932, Tne two to tihree years intervadl co. @a some
difficulty for managers, instructors and especially trainees to .. .urately
recall information tnat was solicited. In addition, trainses ania Lanz3ers
were not as useful as tney could have peen in assessing tne parformance of RIC
personnel and course instructors. With respect to trainees, it apoears thac
they were somewnat limited 1n tnheir ability to pass informed judgrent witn
regard to the adeauacy ol course design ana content and the quaiity of
instructors' pedagogical methods. The managers, for their parct, were fourd to
be neither &kKnowleaugceadle nor interested enougn 1n  tns tecnnolojy of
professional training to pe of constructive assistance. As a matter of feact,
many of them did not attend training sessions.

The project evaluator spent apout two weeks interviewing RIC and
PRAGYA personnel, in order to identify and analyze tne major elements of tre
training process. Courze files were also consulwezd in order to ascertain if
procedures ware followed as estaolisned in the Tecnnical Manual and if the
required docunrents were produced. Countless meetings were also neld with the
PRAGAA Chief-of-Party to situate the role of tne Contractor in the process ara
to evaluate performance to date, in light of its conwractual coligations.:

The project evaluator, an FSN employee wno is the assistant to
the Mission BEvaluation Officer, was in charge of tne evaluation. He was
responsinle for the aesign and development of survey instrusents, logistics
arrangements and supervised the work of tne surveyors. He 1is solely
responsible for data analysis and writing of tne evaluation report. Hz wisnes
. to axxnowledse tne contrinutions made py the two local contractors wWno Carriled
out the field surveys; tne project nanagder, an FSN empluyee, wno Croviced
continuous on-tne-spot support; the Director anu staff of KIC who were alws/s
friendly and cooperative; and the PRAGAA Chief-of-pParty wno gave unstintingly
of his time and eneryy 1n satisfying information neseas. Last but not least,
tharks are due to Ms. Chantal Woolley, DKE Secretary for typing tne drafts of
the evaluation report, and Mrs. Mireiile Colin, DRE Progyram Assistent, for
providing Wi support services.
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IV. THE PROJECT

i The definitive text establishing tne project's goal, bpurpose, outDuts
and FIC's organizational structure is to be found in Annex I of the Project
Grant Agreement, August 29, 1980.

A, Project Goal and Purpose

The goal of the project is to contrinute to increased income and
standard of living of the rural poor in Haiti. The purpose is to upgrade the
technical skills of workers involved in the implementation of small scale
rural infrastructure projects, such as: laoor intensive rural roaa
construction and maintenance, small irrigation wor<s, potadle water/sanitacicn
systems, soil conservation and forestry projects.

The vehicle for achieving this purpose is through the creation and
functioning of the Resource Training Center (RIC), a GX in-house consulting
unit providing the human and financial resources required to impart one
desired training in an appreoriate fashion, at desired locations, and on a
timely basis. Training is provided to uns<illed ana semni-s<illed Haitians «no
will then pbe able to function as construction supervisors, foremen, water
masters, ditchriagers, surveyors, masons, and other suw-professional
technicians necessary for the effective implementation of rural infrastructure
projects.

The RTC is a semi-autonomous institution attached to the Ministry
of National Education (MEN), located ¢+ the site of tne Institut Nationai ce
Formation Professionnelle (INFP). It was designed to maintain a limitea
technical staff, and to draw on a roster of specializea experts and
instructors to nelp design or conauct specific training courses.

The training strategy is project specific. Individuals are trained
to work with existing programs ard whenever possiole, trainees come from tne
area in which the development project operates. In the snort run, tois
approach will provide people to implement specific infrastructure projects and
in the long run it will help Haiti develop a pool of s«illed laonor that can o2
used to assist local communities in infrastructure development activicies as

well as support a continuous program to supply s<illed and semi-skilled

technicians for future projects.

