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. Executive Summary
 

(1) 	The Rural Developsent Management Project was designed to create a
 

Center to provide in-service, in-country training opportunities which
 

improve management skills of public and private sector adminittrators
 

who work in agricultural production and/or rural development. USAID
 

ham provided building funds, staff training and technical assistance
 

in addition to support for operating costs. The Center for Rural
 

Development Administration (CADER) presently offers seminars,
 

workshops and a five week administrative training course. More than
 

2,200 public and private sector employees have participated,
 

exceeding targets in several areas.
 

(2) 
We review CADER's activities, focusing on the effectiveness of
 

measures proposed in the Project Amendment, which were designed to
 

correct program deficiencies identified in the Jacose, et ml. 
(1984)
 

evaluation. The principal deficiencies were high staff turnover and
 

uncertain long-term financial viability.
 

(3) 	Resident staff members at CADER have continued to decline, going from
 

11 in 1985 to 4 Dominicans and I foreign advisor (who is not
 

teaching) In 1987. Measures taken to reduce staff loss have been
 

ineffective, and CADER ataff still do not intend to make a career at
 

CADER. 
Morale is low, largely because of inadequate salaries and
 

limited faculty participation in decision-making. Attempts to assure
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higher incomes for CADER's staff created resentment among other ISA 

staff, for whom no immediate income increases were envisaged. Yet, 

in practice, CADER salary improvements fell far short of whit CADER 

staff believed they hid been promised. 

(4) ISA has unequivocally stated that it wishe to keep CADER aI in 

intogral part of its program. We believe that stiff retention must 

be addressed within the broader institutional context of ISA. 

(5) Although ISA formally satisfied the conditions precedent regarding 

CADER decision-making authority, the changes have not in fact been 

fully implemented. ISA in also behind schedule in raising 

counterpart funds for its endowment, although it has gotten off to a 

good start in recent weeks. ISA has also recently pursued other 

promising sources of revenues, such an increased production on its 

school farm. 

(6) USAID should elaborate both a short-run strategy and a long-run 

strategy for supporting CADER and ISA. In the short-run it should 

investigate placing PL-480 funds that have been designated for the 

endowment into an Interest-bearing account and allowing ISA/CADER to 

use the Interest for salary improvement in order to ensure retention 

of trained, eNperitonced staff. ISA could also be asked to use 

Interest from the RD 9l,200,000 already disbursed for this purpose. 

Salary increases "ay be calculated in several ways$ but a minimum 

'catch upl would be about 40% for faculty who have earned a foreign 
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M.S. 	or N.B.A. degree. That would bring them tu around
 

RDS2,500/month in salary. Sufficient funds should remain to allow
 

ISA/CADER to cover other operational costs.
 

(7) 	ISA should be encouraged to provide greater autonomy to its major ISA
 

programs, including CADER. 
USAID should also consider providing
 

additional training opportunities and technical assistance to rebuild
 

CADFR's staff capability. In the short-run, USAID should encourage
 

ISA's Board of Directors, Rector and staff to initiate an aggressive
 

marketing and publicity campaign. 
This would include more activity
 

in Santo Domingo.
 

(8) 	ISA presence in Santo Domingo could vary from merely having a
 

resident representative, to establishing an office with full-time
 

staff in order to interact with constituenciew, to increasing the
 

number of seminars, workshops, etc. held In Santo Domingo, to moving
 

CADER to Santo Domingo as an extension of ISA'i program.
 

(9) 
In the long-run, USAID might consider support for a broad-based
 

institutional development program that would prosote movement toward
 

national and regional leadership in ISA's fields of interest.
 

Success would require both staff upgrading (and retention) and (a)
 

Increased decentralization of program and financial decision-makLing,
 

plus (b) increased development capabilities, Including aggressive
 

marks'ting and Income generation. This program could address the
 

problem of financial viability by continuing tr encourage creation of
 



7 
an endowment, innovative program income generation strategies, and
 

more secure government support.
 

(10) This program could almso 
provide support for the three year "agronolo6"
 

degree program, which in intended to train technicians and middle
 

level managers, in addition to providing support to CADER, and other
 

areas of emphasis, such as forestry, animal production and
 

aquaculture. Despite its remaining deficiencies, ISA is a proven
 

performer, with the facilities, prestige and &xperience to implement
 

projects and programs effectively, and to achieve solid impacts in
 

agricultural productivity and diversification and in the national
 

policy dialogue.
 



II. Background for Review
 

(1) 	ISA Vas created in 1961, shortly after asaasination ended the
 

dictatorship of Rafael Trujillo. 
The Santiago Development
 

Association, a group of far-sighted businessmen, wan concerned about
 

lack 	of trained manpower in agriculture and created an 
institution to
 

provide it. ISA has since evolved from a three year
 

technical/vocational high school to an 
institution offering
 

undergraduate degrees and post-graduate training. 
Its evolution
 

responded in part to the funding imperative. ISA receives some
 

lupport from the Secretariat of Education. 
However, it must
 

continuously Innovate, launching new teaching, research and outreach
 

program, in order to @ecure additional outside funding to cover
 

operating expenses and to grow.
 

