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PREFACE

America-Mideast Educational & Training Services, Inc. (henceforth
AMIDEAST in this report) was established in 195]. It is a PVO
which seeks to promote human resources development in the Middle
East/North Africa. In 1977, a joint NE Bureau/State Department
evaluation report indicated potential for greater use of AMIDEAST's
capabilities in the Near East. Encouraged by that assessment and
AID interest, AMIDEAST applied in 1979 for a Specific Support Grant
(an early type of institutior.al development grant) to assist it

to become a more effective development instrument in NE countries
receiving development assistance from AID.

Specific Support Grant No. PDC-0213-G-SS-1114-00 was made 28 Septem-
ber 1981 to help AMIDEAST in a new initiative: the development and
implementation of a program to support PVOs and other indigenous
entities engaged in occupational skills training in strengthening
their programs to provide marketable skills. A Phase I survey in
winter 1981-1982 was conducted in four prospective program sites:
Morocco, Jordan, Tunisia and Lebanon, and the first two named were
selected as initial countries for program activity.

AMIDEAST employed full-time headquarters and field staff between
August and October 1982 and Phase II, field implementation of its
Vocational Training Support Program (VTSP), began in the latter month.

The evaluation that is the subject of this report is a requirement
of AMIDEAST's Grant. Funded jeintly by AID's FVA and NE Bureaus,
the objective of the assessment is to "analyze and evaluate the
field implementation of the VTSP in Morocco and Jordan, and prog-
ress made toward institutionalization of AMIDEAST's ability to sup-
port vocational education/training development programs." The
evaluation's Scope of Work is shaped to that end:

© "Using the End-of-Project-Status and Output statements in the
project's Logical Framework as indicators, the evaluation con-
sultant will assess both progress to date and the potential for
achieving project objectives by the conclusion of the grant
period.

0 "This assessment will elaborate on those efforts that the VTSP
has dealt with most successfully or unsuccessfully and will
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suggest changes in design or implementation procedures
required to meet project objectives.

o "The evaluation consultant will be responsible for conduct of
both the field and Washington-based components of the evalua-
tioa; and collection of data, conduct of interviews and pre-
paration of evaiuation documents."

Barnett & Engel was asked to conduct the assessment under Work
Order 2 of its Programmatic Design and Evaluation IQC No. PDC-
0000-I-02-3079-00. A partner of the firm, Stanley A. Barnett,
began the assignment on 2 May 1984, consulting with FVA/PVC,
NE/TECH and AMIDEAST/Headquarters officials, to identify specific
issues to be addressed, establish working contacts and to begin
primary and secondary research.

Accompanied by Daniel Walsh, the VTSP's Program Coordinator/vVoca-
tional Education Specialist, and Anthony Vollbrecht of NE/TECH,

the evaluator conducted the field assessment in Morocco from May
5-11 and in Jordan from May 12-19. The field work included site
visits and meetings with the VTSP's Education/Training Coordina-
tors, AMIDEAST's Field Office Directors, clients ana potential
clients of the program, linking agencies, and host government and
AID Mission staff. Upon return to the U.S., the evaluator spent
three days at AMIDEAST/Headquarters interviewing relevant officials
and staff.

Appendix A to this report lists persons interviewed
during the evaluative effort.

The evaluator thanks AMIDEAST and VTSP officials and staff for
their wholehearted cooperation and assistance during the
assessment.
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EXECUTIVE SUMMARY

VTSP Structure and Operation

Headquarters of AMIDEAST's Vocational Training Support Program
(VTSP), always thinly staffed, now functions with a bare minimum
of personnel: two busy AMIDEAST executives who, as Senior Program
Advisor and VTSP Fund Raiser, devote one-day and one-and-a-half
days a week, respectively, to the program; the former full-time
Program Specialist who temporarily spends a day a week on VTSP
affairs; and the combination Program Coordinator/Vocational Edu-
cation Specialist -- the only VTSP/Headquarters full-timer -- who
spends a quarter of his time out of the office, either in the
field or networking and linking with pertinent U.S. entities.

The situation is analogous in Jordan and Morocco, where a single
full-time Employment/Training Coordinator (ETC) operates the prog-
ram with the part-time (perhaps 10% of a work-week) help of AMID-
EAST's Field Office Director (FOD). The ETCs have difficult tasks:
they must persuade employers and private and public organizations
that training is a good investment and that training needs should,
for the most part, be resolved by local suppliers of vocational
education/training. The ETCs are hard-working and imaginative.

VTSP reports indicate that lack of systematic procedures for ex-
change of information between field and headquarters has been a
chronic preblem. Person-to-person contact between field and head-
quarters has been skimpy and intermittent. AMIDEAST plans to send
the VTSP Vocational Education Specialist to the field more often.
The two current ETCs should be afforded the oppertunity of sharing
experiences and techniques on periodic working visits to each other.

Fund raising and thus financial institutionalization to date have
been minimal, because of programmatic, management, experiential and,
perhaps, political reasons. Only $§1,800-$2,80C was raised for the
VTSP through May 1984. Until the employment of an experienced, pro-
fessional fund-raising consulting firm, which began work June 1984,
AMIDEAST had tried meveral fund-raising techniques and initiatives,
to no avail. The program's belief that the new consultant's efforts,
implemented by the VTSP's, will result in financial institutionali-
zation by the end-of-FY1985 target date probably is overoptimistic.
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The VTSP produces timely progress reports as required by the Grant,
but AID considers them generally to lack frank and thorough assess-
ments of VTSP weaknesses. Little has been accomplished in promoting
the program: a planned brochure was not published and the VTSP news-
letter is no longer issued -- for reasons of priority and lack of
personnel, time and a tight budget. Grant-assisted computerization
of many AMIDEAST functions apparently has brought about the effi-
ciencies that had been anticipated.

VTSP Field Implementation

The VTSP's concentration on linkage makes tangible effects upon
clients difficult to quantify. After 19 months of field activity,
it is not surprising that the VTSP's measurable accomplishments
have been disappointing. The program has introduced a little-under-
stood, new-to-the-region training support program through general-
ists who were specially trained as ETCs, in a field in which AMID-
EAST's recognition factcr initially was close to zero.

Together, the country programs in Jordan and Morocco have dealt with
25 private and public clients and linking agencies in more than a
tangential way. Four are past/current/probable PVO clients; three
are past/current/probable PVO linking-agencies; nine are past/cur-
rent/probable business firm clients; eight are past/current/proba-
ble public-sector linking agencies; and one -- the Temara Social
Center, the entity most significantly impacted to date by the VTSP
-- is a public sector client.

Sectiorns III-B and III-C of the evaluation report present indi-
vidual summaries of VTSP contacts with each of the 25 entities.

Progress To Date Measured Against the Logframe

Because of underspending by AMIDEAST and its inability to raise cost-
sharing/matching funds, the financial Inputs levels set by the Grant
have not been met.

The Logframe, drafted some 2-1/4 years after the project's inception,
lacks objectively quantified indicators of progress, causing a pro-
ject assessor to rely more or less on subjective standards when mea-
suring actual versus planned results.

An indicator-by-indicator review of progress made to date re-
garding the Logframe's 32 Outputs-level indicators and cight
Purposc-level indicators appears in Chapter IV of the report,

The Logframe indicators are mixed concerning the effect the VTSP is
having in strengthening the ability of I'VOs and other providers of
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vocational training, including employers, to deliver employment.-
related training (Program Purpose 1). The relatively unimpressive
signs of progress reported by the indicators suggest there is lit-
tle realistic possibility that an "important developmental impact"
will have been generated through the VTSP by the end of the program.

Indicators also are equivocal regarding the institutionalization of
AMIDEAST's chility to support vocational education/training through
networking, linking and research (Program Purpose 2). The thinness
and fragility of VTSP staffing is most disturbing in that regard.
In light of current VTSP budgeting, effective future management and
operation of the program presents a dilemna: the VTSP apparently
has funds either to pay for a full-time replacement at headquarters
for the Program Specialist, who resigned recently, or to staff the
field offices with second ETCs -- not both.

Considerations Regarding Project Design

Why has the VTSP been unable to show anticipated progress in spite
of the program's having established contact with decision makers
and those who influence them through the personal and professional
contacts of the hard-working ETCs, of the FODs who help open doors,
and AMIDEAST's high visibility in Jordan and Morocco? There are
several reasons, including:

© The VTSP is atypical. It is not a traditional vocational train-
ing program whose progress can be measured by the number of
graduates placed. Rather, it is a catalytic effort that seeks
to change the way others carry out training, through linking
and networking. And, because it is unusual, the project is
hard to "sell" to potential beneficiaries, who expect the "Ame-
rican project" to be a transmission belt for providing tangibles
such as money, trainers and/or equipment, rather than, in the
main, recommendations regarding linkages with local resources.

© The VTSP focuses on two communities tha* are difficult to moti-
vate: (a) the few local PFVOs engaged in industry-oriented
vocational education/trairing, vhich, for the most part, are
underfinanced and ill-equipped; and (b) small busincssmen who,
gencrally, do not appreciate the importance of training, are
suspicious of frece advice from "outsiders" and who scldom are
prepared to pay for VTSP services. In the case of both PVOs and
businesses, the project mistakenly assumed sufficicntly carly
"market" penetration by the ETCs to permit them to deliver sta-
tistically significant rcsults in jeb-related tra.ning within
the project time frame (an cexpectation inadvertently reenforeed
by overly optimistic Phase I country surveys).
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© The assumption that the success of the linking-agent concept in
the U.S. could be replicated within project time and cost con-
straints in Jordan and Morocco, which lack the human, technical
and financial developmental infrastructure that powers the U.S.
experience. Furthermore, AMIDEAST, the ETCs' sponsor, is an
outsider to the host-country vocational education/training com-
munity, while in the U.S. the ETCs' linking-agent counterparts
are insiders who work for public agencies that are integrally
tied into the official training-for-jobs process. (There are,
in fact, indigenous public entities in Jordan and Morocco which
provide similar services and which would be more logical home-
bases for an industry-oriented linking program.)

Sources in both host countries and at AMIDEAST suggest that a more
fruitful area for VTSP concentration would be the provision of voca-
tional education/training technical assistance, through indigenous
consultants, to improve the capabilities of PVOs and industry. 1In-
terestingly, that very approach is a main focus of the VTSP's Grant
Agreement. However, the technical assistance activity aspect of

the Agreement became subordinated to linking and networking (possi-
bly because no budget was earmarked for local specialists). To re-
vert to technical assistance would require major revision of program
structure and staffing and additional funding. Feasibility of that
"new direction" would require intensive study and Logframe redesign,
before it could be successfully put in place.

The Role of AID

AMIDEAST's Specific Support Grant involves two bureaus: FVA the grant-
ing office which is responsible for technical monitoring and evaluat-
ing aspects of the Grant related to institutional strengthening, and
NE, primarily responsible for technical monitoring. 1In this instance,
two-burcau involvement has resulted in a series of signals regarding
project direction and beneficiaries which have been perceived by AMID-
EAST as confusing at best and contradictory at worst. Although the
shifting focus may have been dictated by logic and experience, the
changes in projcct direction resulted in measurable loss of program
time, cffort, cost and effectiveness.

In the casc of AMIDEAST, venturing forth into what was for it the
"unknown world" of vocational cducation/training support, it would
have been prudent for AID to have provided closesr technical DU L -
vision and guidancc -- particularly during the formative stages of
the project and during its carliest implementation activitics.

AMIDEAST Comments on the Draft Evaluation Ruport

——— o e -

In Appendix C, AMIDEAST presents teveral comment:, rogarding {tns per-
formance, insztitutionalization and the role of AID.  The comments,
dated 12 July 1944, were propared after AMIDEAST'n anternal analyein
of the Draft Interim Evaluation Report,
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THE VTS P: STRUCTURE AND OPERATION

This chapter reviews various aspects of VTSP structure and opera-
tion: (a) Headquarters staffing administration and direction; (b)
field organization, staffing and training; (c) support to the field
(communication, technical support, program backstopping, consult-
ants); (d) ne*working/linking activities in the U.S.; (e) fund
raising; (f) reports and evaluation; (g) promoting the program;

and (h) computerization. Chapter III discusses field implementa-
tion of the VTSP -- the end-product of headquarters structure

and operations.

II-A. HEADQUARTERS STAFFING, ADMINISTRATION AND DIRECTION

From October 1982, when the Employment/Training Coordinators (ETCs)
initiated ficld activities in Jordan and Morocco, unti) October
1983, vTSp's headquarters complement consisted of four persons --
two full-timers (the Vocational Education Specialist (VES) and the
Program Specialist); and two AMIDEAST executives who functioned,
part-time, as Senior Program Advisor and Program Director. (See
table on the next page for VTSP's organizational structure during
that period).

© The Scnior Program Advisor for the VTSP was AMIDEAST's Vice
President for Information & Development, whose VTSP responsibi-
lities included supcrvision of the Program Director/VTSP; advice
On mattcrs of general policy: monitoring project reports, acti-
ties and expenditures; and cnsuring that overall VTSP objcctives
were carried out,

The AMIDEAST official devoted 20% of his time to his VTSP
dutics. None of his time was charged to the project,

© The Program Director/VTSP was another AMIDEAST official (Assige
tant Director of Development Services). In her vrse capacity,
she was 1coponsible for program direction and focus; overall
management, dncluding supervision of the Vocational Education
Specialint, Program Specialint and liaison with the Ficld Office
Directors (FODs) who supervise general performance of the ETCso;
fund raising; and liaison with AID/W.
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James McCloud not charged project
Part-time Part-time: 25%-50%
devoted PRE??Q”ﬂP:ﬁﬁc:OR devoted to VTSP, but
to VTSP L5me not charged project
FROGRAM VOCATIONAL . o
SPECIAL- EDUCATION g:\t,gtgglt;t\%gé __1034,
IST Kate spECIALIST [\ _FYO=°0 °° o.ea't’
Curtis Dan Walsh caargec projec
) Vi
\\\ /1 1
FIELD OFFICE | | \ | ,” /[ FIELD OFFIcE g‘fmt‘ iﬁivzgeﬁg—ﬁ
DIR/JORDAN \ M|,/ | | DIR/MOROCCO !
\l/ but not charged
A. McNamara \ AL ! Sue Buret T
; VN : to the project
| 1/ V| !
EMPLYMT-TNG EMFLYMT-TNG Both full-time:
COORDINATOR/ COORDINATOR/ 100% devoted to
JORDAN MOROCCO VTSP and charged
Aida Khoury H. Rahmouni to the project

VTSP ORGANIZATIONAL STRUCTURE, OCTOBER 1983 - OCTOBER 1984

The Program Dircctor devoted from 25% to 50% of her work-week

to the VTSP. None of her time was charged to the project.

The Vocational Education Specialist (VES) worked full-time for
the VTSP. Hired for that position in August 1982 (after having
served, as a ccnsultant, on the Phase I field surveys), his

duties included: providing primary technical support to the VTSP;

training, supervising and providing technical backstopping to

the ETCs; networking with pertinent U.S. and Near East vocation-

al/technical training institutions; and conducting surveys, in-
country.

