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I. FXECUTIVI. SUMMARY

In the first days of the quarter, Mr. Mohammed-Allal SENHADJI
replaced Mr. Ahmed BENRIDA as Director of The National Social
Work Institute at Tangier. On February 4, 1982, the Minister
of Handicrafts and Social Work formally inaugurated the Ins -
titute. IIRM staff continued to perform virtually all the
teaching for 1he two-~year Institute program. The HRM chief-of-
Party continued to double as professor of Economics until, on
the last day of the quarter, a well-qualified Moroccan appro-
ved by MAAS and by QS.AID begnan Tilling the Economics role on

a temporary basis for the remainder of the academic vear.

Various aspects of the project were reviewed at a meeting bet-
ween MAAS officials and HRM personnel (including ihe HRM Pre -
sident, in Tangier for the Institute inaugnr&tion) on February
5. At thq time the Ministry announced that short-term, mid -
level training would begin very soon. On March 15, the first
such program, to last four weeks, got under way with 064 trai-
nees present, most of them Regional Directrices of Entraide
Nationale programs. Even though HBEM brought out a consultant
to serve as training coordinator, the workload on ihe regular
HRM team was extiremely heavy since there had heen insufficient
time for course preparation in advance and HRM teachers had to
continne teaching two-vear classes also. Worse yvet, the three
Moroccan Teaching Assistants at the Institute left Tangier four
da&s after the mid-level training program hegan and remained in
Rabat after that time to try to resoive their own contiract and

, ]
salary status.

The quarter witnessed progress toward identifying sites for the
five pilot CETs to teach innovative skills, with extensive tra-
vel by HRM personnel. The process helped pinpoint certain is-
sues and ambiguities which need to he clarified with the Minis-

try.



In the latter part of Januarv, an HRM Consultant spent two weeks
in Morocco to liegin the process of assisting the Ministiry to

establish a Planming and Cvaluation Unit.

Major prohlems encountered included insufficient academic staff
Al the Tangier Institute, lack of resolution of the stiatus of
the Moroccan Teaching Assistants, the abhsence of a library or
Lexthooks At the Institute, the start of mid-level training with
too little time fcr preparation and too many trainees, ambigui-
ties relative to the five pilot centers, continued failure to
recruit Moroccan teachers to replace Peace Corps Volunteers at

CFPs, and long delavs in clearing goods through Customs.

HRM believes the project has now reached a point where the par-
ties concerned (MAAS, US.AID and HRM) should together review
what has bheen accomplished and the problems encountered, and

from this frank review make realistic plans for the future, spe-
cifying clearly the commitments of each party. It is envisaged
that such a process, which we believe should begin urgently, is
likely to culminate in, among other things, revisions to the cur-

rent MAAS-HRM contract.
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WORK PERFORMED

A) The Two-Year Institute Program

Following the regular winter break in the Moroccan academic
Year, classes resumed on January 4, 1982, and continued
throughout the quarter except during the spring vacation

period of March 19-28.

The Institute Director, Mr. Ahmed BENRIDA, rcturned from
Rabat two days before resumption 6f classes and informed
HRM that he was to be replaced in the Tangier position and
would be returning to his previous post as Director of the
Human Resources Division of the Ministry of Plan. For the
Institute and for the HRM project as a whole, Mr. BENRIDA's
Joss at this juncture, so soon after the I;stitute had begun
functioning, arownsed serious concern. Mr. BENRIDA had long
heen intimately involved with the development of the project
and the negociation of the HRM contract. Well informed on
A1l asprcts of the project, he had worked with great deter-
mination to Bring about the opening of the Institute and the

start of the two-vear program.

The new Institute Director, Mr. Mohammed-Allal SENHADJI, who
took office on January 5 in a brief ceremony chaired by the

Directcur de Cabinet of the Ministry of Handicrafts and So-

cial Affairs, was a native and resident of Tangier with a
hackgrgund in teaching, journalism and operation of a ho?k
store. Among other past jobs, he had been for many vears an
instructor of Moroccan Arabjic at the former Tangier branch of
the Foreign Service Institute of the U.S. Department of Sta-
te. Mr. SENHADJY was obliged to assume the Institute direc-
torship with no time for preparation and only a hasty brie-
fing by his predecessor. At the time he took the post, mo-

reover, he had other commitments which he could not abandon

abruptly and which reqgquired a considerable amount of his time.
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Nevertheless, he entered into his new function with energy
while gradually disengaging himself from otiher time-consuming

aclivities,

With the position of Professor of Economics vacant, the IIRM
Chief-of-Party continued to fill that role in addition to

his regular job. Having understood that US.AID would not in-
sist that the person selected to fill the Economics job he a
U.S5. national, though it did require that he not already he

a resident of Morocco, early in January the Chief-of-Party
plncéd an advertisement in a major French daily solliciting
applications for the post of Professor of Fconomics and Mana-
gement. This brought fn abundant response which included a
number of interesting candidates of varied nationality --
French, Tunisian, Swiss, Belgian and Turkish, among others.
Meanwhile, however, US,AID clarified its poXxition at a mee-
ting in Rabat chiaired by the US.AID Director in Morocco,
stipnlnting that -»1ly candidates with U.S. nationality should
be considered for long-term cmployment. US.AID conceded, ho-
wever, that a third country national -- necither American nor
Moroccan -- could be engaged on an interim basis for a short
period if no other way conld be found to relieve the Chief-
of -Party of the need to fill two functions until a qualified
American candidate could be recruited. It was recognized
that it might well be impossible to have an American on the
job until thestart of the next academic vear, the academic

year 1983i-1982 being already half completed.