(2) 	The creation of the Center for Rural Developlent Administration
 

(CADER) wan consistent with major AID prograa emphaes in the early
 

1980'ai lnmtttution building, policy dialogue, and private sector
 

support. 
 ISA created CADER In order to address major develoDlent
 

conltrainta in the areas of management and policy. 
Meanwhile,
 

student demand for 
its 	secondary school vocational program decreased
 

because of the creation of siillar programs elsewhere.
 

(31 	 CADER provides valuablv services to the GODR and donor agencies In
 

the areas of policy dialogue and isproved adalnistration of rural
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development. The came study method has enhanced theme services,
 

enabling ISA staff, students and alumni to identify problems and
 

sharpen their skills in finding practical solutions.
 

(4) 	ISA, like many Dominican institutions, recently labored under severe
 

financial conutraints. At times, CADER funds helped shore up other
 

aspects of ISA's program. However, the reverne occurred in 1986,
 

when disbursement of CADER funds was delayed. The financial
 

stringency often meant that disbursements of budgeted funds were
 

delayed for unpredictable periods, even when funds had been given to
 

ISA for specific purposes. As a result, donor agencies soaettms
 

sought ways to fund specific projects directly rather than through
 

ISA's financial administration.
 

(5) 	CADER administrators and staff believed that the then-Director of ISA
 

had an overly-centralized administrative style, which made it hard
 

for them and other ISA faculty to get prompt decisions and to
 

participate In making them. Whether or not it was true, CADER staff
 

also believed that he was able, but simply unwilling, to align their
 

salaries with those available in the private sector. As a result,
 

staff approached their jobs at CADER as a kind of apprenticeship.
 

They did not identify fully wit ISA because they were already
 

looking for long-term positions elsewhere.
 

(6) 	The Director of 15A left In 1986, to accept the post of Secretary of
 

Agriculture, and the Board promoted the deputy director for
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administration to the Directorship. 
 (Nov That ISA has legal status
 

as a University, the Director is nov called a 'Rector.*) 
 Under the
 

new Rector's leadership, many faculty members feel that they are
 

better informed, and that they have more opportunity to participate In
 

the design and planning of ISA programs.
 

(7) ISA's Board of Directors was recently renewed, under a new 
generation
 

of leaders. 
There is a new spirit of optimism regarding ISA's
 

future. 
 The present Board appears to be more open to financial and
 

programmatic innovations which would favor staff retention and
 

provide greater financial security for ISA.
 

(8) The new Rector has been authorized to approve salary Increases for
 

faculty members, as long as 
there are permanent resources to support
 

the Ligher levels. 
Some progress has already been made, although it
 

in Insufficient tu attract and retain the quality staff needed fnr
 

ISA 
to be Oat the cutting edge of innovative research and teaching.'
 

Thim goal 
was stated by the new Rector and the new Board Chalreans we
 

believe it is attainable If the recent lmprovement, continue and if
 

well-trained faculty are recruited and retained.
 



ITENS FROM THE STATENENT OF VORKJ:
 

III. Describe and analyze In greater detail than previously those elemet.within the CADER program which have elicited the greatest positive effectupon the a) agribusiness curriculum and b) national agricultural policy
dialogue. 

(1) ISA's faculty teaches the agribusiness curriculum in the agricultural
 

program of the Catholic University 'Nadre y Nlestrag (UCANAYNA). They use many
 
case studies an teaching materials. 
As a result, LCARAYNA graduates receive
 

rore training in problem solving than do the graduates of more traditional
 

agricultural courses at other Dominican univer4ities. Employers know this, 
and
 
tend to seek out OISA products' when hiring. 
Some former ISA faculty have
 
moved to Santo Domingo, where they have taken leading jobs. 
They have
 

introduced rSA/CADER cases into courses they teach at other universities, such
 
as INTEC, UASD ant; UNPHU. 
 Case preparation, and practice in teaching by ti,
 
cae 
metiod, have thus helped Improve agribusiness teaching in general,
 

although there is still much room for lIprovement.
 

(2) During the first five year@ of Its existence, the greatest Impact of
 

CADER's progra 
hes been on the national agricultural policy
 

dialogue. 
 There are several good ilWjstrationi of this which are
 
listed below. 
 This activity has been consistent with A.X.D.'s
 

programatic emphasis on 
Influencing policy.
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(3) 	Impact on agricultural policy has been especially facilitated by
 

involving key legislators and top-level decision makers in policy
 

dialogue at CADER-led seminars using CADER case studies.
 

(4) 	An ISA founder and businessman, don Luis Crouch, thea a Board member,
 

and Dr. Norberto Quezada, who was then Director of ISA, vere able to
 

persumde top level decision makers to attend the seainars. ISA's
 

leaders accomplished this in part through their personal
 

relationships with these Individuals and in part because they had
 

established reputations as authorities.
 