Candidate client agencies will have to <catisfy the following
eligibility criteria to receive tecnnical and financial assistance from RIC:

l. fThe training program will support a specific, rural
developoent project requiring paraprofessional engineerirdg
skills;

2. where feasible, trainees will be selected from the project

site or surrounding areas;
!
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3. the trained technicians will be suwsequently emploved for a
period of time commensurate to tne training investment (ac
least a vyear);

4. adequate salaries will be paid in order to guarantee tne
employees' loyalty to the agencies' projects;

5. the client agency will assign permanent staff as countermart,
to manage and coordinate the training witn RIC statff; and

6. client agencies are expected to finance the total costs of
training courses provided by tne RIC. However, if 1t 1s
determined tnat the client agencies are not anle to meet thoss
costs, AID will swsidize up to 25% of the direct training
costs. ‘

Qutputs

The origirnal w»roject outputs, appearing in Annex 1 of the Project
Agrecnent were as follows:

1.

2.

At least 700 persons trained in suo-professional sKills;

at least five training needs assessments conducted for GOH
agencies. Fach assessiment 1s to analyse manpower necas oased
on planned projects, identify external and internal training
resources, and indicate required funding levels; i

an estimated 40 training courses will pe designed and planned
by KiC staif. Tnese services include: designed courses to
fit clients' sill requiremznts, development of curriculun and
instructional materials, preparation of selection criteria for
potential trainees, preparation of implerentation plans, twz
selection of instructors for the courses, and manageient of
the courses, wnere required;

evaluations will be carried out for each trainini course
(+40), focusing on the adequacy of RiIC's assistance, twhe
trainees' performance during and after tne course, arnd impact
on the client agency;

at least four seminars in training program manageient
organized to assist client agencies in cdevelopiny in-rouse
capability for inplementing  para-professional trainirg
prograins;

an inventory of consultants, instructors and Eacilities for
tecnnical training wiil pe developed by the KIC;
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RESPONSIBILITIES OF THE TECHNICAL SECTION
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TABLE IV.1l

{August 1980 - January 19353)

§ubsection
RB

EPF

GP?

Responsibilities

General publicity and puwlic relations
Initial contact witn client

Training n2eas assessment

Preparation oL course proposal

Discussion of course proposal with client

Finalizing of Memorandum of Agreement with Client

Long~-terin evaluation of Haitian program
effectivenass

Estanlisnment and maintenance of technical
personnel roster

Estanlisnment and maintenance of training
material resource center

Curriculum Development

Preparation of training materials
Szlection of instructors

Selection of trainees

Training of instructors

Pedagogical supervision of training course
Imnediate course evaluation

Iogistical arrangements for training courses
Fiscal transactions of training courses
Management supervision of training courses

Sequential Order

Continuous

[S, 00 VLN S g

13
Continuous

Continuous

* petivities having the same sequential order are conaucted concurreqtly.
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TABLE IV.2

RESPONSIBILITIES OF THE TECHNICAL SECTION (January 1983 - Present)

Subsection " Responsibilities Sequential Orésr
Marketing ** General Puplicity and Public relations Continuous
** Tnitial contact witn client 1
** PTraining needs assessment 2
** Preparation of course proposal 3
** piscussion of course proposal with client 4
** Finalizing of Memorandum of Agreement
with client 5
EPF No change 6-12
GF Logistical arrangements for training courses 6-10
Piscal transactions for training courses 11*
Management supervision of courses 11*
** Jpong-term evaluation of training program
effectiveness 13
Documentation
Center ** pstaplisnment and maintenance of
: technical personnel roster Continuous
** Estaplishment and maintenance of
training materials resource center Continuous

* Activities having the same sequential order are conducted
concurrently.

%k potivities transferred from RB to other suosections.
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V. EVALUATION FINDINGS AND RECOMMENDATIONS

A. RIC Productivity

. Taple V.l pelow gives a comparative distrioution of RIC trainin:
activities during three time periods: tne first 21 montns of project
operation, the 6 montns transitional period and tne 19 montns presiced over DY

the current Director.