On the hasis of 1his uiderstanding, the Chief-of-Party int
terviewed two candidates of French nationality already tea-
ching Economics at other institutions in Tangier. Ie was
prepared to offer temporary emplovment to one of these
persons when another olistacle arose. The Director of Social
Affairs of the Ministiry, learning of the intention to employ
a third couniry national, objected strenuously, arguing that,

if an American could not bhe placed in the post, it should



then go to A Moroccan. HRM thus found itsclf caucht hetween
confTlicting positions taken bf the Ministry of llandicrafts

and Social Affairs, on the one hand, and US.AID, on the other
hand. These two parties eventually met in Rabat to try to
arrive at agreement, while the HRM Chief-of-Party continued
to i1l two johs. Finally it was agreed that a Moroccan na-
tional could be engaged to teach Economics on an interim bha-
sis f'or the balance of academic year 1981-1982, while HRM
shonld continue its efforts to recruit an American professor
of Economics and Management to fill the job permanently by

the start of the next academic year.

HHRM then moved to identify a Moroccan to fill the temporary
job and was fortunate in finding Dr. Ahmed TRIQUI, holder of
a doctorate in Economics from a French nnﬁversity and already
teaching that subject at the Institut Supérieur du Tourisme
in Tangicr. Dr. TRIOUT apgreed to take the post after the
spring vacation (while continuing at the same time to hold
his eartier position). Thus starting on the last day of the
quarter under consideration, March 31, Economics at last be-

can to bhe taught by someone other than the Chief-of-Partv.

Meanwhile, the Minister of landicrafts and Social Affairs,
Mr. Ahbés EL-FASSI, had come to Tangier to inaugurate the
National Social Work Institiute formally on February 4, 1982,
Representing HRM on this occasion, besides the regular field
team, were the companv president, Mr. Gary THOMAS, and the
home office project coordinator, Mr. Alan DAVIS (who had'ar-
rived in Morocco some ten days earlier for consnltations with
field staff). Also present was the US.AID Director in Moroccb,
Mr. Harold FLEMING, and several members of the US.AID staff.
High officials of the Ministry were also in atiendance, of
course, including the Secretary General, Dr. Aziz HOUARI, and

the Director of Social Affairs, Mr. Mohamed BOULASRI.

After the departure of the Minister, many Ministry officials
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remained in Tangier on February 5 to take part in a meeling
with the Tnstitute Director, the three Moroccan Assistants,
and the IIRM team. Messrs., Gary THOMAS and Alan DAVIS from
HRM Washington also participnted, but no US.AID officials
were present. The meeting addressed many facets of the pro-
ject. In the discussion on the two-year program, the HRM
team informed those present of the status of the curriculum
planned for the secornd semester of the current academic vear,
scheduled to hegin on March 29, and turned over copies of the
list of courses projected. It was decided that Ministry au -
thorities would ﬁtudy this document as well as the second-
yYear curriculum proposed by the HRM Curriculum Consultant in
the report she submitted in the previous quarter, and that
the two-year program would then he one of the major topics to
be considered at a meeting to be held on February 18 at the

N

Ministry in Rabat.

The need for » library at the Institute was also discussed at
the February 5 meeting in Tangier. HRM pointed onut that its
" current contract did not include a budget for this purpose,
but IIMM President, Mr. Gary THOMAS, observed that the compa-
ny would he willing to undertake this additional task, as

well as others, if the contract and its budget were revised

so to permit. No decisions were taken on this matter. TIt.may
;;n;;fod hcrer parenthntiéﬁii§?wihnf”the HRM teaching staff
in Tangier had prepared lists of suggestied hooks and periodi-
cals to form the core of a library, and had submitted these
]ists.to the first Institute Director in December of 19%1.

At the February 18 meeting in Rabat, a number of Ministry of-
ficials who had reviewed the documents submitted by HRM made
comments and suggested certain modifications. The meeting
disbanded, however, with no decisions on these points having
been reached. 1TIn attendance at this meeting, in addition to
many Ministry officials, were the Institute Director, the HRM

Chief-of -Party and the three Moroccon Assistants.



In the absence of other gnidance, the persons directly con-
cerned -- namely, the Tustitute Director, the Moroccan
Assistants and the HRM teaching staff -- continued to plan
together for the second semester. It seemed momentarily

that a Director of Studies would join the Institute staff at
this timely moment. The person in question, Mr. GUENOUN, was
offered the post by the Institute Director and was actually
present for several days. He than decided that he could not
accept the post, however, apparently because of inadequacies

in the housing to be provided at the Institute.

In planning for the sccond semester, there was general agree-
ment that the three Moroccan Assistants should assume heavier

teaching loads than the few hours of travaux dirigés (direc-

ted work) assigned them for the first semester. Neverthecless
it proved difficult to arrive at precise‘rosponsihilities for
these persons because their roles and status had never been
defined. Indeed, they were still without contracts or sala-
ries, and no agreement had been reached on the grades and
steps at which they would be emplovyed. These uncertainties
adversely affected their morale and made it difficult to pro-

gram their teaching duties for the second semester.