(5) 	The extent to which members of the current Board of Directors and the
 

current Rector of ISA can persuade present decision makers to
 

participate in future seminars is useless. According to ISA's
 

current Rector, Ing. Ferreiras, various high-level executives will be
 

attending seminars programmed for the ret of 1987. However, the
 

creation of an Advisory Council to the current Board of Directors,
 

vhich is composed of Individuals In key government positions, say
 

help ISA attract those individuals.
 

(6) 	Seminars are successful largely because they are based on case
 

studies vhich Incorporate real problems cinfrorting Dominican
 

decision makers. These case studies include date on the current
 

situation surrounding each of the problems. Seminar participants
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assume decision making roles.' Didactic materials are relevant and
 

easily understandable.
 

(7) CADER seminars have helped change national agricultural policy by
 

inducing changes in existing legislation and in government agency
 

programs. Several examples follow:
 

(8) 	Redistributina Coffee Export Quotas.
 

This seminr was attended by coffee growers and exporters, public
 

officials and private sector representatives. It led to an
 

administrative redistribution of coffee export quotas, increasing the
 

This broke the tight control
role of associations of coffee growers. 


of exports and profits, previously held by a handful of urban
 

ISA/CADER thus helped Dominican agribuslnessmen gain
intermediaries. 


equal access to markets for their coffee, which has reduced their
 

costs and encouraged Investment. The CADER case studies on which
 

this Seinar was based are:
 

(1) Coffee Production In the Dominican Republic (4/24/84)
 

(ii) The Coffee Marketing and Export System in the Dominican
 

Republic 44/18/84)
 

(iII) 	The Coffee Cooperative Jelds Arriba (4 Z2/84)
 

Villa Trina Coffee Grower's Association 44/22/84)
(v) 


Professor ttrmam, who happeited to be watching from a back row, recalls
 

one great moment In the 1965 discussion of whether and how to use white 
sorghum
 

Dr. Obriel Guiman, then Director
 as an 	extender for (imported) wheat flour. 


who was leading the case method seminar, spoke to President Salvador
of CADER, 

rows 	 'Now, Sir, IURQEI you are the
Jorge 8ianco, sitting In the front 


How would you proceed?'
President of the Republic. 
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:9) Production Incentives In Agraran Reform Drojects.
 

ISA organized this aeinar with co-sponsorship by the Inatitqto
 

Agrarlo Dominicano (IAD). 
 It brought together legialators, high­

ranking executives of the public and private sectors, and
 

representatives of campenino organizations. 
It led to a consensus
 

for changes in the agrarian reform lav, 
 which was followed by the
 

enactment of reforms with bipartisan support, just 
a few month.
 

later. 
 As a result, rice growers could legally agree to divide their
 

profits according to the costs and harvest@ of each parcel, 
whereas
 

previously the law and the reform agency required thea to work
 

collectively and where the proceeds equally. 
One key element in the
 

success war 
 the discussion of a CADER came, based on 
the discovery,
 

in the field, that nome campeinom were already (illegally) dividing
 

profits according to individual production, with very favorable
 

impacts in rice 
production and productivity.
 

The come studies on which this Seminar was based aret
 

(i) Agrarian Reform Settlement Vasquez Guintero
 

(1/2/83)
 

(Ci) Agrarian Reform Settlement Sergio Abigail
 

Cabrera (1/2/83)
 

(111) 	Agrarian Reform Settlement Rio Llmplo (6/27/84)
 

(tv) Agrarian Reform Settlement Puerto Grande 
(2/14/84)
 

(v) Agrarian Reform Settlement Puerto Escondido (6/14/84)
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IV. 	 Describe and analyze the relationship which ham evolved among CADER, ISA
 

and the agribusiness sector and the effect of USAID's assistance upon this
 

relationship.
 

(1) 	ISA is part of the private sector, and USAID's assistance made ISA more
 

valuable to the private sector.
 

ISA was created by the Santiago Development Association, and
 

The Association
organization of business and civic leaders in Santiago. 


perceived a need to train young people in agricultural production to increase
 

productivity.
 

Association leaders also perceived a need for a center for
 

agricultural training that was compatible with the interests of the private
 

The only other center for training in existence at that time was the
sector. 


Facultad de Agronomia at the Autonomous University of Santo Domingo (UASD).
 

Its program was initiated at about the same time as ISA's high school program
 

At that time, the faculty at UASD were not very receptive to
 vas initiated. 


the idea of accepting U.S. money.
 

ISA v. conceived 6d a more positive setting, in which to educate
 

The graduates
individuals for work in both the public and the private sectors. 


were to have hands-on, problem-solving training, as veil as training in the
 

techniques needed for increased agricultural production and productivity.
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a) Research Impact - Most of ISA's research has been commodity-orieksted
 

and of direct benefit to agricultural producers. Research began
 

shortly after ISA's creation, at ISA's SCAD (Scientific Center for
 

Agricultural Development). Both ISA and SCAD were supported by the
 

Ford Foundation and received technical assistance from Texas A&M from
 

19b4 to 1968. Early research was supported by non-earmarked funds.
 