TABLE V.l
A B C D E
TIMS PERIOD NEEDS MATERTIALS QQURSES QONFERENCES
ASSESSMENTS DEVELOPED QONDUCTED CONDUCTED
Aug.29,80 - May 14,82 3 5 0
Jul.l0,82 - Jan. 1,83 1 4 2 0
Jan. 1,83 - Sep.30,84 5 10 1
Total Activities 9 14 17 1

*/ Inclusion in a time period was pased on the termination date of tne
activity.

D

The year 1981 was a productive one for RIC. During tnat period, t=
RIC conducted 3 needs analyses, developed and implementea 5 training courses
The following year, nosever, proved to pe disappointing. For one tning, o
Center was closed down for two montns (May - July) and interpersonal relaticns
deteriorated to sucn an extent for the period leading to tne snut-cown
(January-May 82) tnat there were no training activities underta<en during e
5-montn period. Despite tnese difficulties, the Center was aole to implement
2 training courses, conduct one needs assessment, and develop materials for
courses during the six-montn transitional period (July 82-January 83). RIC's
performance during tne last 19 months eitner equals or surpasses tnat of une
other periods. One reason for that is tnat tnere were a couple of courszes
that were already developed during the preceding period, tnougn they were
actually implemented during this period. Anotner contriouting factor may have
been the fact that RIC was now reaping the fruits of its pupnlic relations
laoors undertaken during the first two years of project operation.

) (D .
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5. Bnployment Promotion and Career Advancement. Gne of the BECPS
spacified in the Project Agreement was that RIC trainees would pe emploved ov
client agencies for a minimum of one year. Table V.4 below summarizes wie
enployiment status of RIC trainees surveyed.

" TABLE V.4

EMPLOYHENT STATUS OF RTC TRATNEES SUURVEYED

A B . C ‘D E F G H
Client Implem- Numoer Nunper Numer Namoer Nunoer Nooer
Organization entation of Inter- ot working  Self- Unemo—
(Course Nammo) Year Trainees viewed Employees Elsewnere employed lorssad
SNEP(01 & 02) 1981 18 5 5 0 0 0
oDEG (09) 1982 11 7 7 0 0 0
POCHEP (10a) 1882 15 14 2 0 0 1_
ROCHEP (10B, 1983 38 29 0 1 3 25
C,D)
ODN (11) 1881 17 11 . 6 1 0 4
ODVA(15) 1981 24 15 2 0 0 13
QOOPACVOD 1984 28 23 0 10* 5 8
- (22)
CCOPZP (24A) 1983 21 16 ' 0 10* 2 4
QOOPEP (243) 1984 16 6 0 2% 0 4

*/ Including trainees of other organizations (eg., Scouts, Plan de Parrzinage,

other coops).

From the information presented aoove, it 1is clear that tne
project has not been successful witn respect to employment prorotion. Of tre
trainees interviewsd, only 17% (22) are retained &s employees py the client
organizations. Of tne remaining 83%, 19% work elsewhere, 8% worx for
themselves and 56% are unemployed. A fact tnat snould also pe unoerscored

from tne taple is the practice of the two private cooperatives (JU0ZZP and

QCOPAC/OD) to sponsor the training of people wno are not thnelr emplcyjess.
POCHEP, a public institution urkder tne jurisdiction of the Ministry of #Hzal:tn,
also coperates in tnis manner to a great extent. (ObVA and ODN, to a lesser
extent, would appear to conform to this pattern as well, put their czse 1s
more a function of tneir havirg to temporarily lay off their workers oecause
of shortage of funds). This modus operandi can pe explained by tne facr tratc
these organizations are composed of a small core of ranagers wno atternst to
raise the proauctivity of coopzrating constituents (oe they farmers, pouitr
raisers or loczl p=ople maintaining water systems), without pzay. wWnile tris
approach may be tneoretically attractive with respect to long term econoaic
develooment of rural areas, tne cost effectiveness of financial invesuicnts,
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employment and worxker productivity implications in the short to madium term
raise legitimate questions witn regard to tne economic viaoility of tnis
project. It can pe said, vy way of summation, tnat tne project must put more
.enphasis on  employment promotion and caveer aavancem2nt, tne ultimace
ocbjectives of the project. RIC is urged to pe more discriminating 1in
selecting clients tnat can guarantee work for trainees for a minimun period orf
time. Tne donor agency, for its part, either nas to channel fumus two the
target organizatioas to promote enmployment and retention of trainces, or
encourage RIC to target otner groups.