All the VES's working time was charged to the project. Dur-
the peried, approximately 20%-25% of his time was spent out
of the VTSP/Headquarte.s office -- cither working with the
ETCs in the field or attending conferences/seminars in the
United States.
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o The Program Specialist, the other full-time VTSP employee whose
working time was charged to the program, did research for and
communicated with the ETCs and FODs on programmatic and adminis-
trative matters; prepared and monitored the VTSP budget under
direction of the Program Director: produced training materials;
and assisted in preparation of periodic reports to AID.

The VTSP/Headquarters staffing pattern changed in October 1983 --
reportedly because of the changing character of the program and rea-
lization that the VTSP fund-raising effort was lagging seriously.

At that time, the position of Program Director was eliminated and
the VES assumed the additional duties of Program Coordinator. Con-
currently, the former Director began focusing solely on fund rais-
ing. The revised structure remained stable until April 1984, when
the Program Specialist resigned to start a career in nursing. Ac-

cordingly, at the time of the evaluation, VTSP reflected the
pattern indicated below:

VTSP ORGANIZATIONAL STRUCTURE, MAY 1984, WITH ADDITIONAL ETCs

SENIOR PROGRAM
ADVISOR
James McCloud

Part-time: 20% time
devoted to VTSP, but
not charged project

NG

(] Part-time VTSP FUND | Part-time: 30%/weck
devoted St A bindh
to VTSP RAISER devoted to task, but

L.Hishmeh | not charged project

PROGRAM COORDINATOR/
VOC ED SPECIALIST
Danicl Walsh

Full-time: 100%
devoted to VTSP and
charged to project

N

PROGRAM Part-time: 20%/wcek
ASSISTANT devoted to VTSP and
K. Curtis charged to project
/4‘
/ . . . Y
FIELD OFFICE /' [FIELD OFFICE E?L?iﬁzvfé°v%g§
DIR/JORDAN Y | | PIR/MorOCCO but not charqed
A. McNimara / | L__Sue %prot to the projoet
: /) | :
| / | |
EMPLYM'I'-'TNG EMBPLYM < TNG Thee BETCH are
COORDINATORS/ COORDINATORS/ full-time: 1002
JORDAN MOROCCO devoted to VISP
(1) Khoury (1) Rahmouni and charged to
(2) Vacant ) vacant | N\the praject,
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o The Senior Program Advisor continues to supervise, monitor and
set policy for the VTSP, much as before. He still devotes about
20% of his time to the program, without charge -- perhaps more
during winter 1983-84, with the illness of the Program Coordi
nator/VES.

© The job description of the Program Coordinator/Vocational Edu-
cation Specialist includes: making policy decisions in consul-
tation with the Senior Program Advisor: providing ETCs with
necessary supervision, training and technical backstopping (his
field visits are to increase both in number and duration); ex-
panding the VTSP network of contacts with relevant academic,
public and private entities in order to keep the VTSP up-to-date
on pertinent developments:; organizing conferences and recruiting
experts for them; submitting reports and budgets; maintaining
liaison with AID/W; and communication between the field and
headquarters. He has not yet assumed all these responsibilities.

He is the only full-time employee of VTSP/Headquarters;
his remuneration is charged to the project.

© The VISP Furnd Raiser oversees design of a fund-raising plan;
recruits and works with fund-raising consultants, to assist in
its detailing and implementation: and is to help in the imple-
mentation process. She devotes 1-1/2 days per week to the task.

o The former Program Specialist temporarily devotes one-day a week
to "covering" her former responsibilities. Current VTSP think-
ing is that the position no longer has to be filled on a full-
time basis, because headquarters research/backstopping has been
declining as the program matures. Thus, a research/administra-
tive-assistant part-timer probably will be recruited for the
task.

With the money saved by eliminating the position of full-time Prog-
ram Specialist, VTSP/Headquarters proposes to employ second ETCs at
VTSP/Jordan and VTSP/Morocco. The subject is discusscd in Scction
II-B, following.

However, it is important to reiterate at this point that VTSP/Head-
quarters -- always thinly staffed (some would say too thinly staffed)
with two full-timers and two part-timers, now is planning to cperate
with only one full-timer: the combination Progyram Coordinator/VES,
who is scheduled to bo spending increasing amounts of time in the
field (thecoretically three or four two-to-threc-weck trips annually),
and who would have to spend even morc time abroad, if and when two
new ETCs have to be trained.
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Between his absences in the field and at networking conferences/
seminars in the U.S., the Program Coordinator may be gone from
VTSP/Headquarters far too much for it to operate effectively

(even assuming, for the sake of this discussion, that he remains
in perfect physical condition). A program like the VTSP cannot be
operated effectively with three part-timers (the busy AMIDEAST
Vice President who functions as Senior Program Advisor; a new and
inexperienced research/administrative assistant*; and a fund raiser)
"holding down the fort" for extended periods of time.

Admittedly, the planned low levels of VTSP spending for the forth-
coming months create a financial bind; and a doubling of the num-
ber of ETCs eventually can lead to a doubling or more of assistance
to overseas VTSP clients. But further trimming of the already
thinly staffed VTSP/Headquarters may well result in an operational
nightmare.**

II-B. FIELD ORGANIZATION, STAFFING AND TRAINING

The ETCs comprise the VTSP's overseas staff. One is based at AMID-
EAST's field office in Amman, Jordan, the other at AMIDEAST's field
office in Rabat, Morocco. Both were selected on-site by VTSP/Head-
quarters personnel, with the assistance and concurrence of the res-
pective AMIDEAST Field Office Directors (FODs) in October 1982.

Originally, recruitment for the ETCs took place among indigenous
personnel in the vocational education/training establishments of

the two countries. When it was discovered that specialists with
those skills were unavailable for the program, recruitment effort
shifted to those who possessed other personality/skills profile as-
pects that have proven important for vocational education/training
Linking Agents (sometimes called "change agents”) in the U.S.: self-
starters who, with training, can function effectively as catalysts,
problem solvers, planners/facilitators and/or resource linkers.

* The former Program Specialist was well grounded in development
planning; had worked in the "Third World" and was an cffective writer
and rescarcher. She was an important full-time anchor for the VTSP.

** An additional complication to be considered: the VTSP Fund-Raising
Consultant (secc Section II-E) suggests that effective umplementation
of the campaign will require a person at VTSP/Headquarters assigned
to full-time fund-raising duties.
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Many such Linking Agents in the U.S. lacked relevant professional
backgrounds when first starting work.¥*

o The person selected ETC/Jordan previously had been a planner
for the Jordanian Department of Regional Planning; a researcher
for the Amman Urban Regional Planning Project; and had received
her Master of Regional Planning degree at Cornell University.

o The person selected ETC/Morocco was an assistant professor teach-
ing public administration and administrative law at Mohamed V
University. Earlier, he had worked for the Moroccan Office for
Industrial Development and Ministry of Interior, and had been
a language trainer fo.: the Peace Corps/Morocco.

The ETCs have difficult tasks. They must persuade employers, pri-
vate and public organizations and government officials that train-
ing is a good investment, and that training needs should, for the
most part, be resolved by local suppliers of vocational education/
training. But, given that operational context, both ETCs are hard-
working, imaginative. Over the past 20 months, they have developed
into effective advocates for the VTSP.

The ETCs operate under the technical direction of the Program Coor-
dinator-Vocational Education Specialist/VTSP and Administrative
supervision of their AMIDEAST FODs. The FODs are especially helpful
to the ETCs in networking and linkages. Between them, the country
ETCs and FODs have excellent contacts with local private and public
agencies and, to a lesser degree, with local industry. The FODs'
lack of pertinent technical background limits their assistance in
that respect.

The ETCs report that, over the past year, they have spent about 40%
-60% of their working time in the field; the rest in the office on
field-related activity. Their activities include:

0 Networking, i.e., keeping abreast of relevant conditions in the
host country and elsewhere;

o Linking vocational education/training needs to existing suppliers,
normally in-country -- an activity that necessitates prelimini-
nary diagnosis of the problem and its solution;

0 Continuing advice and counsel to client/potential-client management;

* Unlike the ETCs, however, U.S. Linking Agents are employed by
public agencies, not PVOs. The profound implication of this dif-
ference is discussed in Section V-C of the report.
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© Preparation of written training needs assessments of specific
problem areas; and

© Assisting the client up to the point of implementation, when
VTSP activity ends.

The question of depth of ETC assistance to clients has arisen in
several instances -- i.e., how far should an ETC go in actually
"doing" rather than linking? Rightly, there has been feeling on
the part of the Program Coordinator and some in AID/W that the ETCs
may be prone to develop training materials themselves, rather than
link the client to a source who can accomplish the task.

It is true that the more time the sole in-country ETC spends on in-
depth assistance to a single client, the less time she/he has avail-
able for other clients/potential clients, and that ETCs rarely

have arranged for consultants from the local vocational education/
training communities to assist in responding to client needs. But,
much of the ETCs' non-use of outsiders is based on their realiza-
tion that few clients/potential clients are able or willing to pay
for training services.

Training

Training of the ETCs began immediately after their employment, when
the Vocational Education Specialist and the Project Director/VTSP
conducted eight-day on-site training. Training of the ETCs contin-
ued at the VTSP Employment-Education Conference held in Tunis 24-31
July 1983, in which most of the personnel of VTSP/Headquarters, the
ETCs, pertinent FODs and representatives from Mississippi State
University's Research and Curriculum Unit for Vocational-Technical
Education participated.

Their training was furthered by preparation, early during field im-
Plementation, of a handbook for ETCs. (A long projected updating
of the handbook has not been undertaken.) In addition, the ETCs

have attended other training programs: the ETC/Jordan attended an
October 1983 industry-oriented training program at Mississippi

State University that included industry visits, panel discussions,
needs assessment and technical writing sessions; and the ETC/Morocco
attended a seminar of the Moroccan National Institute for Agricul-
tural Research and UNIDO on project analysis.

The Program Coordinator considers training a continuous process
and advocates a more detailed, formal approach to assisting ETCs
to continue developing their skills. He is scheduled to increase
the number of his field trips to the country VTSPs.
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II-C. SUPPORT TO THE FIELD

Technical backstopping for the ETCs always has been the responsi-
bility of the Vocational Education Specialist (VES). He reviews
project concepts, responds to requests for technical information,
links the ETCs with pertinent U.S. entities for needed advice and
materials (e.g., Mississippi State University (MSU), Coronet Films)
and provides technical guidance. 1In many of these tasks, he was
assisted by the Program Specialist who performed backstopping dur-
ing the extended periods when the VES was away from the office.

Person-to-person contact between VTSP field and headquarters per-
sonnel has been intermittent because of tight controls over inter-
national travel and illness. Since the start of field implementa-
tion in October 1982:

o The VES and Program Director trained the ETCs on-site immedia-
tely after the ETCs joined the program;

© The Senior Program Advisor, in the area on another matter,
spent time with the ETC/Morocco in January 1983.

O As noted earlier, the VES, Program Director, Senior Program
Advisor, the two ETCs and pertinent FODs exchanged ideas at
the VTSP Tunis Conference in July 1983.

© The VES visited the ETCs on-site immediately after that Con-
ference to cover specific issues and problems, in August 1983.

o The ETC/Jordan stopped by VTSP/Headquarters for a couple of
days in November 1983, returning fram training at MSU.

o The VES was scheduled to work with the ETCs, on-site, in May-
June 1984, after the visit of the evaluator.

The VES, Senior Program Advisor, and the Jordan ETC and FOD
advocate more personal visits to the field by the VES. Ten-
tatively, these visits are scheduled four times per year, with
stays of a week or so each time in each country.

Equally important, in the opinion of the evaluator, are periodic
working visits back and forth (perhaps every four months) from

one ETC to the other. Although they perform much the same tasks
and face similar problems, the ETCs have, to date, worked in semi-
isolation, meeting only once -- at the Tunis Conference, when

they had little time to share experiences or techniques. They

can learn much from one another regarding approaches and assis-
tance to clients and potential clients and linking agencies.

II-8



Written materials: VTSP has developed a formal system of project
documentation, much of it codified in a VTSP Handbook that was
prepared late in 1982. Sections V and VI of the Handbook review
project documentation, including: needs assessment report, pro-
ject idea paper, implementation plan, contact report and monthly
report. The Handbook long has been in need of updating. VTSP's
annual and semi-annual reports to AID indicate that lack of sys-
tematic procedures for VTSP exchange of information between the
field and headquarters has been a chronic problem.

Communication: The flow of information between field and head-
quarters has improved, as increasing use has been made of inter-
national courier. Courier has been supplemented with letters,
telex messages and occasionally telephone, although there is a
reluctance, perhaps due to cost-consciousness and/or ingrained
habit, to make much use of the international telephone, even when
urgent responses are required.

Consultants occasionally have been employed to support field ac-
tivity. Betty Lussier provided a two-day, on-site, seminar/work-
shop for the Morocco ETC and FOD; and Ellen Carlos devised train-
ing curricula for the program and attended the Tunis Conference,
functioning as facilitator and editor of the conference report.
VTSP reports that total cost for consultants from 15 September
1981 through 31 March 1984 was $13,377. Presumably, the largest
part of this expenditure went to pay two consultants for the
four-country Phase I surveys.

II-D. NETWOPKING/LINKING ACTIVITIES IN THE U.S.

Between August 1982 and the evaluation, VTSP's Vocational Fducation
Specialist (VES) established a network of contacts aimed at creat-
ing/heightening awareness of the program among educational institu-
tions, professional organizations, U.S. Government and international
agencies and private finns active in vocational training and edu-
cation. The VES estimates that perhaps 15% of his time during the
period was spent in networking activity.

Among relevant activities in which he engaged are: attended

an Annual Conference of the Americun Vocational Association

and that organization's First International Educaticn Conference
(for which he helped identify potential invitees from the Near
East); contacted the ILO's Center for Advanced Technical & Voca-
tional Training, the National Center for Resecarch in Vocational
Education and the Agency for Instructional TV; attended thc John-
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son Foundation International Conference on Establishing Technical

& Vocational Education Programs with LDCs and a NAS/AID Workshop on
Research Priorities in International Training; and addressed the
Washington DC Seminar on Technical & Vocational Education of the
World Bank's Economic Development Institute

The VTSP's continuing relationship with Mississippi State Universi-
ty's Industrial Services Program and its Research and Curruculum
Unit for Vocational-Technical Education is perhaps the only program-
significant linkage it developed in the U.S. The linkage began when
the VIS and Program Specialist attended a two-day Local Employment
Training Coordinators Workshop at MSU and was intensified when two
members of the Industry Services Program's staff participated im-
portantly in VTSP's July 1983 Tunis Conference. In addition, MSU
provided short-term training for the ETC/Jordan, as previously
noted, and has extended extensive advice and counsel -- all free-of-
charge -- to the program.

An equivalent linkage has been envisioned by the the VES with the
Training Opportunities Program (TOP), a well known program of the
City of New York's Public School System, which trains students in
vocationai high schools for jobs with industry and helps place the
graduates.