Texas A&M researchers focused on increasing the productivity of crops
 

of direct interest to the region. For example, they introduced
 

industrial tomato production to the country. The Dominican Republic
 

now grows enough tomatoes to meet domestic market demand. Various
 

processing industries have appeared in the private sector, and small
 

quantities are even exported.
 

ISA's interest in rice culminated in subsequent adaptive research
 

which produced two successful varieties known as ISA-21 and ISA-40.
 

They are widely used in the Cibso Valley, and are among the most
 

productive varieties available to this day. Much of this research
 

was supported by a USAID-funded program for small farmers with the
 

Secretariat of Agriculture.
 

With the termination of the original Ford Foundation unrestricted
 

funding, ISA became almost totally dependent on outside sources of
 

funding to promote research. The research was not supported by
 

direct funding from the Secretariat of Agriculture. The facilities
 

constructed for the SCAD were eventually turned over to the
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Secretariat of Agriculture, which operates them quite independently
 

under the acronym of CENDA, although they are on ISA's campus.
 

ISA staff did continue to carry out important low-budget research of
 

interest to local agricultural producers. An example of this was the
 

identification in the Dominican Republic of the Blue Hold fungus
 

which had previously wiped out Cuba's tobacco crop. ISA researchers
 

discovered its presence, and helped local producers and the
 

Secretariat of Agriculture design and carry out a program to control
 

the fungus.
 

The focus of ISA's research has evolved over time in response to the
 

need to secure outside funding. Recent research has been of direct
 

benefit to the private sector, which has helped fund it. This
 

includes adaptation of the African oil palm to the island, the
 

introduction of white sorghum, and the production of wood for fuel.
 

Both oil palm and sorghum are now being grown by private sector
 

interests. ISA experimented with different tree varieties as sources
 

of wood fueli this work promises to lead to the growth of energy
 

farms in the private sector. The Brugal family, for example, has
 

already followed up on ISA research by planting fast-growing trees
 

for charcoal production.
 

USAID's impact on the general research program is modest. Funding
 

for the second Small Farmer project with the Secretariat of
 

Agriculture provided some research support. However, USAID has never
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ISA, 	except for the
 
directly supported agricultural research 

at 


energy farms. The private sector is buying into energy 
farms, as
 

indicated by recent plantings of trees 
and the commitment by the GODR
 

and private banks to provide credit 
for this activity. 
 Some 	USAID
 

funding to the Secretariat of Agriculture 
has been used to support
 

certain ISA research, such as the 
adaptation of improved rice
 

varieties.
 

USAID support to ISA for staff training 
abroad also facilitated ISA
 

For example, Dr. Wilfredo Moscoso, 
who was trained at
 

research. 


Cornell, introduced white sorghum 
to the Dominican Republic from the
 

Dr. Federico Cuevas Pertz returned 
from his training abroad
 

Sudan. 


and introduced CIAT rice varieties, 
among which he found two highly
 

as ISA-21 and ISA-40.
 are now known
successful strains, that 


Agronomic research in different from 
research conducted by CADER.
 

Agronomic research has focused on 
increasing crops for export and for
 

CADER's research, on the other hand, 
Is
 

import substitution. 


Only 	some of these include primary 
data
 

represented by case studies. 


obtained through field research 
(for example, thome on land reform
 

Some CADER cases are based on
 coffee export marketing).
and on 


Other cases were obtained froe INCAE,
 secondary or simulated data. 


in Central America, and are based 
on data from that region.
 

USAID funding for ISA/CADER staff 
training has
 

(c) 	Tracining pa ­

helped the private sector in several 
ways not all of which were 
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To date, almost over 2,200 persons have participated 
in
 

foreseen. 


Some are employees of
 
CADER's workshops, seminars and short courses. 


the private sector, and far acre will be in 
the future as the public
 

CADER trains manpower from the private sector
 sector cuts back. 


Short courses are specifically
through short courses and seminars. 


The
 
designed to provide management and administrative 

techniques. 


1985 Project Paper amendment stipulates 
that CADER should focus on
 

providing services to the agribusiness sector. 
ISA/CADER conducted
 

an analysis which found there Is substantial 
potential demand.
 

However, until now, most of the individuals 
trained have come from
 

Apparently there
 
the public sector, as indicated in CADER's reports. 


is greater public sector demand for this 
training. In part this may
 

reflect the emphasis given to changing 
policy through seminars.
 

Government decision-makers have greater 
inherent Interet in policy
 

seminars, because they must design and implement 
public policies.
 

(2) 	Some other impactat 

SA Proaram Teachina Relationship - CADER staff 
(i) CADER/Other 


regularly teach in ISA's B.S. degree program 
in Agriculture.
 

This reduces the time available to thee 
to discharge their
 

This Is caused in part by the understaffing
functions in CAD£R. 


Just half of the staff it had two years
of CADER, currently at 


ago.
 