Plans were nevertheless made before the Assistants left Rabat
on March 19 at the start of the spring vacation period in the
Moroccan academic veoar, and the IIRM Chief-of-Party (taking on
another role in the absence of a Director of Studies) prepa-
red qnd posted a second semester schedule that assumed'thc
full participation of the Moroccan Assistants. VWhen classes
resumed on March 29, however, they were absent, and they had
not returned to Tangier by the end of the qguarter. From the
UU5.AID Human Resources Development Officer in Rabat, HRM lear-
ned that the Assistants had remained in the capital to try to
resolve their status. From their standpoint this was under -
standable enough, but it left the small HRYM American tenching

staff, fortunately supplemented now by the Moroccan Economist,
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Dr. TRIOUI, as the onlv teachers at the Institunte. Thus the
second semesier got under way with the students having even
fewer hours of classes than they had during the first semester

~~ there being no travoux dirighs --,

B) TRAINING OF MID-LEVEL PERSONNEL

The documents upon which the HRM contract was based, and con-
sequently the preliminary work plan appended to that contract,
all envisaged that the training of mid-level personnel would
be the first %ind of instruction to take place at the Tangier
Institute. When the HRM Chief-of-Party and Curriculum Con -
sultant arrived early in August of 1981 to begin work under
the contract, however, they were met at the start by Ministry
insistence that initial efforts be devoted to getting the two-
Year program planned and under way, with training of mid-level
personnel leing postponed to an indefinite future. (éee the
first Quarterly Report, for the period July 10 - October 9,
1981).

As has been described in the present and the previous Quarter-
ly Reports, the two-vear program was indeed launched, with in-
dispensable HRM help, and was struggling to continue and pro -
gress during the winter months in the face of such obstacles
as insufficiency of Moroccan teaching staff and the lack of

a library. It was in this context that Ministry officials
startled HRM by anmnouring, at the meeting of February 5 in _
Tangfer, that the first short-term mid-level training fProgram
wonld begin on March 5, 1982. Moreover, the Ministry set the
numheerf participants in this first program at 100 ! These
parameters were presented not as propdsals but as reqguirements.
As to length of training, it was decided, given the fact that
the normal spring vacation of the academic yeonr would begin on

March 19, to 1limit the first short-term program to two weeks.



HRM siaff naturally drew attention 1o 1the limited time avoi-
Iable to plan the program and the excessive numher of trai -
nees propaosed, bhut Ministry officials were unvielding at this
time. When it was observed that the help of the Moroccan As-
sistants would be critical to carrying out the program, the
Director of Social Affairs stated that, if {hey were used,
ihey should he paid "supplementery" salaries by HRM, (In
fact, sincec they were not yet on any payroll, any payment hy
HPM would he the first thev would receive rather then "Sup -
plementar:" to anvthing). It was decided that this first
short-term mid-level training program would be one of the
major topics to ﬁe considered at the Rabat meeting of FelLrua-

ry 18.

HRM used the interval hetween the February 5 and February 18
meetings to get input from regional directrices in Tangier,

to draft a two-week training program, to make initial con -
tacts with persons who might give presentations or otherwise
assist in connection with the program, and to prepare a ques-
tionnaire to he distributed %y the Ministiry to get wider input

concerning the trainres' perceived nceeds,

The morning portion of the Felbruary 18 meeting in Rabat was
devoted to short-term, mid-level training and was attended hy
US.AID/NRabat officials es well as the others already mentio -

ned in connection with the two-year program.

Ministry officials announced that the period of training was
to be AOnhled from two to four weeks. It was decided th%t
thereshould he two mid-level training programs this spring,
the first from March 15 to April 10, and the second from May
10 to June 5. Abcut sixty Regional Directrices would take
part in the first program, which would be reserved for French-
spcaking persons in order to facilitate the preparation and
teaching of courses. All present at the February 18 meeting

agreed that the participation of the three Moroccan Assis -
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tants in preparing the program, orienting the courses and
conducting practical training sessions, would have a deter-
mining role in the success of this training program. In

the days that followed the February 18 meeting, IMM learned
that the Ministry of Handicrafts and Social Affairs had
agreed, at the request of the Forces Armées Royales, to en-
roll a number of "Aides-Assistantes Sociales'" (Assistant
Social Workers) in the coming training program, despite the
significantly different professional roles, training needs
and educational bhackgrounds of these persons as compared to
MAAS Regional Directrices. Given the doubling of the trai-
ning period from that originally announced by the Ministry,
HRM proceeded to fedcsign the program iﬁitinlly proposed.
Although Ministry Officials had undertaken, at the February
18 meeting, to review, revise if thought desirnble,‘and dis-
tribunte the questionnaire prepared by HRM; the completed
querstionnaires only reached HRM on the starting date of the
program. Thus in preparing the initial program, IiRM was ins-
pired principally by the discussions its staff members hnd
with the Regional Directrices based in Tangier regarding
their training needs, in part by the suggestions made at the
Februarv 18 meeting and the carlier recommendations of the

Curriculum Specianlist.

The program that emerged from this process was dominated by
two main themes : on the one hand, management training and

on the other hand, training in Moroccan social problems.