II-E. FUND RAISING

Section IV-A of this report, which deals with planned versus actual
program inputs, notes that the VTSP Specific Support Grant calls

for an AMIDEAST contribution of $467,026 over the course of the Grant
(while AID is to contribute $798,839) -- but that, through 30 Sep-
tember 1983, cond of the two-year-long "Project Year 1," AMIDEAST
cost-sharing/matching contribution only reached a level of $1,800 to
$2,800.

Why this huge gap betweer, anticipated and actual AMIDEAST contri-
butiors?

AMIDEAST has tried a varicty of methods to raise funds for the VTSP:

0 It first asked Exxon, which provided it with the scervices of
an outecide consultant. A study by the consultant concluded that
weal thy Arab-Americans represent VTSP's best potential source
of funds. AMIDEAST claima that the consultant neglected to
give it a viable plan for implementation., Nothing happened.
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O Next, AMIDEAST relied upon a full-time fund raiser it had em-
ployed to find funds for the organization as a whole, not sole-
ly for the VTSP. The fund raiser had experience in that spe-
cialty. For four years (1976-1980), she had headed fund rais-
ing activities and public information efforts for American Near
East Refugee Aid and had raised some $500,000 for that PVO.
(She also knew AMIDEAST well, having worked for it from 1970 to
1973 as a program specialist raising scholarship funds for Near
Eastern students for study in the U.S.) The fund-raiser suc-
ceeded in increasing the level of AMIDEAST's unrestricted do-
nations to the modest level of $35,000 a year, but, after two
years, AMIDEAST's Board of Directors lost faith in her ability
to raise significant funds and she resigned in June 1983,

© In the meantime, from Fall 1982 through Summer 1983 (when she
left temporarily on maternity leave), the Program Director had
VTSP fund raising added to her responsibilities. Admittedly
a neophyte in the field, she visited other fund raisers, re-
searched potential foundation donors, developed criteria and a
campaign and write and mailed letters soliciting contributions
-- without measurable response. During that period, the Prog-
ram Director worked for AMIDEAST on a 28-hour workweek, half of
which time she devoted to her various VTSP responsibilities.

0 To assist the Program Director in her fund-raising activities,
AMIDEAST, in December 1982, formed a special Advisory Committee
composed of selected members of its Board and others who might
have access to sources of funding. Although initially optimis-
tic over possibilities (the Committeec had members representing
Mobil 0il, Exxon, the University of Texas and UNICEF), the Ad-
visory Committee was never able to meet regularly or in suffi-
cient number to become productive. It is now dormant.

O Becausc the VTSP Program Director had had to devote too much of
her limited VTSP-devoted time to other than fund-raising respon-
sibilities before her maternity leave, shu was asked, upon her
return in February 1984, to rclinquish her project management
duties and devote the entire 50% of her VTSP portion of her now
25-hour workweek to fund raising. As official VTSP Fund Raiscr,
she conducted an intensive secarch for and sclected the profes-
sional fund raising consulting firm of Brakeley, John Price
Jones (BJPJ) to develop a strategy for the VTSP.

© BJPJ has a good record of raising moncy for institutions active
in the Ncar East. Among those confirming the firm's compctence
in intornational fund raising arc current/past sJPJ clicntn: the
American Council of Oriental Rescarch, Amcerican University of
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Cairo and the Institution for International Environmental De-
velopment. BJPJ began work for the VTSP in June 1984. 1Its
strategic plan was to be developed in a month or so. VTSP is
to implement the plan, but will retain BJPJ for periodic coun-
seling services during implementation.

(N.B., in the VTSP Semi-Annual Report, October 1983-March
1984, the PVO notes that it will complete the draft of a
comprehensive fund-raising plan by the end of June and will
submit it to AID as a supplement to the semi-annual report.)

o The VISP Fund Raiser also has enlisted the assistance of the
Fund for Multinational Management Education (FMME), a nhon-
profit organization that helps PVOs work with corporations.
FMME reportedly plans to identify companies in Jordan and Mo-
rocco for which the VTSP could provide (presumably chargeable)
services. FMME's effort on behalf of the VTSP will we without
charge to AMIDEAST.

AMIDEAST admits that its fund-raising efforts to date for the VTSP
have been marked by lack of accomplishment.

The VTSP Annual Report, dated 24 February 1983, attributes the lack
of success to various factors, including: difficulty in obtaining
grants in the U.S. for overseas projects; difficulty in obtaining
grants from Arab sources for a project viewed in the Near East as
American; difficulty in funders grasping the strategic design of
the project; lack of manpower within the VTSP staff ("The Program
Director, responsible for program fund raising, has spent more time
than originally envisioned on starting the program, managing staff
and solving program problems."); and lack of in-house expertisc.,

But, AMIDEAST has had problems raising funds, even for itself. Dur-
ing the past year, with total revenues of $23,270,309, it reported
contributions of $75 053, only some $40,000 of which were unrestrict-
ed grants.

An AMIDEAST official attributes its poor performance to rcasons

that ccho many of those cited for the VTSP above: AMIDEAST lacks
contacts in the oil-rich Arab states ("We work in the poor Arab
lands; heve no Gulf State links."); the Arab-American community and
its institutions are chronically short of moncy:; AMIDEAST activities
do not lend themsclves to emotional appeals ("We don't help poor
starving pcople.”): AMIDEAST lacks fund-raising expericence; and it
opcrates exclusively in the Arab world, an arca most donors shun.

Although all admit that the nature and intensity of AMIDEAST's past
fund-raising c¢fforts on its own bechalf and on behalf of the VTSP
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leave much room for improvement -- and in spite of current VTSP
belief that a strategic plan developed by Brakeley, John Price
Jones can successfully be put in place and achieve significant re-
sults in the near-term -- the WO's optimism may not be soundly
based.

At this point, some 15 months from the end of the three-project-
year VTSP, past lack of success on the part of VTSP-directed ef-
forts or fund-raising efforts directed at AMIDEAST as a whole
suggest that the program may have little chance of becoming
financially institutionalized by the target date, 30 September
1985, for several reasons.

First, many of the reasons cited above for poor past results are
still operative. Second, even should the new fund-raising con-
sultant develop a strategy that overcomes previous impediments to
large-scale fund rairing and identity potential donors with clar-
ity and accuracy, past experience of PVOs gererally indicates

that new funding seldom gushes forth in abundance. Organization-
al donors rarely have significant amounts of uncommitted funds for
immediate or near-term distribution; and their funding review and
approval processes can be lengthy and slow-moving. Fuithermore,
the new fund-raising consultant points out that implementation of
the strategic plan by AMIDEAST will be key to its success, but the
VTSP lacks the full-time staffer to implement the campaign; it has,
in fact, reduced its full-time headquarters complement to a single
person, the combination Program Coordinator/Vocational Education
Specialist.

II-F. REPORTS AND EVALUATION

Section D of AMIDEAST's Specific Support Grant deals with reports,
evaluation and the Logframe.

Reports: The Grant requires preparation of semi-annual and annual
reports describing progress made with the support of the Grant,
Progress reports arc to contain (1) a description of programs by
country and achievements or shortcomings, and (2) an analytical
self-evaluation dealing with AMIDEAST's accomplishments in meeting
objectives relating to its organizational capabilitices and proce-
dures,

AMIDEAST has submitted threc detailed progrecs reportc to AlD:
one covering the 18 months from 15 Sceptember 1981 through 14
March 1983; and two covering succensive semi-annual periodss
April-September 1983 and October 1983-March 1984. AID files
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indicate that the Agency's monitors of the program consider
the reports generally to lack frank and thorough assessments
of VTSP weaknesses, as the Grantee had agreed to describe.

Evaluation: The Grant calls for a full-scale interim evaluation
to be conducted at the U.S. headquarters and selected field sites
of the VTSP during the second year of the Grant. The evaluation
is the subject of this report.

Logframe: A detailed AID Logical Framework Design Matrix was to
have been prepared upon completion of the Phase 1 surveys, within
180 days of the effective date of the grant, "to facilitate the
monitoring and evaluation processes." Page IV-1 of this report
notes that the Logframe was drafted in November 1983, reviewed by
AID the following month and presented in finished form as an appen-
dix to the VTSP Semi-Annual Report issued on 27 April 1984; and
that the Logframe is reproduced as Appendix B to this report.*

II-G. PROMOTING THE PROGRAM

Brochure: The VTSP brochure, originally planned to promote the
program and biing it to the attention of potential donors, was

at the printers by the time of the July 1983 VTSP Tunis Confer-
ence, but a perceived change of program direction aborted the pro-
ject. The VTSP has not resumed work on the brochure. However, the
Program Coordinator revised and condensed clements of the original
text in the form of a letter, which has been sent to sclected PVOs
in Jordan and Morocco.

Newsletter: Five issues of an internal VTSP newsletter, "Communi-
que,” were issued between October 1982 and June 1983. Copics were
distributed within AMIDEAST and the VTSP and information copies
were sent to AID.  "Communique" is discussed in greater detail on
pagce IV-7 of this report. There has been discussion within the
VTSP about converting the newsletter into one for distribution to
the international vocational education/training community -- but
personnel, time and inoney are lacking,

* AMIDEAST maintains that, in a sense, the November 1983 matrix is

a revised Logframe. It developed pro forma Logframes for Jordan and
Morocco shortly after the Phasc I surveys, as an aid in detailing pro-
ject implementation plans for AID, but the original Logframes became
outdated as the program focus changed and were never updated.
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II-H. COMPUTERIZATION

AMIDEAST purchased a WANG 2200 MVP with substantial assistance from
the VTSP Grant, to provide it the ability to "completely computer-
ize all finances; have completely data-based management capabili-
ties; convert standard systems to word processing operations: and
store and research many kinds of information routinely collected
by AMIDEAST, previously not readily available." The PVO purchased
Advanced Information Management Systems (AIMS) and Data 3500 Word
Processing System as basic software packages.,

In its Semi-Annual Report covering April-October 1983, the VTSP
reported that AMIDEAST was well into its first Year of computeri-
zation and had computerized all financial information (payroll,
general ledger, accounts payable and receivable and students'
costs); that all project costs were being tracked by computer; and
that the computer had reduced time and expenses and provided in-
creased accuracy, flexibility and control over information, and
aided planning. By the time of the report, all headquarters staff
and supervisors had been trained in word processing and a majority
also trained in automated information management systems.

During the evaluation, VTSP Headquarters personnel expressed satis-
faction over the efficiencies the computer had brought to AMIDEAST.
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T HE VTSP : FIELD IMPLEMENTATION

III-A. SUMMARY OF IMPORTANT FIELD ACTIVITY

By the time of the interim evaluation, the VTSP had been actively
pursued in Jordan and Morocco for some 19 months -- ever since the
October 1982 employment of the country Employment/Training Coordi-
nators (ETCs). Although AMIDEAST already was well known in both
countries for its Student Counseling and Sponsored Student Programs,
inauguration of the VTSP launched it in a new area in which its
recognition factor was close to zero among the PVOs and other pro-
viders of vocational training -- including employers -- which deli-
ver employment-related skills.

Under the circumstances, and using ETCs who had to be specially
trained by the VTSP to introduce a new-to-the-region training sup-
port concept, it is not surprising that measurable accomplishments
in strengthening the providers have, to date, been disappointing.

Later in this report, we measure progress to date against the VTSP's
Logical Framework Design (Chapter IV) and discuss probable causes
for the disappointing performance (Chapter V). 1In this chapter,
however, we review field implementation activities -- first overall
in Section III-A; then by country and by "important" client and
linking agency.*

The table on the follcwing page identifies and classifies 25 en-
tities as "important" or "probably important" -- 1l in Jordan and

* The word "important" is used to denote entities with which the
VTSP has had or probably will have had a relationship of more than
casual importance during the term of the project -- bhased on the
evaluator's subjective assessment of progress to date. By impor-
tant, he does not imply that "substantial" results necessarily will
be achieved with such clients and linking agencies -- for the VTSP's
concentration on linkage makes quantifiably significant effects

upon clients and linking agencies difficult or impossible to measure.
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and 14 in Morocco -- indicating which are private and which pub-
lic; which are past/current or probable clients; and which are
past/current or probable linking agencies. The table also provides
a one-sentence summary of the nature of VTSP activity regarding
each.

(Following sections of the chapter discuss, in greater detail,
the nature of the entities and of VTSP activities regarding
them. Section III-B covers the Jordanian entities; Section
III-C, those in Morocco. Both are covered in alphabetic order.)

Overall, the table reveals that:

O Sixteen of the 25 are private and nine are public entities. Of
the private entities, seven are PVOs (three indigenous PVOs and
four international PVOs) and nine are businesses. Of the pub-
lic entities, seven are national in scope and one each is in-
ternational and local.

© Fourteen are past/current or probable clients and 11 are past/
current or probable linking agencies.

© Of the seven PVOs, three are indigenous and four international;
and four are past/current or probable clients, while three are
linking agencies.

© All nine business firms are past/current or probable clients,
while cight of the nine public agencies are linking agencies.
The sole public agency client is the Temara Social Center, which
has been the entity most significantly impacted to date by the

VTSP,

Analysis of the table by country indicates overall similarities,
but significant differences:

© Both country VTSPs have worked with more private clients/
linking agencies than with public agencies (for VTSP/Jordan,
the ratio is 8 to 3; for VISP/Morocco, it is 8 to 6).

© VTSP/Morocco has developed more "important" linking agencies
(7) than Jordan (4).

o The country pattern for PVO-related activity varies sharply:
VTSP/Jordan has dealt with/probably will deal importantly with
three indigenous PVOs (two as clients and onec as a linking agen-
cy) and an international PVO (as a client). In Morocco,
where PVO development lags further behind, the VTSP has worked
with two international PVOs as linking agencies, one interna-
tional PVO as a probable client, but no local PVOs at all.

o VTSP/Morocco has had four industrial firms as clients, while
VTSP/Jordan has had onc industrial client and another probable.
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III-B. IMPORTANT CLIENTS AND LINKING AGENCIES IN JORDAN

1. Al Hikmeh Pharmaceuticals (AHP)

Al Hikmeh, founded in 1980, is a sophisticated "hi-tech" manufac-
turer of generic pharmaceuticals, located at Wadi Seer, near Amman.
Top management and professionals have U.S. training/experience and/
or have taken management training courses at the Jordan Institute
of Public Administration. VTSP/Jordan's ETC was introduced to the
firm through a personal contact.

The VTSP has identified and procured U.S. training manuals and data
for the firm. 1In May 1984, Al Hikmeh's board of directors approved
a proposal by the ETC to develop a training orientation manual for

new and old employees. The manual is to be prepared free-of-charge.

2. Al Hussein Society for Rehabilitation
of the Physically Handicapped (AHS)

Al Hussein's Amman Center was opened in March 1984 as the first
Jordanian organization to provide physical/vocational training to
handicapped children and young adults. It plans to offer skills
training courses in TV and radio repair during the latter part of
1984,

VTSP/Jordan has been in contact with the indigenous PVO since the
Phase I country survey. The ETC prepared a needs assessment study
for Al Hussein in March 1983; implementation of the study has been
delayed by the move to and opening of the new Center. The ETC also
linked the Socicty to the Vocational Training Corporation, which
surveyed special equipment and curriculum nceds.