ISA's B.S. graduates are employed in the 
private


Over 20Z ol 


first
Typically, ISA graduates
sector with agribusiness firms. 
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seek government Jobs to gain experience, after which they find 

jobs at better pay In the private sector. However, around 10% 

directly enter jobs with agribusiness upon graduation. Many 

other ISA B.S. graduates eventually gravitate to businesm jobs 

that are not directly involved with agriculture -- banking, 

commerce, etc. 

(it)	CADER am a Nanoover Pool for the Private Sector - Because ISA 

staff salaries are low, USAID staff training for CADER has 

actually provided well-trained manpower to the private sector. 

Typically, ataff have returned from H.S. training to ISA for 

several years, and then sought employment in the private sector. 

Most have obtained salaries In the range of RD82,5000 to 

RDS3,000 per month, over tvice as much an they received at ISA. 

Like CADER, other ISA program. almo contribute trained manpower
 

to agribusinemmem that raid the ISA staff for oid-level
 

managers. Fortunately for ISA, there are fewer opportunities in
 

Santiago for ISA staff to privately augment their salaries than
 

for comparably trained individuals in Santo Domingo. Until now,
 

ISA has not considered the possibility of faoilitating second
 

Jobs for its faculty. However, ISA hires persons employed 

elsewhere, on a part-time or consulting basie, to help prepere 

and conduct CADER seminars. 
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USAID's impact on ISA's contributions
(c) 	 Public Service IaDaCt ­

through public service has largely been through 
CADER. 

(i) CADER/Other ISA Program Relationshin - Until recently, 

there was little relationship between CADER's 
outreach
 

Recently, ISA
 
activities end those of other ISA progress. 


began fostering consulting arrangements which 
jointly
 

Several projects
incorporate CADER and other ISA staff. 


have thus increased intra-ISA communication 
and provided
 

sharing of the fruits of consulting between 
CADER and other
 

ISA staff.
 

- CADER organizedSetur Relationsbhi
(11) AD£P/AoribuoLme5m 


its program In order to Influence public policy 
dialogue.
 

a major impact on public policy in meveral
It has had 


(refer to pp. 10-13), including the
tiportant areas 


and rules. In the
 
drafting as!d promulgation of new low 


s
farmers on well 
process, CADER hoe asslated smali 


agribusiness firms.
 

Another oaJor aspect of CADER's program io 
training in
 

management techniques for manegere of agribusines and
 

support agencies, A fiveeeik

governmental agricultural 

to achieve this has already been 
short gouree ,esoiga* 


o dolof times.
Otee4 over 
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Policy 	dialogue and management training are two separate
 

dimensions of CADER's program. To achieve an impact in
 

both requires that CADER retain a staff of from 6 to 10
 

professionals. It ham been unable to do so since funding
 

terminated for USAID-paid expatriates. They were
 

originally brought in to write Dominican cases and staff
 

CAD£M's program, while Dominican staff were being trained.
 

CADER 	also planned to assist the private sector through a
 

data information bank. This has not yet been Initiated.
 

It was also envisioned that ISA would update its library
 

with relevant material. This aspect of the present USAID
 

project has moved slowly. Contracts for the acquisition of
 

computers and books are awaiting final approval by USAID.
 

(III) 	I9A inon CADER!)/aribuE ness Sector Relmtionshfi - To date,
 

ISA has sponsored little outreach activity with small
 

farmers. In part, this is because ISA's faculty are fully
 

committed to other work dveaed to be of higher priority.
 

15A was involved in the planning of Plan Sierra, a ae)or
 

rural development program in the region. It wes conceived
 

that 	|IA wouid participate significantly In this outreach
 

activity, training stlents in the process. This hover
 

occurre4 f(r lock of funds to support tield work and 

because of time cinfliicto between cropping cycles end 
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Recently, the Kellogg Foundation donoted
classroom study. 

funds to Plan Sierra, specifically to incorporate students 

from ISA into its program. Theme funds are being used 

a 
slowly. However, the recent election to ISA's Board 

of 


person deeply involved with Plon Sierra may 
result in
 

higher priority being given to this work.
 

ISA does not have Important ties with the 
national
 

extension program that relates to part 
of the small form
 

sector. 
 However, recently ISA has worked closely with
 

agribusiness firms such as PROSEDOCA, CARCISA, 
and Permits
 

the result of direct
Theme activities were not
Limited. 


USAID funding, since USAID has not programmed 
funds In this
 

area.
 

- A major funding
1ivI C 6ADRAr1buSi02s Secor 1ei1onsh1o 


component of the current USAD-tunded 
CADEI program to the
 

USAID agreed to provide montes if 
ISA/CADER


endowment. 


raised counterpart funds in private donations, presumably
 

Thus for few counterpart funds hove
 from agribusinessooe. 


boon raised. 

may be less successful in 
University development programs 


because they are
 
the Dominican RepubliC then in the U.S., 


Dominican entrepreneurs and
 loss suited to the Culture, 
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bankers are reluctant even to talk to someone hired
 

specifically to solicit donations.
 