With respect to career advancement, of the total numer emmlovea
by the client organizations, 6 received grade promotions, while 9 got salary
raises averaging about $37 per month.

6. Entrance Level Competency. Taple V.5 below gives a distriobution
of the percentage of course content trainees stated tney already knew. What
is of interest in tnis taole is tne fact tnat to tne exception of two cases,
trainees responded that tney already Knew at least 25% of course content on
the average, with ODN's knowing more than two-thirds ana OPDG's adous 9,s.
Such statem2snts appear to contradict tne views neld oy managers of clienc
organizations indicating tnat they were satisfied with tne impact of uwe=
training experience on the joo performance of their trainees, as discussed in
section V.C.3 apove. In aadition, sucn declarations on tne part of tralne:ss
could pe a function of inflatea perceptions of themselves (i.e., snowing off
or not wanting to appear ignorant, etc.) or inaoility to accurately measure
the level of their knowledge.

TABLE V.5

ENTRANCE LEVEL OOMPETENCY DISTRIBJTION OF TRAINEES

Client Number of Percentage
Organization Trainees Score
QOOPEP 28 25
POCHEP 43 4
QOGPACVOD 23 35
SNEP 5 40
oD 11 639
(0 0)2¢] 7 93
ODVA : 15 : 0

7. Attendance. Absenteeism and tardiness were found to pbe at a
ninimun. According to available information, only two trainees dropped oux,
both from QXUPACVOD; one pecause of sickness, and the otner had to go to Costa
Rica for training.
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8. Instructor Performance & Qualifications. Five speciric
questions were assed trainees with respect to instructor perforinande: a) &ia
the instructor explain thimas well so you can understana? o) co yod thimm e
professor xnew wnat he was ctaixing avout? c¢) dia ne start class on time? 3)
did ne organize tne class sessions well? and e) dia the Proressor treat you
with courtesy? Trainees resoponded overwnelmingly in the atrffirmacive. In

fact, the pattern is so uniforsdy artfirmative that one must as< to wnat ext
is it a function of the Haitian's reluctance to engage 1in construcc
criticism for fear of future reprisal.

=
o
W n

rianagers were also as<ed to evaluate the performance of tne
instructors. Ore more question was added to tne five mentioned 1n w2
previous paragriph; did tne instructor gain the respect of the traineass?
Officizls f{rom tnree organlzations did not attena wie sessions ai tnereiors
could not evaluate the perrormance of the teacners. Of the four wno ai
attend, three were overwnelmingly positive and the fourtn, generally negaciv
in their responses.

The typical teacner is male, with an averajge age of 38 yezars
old. The average scnool years completed is aodout 17 years, naving aodout i3
years of experience in tneir professional field and teacning for adout 11
vears. Of the teacners interviewed, 79% stated that tney had one or noze
diplcma in theilr professional field.

9. Files System. Wnile there is a lot of program information
availaple at the RIC, it may take some time to locate a particular docunienc.
There 1s no centralized file system at the KIC, eacn unit peing responsio.e
for maintenance of its own system. Tne RIC snoula tnerefore centralizz; its
file system to allow for quick identification, referral and retrievel of
information.

i

For better organization, files maintained at the unit "level
should be sub-divided. For example, instead of EPF having one file for a
course, there should be several files for eacn course, suw-alvicza oY
suw-activities such as: "Analyse de Tdches®, “Plans de Legons/Contends
Détaillés", "Présentation de Legons/Consignes d'Instruction”, etc. Tne szave
principle should pe appliea for GF files. In addition, a face sheet is
recomended inside eacn file to summarize contents, Irention steps omitced in

the training process and provide cross-reference information to other files.