3. General Union of Voluntary Socicties (GUVS)

GUVS, located in Amman, is a national socicty that represents indi-
genous PVOs in Jordan. Foremost among GUVS' activities is the Jor-
danian Charitable Lottery Project which raises some funds for af-
filiated PvOs.

VTSP/Jordan has maintained contact with GUVS since the Phase 1 sur-
vey: it is scen as a potential linking agent to individual PVOsn,
GUVS is unsure how many and which Jordanian PVOs arc engaged in
employment-oriented vocational training: it reportedly is conduct-
ing a survey to find out,

“. Jdordan Induntria) Investment Corporation (J11C)

JIIC and a sinter firm, Jordan Management and Consul tancy Corp.,
control/manage 13 production firm:, Secking to entablish a conter

I111-4


http:Inv.ttm,.nt

to train its middle management, JIIC contracted with VTSP/Jordan

to conduct a survey identifying indigenous institutions offer-

ing short-term courses in management skills: identify selected
regional/international consulting services:; and recommend management
approaches for JIIC needs.

The JIIC contract was VTSP/Jordan's first opportunity to provide a
chargeable service. The firm paid the first half of the 724 .)inar
fee (equivalent of $2,000) upon signing the contract. Althcugh
JIIC received the survey report several months ago, it has not paid
the final installment. The ETC is unable to discover why.

5. Jordan Printing Press Agencies Syndicate (JPPAS)

JPPAS, located in Amman, is the trade association for 177 regis-
tered printing plants. The ETC made contact with the association
through family friends. Learning of JPPAS members' difficulties

in attracting/keeping qualified employees, the ETC relayed infor-
mation about their training needs to the Vocational Training Cor-
poration, which -- because printing is a priority industry -- su-
pervised the training of 30 trainees. Results of the program are un-
certain: the President of JPPAS told the evaluator that, by and large,
the trainees had left the plants where they trained and their where-
abouts and status were unknown. The ETC maintains, however, that the
trainees still participate in the program, but move from plant to
plant as part of a three-year apprenticeship training cycle.

6. Jordan Ready To-Wear Manufacturing Co. (JORAM)

Located near Sult, JORAM is a modern plant that manufactures Lee
Cooper jeans and jackets, under license, and produces related items
of its own. At the time of the evaluation, the ETC's proposal to
assist the firm in the design and administration of a training prog-
ram for new maintenance department employees was ready to be consi-
dered by the firm's board of directors. Fee for the assignment is
set at 500 Dinars (about $1,300). JORAM's general manager origi-
nally contacted the VTSP/Jordan after hearing about the program

from a member of the board.

7. Jordan Television (JTV)

During 1983, the VTSP/Jordan and VTSP/Washington worked with JTV
concerning a potential series of vocational education/training-
oriented programs: public service announcements, a children's aware-
ness program and interview programs. Perhaps 130-person hours were
devoted by VTSP personnel in both offices to the pro ject, which

did not come to fruition.
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8. Moslem Young Women's Association (MYWA)

MYWA is a year-old indigenous PVO that provides day-center train-
ing for mentally handicapped youth at Bunayat, near Amman. Thirty
woodworking, concrete block making and home economics trainees are
in its vocational training section. The PVO has Jordanian instruc-
tors and the full-time services of seven volunteer instructors

from California's Ambassador College Foundation.

MYWA responded to a letter mailed in April 1984 by VTSP/Jordan to
50 PVOs (it was the sole written respondent). A preliminary first
contact was made by the ETC and VTSP's Program Coordinator at the
time of the evaluation. A followup visit to explore avenues of
potential VTSP assistance was to take place later in May 1984.

9. Near East Council of Churches/Jordan (NECC)

The Jordan branch of NECC, an international PVO, operates a small,
but respected vocational training center near Zarqa. The Center
trains 70 youth a year in radio and TV repair and maintenance, auto-
motive electricity and mechanics, and general electricity. The
ETC/Jordan linked the Center to the Vocational Training Corporation
for assistance in training its trainers, and helped it apply to
UNESCO for a television set. The PVO has funding problewus.

10. UNICEF

The ETC/Jordan makes field trips to refugee camps with the Community
Development Director of UNICEF/Jordan, to investigate potential
forms of help that can be provided to training centers. UNICEF do-
nated sewing machines, a knitting machine and a generator at the
Gaza Camp in Jerish -- to a publicly operated rehabilitation center
training women for employment-generating homework.

11. Vocational Training Corporation (VTC)

The VIC is a semi-autonomous government agency, affiliated with the
Ministry of Labor, which is responsible for developing trained man-
power for Jordanian industry. Founded in 1978, the VTC has a long
backlog of industries seeking its training assistance. A potential
regional resource, it also makes training needs assessment surveys
and training evaluations (at no charge), and sponsors apprentice-
ship programs.

The VTSP does not assist the VIC. Rather, it uses the VTC for link-
age purposes and as a local source of professional advice, counsel
and assistance to the VTSP/Jordan staff.
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III-C. IMPORTANT CLIENTS AND LINKING AGENCIES IN MOROCCO

l. Bouknadel Biscuit Company (GABO)

GABO employs 35 people, mostly women, in the outskirts of Saleé.
It manufactures biscuits and couscous. The VTSP provided infor-
mation on available food-processing materials and is seeking addi-
tional materials on safety, equipment care and cleanliness. GABO
plans to sensitize its workers on those aspects, when the new ma-
terials are received. The ETC/Morocco also assessed a training
seminar held for GABO salesmen and offered recommendations for
improvement.

2. Catholic Relief Services/Morocco (CRS)

Impressed with the VTSP's knowledge about vocational education and
training in Morocco -- and undertaking to reorient its focus to-
wards small/medium enterprise development and income-generating
vocational training for rural women -- CRS has enlisted the help of
the VTSP/Morocco for advice, counsel and linking assistance in
those areas.

3. Clark Gum Company

Clark, which manufactures chewing gum in Casablanca, heard of the
VTSP from Xerox/Morocco, which the ETC had visited three months
earlier. The VTSP/Morocco has linked the firm to a provider of
technical English training for senior staff; and made a preliminary
training assessment survey for Clark's Sales Department.

4. Coca Coca Export Company (CCEC)

In December 1883, the ETC/Morocco completed a training needs as-
sessment study for CCEC's most progressive bottler, Atlas Bottling
Company of Tangiers. The study recommended that CCEC train trainers;
update training materials and develop an OJT program for production
workers.

During the study, the ETC and a training specialist discovered that
CCEC's training modules had to be adapted to reflect local realities.
They have been revised and are being "road-tested” on salesmen of
one bottler. The revisions will result in new audio-visual support
materials paid for by CCEC.

5. EIRENE/Morocco

EIRENE, the International Christian Service for Peace, is an inter-
national PVO affiliated with the World Council of Churches. It pro-
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vides training equipment and volunteer instructors for training
centers it assists. The original VTSP contact with EIRENE was made
through the Field Office Director/Morocco. The VTSP linked the

PVO to the Temara Social Center through a proposal, on the part of
EIRENE, to provide trainers in woodworking and mechanics, and to
equip two workshops in those vocational skills. By the time of

the evaluation, the Governor of the Rabat area, who has authority
over the Center, had not followed up on the months-o0ld proposal.

6. Ministry of Interior (MOI)

The MOI, pursuant to the efforts of the ETC/Morocco, permanently
assigned three of its extension workers as "counterparts" to help
ensure continuing training-to-employment linkage after VTSP assis-
tance to Temara Social Center ends. The ETC provided the "coun-
terparts” with instruction in job development; education coordina-
tion; needs assessment; and project design, management and evalu-
ation. ile also provides them with continuing counsel and
assistance.

7. Ministry of Handicrafts and Social Affairs (MASA)

Indigenous Moroccan PVOs register with MASA, which conducts train-
ing programs for a wide spectrum of target groups throughout the
country. MASA's General Secretary, an acquaintance of AMIDEAST/
Morocco's Field Office Director, seeks ways by which the VTSP can
assist the Ministry in pilot training centers.

8. Morocco Deposit and Credit Bank (SMDC)

Rapid growth at SMDC, increasing need for effective training, and
the employment of a new, untried, director for SMDC's just-reopened
training center induced a bank official (personal friend of the
ETC/Morocco) to accept VTSP assistance. On a continuing basis, the
ETC acts as resource person/problem solver to the new training di-
rector. Because the bank is conservative and some officers are
suspicious of "outsider" ideas and help, the ETC's efforts -- while
much appreciated by those he works with -- are still "unofficial."

9. Office for Cooperative Development (ODECO)

Through the efforts of the ETC/Morocco, ODECO accepted the three
ETC-trained "counterparts" assigned to the Temara Social Center
into a six-week training course in the design and development of
producer service cooperatives. Two of the counterparts were en-
gaged in cooperative organization work at the Center, at the time
of the evaluation.
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10. Small and Medium Industries Service/ODI (PME)

The Small and Medium Industries Service of the Moroccan Office of
Industrial Development (ODI/PME) has, since its creation in 1980,
provided training linkages and technical assistance services (diag-
nostic evaluations, market research, nanagement and operations and
financial organization) -- free-of-charge -- to more than 500 firms.

Several months ago, PME forwarded a letter announcing VTSP/Morocco's
services to 40 selected firms. One, Spring Maroc (see below), res-
ponded positively. The ETC, who formerly worked at the ODI, and PME
economists/engineers, occasionally visit businesses together.

Another ODI entity, the Textiles and Leathers Service, introduced
the ETC to four textile factories.

11, Office of Vocational Education
and Job Development (OFPPT)

OFPPT, established in 1974 to address private sector training, is
responsible for assessing manpower needs in commerce and industry,
establishing training programs, recruiting and training instructors
and finding employment for graduates. OFPPT has a network of over
100 vocational training centers/institutes which tailor their cur-
ricula to the needs of small businesses.

The VTSP/Morocco uses OFPPT as a linking agency. The ETC arranged
for OFPPT training of the three "counterparts" at the Temara Cen-
ter and had Spring Maroc contact the Office for the same purpose,

12. Organization for Rehabili-
tation and Training/Maroc (ORT)

ORT/Maroc operates a vocational-technical training center in Casa-
blanca that specializes in a range of skills, from electronics to
homemaking.

The VISP/Morocco uses ORT as a linking agency: ORT conducted a

short training/orientation session for the director of the Temara
Social Center and the three project "counterparts". More impor-
tantly, the ETC was instrumental in ORT's development and submission,
in February 1984, of a proposal to equip and staff a workshop at the
Temara Center. Like the proposal of EIRENE, this had not been acted
upon by the time of the evaluation.

13. Spring Maroc

A new, small firm, located in Kenitra, Spring Maroc meets much of
Morocco's nced for coil springs. As the result of an initial visit
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by the ETC and a PME economist, the ETC introduced the firm's entre-
pPreneurial owner to OFPPT'sg training capabilities and has been
asked by him to help adapt English-language training modules into
French and/or Arabic written to the level of local workers.

14. Temara Social Center (TScC)

The VTSP has devoted thn equivalent of several months of full-time
assistance, and has provided a wide gamut of services to this local

overall supervision of the Governor of Rabat Province. The vTSp/
Morocco did so in order to establish AMIDEAST's creditability in
vocational education/training. A public, community based organi-
zation, Temara Social Center helps 350 resident clients with hous-
ing, medical services and food, and provides vocational training

in carpentry, masonry, welding and Plumbing for resident youths who
are able to work.

Over the months, the ETC/Morocco (a) conducted a detailed neceds as-
Sessment of the TSC; (b) provided training to the three “counterparts"
assigned to carry on linking, management and training activities for
the Center; (c) designed a labor market survey of 52 local industries;
(d) identified and linked various local and international training
resources with the Tsc, including the Office of Cooperative Develop-
ment, EIRENE and ORT; (d) was instrumental in the Center's

quadrupling (to 200) the number of vocational students undergoing
training, and increasing the rumber of courses offered; (e) arranged
for QJT training of the counterparts in training center management

at several OFPPT centers; (f) surveyed all primary and secondary
schools within 12 miles of the TSC, to determine number of school-
leavers who might need vocational training and to inform students,
teachers and school administrators of TSC services; and (g) con-
tinues to mect periodically with Center staff and the counterparts,

to provide advice and counsel.
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v

PROGRESS TO DATE

MEASURED AGAINST THE LOGFRAME

The "Statement of Work" of the evaluation Work Order asks the eval-

uator to "assess both progress to date and the potential for achiev-
ing project objectives (through the use of Purpose) end-of-project-

status and Output statements in the project's Logical Framework*

as indicators." The VTSP progress measured against the "Objective-

ly Verifiable Indicators" of the Logframe's Output level is review-

ed in Section IV-B, below. VTSP progress assessed against the Log-

frame's Purpose EOPS indicators is reviewed in Section IV-C.

Project Inputs are not mentioned in the Statement of Work.

However, because a discussion of actual vercus planned project In-
puts is germane to the project's progress and, hence to the evalua-
tion, this chapter begins with a few observations concerning

VTSP funding.

IV-A. PLANNED VERSUS ACTUAL INPUTS

The VTSP Specific Support Grant (SSG) envisioned project financing
as follows:

From AID: Project Year 1, 9/15/81-9/14/82:¢ $309,349
Project Year 2, 9/15/82-9/14/83: 241,697

Project Year 3, 9/15/83-9/14/84: 247,793
Three-Year Total $798,839

* The VTSP Logframe is an ex post facto crcation of the Program
Coordinator. 1t was drafted in November 1983, some 2-1/4 ycars af-
ter the project's inception, reviewed by AID/W the following month,
and was presented in finished form as an appendix to the VTSP's
Semi-Annual Report issucd on 27 April 1984. According to the terms
of the S5G, that key project design and measurement tool was to
have been produced within 180 days of the ceffective date of the
Grant, after conclusion of the Phase I country-identification sur-
veys and during the first montho of 1982. The Logframe is reproduc-
cd as Appendix B to this report. Sce footnote bottom of page 1I-14
for information on carlier, pro forma country Logframecs.
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From AMIDEAST: A three-year contribution estimated at $467,026.

Through amendments, Project Year 1 became a two-year project year
running from 9/15/81 through 9/30/83, with the succeeding project
years being pushed back by 12 months.

After a late project start and with continuing underspending of
obligated project funds by the Grantee, AMIDEAST reported that ac-
tual project expenditures from 9/15/81 through 3/31/84 (represent-
ing 2-1/2 years of project activity, but only 1-1/2 "project years")
were $354,168 -- a sum that is $196,878, & 35.7% below the $551,046
planned funding level anticip:ted in the SSG for the first two
project years.

Since $404,349 had been obligated for the project through 3/31/84,
some $50,000 remained unspent at that time -- a sum that AMIDEAST
calculated might carry it through 30 June 1984. Late in May 1984,
FVA/PVC notified AMIDEAST that it would obligate sufficient addi-
tional monies to carry the VTSP through the end of FY 1983 (Project
Year 2).