Successful fund raising in the private sector will probably
 

require that the solicitation be done by members of
 

established wealthy families. Even a former Secretary of
 

Agriculture, or someone of comparable status, might have
 

little success if he were not of this social class. Thus,
 

some, but not all members of ISA's Board of Directors could 

be enlisted to carry out this function. One Board member 

told us that 'who one played with as a child' was the 

critical factor governing success in raising money or 

private donations. 

This Interpretation suggests that if private sector gifts 

are vital to the future of ISA, the Board may need to 

enlist more services of the rich, seeking persons who are 

well-born and well-coasitted, who yet know ISA and its 

programs, and believe In their values. 
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V. 	 Project the array of possible outcomes for the CADER/ISA mgribusiness
 

relationstip as a result of ISA's newly adopted strategy to strengthen it•
 

academic program while diminishing the vocational agricultural role it
 

formerly pursued.
 

(1) 	The shift in emphasis between ISA'a academic program and its
 

vocational/technical program is a consequence of the evolution
 

of ISA. USAID, through its direct and indirect assistance to
 

ISA, has contributed to this evolution. USAID funding interest
 

went through three stages:
 

(1) 1965 to 1973: emphasized vocational training and basic
 

research/extension under the SEA/TANU programs
 

(2) 	1974 to 1979: emphasized specialized undergraduate training and
 

policy research; and
 

(3) 	1980 to Present: emphasized post-graduate training and advanced
 

research capability.
 

The ISA Board of Directors correctly perceived that international
 

assistance was easier to obtain If ISA raised the academic level of
 

the training and research, even though its original fame was based on
 

its hands-on practAcal vocational training, which employers
 

appreciated.
 

421 	 There are several reasons for the decreased esphasts of the
 

*hands-on* training at ISA. First, student demand for vocational
 

training at ISA has decreased, in part because other secondary
 

schools opened in other provinces. ISA always tried to recruit
 

nationally, visiting lower level schools throughout the country.
 

However, the new secondary schools are easier and less expensive to
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there ore several dozen
 
attend beacause 	students can live at home. 


new universitioen throughout the country, which make college
 

education more accessible even when secondary school training in
 

Today, most graduates of the vocational
 deficient by ISA standards. 


agriculture program themselves are 
less inclined to go directly to
 

In recent years about half of the graduates 
of the
 

work on a farm. 


ISA secondary program vent straight 
into the B.S. program, seeking a
 

professional degree and the higher 
prestige and remuneration it would
 

bring.
 

The second major reason for a decline 
in vocational education is the
 

Cost for the student Increased as
 increased cost of providing it. 


ISA lost external funding and transferred 
Increased costs to the
 

Reduced student demand was reflected 
in lover enrollments,
 

students. 


even
 
turn reduced receipts, thereby reducing 

ISA's budget 

which In 


ISA had great difficulty financing 
this training without
 

more. 


Also, the
 
substantial outside support, which 

was not available. 


on which secondary school students 
gained practical
 

school farm, 


The real costs of this
 
experience, has lost money In recent 

years. 


kind of training are high, in part because student labor is more
 

inefficient than hired labor,
 

asociated with 	changes in the composition 
of the
 

A third reason 	i 


On return from the U.S. with graduate degree@, they
 
staff at I5A. 


and to conduct more
the university 	level
prefer to teach at 


sophisticeted research.
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(3) 
ISA proposes to initiate a three year gagronomof program in place of
 

the high achool program. 
This program will be modeled after the
 

program at 
Zamorano in Honduras. 
 ISA personnel anticipate that this
 

program will also incorporate subatantial 'hands-on' components.
 

Potential employers in the public and private sectors will probably
 

find that graduates of the 'agronomo' program are better employees
 

than those of the vocational technical program. 
Graduates of the
 

°
"agronomo
 program will be more mature, having completed high school
 
prior to entering the "agronomo" program. 
 Many former high school
 

graduates were older because they chose to repeat years in high
 

school in order to attend ISA. 
 However, this has not occurred in
 

recent years.
 

(4) The aogronomo' program has the potential 
to provide considerable
 

applied, 9hands-on' training. 
In part, this will depend on the
 

resources available to ISA, 
and in part, on the design of the
 

curriculum. Opportunities exist 
for an International donor to
 

heavily influence the design of this program by providing funding
 

specifically for outreach training which could be Incorporated Into
 

the curriculum. Without additional funding, ISA may not be able to
 

provide outreach training, simply because of Its cost. 
 A specially
 

funded program could provide Internships with agribusiness firm,
 

government agencies, and small farmer organizationa.
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(5) 	Although the CADER program in a post-graduate program, much of its
 

training im analogous to "hands-ons agronomic training, Students are
 

encouraged to grapple with real life decision-making problems. Many
 

of the came studies are based on real life mituations in the 

Dominican Republic and use primary data. However, this training is
 

quite different from that of manual labor on the school's form. It
 

signifies training business administrators rather than farm managers,
 

who require practical production experience.
 