D. The Process

. The course development and implementation functions are judged to oe
operating adequately. However, it was not possiole to assess the perrormance
of the units responsinle for their .execution, over time, since no adequate
record Keeoing system is in place., If appropriate, pernaps it migint oe
advisanle to invite Dr. Godfredsen pack to take anotner leoak at RIC's training
methodology to assess the performance of the tecnnical sector,

Marketing functions, on tne otner hand, were found to be below par,
as was seen in Section V.A earlier. Monitoring tne on-the-joo perforrance of
trainees at 3, 6, and Y months intervals atter the training course, as well as
conducting impact evaluations are 1inoperative, at bresent. The irportance oL
monitoring and evaluation funcuons cannot ce stressed enough with respect to
modifying and refining uwer program to render it more etffective and responsive
to trainees' needs. Tne RIC is accoraingly called upon to fully irmolement
these critical corponents of the training system, with the Contractor's
rechinical assistance. '

E. Institutionalization

Tne gravest crisis currently confronting the RIC from the technical
standpoint is tne lacx of institutionalization that occurred; tnat is, tne
level of technology transfer from the Contractor to RIC's tecnnical staff is
certainly not comnensurate witn the amount of financial inputs earmar<ed for
training purposes. After almost four years of project cperation, it cannot oe
said that RIC can function independently of the Contractor's guidance ani
direct participation. Botn tne Contractor and RIC technicians interviewed
agree that additional training is needed pefore the latter could perform the
key ooerations of needs assessiment ad curriculum development competencly
without PRAGMA's support. Only in the area of course implementation axa
management (GF) has RIC displayed proficiency. The Materials Production
sw-unit (PID) have also done gooa work, despite the lacx of on-site equipment
and materials.

Two factors figure prominently in explaining tnis situation,
particularly after the reopening of the Center, in July 82. The first is trat
there nas not been a lot of emphasis put upon tne installation and functioning
of management systems to monitor performance tnrougnpout the training process.
Ideally, performance snould pe monitored at two levels: tne tecaniczl
division and unit levels, At the division lewvel, the Technical Coordinator
should pe concerned aoout, among other things, the time it tooX units o
perform thair respective functions, tne interface among the units and the
performance of local and exzternal contractors. At the unit level, unit cniefs
should monitor tne performance of each staff person in the exz=cuticn of
discrete technical activities. Inis presupposes, of course, that specific
responsibilities have oeen assignea to eacn scaff person; work remains to He
done in this area, however.
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The Contractor is to be commended for the development of an interna
system to track performance of the training process (see Annex T
"planification des Activités de Formation"). It civices the training vrocss
‘into eight pnases, each oeing ascrived to a tecnnical unit for execucion.
Activities within eacn pnase are listed in chronological orger and can oe
monitored for each training activity. A drawoack OL tnls system 1s tnat it
seeks to monitor performance at botn the technical division ana unit level at
the same time and consequently, suffers from a lacxX of detail. For examo.2,
Phase 2 ("Analyse de Besoins") should have peen orosen down oV tecnnical
sw-activities, instead of merely delineating procecural steps leading to e
contracting of consultants to conduct tne analvsis. The sane princivie
applies for tne tasis analysis, selection tests, operations manual ama
programing operations in Pnase 4. In addition, there is no space provicad to
allow for forward setting of deadline dates against wnicn to evaluate tne tima
it tox to execute tecnnical tasks. In any case, this system has not bDeen
systematically institutionalized at the RIC.

n e

More a-propos was the Contractor's initiative to implement a rec~-d
keeping system to monitor time spent on the execution of discrete activities
by tecnnical staff. Tnis measure was unfortunately opposed oy the staiz,
being perceived as a form of administrative control orf their activities ena
thus, limiting their flexioility and creativity. There is no reason wny tnis
system could not oparate in a flexiole manner, while achieving the critical
objective of increasing staff efficiency and thus, contriouting to overall
program effectiveness.