On 15 March 1984, AMIDEAST rcported the following Project Year 1
Cost-Sharing/Matching contribution:

Dircct Costs in FY82 covered by AMIDEAST
as part of cost-sharing $1,035

Client charge paid to VTSP/Jordan for
services in management study* 2,042

Cash assistance from UNESCO to NECC/Jordan** 750
$3,827

Because of underspending by the Grantee and its inability to raise
cost-sharing/matching funds, the financial Input levels sct by the
S5G have not been met. To the degree that smaller financial inputs
rcflect below-planned VTSP person-days of effort, the reduction may
have impeded project achicvement.

The "Action Memorasdum for the Acting Assistant Administrator, FVA,"
which accompanied the Grant document, noted that "Agrecement has been

* This represents the JIIC feo (Bee 1I1I-RB-4 for details), only
half of which has becen pald to date.
** To cnable the PVO to purchase a television set.
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reached on the plan to transfer funds for this program from FVA to
NE for FYB82. FY83 funding, estimated at $250,000 will be provided
two-thirds by NE and one-third by Fva." Through the time of the
evaluation, all AID project funds have originated with Fva.

IV-B. OUTPUT STATEMENTS AND INDICATORS

Introduction: The Logframe

The VTSP's Semi-Annual Report covering the period from October 1983
- March 1984 notes, on page 26, that the "new Logframe does not,

for the most part, contain quantitative objectives, because, at this
time, it is not possible to target specific numerical outcomes;
there is no preexisting data from which to draw figures."

A non-quantified Logframe is an anomaly, for progress against the
design matrix is meant to be measured against "Objectively Verifi-
able Indicators (OVIs)" in the case of Outputs, and objectively
measurable "End-of-Project-Status (EOPS)" indicators in the case
of Purpose-level statements. And in the absence of objectively
quantified indicators, the concerned analyst (at AMIDEAST, AID, or
with an evaluation IQC consulting firm) perforce must rely more or
less on subjective standards. For example, AMIDEAST might consider
quite successful an indicator that cites four activities by VTSP
while AID might consider anything less than eight activities in-
sufficient for the same indicator.

Although the Logframe indicators are not quantified, the evaluator
has listed under cach of the following Output and Purposc statcments,
objectively pertinent actions/activities that took place through the
time of the evaluation. The quantifications arc based on ETC, FOD
and VTSP/hcadquarters personnel responses and the evaluator's asscesse-
ment of performance.

OUTPUT 1. VTSP Employment-Training Coordinators (ETCs) and Ficld
Officc Directors (FODs) are trained.

Training is a continuous process, but (sece Scction II-B of thig
report) it is evident that, at this point, the ETCs and FODg --
nonc¢ of whom were trained vocational cducation/training profes-
sionaln when the VTSP commenced ficld activities -- have been
well trained and are performing creditably within the project
guidelines,
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OUTPUT 2. AMIDEAST's creditability in the field of vocational edu-
cation/training is established. (The "Objectively Verifiable Indi-
cator" (OVI) for measuring the statement is "Number of requests for
AMIDEAST input.") --

o For VTSP/Jordan: approximately 10 project-pertinent requests for
assistance (i.e., requests for assistance that is within the pro-
ject's purview.).

© For VTSP/Morocco: about 15 pertinent requests.

OUTPUT 3. Linkages arc established between PVOs, other trainers
and employers. (The OVI defines the linkages as "reqular, effec-
tive exchange occurring between parties on issues related to train-
ing, jobs and placement.") --

© By VTSP/Jordan, 6: the Near East Council of Churches/Jordan
(NECC) and Vocational Training Corporation (VTC); Jordan Print-
ing Press Agencies Syndicate (JPPAS) and the VTC; UNICEF and
NECC/Jerish; UNESCO and NECC; Al Hikmeh and Good Manufacturing
Practices Institute (US); and Hotel Training College and Uni-
versity of Jordan.

© By VTSP/Morocco, 5: EIRENE and the Temara Social Center (TSC);
ORT and TSC; Spring Maroc and the Office of Vocational Educa-
tion and Job Development (OFPPT); Ministry of Interior and TSC;
Office for Cooperative Development and TSC.

The cited instances were effective exchanges. In some cases, how-
ever, they were one-time linkages, rather than “regular."

OUTPUT 4. PVOs/industry/others develop or change training approach-
es, philosophies and offeriags. (The OVI 1S “Staff actively scck-
ing to modcrnize training offerings.") --

© By VTSP/Jordan: Jordan Ready to Wear Manufacturing Co. (JORAM)
(under way); JP2AS (VIC-supcrvisecd training program, results un-
known) ; Al Husseain Socicty (change of training focus): and Al
Hikmeh (new training manuals) .

© By VTSP/Morocco: Coca-Cola Export Co. (CCEC) (rewrite training
modules) ; TSC (changes in curricula, training methods, cte,);:
Moroccan Deposit and Credit Bank (SMDC) (the ETC is training
the training manager) .,

T U W B <520 o ol
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In Jordan and Morocco, the ETCs and FODs have made VTSP and its
services known to a wide variety of pertinent institutions, busi-
nesses and individuals. In the U.S., the Program Coordinator/
Vocation Education Coordinator has developed a network of con-
tacts (see II-D of the report).

OUTPUT 6. Training Needs Assessment Surveys/Reports made for PVOs/
industry/others. (The OVI refers to requests for assistance with
vocational training needs assessment. The evaluator defines this
as referring to discrete, written reports, submitted to clients.
N.B., needs assessment surveys/reports appear to require from half
a week to two of more weeks of effort on the part of ETCs.) --

By VTSP/Jordan, four written reports: for the Jordan Industrial
Investment Corp. (JIIC); Al Hikmeh Pharmaceuticals: Al Hussein
Society; and JORAM. By VTSP/Morocco, three written reports:

for CCEC; Clark Gum Co.; and TSC.

OUTPUT 7. PVOs/industry/others are assisted to evaluate their cur-
rent training programs. (The OVI states "requests for assistance in
evaluation of their current vocational training programs." N.B.,
the evaluations can be broad or narrow in scope; formal or informal;
impressionistic or in-depth; oral or written.,) --

0 By VTSP/Jordan: the "needs assessments" cited above, plus
NECC and JPPAS.

0 By VTSP/Morocco: the "needs assessments" cited above, plus
Catholic Relief Services (CRS), Spring Maroc and GABO.

OUTPUT &. PVOs/industry/others are assisted to locate funding and
other resources nceded to implement desired changes in vocational
training offerings. (OVIs are defined as (a) numbors of requests and
(b) dollar amount of funding and/or equipment received.) --

© By VTSP/Jordan: UNESCO-NECC (a television set): UNICEF-NECC (scw-
ing and knitting machines); Al Hikmch-Good Manufacturing Practices
Institute (resource materials).

O By VTSP/Morocco: EIRENE-TSC (equipment/instructors); ORT-TSC
(cquipment/instructors); Ministry of Interior-TSC (three "coun-
terparts”). N.B., in the cases of EIRENE and ORT, the offers had
not been accepted by the time of the evaluation.

OUTPUT 9. PVOs/industry/others assisted with placement activities

o~

(work experience or formal jobs). The Logframe lints Lhroc OVIg
for this Output:
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a) "Number of work experiences arranged."” Neither VTSP country
program has arranged work experiences.

b) "Number of jobs developed for PVO graduates." Neither VTSP
country program has yet affected training programs to the extent
that jobs have resulted. However, VTSP/Jordan is working on
placing two people earlier trained at Al Hussein Society.

c) "Minimum of one orientation field trip to industry arranged
for PVOs." No such trips have been planned or scheduled.

OUTPUT 10. (a) Employment-Education Linking Workshops are held;
(b) PVO staff are trained as ETC Counterparts.

a) No Employment-Education Linking Workshops have been held by
the country VTSPs.

b) An official of NECC has been informally trained in several as-
pects of ETC activities by the ETC/Jordan. The three "counter-
parts” assigned to the TSC have been trained by the ETC/Morocco
and others. (N.B., TSC is not a PVO, but functions in many
PVO-type areas.)

OUTPUT 11. PVOs and schools institutionalize community pre-vocation-
al awareness activities initiated by ETCs. The Logframe lists three
OVIs for this output.

a) "Number of schools/classrooms visited." The ETC/Morocco visited
13 primary and secondary schools within 12 miles of the Temara
Social Center, to acquaint them with opportunities there.

b) "Number of students/trainees, workers, teachers or directors
in attendance." Specific numbers of persons seen in the visits
made in (a) above are not known.

c) "Films shown, exploration activities, vocational discussions
held." None. The ETC/Jordan has reviewed pertinent films
with the VTC, but they have not been shown in schools.

OUTPUT 12. Vocational education/training rescarch and development
topics are identified (by VITSP/Washington). (The OVl indicated for
this Output, "Client/other responses,” fails to clarify precisely
what is meant by the Output statement.)

VTSP/Hecadquarters cites several activities as pertinent to this
Output: the detailed outline of a think-piece, "Revitalization
of PVO Focus in VTSP," prepared by the VTSP Program Specialist in
April 1984; a proposal to AID, "Assessment of Vocational Training
Programs in the Arab World and Identification of Nceds for Appro-
priate Technical Assistance," dated August 1983: and compilation
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of a detailed annotated bibliography on skills training, women,
youth and PVOs of the Middle Fast/North Africa.

OUTPUT 13. Television/radio programs dedicated to pre-vocational
and vocational subjects. (OVIs citeg by the Logframe are (a)
‘number of hours planned or completed,” and (b) "requests for VTSP
input.")

In addition to the planned, but never broadcast, series of TV
programs that VTSP/Jordan and VTSP/Headquarters worked on for
Jordan Television (see III-B-7), there was a vocational educa-
tion/training program broadcast over National (U.S.) Public Ra-
dio in 1983 (specific date not known) on which VTSP's Vocation-
al Education Coordinator was interviewed.

OUTPUT 14. Local linking/training/placement/other contracts awarded

to VTSP. (OVIs are (a) "Number of contracts awarded," and (b) "dol-
lar amount of contracts awarded.") --

O By VTSP/Jordan: one contract for the equivalent of $2,000 was
signed by JIIC for a skills survey that was delivered several
months ago: half of that fee had not been paid by the time of the
evaluation. A $1, 300 training program design proposal was being
considered by JORAM's board of directors at the time of the eval-
uation visit.

O By VTSP/Morocco: none.

N.B., there is resistance among businessmen in both countries to
the idea of paying for VTSP services

OUTPUT 15. A VTSP newsletter and brochure are written and
distributed.

© As noted carlier, five copies of the VTSP internal newsletter

"Communique" were published during the nine months between October

1982 and June 1983, "Communique" (sce II-G for details) was dis-
tributed to AMIDEAST headquarters and ficld offices in Lebanon,
Morocco, Jordan and Tunisia, and to selected members of the Advi-
sory Committecc: information copies were circulated to AID. The
newsletter averaged 4-1/2 pages in length,

© The copy and tentative text for a VISP brochure was at the printer
by the time of the Tunis Confcerence (July 1983). Work on Ll bro-
chure ccased after that time because of a percedived change in pio-

ject focus and relative work priorities for the limjted VTSH/
Headquarters staff. A digest of brochure content, recently pro-
pared by the Program Coordinator, was distributed in translated,
abridged form to som: 40-50 IVO: in Jordan and Morocceo.

1v-7



OUTPUT 16. Newspaper articles are written by or about VTSP. (The
OVI is "number of articles written/printed.") --

The evaluator's review of VTSP/Headquarters files reveals six
newspaper articles written about the program. Five appeared in
local Mississippi newspapers during and shortly after the 1983
training-related visits of the ETC/Jordan and VISP Vocational
Education Coordinator to MSU. The sixth, a French-language ar-
ticle (source unknown) recported in August 1983 on a VTSP survey

in Lebanon and noted that the program is active in Jordan and
Morocco.

OUTPUT 17. Exchanges/loans of U.S. vocational education/training
materials and resources.

Materials have been supplied -- all frece-of-charge -- or loaned
to VTSP, most in multiple copies to permit the VTSP field of-
fices and headquarters to receive them, by a variety of organi-
zations. Most forthcoming has been Mississippi State University,
with 20 publications plus multiple sets of 33-booklet Industry
Services Leadership Development Modules. Other organizations
include the National Center for Research in Vocational Education
(multiple copies of handbooks); Coronct Films (eight pertinent
vocational education/training films); the World Bank (manuals);

'

the Pharmaceutical Manufacturers Association (13 publications) ;

and the Food Processors Institute (lists/descriptions of train-
ing materials).

OUTPUT 18. VTSP fund-raising strategics arc developed and funds
raised. (OVIs cited: (a) “"A VTSP Advisory Committee is formed;*
(b) "Fund raising network is established and contacts developed;
and (c) " (An unquantified) dollar amount of funds arc raiscd.")

VTSP fund-raising cfforts and results are discussed in detail
in Section II-E of this report. The dollar amount of funda raised

through Projcct Year 1 (9/15/81-9/30/83) in reported in Section
IV-A' ('lbOV(!.

OUTPUT 19. Linkaqes are entablished with U.S, universities and other
sources of specialized vocational training expertine, (OVIe citeds
(a) "Level of commitment/involvement of university staff{/otherap”

(b) “"Materialu/resourcen nhared:* and (¢) Training opportuniticsn
exchanged, ")

The VTSP han had a long, continuing and fruitful linkage with
Minsisnippl State Univernity, which has been quite beneficlal to
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the program. VTSP also has established less intensive linkages
with Ohio State University, the American Vocational Association,
Training Opportunities Program (TOP) of the City of New York's
public school system, and others. These are reviewed in Section
1I-D, "Networking/Linking Activities in the U.S.," of the eval-
uation report.

OUTPUT 20. Exchange of PVO/industry trainers for familiarization/
training purposes. (Cited OVIs: (a) "Response of PVOs/industry

to opportunities to exchange trainers; and (b) "Courses/seminars
offered or attended by exchange trainers.")

Although, strictly speaking, exchanges of trainers have not
taken place due to VTSP efforts, through the efforts of VvVTISp/
Jordan, three NECC trainers attended VTC training courses; and,
through the efforts of VTSP/Morocco, the three "counterparts"
assigned to the TSC attended training courses offered by
various Moroccan government agencies.

IV-C. PURPOSE STATEMENTS AND INDICATORS

PURPOSE STATEMENT 1. To strengthen the ability of PVOs and other
providers of vocational training, including employers, to deliver
employment-related training.

Engggf:PzpigEtzssgspi Indicator la): " (An unquantified) number
of PVOs/industries/others have reoriented their training prog-
ram offerings to reflect local employment demands (linkages

established) ."

The OVI for Output 3 identifies six linkages established by
VTSP/Jordan and five established by VTSP/Morocco, and notes
that some were one-time linkages, rather than continuing ex-
changes. As noted earlier in this report, the linkage of VTSp/
Morocco with the Temara Social Center is, perhaps, the only
linkage to date that provides evidence of VTSP having brought
about a significant reorientation of training programs to re-
flect local employment demand.