HRM felli that the most effective approach to the first theme
would *be to have the trainees engnage in participatory, d&x -
periential exercises -- an approach which would require that
the participants spend much of their time in small groups,
with a trainer assigned to cach group. Clearly this approaeh
would put a severe stirain on the small HRM teaching staff and
the Moroccan Assistants, given their other teaching obliga -
tions with long-term students. In order to relieve some of

this pressure, it was decided to recruit a Training Specialist
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for the four-week period, to work full-time on coordinating
progrom content and activities. IHRM was fortunate in being
ahle, despite the short notice, to engnge Myrna P. NORRIS,

a specinlist in non-formal education with training expericnce
in Morocco and elsewvhere, to fill this role. Miss NORRIS ar-
rived in Tangier the evening of March 12, with only the week-

end to prepare for the start of training on March 15.

As regards the second major theme, training in Moroccan so-
cial prohlems, HRM made arrangements with several specialists,
both Moroccan and foreign, to give presentations on social
topics of major concern in the Moroccan context. Dr. Hind
NASSIF of the HRM staff nlso agreed to conduct several of the-
se¢ sessions. At HRM request, the Ministry agreced to assign
its own authorities to treat subjects directlly related to Mi-
nistry activities. \

After an initial day devoted to registration, administrative
formalities, introductory talks hy the Direcctor of FEntraide
Nationale and the Director of Social Affairs and inauguration
by the provincial Governor, regular training got under way
full-time on March 16. Of the (G4 trainees, only 39 were Re-
gional Directrices, the others including 13 Assistanil Social
Workers attached to the military services, 0 literacy ins -
tructors, 5 accountants and 1 secretary. Ministry officials
brought with them some completed questionnaires on the forms
HRM- had proposcd earlier, but by this time HRM hnd developed
a more, thorough questionnaire to be used as a management'
training tool as well as to collect data. It was in analy-
sing the danta gathered hy this instrument, and tben in ela-
borating obiectifs based on these data, that the trainees we-

re introduced to management techniques.

For the remainder of the qguarter under discussion and into
the following one, the trainigprogram heavily occupied all

staff concerned. Ministry officinls gave some uscful, and



well apprecinted presentations, as did other invited visitors.
The regular training staff composed of the HRM Chief-of-Party,
the HRM training Coordinnkor (Miss NORRIS), the two full-time
HRM teachers, the three Moroccan Assistants, and Dr. Ahmed
TRIQUI on a part-time bhasis, was busy teaching the four groups
into which the 61 trainees were divided for much of the time
in order to permit experiential training. Since a number of
trainees stated that their French was not at a level sufficient
to permit effective training in that language, one of the four
groups was formed so as to permit its training Lo take place
in Arahic. In addition to platform teaching, memhers of the
regular teaching staff met early in the mornings, at mid-day,
and in the evenings to be briefed on training materials and
techniques. The Training Coordinator, in addition to conduc-
ting Lhese sessions, was busy developing materials on a dav-
to-dny basis (there having been insufficient Lime to prepare
such materials in arfdvance).

Meranwhile students in the two-vear program were still present
and requiring n certain amount of the time of HRM staff and
the Moroccan Assistants. During the week of March 15, they
were taking final semester examinations. The student hurdeﬁ
eased a bit when they began their winter vacation break on
March 19. On the same date, however, the three Morocccan As-
sistants also left Tangier, as they had announced they would,
in order to spend the vacation period trying to resolve their
status and salary at the Institute, as well as collecting ma-
terials for the courses they were expecled to conduct for the
two-ye;r students during the second scmesler beginning MArch
29. The departure of the Assistants left the training staff
for the short-term program seriously short-handed. To com -
pensate in part for their absence, visiting speakers were
programmed frequently during the second week of training.
Before the end of that week, however, mmmofficinal bnt ominous
reportsreached HRM that the Assistants might not in fact re-

port for work immediately after vacation.



Sure enongh, on Monday, March 29, there was no sign of tihe
Assistants. The progrom planned for that morning, which
depended on their participation, was cancelled and the HRM
staff met to revise plans for the next day nand succeeding
days in the event of the Assistants' continuing absence.
Telephone calls to Rabat elicited no firm information con-
cerning them. It should bhe noted that the two-year stu -
dents were hack in class as of March 29, so that IIRM tea-
chers had to meet those classes as well as conduct the
short-term training program -- all without the help of the

Moroccan Assistants.

Somehow it wis done, with the help of the Institute Director
and his wife and of guest spe-kers, but principally by uti -
lisation of all HRM resources - the Chief-of-Party, the

visiting Training Specialist, the profnssd}s (covering two-

year classes and the mid-level trnining% Dr. TRIQUI, even the

Vocational Education Specialist, all pitching in to continue
participatory training in small groups, all working long

davs and nights. So the quarter ended, though the unrelen-
ting pressure remained on HRM beyond the end of the quartier

right up until the end of the short-term training program,

An overall assessment of that program helongs more properly
in the next quarterly report, covering the months of April,
May and June, 1982. It may be noted here, however, that HRM
prepared detailed weekly evaluation forms, in French and Ara-
hic, h?dch were distributed to all short-term trainees to
obtain their anonymous evaluations as the program progrcgsed.
Analysis of these evaluations for the first two weeks of the
program showed that =2 large majority of the trainees were fin-

ding it both useful and interesting.