Neither did client organizations maintain records monitoring th2
on-the-joo performance of tneir trainees over time. Managers interviewed were
vague in assessing tne joo performance of their employees and tney were moscly
unnelpful with respect to the whereapouts and activities of trainees wno nag
left their employ. RIC should therefore incluae in 1its contractual
arrangements witn future clients the requirement of at least one full-tize
person acting as counterpart for tne client organization. That person snculid
be thorougnly exposed to RIC's training methodology and shoula pe requirea t©o
set up and maintain a record keeping system to monitor the performance of
trainees and Keep 1informed of the wnereadouts ana activities of ex-employees
who were trained by tne organization, to the extent practicadle.

The second factor is the lack of systematic training carried out
after the Center snutdown. In lignt of the fact tnat some tecnnicians dia not
raturn to work at RIC witn the resumption of activities on July 82, it avpears
that several months should have peen spent in training the staff in the oasic
technical =<ills reauired to ao their joos proficiently. Training snould have
focused on specific tasks assigned to eacn staff person, follovwing of
proceaures, forms utilization anda how to effectively produce tne reior:is
called for in the Technical Procedures Manual. ‘Tnus, training needs would
have been specifically identified and utilized 1n a more practical ara cost
effective way. By the time the Center reopened its doors, tecanicians woulad
have been better prepared to execute their tas<s and aple to use the Manual as

H
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reference. Having not venefited from such an intensive, systematic training
experience, technicians continually had to have on-the-spot tecnnical
assistance fram the Contractor in order to be able to perform tneir auties.
while this particular method may nave allowed tor tne execution of activicies,
it did not lead to a significant amount of technological transfer from the
Contractor to the technicians. In the heat of tas< execution, trainees and
trainers may have peen more concerned apbout tne apolication of formulae to
execute a task, rather than on tnheoretical concepts and retention of s<kills.

From the operational standpoint, a critical factor that was
identified by the Contractor contributing to tne small amount of tecanological
transfer 1is the laxx of aaministrative support proviged by tne Dii-ztor's
Office to allow PRAG'A to carry out 1its training markiate. On everal
occasions, 1t was documented that technicians did not attend suaedulea
training sessions, because tney were pursuing otner activities elsewnere
wirelated to joo functions, or because they weren't interested.

Another important factor identified py the Contractor 1is nis
depeanaence on the Director for tne Provision of technical services. aAccording
to establisned regulations, the Director has to formally reqiest assistance in
order for PRAMA to proviae it. Tnhus, training was not provided to RIC stacf
with respect to monitoring trainees' performance at 3, 6 ana 9 Donu:s
intervals and impact evaluation, because the Director did not judge assistarc2
in this area to be a priority, according to tne Contractor. Tnis slwuaticn
can be ooviated in future if all parties concerned jointly develop training
implementation plans at regular intervals, (e.g. on an annual or biannual
basis), identifying clear oojectives, discrete tas<s to pe performea, definice
time schedules and tne nature and level of administrative support required for
their successful implementation.

An underlying proolem has been the inability of the Director and
Contractor to work closely together bpecause of. conflicts stesming from
different interpretations of their respective institutional roles. he
current Director has expressed his dissatisfaction witn wnat he cnaracterizss
as a two-neaded institution, referring to tne Contractor's sometine acticns
that could be perceived as peing executive in nature, particularly witn
respect to the hiring of hign-level technical personnel. For its part, PREG
justifies such behavior on the strength of passages contained in project
docuwents. This situation of amiguity and overlap of reszonsioilizy
inevitenly gave rise to tension and conflicts petween tne two part.2s arnd
negatively affected worsing relations. The mid-term evaluation naa identified
this problem and had called on USAID to resolve tnis issue, wnica was ot
done. Tnis evaluation resuwmnits tnis 1issue to the consiceration ena
resolution of Mission management and, in addition, calls for the sgecificaticn
of the Contractor's discrete training activities with estaolisned tviie taoles
against wnicn to evaluate progress status of their acnievement.