End-of-Project-Status Indicator 1b): "(An unquantified) number

of PVOs/industries/others have had staff trained as ETC counter-
parts " N.B., the evaluator takes this to mean that PVO/indus-
try/other staff are to be trained to perform functions similar in
many respects to those of the ETCs.
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The OVI for Output 10b identifies four people trained as
ETC-like counterparts: three Moroccan Ministry of Interior
extension agents assigned to the Temara Social Center (a
public institution) and an official of the Jordanian PVO,
NECC, who is being informally trained by the ETC.

EPETSfZPEPJ?EtZSE?EuE.lngiE?EPE lc): " (An unquantified) number

of PVOs/industries/others have active guidance/work experience/
placement components."

None of VTSP's regional clients has effective guidance, work
experience/placement components. Temara Social Center may
be on the way to achieving such expertise, but the municipal/
provincial bureaucracies in which it is enmeshed make that
outcome highly problematical.

PURPOSE STATEMENT 2. To institutionalize AMIDEAST's ability to
support, through networking, linking and research activities, voca-
tional education/training in region.

End-of-Project-Status Indicator 2a): "All AMIDEAST VTSP staff

The OVI for Output 1 notes that VTSP field staff can be con-
sidered well-trained (see Section II-B of the report for de
tails). What remains of VTSP/Headquarters staff also appears
to be well-trained (see Section II-A).

However, at the time of the evaluation, neither group was
staffed in sufficient depth to help ensure institutionaliza-
tion, should one of the key people become lost to the prog-
ram. The situation in the field would be eased by AMIDEAST's
proposed employment of second ETCs in Jordan and Morocco.

The situation at VTSP/Headquarters is perhaps still more
critical. (See Sections II-A and II-B for more on the
subject.)

contacts is developed."

The number of such contacts in the field is covered by the
listing under the OVI of Output 5. The numbers and types of
such contacts in the U.S. are detailed in Section II-D of
this report and summarized under the OVI of Output 19. The
number of contacts, in both cases, may be satisfactory, but
the review of Logframe Output and Purpose indicators in this
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section of the report suggests that these contacts have
not translated into measurably improved results obtained
from VTSP's efforts in the field.

and observers."

Feedback and endorsements from VTSP clients in Jordan and
Morocco generally are enthusiastic. However, "important"
and "probably important" Jordanian and Moroccan clients of
VTSP are relatively few in number (seven past/current and
probable in each country--see Table on page III-2); most
VTSP work to date has not significantly changed client voca-
tional education or training practices; and almost all work,
of necessity, has had to be provided free-of-charge. Feed-
back and endorsements from MSU and TOP also are enthusiastic,
but TOP collaboration with VTSP has, as yet, been limited.

governments, others."

Sections II-E and IV-A deal with the disappointing results
of AMIDEAST's fund-raising efforts for the VTSP; and the for-
mer discusses current plans for an intensive fund-raising
campaign. At this point, the program is not financially
viable. 1If past experience of AMIDEAST is indicative, the
program may be far from institutionalized financially by the
end of Project Year 3.

and resources are in place."

As noted earlier, VTSP staff is trained and in place, but
dangerously thin in number. VTSP office facilities in Jordan,
Morocco and Washington DC are fine. Resources in terms of
in-place commodities, including the partly project-funded
computer, are good.
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AYA

KEY FINDINGS A ND CONCLUSIONS

V-A. PROGRESS TOWARDS STRENGTHING TARGET INSTITUTIONS

The first Purpose of the VTSP Specific Support Grant, as noted
earlier, is to "strengthen the ability of PVOs and other providers
of vocational training, including employers, to deliver employment
related training." Many Logframe indicators -- End-of-Project-Sta-
tus at the Purpose level and Objectively Verifiable Indicators at
the Outputs level -- identify measures of progress in meeting this
aim.

Analysis of these benchmarks in Chapter 1V reveals that progress
during the first 19 months of field implementation is mixed in that
regard: *

o The VTSP established 11 linkages between trainers and employers/
users, but some were one-time contacts and to date only the
Temara Social Center provides evidence of the VTSP having
brought about a significant reorganization of a training prog-
ram to reflect local employment demand.

© Few clients, perhaps seven, show promise of changing training
approaches, but no client yet has effective guidance, work ex-
perience or placement components. The Temara Center may be on
the way to achieving such expertise, but is enmeshed in bureau-
cratic red tape that makes that outcome uncertain.

© The VTSP has not progressed sufficiently to have developed jobs
for graduates of client institutions.

© ETCs prepared written training needs assessments for seven clients
and assisted five others to evaluate their training programs.

© Three clients were helped to obtain resource materials or minor
amounts of training equipment from linking agencies; one was
assigned personnel.

© Three, possibly four, people received ETC-1ike "counterpart"
training, but the VTSP did not arrange exchanges of trainers
for familiarization or training purposes.

* See the first part of Appendix C, "AMIDEAST Comments on the Draft
Evaluation Report," for the PVO's own analysiu of its progress towards
accomplishment of Output indicators.
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o Schools around the Temara Social Center were visited to induce
pre-vocational awareness activities; employment-education link-
ing workshops were not held by others under VTSP impetus.

0 Others were not induced to run television/radio programs on
pre-vocational and vocational subjects; newspaper articles
about the VTSP were rare and unimportant.

o0 One client signed a contract for VISP services, but paid only
half the fee; a second potential fee-producing contract await-
ed the firm's decision, at the time of the evaluation visit.

o The VTSP received enthusiastic oral endorsements from VTSP
clients and linking agencies in Jordan and Morocco, but work
to date has not made much impact on vocational education/train-
ing practices and almost all VTSP services were, of necessity,
provided free of charge.

The Grant document and subsequent AID-to-Grantee correspondence
stress the need for clear, measurable indications of project
growth and relevance and of the effect that VTSP is having on cli-
ents. For example, the Grant states that "all surveys, annual re-
ports and the evaluation will focus on the extent to which local
private institutions (N.B., later expanded to include businesses)
are actually being strengthened by AMIDEAST's services in a way
which enables these agencies to have an important developmental
impact." (My underlining.)

Unfortunately, the relatively unimpressive signs of progress re-
ported by the above-quoted indicators suggest that there is little
realistic possibility that the End-Of-Project ability of Jordanian
and Moroccan providers of vocational training to deliver employment-
related training will have becn helped by the VTSP to improve suf-
ficiently to achieve "an important developmental impact" by the

end of September 1985,

AID rightly has evinced concern over the lack of measurable results
reported by the VTSP.* 1In part this is a direct effect of program
focus. The VTSP concentrates strongly on linking services and

* For example, AID's "Summary of lst Annual Review of AMIDEAST's
VTSP," dated Junc 1983, notes that the project's forthcoming semi-
annual report "should contain considerably more detail (citing num-
bers of trainces and beneficiaries for inatance, when possible) and
more specificity concerning projections. By that time AMIDEAST
should be able to measure some effects of networking,®
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networking, both of which deal largely with intangibles and depend
for success on motivating others (over whom the ETC exercises no
control) to act. This problem and a possible shift of project
emphasis are discussed in some detail in Section V-C, later in the
report.

V-B. PROGRESS TOWARDS INSTITUTIONALIZATION OF THE VTSP

The second stated Purpose of the Grant is "to institutionalize

AMIDEAST's ability to support vocational education/training in

(the Near East) region through networking, linking and research
activities."

Analysis of pertinent Logframe indicators also reveals mixed re-
sults to date:

© The VTSP/Headquarters and field personnel are trained, but
are so thinly staffed that institutionalization is endangered.

-- VTSP/Headquarters functions with a bare minimum of person-
nel: two busy AMIDEAST executives function as Senior Prog-
ram Advisor and VTSP Fund Raiser, devoting a day a week and
a day-and-a-half a week, respectively, to the program. The
former full-time Program Specialist temporarily spends one
day a week on VTSP affairs. Only the combination Program
Coordinator/Vocational Education Specialist (VES) is a VTSP
full-timer and he spends up to 25% of this time out of the
office, either in the field or networking/linking with per-
tinent U.S. entities.

-~ The situation is analogous in Jordan and Morocco, where a
single full-time ETC operates the program with the part-
time assistance (perhaps 10% of the work-week) from AMID-
EAST's Field Office Director.

O AMIDEAST's creditability in vocational education/training has
been sufficiently established in the field to elicit 25 project-
pertinent requests for assistance; and the VES developed a net-
work of contacts in the U.S., most importantly with Mississippi
State University.

O Little was accomplished in promoting the program. Newspaper
articles about the VTSP were rare and unimportant. The long-
planned VTSP brochure was not produced and the VTSP's inter-
nal newsletter appeared only over a seven-month period.

0 The program arranged exchanges/donations of U.S. vocational
education/training materials; but did little in the way of ori-
ginal resecarch.
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© Fund-raising efforts were unproductive (See Sections II-E and
IV-A) .

© The VTSP produced timely reports, but AID considers that they
generally lack frank and thorough assessment of VTSP weaknesses.

O Person-to-person contact between headquarters and field was
skimpy and intemmittent: exchange of information between head-
quarters and the field was a chronic problem.

An important aim of the institutional development grant has been
to enable AMIDEAST, which lacked vocational education/training ex-
pertise at the star* of the project, to build a capacity to sup-
port and improve vocational training in the Near East.

The equivocal results noted above suggest that institutionaliza-
tion of the VTSP at AMIDEAST is far from certain and that its abi-
lity to accomplish that aim by the end of the program is problema-
tical. The thinness and fragility of VTSP staffing is most disturb-
ing in that regard: should the VTSP lose the services of its sole
full-timer, the Program Coordinator/VES and/or the field offices
lose their sole ETCs, damage to the program would be major.

In light of current VTSP budgeting, effective management and ope -
ration of the program presents a dilemma. The VTSP apparently has
funds either to pay for a full-time replacement at headquarters

for the Program Specialist, who resigned recently, or to staff the
field offices with second ETCs -- not to do both. The VTSP, per-
haps rightly, plans to take the latter course as the lesser of two
evils. For purposes of ensuring institutional memory in the field
and pctentially being able to double the number of clients and
linking agencies served, the doubling of ETC representation in Jor-
dan and Morocco makes sense. But, at the same time, that doubling
of effort in the field will require still more of the Program Coor-
dinator/VES's time away fram VTSP/Headquarters for the foreseeable
future, with a concomitant increase in the possibility of a break-
down of program functions at headquarters.

V-C. CONSIDERATIONS REGARDING PROJECT DESIGN

The ETCs are dedicated, hard-working self-starters. They work well
with the FODs. Given the personal and professional contacts of the
FODs and ETCs, and AMIDEAST's high visibility in Jordan and Morocco,
the VTSP has established contact with decision-makers and those who
influence them.
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Yet, the record reviewed earlier in this report indicates that it
is highly unlikely that contacts made to date and work so far ac-
complished will lead to achievement of the program's Purpose-level
End-of-Project-Status indicators by the completion of Project
Year 3.

There appear several reasons for this disappointing lack of prog-
ress -- reasons that are, in the main, tied into conceptual weak-
nesses in the VTSP's project Jdesign, rather than in the delivery
system,

Correctly, AMIDEAST recently noted the atypical nature of the prog-
ram: "“The VTSP is not a traditional vocational training program;
that is one whose program success can be measured by the number of
graduates. Rather, it is a catalytic effort: one that seeks to
change the way training is carried out and perceived by the (LDC)
community at large. The VTSP's only deliverable is professional
attention and, depending upon the other players' interest and com-
mitment, better employment-related training."*

But, because the project is unusual, it is hard to "sell" to poten-
tial beneficiaries. It is known as an "American project." Since
the VTSP does not itself train, Jordanian and Moroccan PVOs, busi-
nessmen and government officials expect the VTSP to be a transmis-
sion belt for providing tangibles such as money, trainers and/or
training equipment, rather than, in the main, advice and assistance
regarding linkages with local resources.

The problem, however, is more profound than one of perceived nceds.
The VTSP focuses on two communities -- local PVOs and businesses,
which, in the target countries at least, are notoriously difficult
to impact significantly within a three- or four-year period.

© Few PVOs in Morocco or Jordan are active in vocational educa-
tion/training -- perhaps five or six in the former** and pos-
sibly 10 to 12 in the latter. (The "guesstimates" may be over-
ly optimistic. When asked to name local PVOs engaged in voca-
tional-technical training, the Secretary General of the General

* Page 3, VTSP Semi-Annual Report, October 1883-March 1984, sub-
mitted to AID 27 April 1984,

** The Temara Social Center is not a PVO, although it engages in
vocational training and has benefitted significantly from VTSP as-
sistance. It is a publicly supported and operated institution.



Union of Voluntary Societies, Jordan's umbrella PVO organiza-
tion, cited three: NECC, which trains in TV/radio repair and
maintenance at Zarqa: a PVO at Irbid, which trains tile-makers;
and a center at Zarqa, which trains mechanics.) At any rate,
indigenous PVOs in both countries are, by and large, underfi-
nanced, ill-housed and ill-equipped; most visited by the eval-
uator were barely eking out an existence.

(VTSP field personnel suggest that, given the apparently
small current vocational education/training "market" for
the program, the ETCs might seek to induce other indige-
nous PVOs to enter into such training. This would be a
lengthy task and one that had little chance of success in
the immediate future. 1In point of fact, conditions in Mo-
rocco and Jordan indicate that VTSP concentration on in-
digenous PVOs cannot result in an important developmental
impact over the short term.)

There are well-informed businessmen in both countries who appre-
ciate the nced for vocational training and who plan and budget
for it, but they are few and tend either to be linked with
Amcrican firms or have reccived training in the U.S. The over-
whelming number of Jordanian and Moroccan small businessmen

arc unsophisticated about vocational training/education, are
suspicious of freec advice and seldom arc prepared to pay for
VISP scrvices.

(The VTSP, as noted earlier, has been singularly unsuccessful
in charging businessmen fees for services provided. 1t is
doubtful that income from fees can become significant to the
VTSP, in part because of the unsophistication referred to
thove and in part duc to the fact that government agencies
offcr similar analytical services in both countries frec-of-
charge (sec below). Naturally, the VISP does not attempt

to chargce PVOs for its services.)

In the case of both the PVO community and the business community,
the project mistakenly assumed sufficiently carly "market" penctra-
tion by the ETCs for there to be statistically significant results
in terms of strengthened PVOs and other providers able to deliver
employment-related training within the project time frame.

(N.B., the error was reinforced by the inadvertent overopti-
miom of VTSP's Phane I Fleld Survey, which reported having
"met with 10 different private agencies in Morocco that are
involved, to one deqgree or another, with vocational train-
ing,” then liated cight, three of which (the Moroccan Red
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Crescent Society, Association de l'Entraide Familiale and
Cheshire Home) appear to be engaged in relevant-to-the-
project training, and five that do not (a group of couscous
makers, cheese makers, pottery makers, a wool processing
enterprise and a group that teaches child-care skills).