Meanwhile the Vocational Educniionnl Specinlist was refining
criteria for selection of the sites for the pilot centers and
plannineg ficld trips to visit arens offering promise for pos-
sible location. When this subject was raised nt the MAAS-TIRM
meeting in Tangier on February5,the Specialist outlined his
proposal to allot one pilot center to the handicapped and to
locate each one of the other four in a distinct geographical
zone : desert, mountain, urban and irrigated perimeter. On
hehalf of the Ministry, the Director of Social Affairs stres-
sed the urgency of identifying the sites : the Ministry's bud-
get, he said, inc}nded construction funds which had to be com-
mitted soon. It was noted that the Minister was personally
interested in this aspect of the project, and consequently it

was decided to try to meet with him the following wveek.

The audience with the Minister took place on February 11, at-
tended by Ministry officials and US.AID officers. The IIRM
Vocational Education Specinlist again outlined i1he procedure
he was Tollowing and described the field visits he was about
to make. The hbpe was expressed that he would be able to ma-
ke his site recommendations within four to six weeks. Also
discussed at this meeting were the relative merits of conver-
ting existing CETs into pilot centers as against constructing
new centers from scratch, and the possibility of wusing Pence

Corps Volunteers as teachers at the pilot centers.

The following three weeks were talkken up by extensive travel
thron%h;out Morocco for ~ first-hand look at those sites

—— whether irrigated perimeters, desert regions, mountafhous
zones or urhan settlements -- where the pilot centers might

be located. On these field trips, the IRM Vocational Education
Specialist was accompanied by the HRM Administrative Coordina-
tor, whose flnency in Arabhic and experience in liorocco, some
of it in the t'icld of vocational ecducation, added depth 1o the

survey.
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After his return to Tangier, the Vocational Eduecation Spercin-
1ist prepared a detailed report explaining his methodolocgy,
the proposed criteria far siie sclection, and the application
of those criteria supported by ficld trips. The report con-
cluded with site recommendations, the Ministry being offered
a small number of alternatives for each kind of geographical
zone. Input from the HRM Chief-of-Party led to certain revi-
sions in tihe initial draft of the report. At US.AID request,
the Vocational Education Specialist then spent the week of
March 22-27 in Rabat going over the-feport, and thié item of

the Scope of Work in general, with US.AID officers.

In the course of this joint US.AID-HRM study-in-depth, there
came to light certain issues, and certain differences in un-
derstanding and interpretation, that required clarification

between ?hesn twvo parties and, eventually; with the Ministry.
The US.ATID Director in Morocco was himself brought into this
review; and by the end of the week US.AID had made clear its
perceptions that the pilot centers were to he estahlished at
existing CETs, and that theyv were to train local inhabitants
rather than to serve as teacher training institutions with

monitrices as students. US.ATD also emphasized that the sites

chosen should be ones with dyvnamic and receptive délégués and

monitrices.

It was thus decided that the Vocational Education Specialist
shonld revise his report before submitting it to the Ministry.
This he was in the course of doing during the final davs of
the quarter under consideration, somewhat interrupted by the
demand for his services to supplement the short-handed staff

coping with the mid-level training program then under way.

(See Section II.B ahove).



E) THE PROGRAMS OF THFE 13 CIPs

The thirteen Centres de Formation Professionnelle (Vocational

Training Centers) equipped by US.AID and staffed by Peace
Corps Volunteers were one of the subjects of discussion in
meetings the HRM Vocational Fducation Specialist held with
MAAS, US.AID and Peace Corps officials. The most urgent prio-
rity relative to these CFP’s remained the hiring of Moroccan
teachers (monitcurs) to tn&e over from the Peace Corps Volun-
teers who would bhe completing their tours in June. The fact
thn£ such emplovment was not arranged hy MAAS by the end of
the quarter was Hecoming a matter of incrcasing concern rela-
tive to the successful continuation of these CFPs. The HRM
Vocational Education Specialist and also the HRM Administra-
tive Coordinator (owing to his preceding Peace Corps expe -
rience in Vocational Education) were asked'to participate in
an evaluaticen of Peace Corps participation in this activity,

to be conduncted in April.

F) PARTICIPANT TRATNING

From time to time during the quarter, Ministry officials

were again reminded of the desiraliility of moving forward
with this aspeci of the project LY defining the Ministry's fu-
ture needs for personnel with special {raining. VWhen an Eva-
lnaFion Consultant was in Morocco in January, the possibili-
ty of utilizing this component of the HRM contract to train
one or more persons in the fields of planning and evallation
was touched on with Ministry officials. No concrete action
has yet heen taken, however, to advance this phase of the pro-

ject.
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G) ADVICE CONCERNING EQUIPMENT

There was no significant action during the quarter on this

portion of the Scope of WVork.

H) EVALUATION & PLANNING UNTT

Profcssor Amal RASSAM of the City University of New York
arrived in Morccco on Janmary 13, 1982, for & consultancy
intended as the first step hy HRM to assist the Ministry in
establishingin Evaluation and Planning Unit. Dr. RASSAM di-
vided her two weeks alout equally between Tangier and Rabat,
In both places she encountered MAAS personnel changes, unan-
ticipated at the time her consultancy was planned, that ine-
vitahly affected the progress she was able to make on this

component of the scope of Work.