6. 	 At present, the real market demand for the "agronomol graduates is
 

unknown. This degree program does not currently exist in the
 

Dominican Republic. However, various Zamorano graduates are employed
 

in the country and are rated by employees ams excellent field
 

technicians.
 

7. 	 It is likely that there will be considerable student demand for
 

admission to this program. Becaumo of the high cost of university
 

training and the low salary differential between 'agronomosm and
 

lingeniero agronomos.
 



29 

VI. 	 Develop a menu of strategies from which CADER end ISA may select those
moat appropriate to sustain and expand the positive impact which they have
had on agribusiness and policy dialogue.
 

A. Assumptions.
 

There are several important assumptions which underlie our presentation of
 
alternative strategies. 
 Theme assumptions are based on discussion of ISA/CADER
 

programs with expert Informants.
 

(1) 	ISA'm Board of Directors has recently changed in composition. 
 The
 

new Board desires that all of ISA's programs be in the vanguard. The
 

Board is committed to seeing this happen. 
The new Chairman has
 

relevant institution-building experience (as a hospital director); he
 

is 
aware that program excellence will require substantial salary
 

increases for most faculty and staff.
 

(2) 	ISA's Board of Directors has made it clear that It intends to
 

maintain CADER an an 
integral part of ISA. 
 Therefore, any support
 

for CADER's program must be provided within the broader Institutional
 

context of ISA, 
In a way that streogthens the whole orgaiization.
 

(3) 	Past USAID attempts to solve the salary problem for CADER staff
 

created Internal tensions resulting from resentment by other ISA
 

staff, who also considered themselves to be underpaid.
 

(4) 
Oreater outnnomy for CADER is probably a good Ides, but this Is also
 

true for @11 other ISA programs. Decentralization of program and
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financial decimion-making is and should continue to be a tendency for
 

all program aream. 
 ISA'm prement Rector ham encouraged more openness
 

and communication among the ISA faculty, although he ham stressed him
 

intention to keep a firm control over all hiring, and over 
the
 

budget, at least for now.
 

(5) Until salaries and benefits comparable to those offered by the
 

private sector are offered to ISA staff, they will continue to leave
 

for the private sector. The concept of a professional university
 

career is nascent and will take time to evolve. Current staff view
 

graduate training am an opportunity to acquire skills more 
marketable
 

in the private sector. They accept inferior pay at ISA am an
 

investment in their own future. 
They do not intend to remain at ISA
 

and help build it into a regional or world-clam institution. Nost
 

faculty take Jobs in the private sector at the end of their two year
 

comaitment to ISA in exchange for their H.S. training abroad.
 

B. Problems and Stratogies.
 

ISA/CADER is currqntly dealing with several major institutional
 

bottlenecks to further development. There are several ways to design
 

strategiem to addrelm 
them. We propose alternative strategies to redress
 

dimcrete constraints rather than proposing general elternative institutional
 

demigns. We assume that specific constraints lend themselves more easily to
 

programmatic intervention by ISA and by institutions interested in assisting
 

ISA in this process. Theme strategies are by no means mutually exclusive.
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(1) Constraint #I: 
Insdequate Salaries Due to Inadeaupte Financial
 

Resources 
- The 1984 CADER evaluation highlighted the problem of
 

inadequate staff remuneration. 
 It predicted that Inadequate salaries
 

would lead to loss of staff to agribusiness fira and government
 

agencies. 
ISA did not have the money to pay better salaries in the 

vocational agriculture and B.S. level programs, and ISA's former 

Director and Board Chairman refused to use the money USAID and the
 

GODR provided to pay significantly better salaries in the CADER
 

program. 
 Since CADER salaries were not significantly increased, the
 

Dominican staff level fell from II 
to 4. Inadequate salaries also
 

led to staff loss in other ISA program. Low salaries generally
 

result from an ISA stated policy of 'entry level' remuneration and
 

discouragement of supplemental incoae opportunities. 
Agribusiness
 

firms looking for employees with experience and a foreign N.S.
 

degree have benefitted from this policy.
 

ISA/CADER could pursue several strategies to increase resource.
 

available for its programs:
 

(a) Government QU Fundg 
- ISA currently receives core funding
 

from the Secretariat of Education to pay staff salaries associated
 

with the vocational technical program. 
 This funding will pay the
 

salaries of staff associated with the new 
'agronoao' program. 
 ISA Is 

currently exploring the possibility of securing further funding
 

through an International Development Bank (IDI) 
loan to the Dominican
 

government. 
Once ISA's funding is 
an Item of the federal
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government's budget, it becomes easier to continue it from other 

Dominican government sources, after s given loan program terminates. 

The government may be more inclined to do so to the extent that it 

receives valuable products from XSA/CADER attributable to the IDB­

funded programs. 

Other ISA areas, such an forestry, animal production, and 

aquaculture, could be encouraged to follow a similar tactic.
 