The survey also noted that, in Jordan, it "has identified
many agencies and institutions, public and private, which
could pay AMIDEAST directly for services," and that Jor-
danian private agencies are "strong, well-supported (and)
relatively well funded." The evaluation found few of these.

But, perhaps the fundamental flaw of the VTSP project design
reflected in the Logframe is the assumption that the success of
the linking-agent concept in the United States could be replicat-
ed within project time and cost constraints in Jordan and Morocco.

The ETC -- the VTSP in-country agent whose job it is to link those
needing training and those supplying such services -- is the key
to success of the program. The ETC, like his/her counterpart in
the U.S., is to function as catalyst, problem solver, planner, ex-
pediter and resource linker.

The concept works well in the U.S., where human, technical and fi-
nancial resources combine to provide an effective developmental
infrastructure within which the linking agent (or “change agent,"
as she/he sometimes is called) can expedite job-oriented training.
That infrastructure is lacking in Jordan and in Morocco.

To complicate the task of the ETC still further, his/her sponsor
under the VTSP is AMIDEAST, a well known and respected American
PVO, but an outsider in the host-country vocational education/train-
ing community. Such sponsorship is quite different from that en-
joyed by the linking agents in the U.S., who invariably are public
employees -- specialists who work for job-generation/training-
related agencies of municipal, state, regional (and occasionally
federal) government, and who thus opcrate within the official
developmental community. Even if the socio-cconomic infrastruc-
turce vere as strong in Morocco and Jordan as it is in the U.S.,
the abscnce of official, indigenous sponsorship/auspices would
scriously hamper the task of the ETCs. Knowledgeable sources in
both countries statce that, to be cffective, the VISP's ETC

muot link up with a public entity that is in a position to make
the required decisions regarding job-oricnted education/training.

There are, in fact, indigenoun public entitics in Jordan and Mo-
rocco, as in the U,5.,, which apocialize in vocational cducation/
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training and which would be more logical home-bases for an in-
dustry-oriented program: the Vocational Training Corporation (VTC)
in Jordan: and the Office of Vocational Education and Job Develop-
ment (OFPPT), supplemented by the Small and Medium Industries Ser-
vice (PME), in Morocco.* VTC and OFPPT conduct/supervise training
programs for industry; VTC and PME conduct needs assessment studies
and training evaluations. All three employ personnel who perform
some of the functions of linking agents. And the services of the
three agencies are provided free-of-charge. Logic suggests that
they would make effective bases for basing ETC-type vocational
education/training specialists in the two countries.

A Potential "New Direction”

If the present linking/networking orientation of the VTSP holds
little promise for accomplishing Grant objectives, is there a poten-
tially more promising related arca in which program activities
might concentrate, for increased developmental impact?

Discussions held both in the field and at AMIDEAST explored the
issue and identified a possible alternative: VTSP employment on
an assignment-by-assignment basis of in-country resources -- voca-
tional training consultants, curriculum development and other vo-
cational education specialists.

The consultants would assist PVOs and industry in upgrading their
vocational education/training programs to become more effective
providers of nceded job skills. 1Insofar as PVOs are concerncd,

the VTSP might operate in Jordan and Morocco as a type of New
TransCentury Foundation/PACT (Private Agencies Collaborating To-
gether) entity, carrying out a program of technical assistance
aimed at improving the capabilities of indigenous PVOs. Insofar

as industry is concerned, the VTSP would avoid areas of technical
assistance provided by the VTS, OFPPT, PME and other similar public
agencies,

Examples of the type of services the VISP might provide under the
new concept:

0 The Sccretary General of the Morocco Ministry of Handicrafts
and Social Affairs suggested that the VTSP might be called

* Sce page III-6 for a discussion of the VTC activities and page
111-9 for a review of PME's and OFPPT's activities,
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upon to help the Ministry develop the job-placement function
in several pilot training centers.

0 CRS/Morocco asked whether the VTSP could contract to perform
training of trainers in areas the PVO seeks to enter.

O Several interviewees, including AMIDEAST officials, stressed
the importance of the VTSP getting into the provision of train-
ing services, including training of trainers -- possibly to
industry, possibly to PVOs, possibly to both.

Interestingly, this "new direction" was part of the original Grant
design. It is elaborated on pages 1 and 2 of the Grant Agreement
as the chief activity of Phase II of the VTSP:

“(In Phase II) AMIDEAST will provide a wide range of local
agency and program-strengthening services that will include
technical assistance to improve management practices, mate-
rials and curriculum development, instructional me thodology,
program evaluation, etc. (for clients)...

"AMIDEAST's permanent development staff (the ETCs) will be
responsible for the recruitment of consultants, trainers and
other specialists who will in turn provide the training to
the local vocational skills training agencies. Thevreafter,
AMIDEAST's duties will revolve around the provision of on-
going support to those contracted personnel (preferably in-
digenous) in all the logistical and substantive details re-
lating to implementing individual projects."*

For whatever the reason, the technical assistance activity aspect
of the VTSP Grant Agreement has become subordinated to linking
and networking (words that do not appear in its text). %o carry
out the "new direction" to the degree suggested above would re-
quire major revision of the project structure and staffing, as it
has developed to date, and large additional funding. The feasibi-
lity of the "new direction" would require intensive study and Log
frame redesign, before it could be successfully put into place.

V-D. THE ROLE OF AID

Specific Support Grant PDC-0213-G-SS-1114-00 is atypical in that
it closely involves two bureaus of AID -- FVA, the granting office,
which, pursuant to the Action Memorandum, is responsible " for mo-
nitoring and evaluating those aspects of the Grant related to in-
stitutional strengthening," and the Near East Bureau, which is
primarily responsible "for technical monitoring...for the life of

* Although the role of "outside" consultants and other spccialists
was strcessed in the Grant, only a token budget ($11,000 out of a 3-
year total budget of $738,839) was sct aside for the line item.



the project." Also by terms of the Action Memorandum, FVA was to
transfer funds for the program to NE for Provject Year 1 (original-
ly FY82, but subsequently extended for an additional 12 months),
while Project Year 2 (now FY 84) was to be provided two-thirds by
NE and one-third by FVA. As noted earlier, major delays in project
startup and project implementation resulted in underspending by
AMIDEAST; as a result, ME monies apparently were not neceded.

Different Signals

In this instance, two-bureau involvement has resulted in a series
of signals regarding the identity of project beneficiaries which
have been perceived by AMIDEAST as confusing at best and contra-
dictory at worst. Although the different signals may not have
caused insurmountable difficulties to the VTSP, they cannot be
said to have furthered smooth project implementation.

A short chronological review of the "signals" is appropriate at
this point.

The Grant Agreement states that its purpose is:

"To assist AMIDEAST in the development and implementation of a
program that will assist indigenous national and local agencies
in the Near East Region that are already engaged in occupation-
al skills training to strengthen their programs to provide mar-
ketable skills to...young adults and women who lack marketable
skills."

By the time the VTSP's Phase I Survey Report was issued on 4 March
1982, AMIDEAST had noted z shift in project emphasis. The report
noted:

“A subtlc change occurred after signing of the agreement which
relates to changes in the development focus at AID. AID, par-
ticularly the NE Bureau, indicated an interest in a particular
focus in training that would lead to income-gencration and not
the broader definition which would include training...that
would lcad to improve the general well-being of an individual
(Fuch as literacy and numeracy education) as well as their
income-generating skills.

"Another shift in emphasis came after the survey had becen com-
pleted and the research team had returned. AID expressced an
interest in having private enterprise become a participant in
the training process, either by paying for the training of man-
power it would then use, or by providing various kinds of tech-
nical assistance in the training programs.”
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After a 2 November 1982 meeting held at AID, and shortly after
the ETCs employed by the VTSP had begun their field assignments,
an AMIDEAST Memo to the File from the VTSP Project Director and
Vocational Education Specialist reported that:

"NE hopes the program will focus on meeting the demands of the
market place -- i.e., that the skills training programs we
choose to work with will respond to the needs of business and
industry...that we try and work within industry itself -- that
is, identify skill training progranrs going on in various small
or medium size industries and “ry and upgrade these programs
and/or link them to other industries without skill training
opportunities that might be able to benefit from these train-
ing programs." The Memo added that "AMIDEAST, while still in-
terested in adhering to our original program plans of upgrad-
ing local, private vocational training agencies, will include
this new aspect of work..."

AID's "Summary of lst Annual Review of AMIDEAST VTSP," held on 25
March 1983, revealed an attempt to reconcile the different con-
cepts and clarify their relationship:

“The program approach initially implemented by AMIDEAST (had)
vocational training PVOs as beneficiaries...Activities were
subsequently refocused to place the greater emphasis on the
need to include other organizations which provide technical
training, and to have the requirements of business and indus-
try for skilled labor dictate the arcas of training.

“There was gencral agreement that refocusing while also prescrve
ing the original purposc of the grant was and remains our in-
tent. Adding the business-related dimension would ensure that
VTSP's selection of training activities to be strenghened
would be relevant to the real needs of cmployers. Tralning
would be geared to actual demands for specific skills (would
thus bc ‘demand driven') .

The revised project focus was officially incorporated into VTSP's
operational approach at the July 19483 Tunis Conference,

Somce months later, however, NE in a memo to FVA commenting on the
VTSP Semi-Annual Report covering April-October 1983 indicated con-
cern that the Grantee might have changed focus toc fars:

"I am concerned,” wrote the NE Project Manager, “that in shift-
ing our cmphasin to a demand-driven model, AMIDEAST han poten-
tially misunderntood the idea behind the model. While we reccqg-
nize the need to work with industry and thone orqantizations on
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the demand side, one could draw the conclusion from the report
that AMIDEAST will largely focus on these institutions, rather
than those on the supply side (including PVOs) who are capable
of meeting economic demands for trained personnel."

This caution was reenforced by a letter to AMIDEAST summarizing
joint FVA/NE conclusions regarding a VTSP project review, in which
FVA, on 10 January 1984, pointed out that:

"It is the concern of FVA Bureau that the primary beneficiaries
(of the VTSP) may well become the employers and that participa-
tion by PVOs may, for one reason Oor another, be very limited.
FVA Bureau does not question the value of industry as the pri-
mary beneficiary, only the wisdom of continued funding by Fva
bureau of a program in which PVOs may turn out to be minor

participants."
* % * % *

The evolving situation summarized above, while helping to clarify
AID's project objectives, could not help but create operating
difficulties for AMIDEAST, as it adapted to perceived changes:

l. Loss in time, effort and costs: The VTSP Annual Report of 24
February 1983 noted that: "The shift has slowed down the acti-
vities of the ETCs. The ETCs' training was based on the pre-
mise that the medium through which the upgrading of skill would
take place would be private vocational education establishments.
But this changed afterwards to supply and demand in in-plant
training facilities. This required extensive shifts in con-
tacts and new skills/tools...The two to three months that it
has taken the Field Offices and Headquarters to adjust to the
new focus, absorb new materials and begin to survey in-plant
training, represent substantial costs to both USAID and AMIDEAST."

2. Indecisiveness: The Annual Report continued that "Another prob-
lem...has been the sometimes unclear directions from USAID.
Both the FVA/PVC and NE Bureau are responsible for grant manage-
ment, but in fact the NE Bureau has provided almost all of the
direction to AMIDEAST on programming matters. When the FVA/PVC
office did provide direction, it often differed from the NE
Bureau."

During the evaluation, an AMIDEAST executive expressed the PVO's
dilemma as follows: "We have always been willing to shift direction
of the program if that seemed to help strengthen the project. But
it seems that the project has been pulled from one direction to
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another. There is a duality of direction; it changes, depending
on whose direction for the moment has the most weight."

The eagerness of the Grantee to please what it has seen as two
"masters" is revealed by the quite different tones of the VTSP's
succeeding Semi-Annual Reports covering April-October 1983, and
October 1983-March 1984, respectively. The former stressed demand-
driven, industry-related project focus; the latter stressed PVO-
related activity. At first impression, they seemed to be describ-
ing different projects.

A chronological analysis of the ETC/Morocco's client-oriented ac-
tivity from November 1982 through April 1984 revealed that, with
few exceptions, he concentrated on the Temara Center for perhaps
the first six months, then shifted suddenly to contacts with indus-
try from mid-1983 through March 1984, when he began emphasizing
activity with PVOs. He reported that he cut back his work for the
Temara Center in response to AMIDEAST's perceived change of pro-
ject emphasis, at about the time his initial intensive efforts

had begun to bear fruit.

Monitoring the VTSP

Just as the division of project responsibilities between two bu-
reaus of AID resulted in the perceived changing, sometimes contra-
dictory "signals" and overlapping effort described above, so the
division inadvertently may have created gaps in project monitoring
and oversight.

Hence, for example, the Logframe, which was to have been prepared
within six months (180 days) of the effective date of the Grant
Agreement was not submittcd to AID for review until the project
was 27-months old. 1In view of the perceived project shifts noted
above, and the VTSP's gradual change of concentration from oue
that stressed technical assistance (per the Grant) to one that
stressed linking and networking during the time the VTSP had no
formal Logframe -- the lack of an agreed-upon project design ma-
trix until the end of 1983/start of 1984 could have been an impor-
tant causal factor in the project problems described in Section
V-C, above.

In the case of AMIDEAST, venturing forth into what was for it the
"unknown world" of vocational education and training support --

a complex specialty and one in which nane of its itn then permanent staff
was qualified -- it would have scemed prudent for AID, which has
competent relevant specialists, to have exercised closer technical
supervision and guidance of the VTSP -- particularly during the for-
mative stages of the project and its earliest implementation activities.
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In part the situation may be a function of AID's uncertainty con-
cerning its role vis-a-vis a PVO. 1In a 1981 evaluation, REDSO/WA
had an appropriate passage:

"Within AID there is an ambivalent attitude concerning the
degree to which a PVO should be left to its own devices.

AID says it recognizes the value of 'preserving PVO identity
and independence' (State 16729, 1981) yet, having the ulti-
mate responsibility for optimal use of public funds, it must
show vigilance...On one hand, AID is encouraging the use of
PVOs (design, implementation and evaluation roles) to 'do
more with less' under the assumptions that PVOs are techni-
cally qualified and cheaper than direct AID implementation.
On the other hand, AID is finding out that it often expends
ever-increasing resources reevaluating and redesigning pro-
jects than it would have by collaborating more thoroughly

at the onset."
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Appendix A. PERSONS INTERVIEWED

Abboushi, Fawwaz - General Manager, Jordan Ready to Wear Manu-
facturing Company,Ltd., Sult, Jordan.

Bergen, Stephen - FVA/PVC, AID/W.

Bigelow, Ross - FVA/PVC, AID/W.

Boularbah, B. - Personnel Director, Clark Gum Co., Casablanca,
Morocco.

Bowers, Gerald - USAID/Morocco, Rabat.

Brioua, Mr. - Small & Medium Industries Service, Office for In-
dustrial Development, Rabat, Morocco.

Brooks, Kent* - Industry Services Coordinator, MSU's Research &
Curriculum Unit for Vocational-Technical Education, Jackson,

Mississippi.
Buret, Sue - Field Office Director, AMIDEAST/Morocco, Rabat.
Cherkaoui, Mr. - ETC "Counterpart," Temara Social Center, Morocco.