In T-ngier the new Director of the Institute hnad heen on the
job barely a week and had had no opportunity to bLecome fami-
liar wiith this or other aspecls of the proiject, much less to
define his own ohﬁcctivns. As for Rabat, the change of mi-
nisters in Novemher wisby this time having repercussions in the
Ministry at levels appropriate for interfacing by HRM. The
Director of Socianl Affairs was in the process of phvsically
moving his office to a new building where painting was under
way and telecphones had not been connected. This important
dnpﬁrtment in ihe Ministry was at last acquiring some staff,
but those the Evaluation Censultant met had only just beef naned
and had no offices as vet, nor were their responsibilities

clearly defined.

In the circumstances, it seemed a bil premature 1o work on an
evaluation unit within the Ministry itself -- especinlly as
it was not clear whether this unit would be concerned with all

Ministry operations, including the more-or-less autonomous
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Entraide Nationnle, or whether its scope would bhe limited to
the Direction of Social Affairs. Rather, the consultancy
served to help the pnrtiks concerned -- MAAS, US.AID and

HRM -- to focus on the nerd to incorporate the evaluative
function in the several components of the project. From
meetings with the representatives of the parties concerned,
the Consultant developed some preliminary recommendations and
observations which were included in her report prepared in
the U.S. nand sent to the HRM Chief-of-Party in Morocco toward

the end of the quarter.

In her report, the Consultant suggests that a first siep to-
ward estabhlishing an evaluation unit within the “Ministry might
he to form one for the Tangier Institute. Concerning that
Institute, she notes how important it is that the Ministry
eventually place its grauuates in jobs that are commensurate
with their training and aspirntions. Another suggestiion is
the formation of a sort of boord of trustees for the Insti -
tute, coposacd of people of different backgrounds and repre-
senting different ministries. The Consultant notes the im -
portance of the Institute's acquiring recognition and legiti-
macy, in part by ensuring appropriate equivalency for its di-

plomnas.

Another important point made in the Consultant's report is
the need to develop Moroccan teaching staff. She =suggests
that arrangements be made to utilize certain faculty members
of Moroccan universitiers to give seminars, workshops and lec-
tures. She notes that Institute students must be exposéd to
Moroccan institutions, social organization, judicial svstem,
social psvchology, etc. "These areas ", she observes, " so
crucinal for a2 future socinl worker, cannot he adequately
taught bv foreiygners nor by any Moroccan, fTor that matter.
Moroccan scholars have devoted considerable time and effort
to studying their own society and provisions must be made for

some of them to have input at the Institute",
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It. may lLie noted, in concluding 1his scctltion, that a sccond
consultant, Dr. Daniel WAGNER, who wnas able to stop over in
Moroccb in January on his return from lgypt to the U.S.,
spent a day in Tangier at the same time Dr. RASSAM was there
in order to prepare for possible future activity in the
field of evaluation at a later date. This brief overlap was
designed to permit smooth continuation of the work initiated

by Dr. RNASSAM.

I) OTHER ACTIVITIES

Administrative tasks naturally continued to consume time and
effort. Several trips to Casablanca were necessary hefore the
personal effects of three team members, which had arrived at
the pori on October 26, 1981, were at last cleared through
Customs on January 21, 1982 -- nearlyv three months later.
Similar efforts {to clear the Peugeol station wagon, which had
arrived at the port of Casabillanca in the last davs of 1981,
had not producers success by the end of the first quarter of
1982. A shiprment of audio-visual and other project-related
equiprient and supplies that had reached the Tangier airport
the previous November fared slightly better, owing to spe-
cial efforts by Ministry officinls to have the eqguipment on
hand for the formal inauguration of the Institute. This
shipment was in fact released from Customs on February 4, the

very day of the inauguration.

The difficulties encountered in obteining duty-free entry for
the Peugcot persuaded US.AID 1o reconsider its earlier refu-
sal to grant more than one waiver to purchase non-U.S.-made
vehicles. HRM therefore stopped the procurement actions then
under way in the U.S. to obtain americnan-made vehicles. Wai-
vers to permii the purchase of two ‘loroccan-assembled vehi -
cles were requested and eventually granted by US.AID/Rabat,

although not in time to permit acquisition before the end of



the Aquarter under discussion.

The HRM home office in Vashington, D.C., continued to provide
a range of Rnpport'serviccs. An extended working visit by

the home office Projec. Coordinator, Mr. Alan DAVIS, provided
a valuable opportunity to review problems and procedures and
to ensure common understanding of priorities. The short visit
of HRM President Gary TIHOMAS in carly February, timed so that
he could attend the Institute's inauguration, further contiri-

bned to these ends -- especially since Mr. DAVIS remained to

be 'present at the same time.
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PROBLEMS ENCOUNTERED

A)

B)

Change of Institute Directors

Using this heading to cite a prohlem does not i wply, of
course, any HRM preference for one Director over another,
It is intended simply to underline the Tact that, with the
departure of the first Institunte Director, the whole pro -
ject lost one of the Moroccan officials most knowledgeable
about all its aspects by virtue of having been intimately
inQolvod in its development over a long period. And the
new Director, however excellent his qualities, was placed
in the position on short notice with no opportunity for
preparation. Thus he was necessarily absorbed at first in
his own learning process and scarcely able to provide the
kind of guidance and direction that would have been most
valuable at this critical early stage of the Institute's

existence,

Paucitv of Academic Staff

At the start of the Auarter, the only academic personnel at
the Institute were two HRYM professors, the HRM Chief-of-
party (doubling as professor of Economics), and the three
Moroccan Assistants -- whose academic activity, however,
was limited to conducting 3 or i honurs a week each of ira-

vaux diriccs {(directed work). When the quarter ended, the

» L
only changes were that, on the one hand, a Moroccan had
been engaged temporarily as an interim professor of Econo-
mics but, on the other hand, the three Moroccan Assistants

were no longer present.