It is further recommended that the sub-contracting mecnanism whereoy
PRAGMA acts as the only autnorized contracting agent for RIC, witn respect to
tecnnical services should pe aopolisned, it peirg anotner source of contentica
between the Director and tne Contractor. Responsibility for tne contractirm
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of non-training technical services (e.g. administration, accounting, etc.) can
be assumed by the Director's Office, sudject to USAID guidance.

F. USAID

Until the time the Mission's International Training Officer assumed
management duties of tnis project, USAID ‘monitoring of tne project was found
to pe lax, in general. Tne transfer of this project to three USAID Divisions
(OPED, PVD and DRE) and as many different project managers during e
project's four-year existence may nave contriputed to the lacxx of continuocs,
conerent and forceful admninistration of the project. It also apoears tnat e
Mission has come to regard PRAGMA as its surrogate with resoect to tnis
function, whicn may have exacerpated working relations between tnhe Direccoer
and tne Contractor. USAID snould accordingly reassume supervisory functicns
of the project py exercising its rignt to pe consulted, to review and concur
witn major policy decisions ta<en by the RIC Director's Office, particularly
with respect to tne transrfer of tecnnical personnel from one unit to anotner,
modification and/or transformation of the organization structure. Withcut
usurpirng the executive powers of tne Director, tne Mission should also oe
consulted with respect to the suspension and/or separation of nigh levsi
tecnnical personnel wnere clear—cut justification of malfeasance has not Desr
demonstrated, as sucn  actions may adversely affect the institutiona
capaoility of the Center. :

The Mission also needs to make an intervention in the critical area
of budgeting. In tnis context, it 1is recomended that tne feature
incorporated in PRAGMA's monitoring document to develop a pudcet for eacn of
the major phases of tne training process (see Annex F) oe implerented and toat
the counterpart financial contractual commitments of poth RIC and the client
organization as proposed in the ADEX, pe sumitted to USAID for comment. In
addition, RIC should maxe available to concernea Mission personnel the PL 430
Title I reports descrining tne nature and costs of activities funded by tnatc
account, on a quarterly basis. '

With respect to project design, the donor agency must recognize toe
fact that the project's target organizations, i.e., tne semi-autonomous pwlic
agencies (e.g. ODN, SNEP, ODVA, ODPG, etc.) and private associations (Cocps,
Community Councils and Committees) cannot pay at least 75% of the direct
training costs, when they are either the most deficient of funas or
periocaically facing funding snortages. If the decision is made to continuae on
targeting these types of organizations, tnen tne RIC must comensate oY
getting involved in more cost effective activities. To tnat end, the donor
agency must be willing to use RIC's training expertise in all tne projects it
finances, whenever appropriate. In conjunction to that, KIC shoulu o2
encouraged to energetically exploit the private sector market, inasnioch as
private enterprises would pe aole to honor all of their counterpart financial
ooligations, as already discussed in Part V, Section A.
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Finally, with respect to project development policy: the fact that
the Contractor was permitted to design, develeop and implement the project
during the formative years of project operation may have fostered a sense or
ownership of the project on the part of the Contractor. This extraordinary
procedure is understandasle within tne context of tme nighly expert tecnnical
skills that were required to develop the project. But tne services of TDYs or
indepenaent consultants such as Godfredsen or Avou-sayf coula nave peen as
effectively utilized. 1In tne future, it i1s thererore recommenasd that Mission
follow estaolisned project aesign and development procedures ana not oring toe
contractor on poard until after the signing of th2 Project Agreement.
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