Curtis, Katherine - Former Program Specialist/VTSP, AMIDEAST,
Washington, DC.

Dalbonh, Eid Abu - Assistant Production Manager, Al Hikmeh
Pharmaceuticals, Wadi Seer, Jordan.

Elamiri, Brahim - Sous-Directeur, Moroccan Deposit and Credit
Bank, Casablanca.

Freeman, Hal - NE/TECH, AID/W.

Gower, Gerald - Deputy Director, USAID/Jordan, Amman.

Gregoire, Pierre - Director General, The Coca-Cola Export Corpora-
tion, Casablanca, Morocco.

Haddad, Itaiwy - President, Jordan Printing Press Agencies
Syndicate, Amman, Jordan.

Haddad, Mashhour - Manager, the Jordanian Printing Press, Amman.

Hilser, Richard - President, International Division, Brakeley,
John Price Jones Inc., Fund Raising Consultants.

Hishmeh, Lili - Fund Raiser and former Program Director/VTSP,
AMIDEAST, Washington, DC.

Holdridge, David - Director, Catholic Relief Services/Morocco, Rabat.

Jalal, Ibrahim - Technical Manager, Al Hikmeh Pharmaceuticals,
Wadi Seer, Jordan.

Kanwa, Samih - Director, Near East Council of Churches Vocational
Training Center, 2Zarga, Jordan.

Xawar, Mrs. - Al Hussein Society for the Physically Handicepped,
Amman, Jordan.

* Interviewed by phone. All others interviewed in person.
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Khoury, Aida - Employment-Training Coordinator/VTSP, AMIDEAST/
Jordan.
Lahlu, Mr. - Secretary General, Ministry of Handicrafts and Social
Affairs, Rabat,Morocco.
Leaty, Daniel - Program Officer, USAID/Jordan, Amman.
Malih, Mr. ETC “Counterpart," Temara Social Center, Temara, Morocco.
Masri, Munther - Director General, Vocational Training Corporation,
Amman, Jordan.
McCloud, James - Senior Program Advisor/VTSP, and Vice President
for Information and Development?AMIDEAST, Washington, DC.
McNamara, Alain - Field Office Director, AMIDEAST/Jordan, Amman.
M'Rabet, Ahmed - Director, Spring Maroc, Kenitra, Morocco.
Nasr, Nasr - Training Specialist, USAID/Jordan, Amman.
Omar, A. - Deputy General Manager, Al Hikmeh Phammaceuticals,
Wadi Seer, Jordan.
Potee, Marguerite - FVA/PVC, AID/W.
Princess Magda - Al Hussein Society for the Physically Handicapped,
Amman, Jordan.
Rabi, Mohammad - Secretary General, General Union of Voluntary
Societies, Amman, Jordan.
Racanelli, Michael* - Assistant Director, Work Experience & Training
Unit, Training Opportunities Program, City of New York.
Rahmouni, Hassan - Employment-Training Coordinator/VTSP,
AMIDEAST/Morocco.
Salti, Yacoub - Executive Sccretary, Near East Council of Churches,
Amman, Jordan.
Searight, Susan - Co-Director, EIPENE, Casablanca, Morocco.
Sebti, A. - Operations Manager/Morocco, The Coca-Cola Export Corp.,

Casablanca.
Shawarcb, Hassan - Community Development Director, UNICEF/Jordan.
Taki, Mr. - ETC "Counterpart," Temara Social Center, Temara, Morocco.

Vollbrecht, Anthony - NE/TECH, AID/W.

Walsh, Danicl - Program Coordinator, former Vocational Education
Coordinator/VTSP, AMIDEAST, Washington, DC.

Zabaneh, Mrs. - Social Worker/Secretary, Near East Council of
Churches, Amman, Jordan.

A-2



P05 0CT DIVER maaly

LOCK AL PRangwems

1t aee VOCational Training Support Program (VTSP) / AMIDEAST

PDC-0213-G-SS-1114-00

18DICATORS

MEANS OF VERIFICATION

> iscresse employment and
‘odettivity in selected
rentries of the Niddle East

+ linking-vocetionsl training
» employmernt .

2 incresse in employment and productivity
® ol linkages established.

® work esperirnces and jobs developed (o1
PYO traineves.

Mational lebor statistics
Project ducumentation
Site-visils

Client intervievs

Eaployment eppertunities eanigt

Nstional govermmeats continee policics
nuppu;tia. vocational education ond
training and elforts to link them witl
esploywment .

No major fluctuations in labor
|igration paticerns will occur.

log,livo image of vucstionsl education/
training held by varivus interest
groups, including employers, can be
feversed.

Students, workers and work seckers need
up-tu-dste information on employment/
carver developmrnt strategies.

PURPUSE :

+ To strengthen the sbility

* eslisting private veluntasry
gonizations (PVOs) snd other
oviders of wecstionsl train-
g including employers teo
‘liver employment-related
-sining

o
[}
—

' Yo imstitutionalize AMIDEAST'Ql 3 o) All ANIDEAST VISP staff trained.

ity to support, through
“tworhing, linking, ond
“search activities, vecastional
lucstion/training programs
~gfegion.

EWD OF PROJECT STATUS.

| ) # PVOs/industries/othere
reoriented their training program
olferings to reflect locsl
cuployuent demends (employment-
troining linkages established).

D1PPYOs/industries/others with
stalf trained a8 EYC counterparts.

c) oP¥0s/industry/others with active
guidance/vwork experience/placement
components.

b) @ university, professional, inter-
netionsl, and business community
contacte developed.

c) Feedbach and endorsemsents from
VISP clients, collaborators and
observers.

d4) $ amount funds raised (rum
corporations, international organiza-
tions, governments, others.

«) VISP staff, offices, and resources
in place.

Project documentstion
Site-visits

Client interviews

Project documentating

Site-visits
VISP staffl interviews

Fundraising records

) o) Interest and sbility of PVOs to
link their vocational educstion and
training offerings to local employment
dew \nds can be demonstrated.

b) Esployer commitment to improving
productivity via linkages can be .
demunstrated.

c) Qualificd host country nationals
available four ETC position.

2 & ) Fundraising ectivities will
provide continuing funds for VISP beyond

grant cut-off dete.

b) Qualified host country nationals
svailable for EIC position.

uTMuTS:

1) tsployweni-lssi1ning

1) Stafl trained

! &) Project docusentstion
hWY FTC/FOD training course

‘4 Xypuaddy’

XTI3eW ubTsag yIomaurexy Tedtborq LSYIAIWY/JSLA



http:documentain.aJ

-4

-e MIIM __ -8 CT. ey
the field of vecatiomsl
education/training establiohed.

3) Linkages estobliched between
P¥0s, other trainers, and

eapleyers.

4) PvOs/industry/others develop
or chamge training spproaches,
philesoshies and offerings.

3) VISP aetverk of prefessiondl
contocts 1eaployers, PVOs,
treingre, vecations) educativn
professionsls, govermment
sgencies, etc.) established.

6) PvOu/induatry/others
vecationsl :raining needs
sssesoments completed.

7) PVOs/industry/others assistey
teo evaluate their current
treining pregrems.

8) PVOs/industry/others
sssisted to lacate funding and
other resources needed to
ioplement desited changes in
vecstionsl treining offerings.

9) PVOs/industry/others
sssisted with placement

sctivities (werh enperience or
ferss) jobs).

10) tapleyurnt -Educat ion Linhing
l.n!-ho.o held. PVO stef?
trained go ETC Counterparts.

1) PvOs ond acheels
isstitutionslise cemmwnity
Pre-vecational gwerenese
octivities initiated by ETCa.

req for EAS? it

between parties on issues related to
training, jobs, snd placement.

&) PYO staff actively seehing to
modernize training offerinps.

3) VISP staff, in vregion and in
Vashington developing comprehensive

individuals in Niddle East ond U.S.
invelved in productivity, vocational

§) PY¥O/industry/others requests l(or
assistence with vocational training
needs assessment.

7) PvO/industry/other requests for
assistance in evalustion of their
®0°PY0/industry/others requests for

resources needed to implement
desired changes.

5) § emount funding end/or equipment
received.

9 4) # vork experiences srvanged

) # jobs developed lor PVO
graduastes

c) niniown of | orientation lield
teip arranged per PVO.

10) Levels of client participation.
10 8) # schools/classtooms visited.

in sttendance.

c) liles lhovnlolplot.ti?n

3) Reguler, elfective eachange occuring

netwerk of contacta with orgenizstions snd

educotion/training, and employment issves.

current vocational training progrems.

sssistance to locate funding and other

b)) ¢ otu‘o-tolttninceolsorlttnlttlth!r"

(S ¥ ree Thtle
$) Cesent currespondence
c) Client survey
4) Nevspaper articles
e) Sice-vigits.

3 &) Project documentation
b) Site-visits
c) Interviews with PVOs,
industry representatives,
trainers, and workers.

& 8) Interviews with PVO
administrators and technical
stalf.

b) Site-visits to PVOs.

3 a) Project documentation
b} Site-visits
c) Intervievs
d) Client surveys

6) a) Vocetionsl treining heeds
assessment documents

b) Site-visits

c) Interviews

7) Vocational training evafustion
documents.

® a) Project documentation (needs
assessment correspondence)
b) Site-visits

9 o) Project documentation

b) Site-visits

¢) Intervieuws with PVOs/school
olficials/employers

10 a) Project docusentstion
b) Interviews with participants

11 a) School/PV0 record:

) Site-visits

c) Interviews with teachers/
sdministrators/others.

$) The velwe of practical werk
experiences will be recognized in
region by these necessary to make
work, e.g. school administrators,
students, and others. Worh
eaperiences, field teips and other
telsted scitivities do not vio!ne
national labor regulations, union
or cultural values.



t-d

12) Vecotionsl education/troin-
lng resesrch ond development
topics ldentilied.

13) Television/redieo programs
dodicoted to pre-vecotions! ond
vecat ienal swbjects.

W) Lecal lishing/training/
ploconnnt /other contracta
swerded to ANIUEAST VISP,

13) VISP seveletter snd Drechure
weitton snd distributed.

16) Bewepeper articles by or
obout VISP written.®

17) Eschonges/losns of ¥.S.
vocstionsl educotion/training
astecisls and resources.®

18) VISP fuadralsing stretegies
developed ond funds rolsed.

19): Linhages establiohed with ¥.5.
wniversities sad ether seurces of
specislised vecotionsl educotion/
training eapertise.

23) Lschonge of PVWO/industry
troiners for (gmilinzizetion/

training purpeses.

& Srarved sutputs indicete
clcoringhouse lunctism

12) Client/othver relpunses.

13) ¢ hours brosdcost time planned ot
completed.

») Requests [or VISP input.

14 8) # contracts swarded.

») § emount contracts avarded.

15) Newsletter/brochure copies and
meiling list.

16) articles weitten/printed.

17) # ond List of resources exchanged

0 o) VISP Advisery Committee formed.

) Pundroisinp setwerk
established snd ceatacts
developed.

c) § smsunt funds reised.

19 o) Level of commitiment/
invelvemeat of university stoft!
others.

) Reterisls/resources
shared.

e) Treining opportunities
eachenged .

20 o) Response of PVOs/industry.
others te opportwmities to
euchonge trainers.

®) Courses/seninars offered
or attended by eschenge
trainers.

roje «cum on

1) o) Project decumentation
b) Progrems copied/recorded
c) Program guides
d) Interviews with medis programming
personnel.

164) Project docwsentstion

15) Project docuwentation (newsletter
file)

16) Project documentation (newspaper
article file)

17) Project documentstien
,» \correspondence file)

18 o) Preject documentation (Advisery
Committee correspondence
b) Finencisl records

c) Interviews with members Advisory
Committee

19 8) Project documentation
b) Interviewvs
c) Bewspaper articles

20 8) Preject docwmenation
b) Site-visits
c) PvO/industry/other intervies

17) 9.5. wniversities ond others e
or interested in internstions! vecs
educotion/troining efforts continue
{ncresse their levels of coeperstic
with VISP

19) ¥.5. wniversities ond others ¢
or interssted in internstionsl vec
educotion/training efforts contine
incresse their levels of cooperati




TS :
Teolaing:

for ETCs in-region ond [ 1
porticipente.

Por other oteflf.
Teaslaing Neteriels
Tochaicel Assistonce/Consultants
Couipment /001 e Sepplies
le~Riad Contributions
9.8. Sniverasity ond legustry

Cospucation (Tochnical and
Prolescionel ).

|

suncey

——

C.lc.or!

Personnel
Comsultants

Travel and
Transportation

Other Direct Costs

Overhead

TOTAL

9-15-81
9-30-83

$ 112590
12203

46033

40111

109467

294904

10-1-0)

9-30-84

1072¢0
6000
32280

17751

$6306

229805

10-1-84
9-30-83

165830
19073

15812

90413
-_

274130

Tetel
370680
21203
97406

8ig7s
227068

v-q



Appendix C.

AMIDEAST'S COMMENTS, DATED 12 JULY 1984,
ON THE DRAFT INTERIM EVALUATION REPORT

COMMENTS

Although AMIDEAST may have bec able to accomplish more during the
past two years of the VISP, a subjective analysis of progress toward
accomp1mshment of outputs shows that of the 20 outputs in the logframe
12 are being produced by the program with some significance, Only two outputs
have not been met at all, and the remaining 6 have been met weakly,

Output Met Weakly Met Not Met at al)
lor at least

partially met-

satisfying one

or more indicators)

Output 1 Output ? Output 1] a.b Output 13
Output 2 Output 8 Output 12 0utgut 18
Output 3 Output G b Output 14

Output 4 Output 10 b Output 15

Output 5 Output 17 Output 16

Output 6 Outp.t 19 Output 20

Page of Draft

l1-1

-4

1-3

IV- A

Specific Comments

Paragraph 4 - No one has stated that our efforts will
resuit in Tinancial institutionaiization by September
30, 1985. We do believe, however, that AMIDEAST can
make major headwdy in funding the program by that time.

The report has under emphasized the impact of AlD's
dual management, especially that of getting technical
direction from one bureau while funding came from
another. In addition, communication from AJD re:
project activities budgeting progress reports was in-
frequent and often quite delayed .e.g. summaries of
semi-annual reviews 2!, - 3 months after reviewing
meeting dates),

Paragraph 2 - The report overlooks the fact that both
FieTd Uffice directors have received training as E1(s
and that the Senior Program Advisor and the Assis-
tant Mirector for Development have bean extrerely
involved vith the VISP fro. its earliest days. This
fs a very important fact of institutionalization,

On the basis of discussions with B, Heyman, NE/TLCH, M,
Freeman, NE,TECH, and M. Potee, FVA/NC, AMIDEAST unser-
stood that since the evaluation was mid-course, AMIDEAST
would not be expected to have made achievements in all
areae 1t fe aleo fronve that AMIDEAST 1« being held

T the tere af the or gl geant ggqeeerent, ol
RITOrepeatealy arrected 1t anay,
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