The sub ject of the Assistants meriisspecial treatmenti and
will be taken up separately below. Here what neceds to he

emphasized is that even if theyv were on hand, and even if



{hev were to take on full teaching loads, the Institule wounld

g1ill suffer from a serious shortage of academic staff.

Al the Ministry's insistence (and with US,AID's nccord), HRM
agreed to do all it could to help gel the two-year Institute
program under way ahead of schedule. It was recognized that
the Institute wonld he short-handed at first, but it was ex-
pected that additional acodemic staff -- being clearly ne -
cessary -- would be added very soon. Obvionsly it would bhe
phyvsically impossihle for the few HRM 1eachers to continue
for iong to be virtually the entire academic staff of the
Tnstitute. This situation would be difficult enough if there
were only the one group of about 50 two-year students. VWhen
short-term mid-level training is added to HRM duties, it
becomes quite unworkable. And if one then looks ahead to the
next academic vear, when a second class of 50-60 two-vear
students is supposed to be added, the need for substiantial

additional academic staff hecomes overwhelming.

As a st.ndard of comparison, it is illuminating to look at the
other post-sccondary institute located in Tangier, ihe lligher
Institute of Tourism. The school started eight vears ago with,
reportedly, 12 students and 7 or 8 full-time teachers. Today,
it enrolls ahout 150 two-year students and has a staff of 27
full-time (15 of them Moroccan) and 5 part-time teachers. And
the Tourism Institute does not conduct short-term training
programs alongside its two-year program, as the National Socinl

Work Institute is expected to do.

»

)

The Social Work Institute could perhaps function satisfactorily
with a somewhat higher student-teacher ratio than that of the
Tourism Institute. Nevertheless, to perform its various tasks,
well it would probably need at least 15 full-time teachers,
plus a Director of Studies and a Coordinator of short-term
tranining. These numbers are far beyond the scope of the HRM
contract, or of any likely upward revision of it. And in any

case, for the good of ihe Institute, a large proportion of its
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F) LACK OF LIBRARY AND TEXTHOOKS AT INSTITUTL

G)

The Institute started classes in December of 1981 without a
litrary or textbooks for the students, and this situation
was essentially unchanged by the end of the quarter under
consideration. The budget appended to HRM's contract provi-
des only for the purchase of a limited amount of reference
materials needed by HRM staff members. Most of the works
acquired under this provision have been made available to
students on a firsti come, first served basis, but there are
notl sufficient texts to give reading assigmenis to a whole
class, nor to permit students to use many sources for ori-
ginal papers. Only extensive photocopying has made availa-
ble to the student hody as alwhole A limited amount of bhasic

readings.

The subject of a librarv for the Institute was broached at
the MAAS-HRM meeting of February 5, 1982, and HRM President
Gary THOMAS expressed willnessness to have HRM undertake nc-
quisition of library materials if the contracti were nmended
accordingly. US.AID has also expressed concern ~hout the
absence of a library, and HIRM passed on to the US.AID Human
Resources Development Officer copies of the booklists ear-
lier prepared for the Institule Director (See previous Quar-
terly Report). Bv the end of the gnarter under considera -
tion, however, no important action had been taken to resolve

this problem.

AMBTGUITIES CONCERNING THE 5 PILOT CENTERS

As descrihed earlier (SectionII.D above), actltions taken
during the quarter to make progress on this aspect of the
contracl served to fTocus altention on certain key issues on
which there exist differing interpretations and a certain

lack of clarity in project documents. Is there to bhe any
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link hetween these centers and the Tangier Institute ? Are the
centers intended principally for teacher training (i.e., to

train monitrices in the teaching of new skills, so that they

in turn can pass on the skills to others in their scattiered
places of work), or are they rather to he models whose clients,
like those of other CETs, are drawn from the local populations
at their sites ? And are the pilot centers to lie newlylcons -
tructed from scratch, or should thev rather be developed by

improving and perhaps expanding certain existing CETs ?

These and other issues were thoroughly debated during the
quarter by the US.AID officers concerned and the HRM Vocational
Education Specialist. The result was clarification at least of
US.AID's interpretations, among them that the pilot centers
should he devecloped from existing CETs and that they should

tranin local inhahitants rather than monitrices who come from

other locations. Needed now are working sessions with relevant
Ministry officials to ensure that all three parties concerned
(MAAS, US.AID and HRM) have a common understanding of ohjecti-
ves and of the respective responsihilities of each party in
meeting those objectives. It is anticipated that these sessions
will take place during the coming quarter, triggered by conside-
ration of the HRM Vocational Education Specialist's report ma -
king recommendations on locations of the five pilot centers.

This report was being revised as the present quarter ended.

DELAY IN RECRUITING MOROCCAN CFP TEACHERS

This pr'ohlem has heen described above in Section II.C and II.E.

While it is of most immediate concern to US.AID and to the

Peace Corps, it is appropriate to misntion it in this report

because Item 5 of the HRM Scope ¢f Work (see Appendix) accords
to HRM a role in "improving and developing +the content of

training programs conducterd in thirteen CFPs, in colla -
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boration with the Peance Corps". The problem is simply that
there are as vet no Moroccan teachers (moniteurs) in sight

to take over from the Peace Corps Volunteers who will com -

"plete their tours this coming June, and that without such

Moroccan teachers there will be no programs at these CFPs
after the end of the current academic year. The urgency of

Ministry action to recruit teachers is thus obvious.

CUSTOMS DILILAYS

Instances of project goods and personal effects bheing held
by Moroccan Customs at the Ports of Entrv for long pnriodé
despite clear provisions in the IIRM contract for duty-free
entry, and despite repeated efforts to clear the shipmént
concerned, have bheen described above in Section II.(I).
To recapitulate here, a shipment of housechold effecis for
three HRM team members took three months after arrival to
clear, an air shipment of project-related equipment and
suppliecs took two months and half to clear, and a project
vehicle imported from France had bheen held up by Customs
for more than three months and was still uncleared by the
end of the quarter under consideration. To these cases may
be added one of a package containing blank video tapes for
use at the Tangier Institute, which was hand-carried to
Morocco by a Training Consultant on March 12 and Promptly
impounded by Customs officers at the Tangier airport. It
of'course had not heen cleared when the quarter ended.

» L |
MAAS officials have often iried to help ohtain Customs
clearance. It is recognized that the problem lies clsec -
where in the Moroccan bureaucracy, but it is neverthless
through the Ministry of Handicrafts and Social Affairs that
HRM must approach Customs officials. One wonders, there -
fore, if steps conld not be initiated at a high level within

MAAS to fTacilitate dutv-free entry of authorized goods in a

more routine and rapid manner.



J) SLOVWNIISS OF COMMUNICATION

This prohlem refers to the slowness of mail, whether inter-
national or by diplomatic pouch, bhetween Morocco and the

U.S. It has been mentioned in earlier Ouarterly Report and
is not likely to be reduced in the near future. Tt is per-
tinent to note here, however, that HRM has ordered a telex
machine to be installed in its field office at the Tangier
Institute. This should at least facilitate some communica-
tion, even though there will always remain a necd for the

physical movement of certain documents bLetween countries.
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CONCLUSIONS

In the first two guarters from the date of contrnct siernature,
action was mostly limited to general project stort-up and the
launching of the two-vear program at the Institute. The ihird
quarter,. covered in the present report, witnessed definite pro-
icct maturing as activity 1look place also in connection wiih
other importsant aspects of the project. There were definite
accomplishmentis, for example in the start of mid-level training,
progress toward identifying the sites of the Tive pilot CETs,
and a-start of focusing on evaluation, while the two-vear pro-

gram continued, .

With the cxperience of nine months behind us, certain realities
are hecoming apparent. One of these is that the project is not
going to be able to play out in all detanils the scenarios envi-
saged in earlier proijecct documents such as the RFP. This is

hardly shocking ; no one could have been prescient enough to

foresee precisely what would happen in cvery facet of a project
as complex as this one. In addition, experience has shown that

certain points in proiect documents were ambiguous and certain

cxpectations unreanlistic.

It is evident that some of the divergence hetlween ecrlier hopes
and present realitiescmbe atiributed to inadequate Ministry per-
Tformance, but this must be gqualified with the olbiservation that
some original objectives were probably unrealisable or impracti-
cal. "In any case, there have been significant changes in Minis-
try orgamization and key personnel. ©Now that the new Mingstry
team has had a chance to break in, it seems timely for all par-
ties concerned to look frankly ogether at what has been accom-
plished, what problems have be'n encountered, and what can and
should be done in the futurec.

HRM therefore urges that wor .ing sessions hegin as soon as possi-

ble involving representativis of MAAS, US.AID and HRM. The pur-
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posc would bhe 1o chort realistic and realisnble ol:irclives for

eiach n.-’:pr-ic't: of the f»r(;_inct anad to npportinﬁ respousibhilities,
&Etﬂ.unch party making firm commitments for its share of the
joint tashis, A reviéﬁ of the past would certainly be a part of
fho procrss, but it should Le undertaken not in a spirit of re-
crimination or reproach Lut rather to help set realistic objec-
tives for the future. Fventual modifications to Llhe present
MAAS-IIRM contract would Lle one natural oulcome of this joint
undertaking. In this way, it should be possible to make rapid
progress Loward resolving the serious problems mentionerd in this

repori, such as insufficient staffing, lack of a library and

texthooks, and ambiguities concerning the five pilotl centers.



APPENDTIZX

Paragraph 6.B. of Contract n® HRM-2160

Scope of Work

HRM's assistance to MASA is concerned with :

1)

2)

3)

ly)

5)

7)

8)

A\ ]

Developing programs and assuring appropriate professiora
training in social services of two yYears' duration at th

Social Workers Institute of Tangier.
Developing programs and trajning mid-level MASA personne

Developing programs and training male and female instruc

tors (moniteurs and monitrices) who work at CETs and CFpP

Providing vocational training in new skills for CET ins-

tructors, at the level of five pilot centers.

Improving and developing the content of training program
conducted in 13 CFPs, in collaboration with the Peace

Corps.

Arranging and administering training for five floroccan
participants (in the U.S. or in a third country) to par-

ticipate in MASA's vccational activities.

Providing advice regarding equipment for the Institute,

the CETs and CFPs.

Assisting MASA' in establishing an Evaluation muiPlunnin4

Unit."