(b) Endow-ent - An adequate endowment would ease the financial 

constraints faced by ISA, achieving competitive salaries, in addition
 

to financing programmatic activities. 
The general goal would be to
 

secure an endowment sufficiently large to cover all major facets of
 

the program. However, strategically, it is more viable to seek funds
 

for discrete program activities. Thus, one endowment could be
 

established specifically for CADER, another specifically for the new
 

wagronomo' program, and others for target programs, 
such as forestry.
 

Within each of these program areas, components should be Identified
 

which would again be the object of endowment fund raising, such an
 

chairs, research progrems, or Internship programs. Conceptualizing
 

and directing the procurement of funds In this way may make It easier
 

to obtain funds. For instance, an agribusiness may be willing to
 

provide funding for a chair which would carry its name. 
Similarly, a
 

foundation may be more willing to provide a partial endowment for a
 

specific functional component of a program, such as student
 

internships with small farmer cooperatives, as part of the 'agronomog
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program. 
A local foundation such as NATURA may be more willing to
 

lund or partially support 
a "chair" in Forestry or resource
 

management.
 

:. Otier Funding Sources -
ISA has already identified other major
 
funding sources which are consistent with Its general mandate, such
 

as charging for short courses and seminars, consulting services, and
 

use of its school farm for crop production by agribusiness firms.
 

The distribution of this income among faculty and general
 

institutional accounts merits continued refinement.
 

(2) Constraint*2; 
 PoorStaff Retention and Develop--nt - Dramatic
 

improvement here in essential if ISA to to achieve an adequate
 

program, let alone develop one of national and regional status.
 

The Jacome, et. al. evaluation of CADER Indicated that salaries paid
 

to CADER staff were not competitive with those being offered in the
 

private sector for professionals of siailar levels of training and
 

competence. 
 They predicted that 
 the staff would leave If salaries
 

were not Increased substantially. 
The Dominican resident staff has
 

indeed fallen 11 to 4.
 

Clearly, CADER staff do not consider teaching to be a viable career
 

alternative. 
 They speak of employment at ISA as an Intermediate step
 

between graduate training and private sector employment. This also
 

occurs with stall 
In other ISA progress. Most 16A staff members are
 

new, trained at beat to the M.S. level, 
have limited academic
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experience$ and lack dedicated mentors and role models on ISA's
 

staff, such an are found at leading universities elsewhere. Some
 

possible options ares
 

a. Off-Camous £molg~o nt - Host professionals with comparable skills
 

and levels of training In Santo Domingo hold more then one Job. Many
 

teaching staff at UNPHU, UASD and other universities work gull-time
 

for the government or in the private sector from 7130 to 2:30, alter
 

which they teach and/or conduct research. Universities ore unable to
 

provide adequate compensation for full-time, exclusive employment.
 

They accommodate by arranging classes in order for their faculty to
 

find additional employment. ISA's program currently does not
 

facilitate supplemental employment. Officially, ISA empects staff 
to
 

work full-time at ISA, although an ISA board member told us that he
 

hires an ISA professor to work In his agribusiness on Saturday@ end
 

on two afternoons a week. He added that this costs his very little,
 

because ISA salaries are so low that even a small extra Income is a
 

large percentage increase in the professor's income.
 

b. Comostutive Slarie A - Obviously we would prefer that h9A itself
 

pay competitive salaries rather then encourage moonlighting s a
 

means of staff retention. There are several ways in which IVA cId
 

increase salaries. All are premised on the evailability of
 

additional funding.
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The first alternative would guarantee funding through an endowment
 

such as that proposed in the current USAID-funded CADEU project. 
 A
 

second alternative would be to pay bonuse 
out of funde generoted by 

seminars, workshops and other services provided by ISA. Staff could
 

be guoranteed a fixed percentage of thee revenues. This would
 

directly stimulate staff productivity. A third alternative would
 

encourage staff 
to seek contract research, a lied proportion of
 

revenues from which would go to 
the atoll member. University
 

foundations in Iroxil have 
 found this to be on eucellent way to
 

supplement salaries.
 

Changing the attitudes of staff toward a university career t more 

difficult. In pert this would occur automatically if staff were paid 

competitive salaries. A msjor factor is the absence of role models
 

at ISA. To the extent that CADM staff are retained, they can serve
 

o role models for the younger staff. Provision of salaries and
 

fringe benefits comparable to those of other proleselons would eke a
 

university coror olternative more attractive.
 

* t~ni1Li~1A~kLJ~jiRJ gg~s 
Ladrst - Dynamic responsible
 

leadership is essential for 
a sucoeetul, growing Institution. This
 

leadership euet facilitate institutional interoctlon with its
 

eOtr~ifihr t, 1hV1lu4|ng 
 fundiA|g *ourVeO and 0lientel.0 It mUst leo 

provide effectlve administration of activities within the 

ihattutloft,
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ISA/CADER has three major groups with which it interacts, they are
 

4ovornment agencies, private sector institutions, end Internationel
 

agencies. These provide resources and use 
ISA/CADER'a products.
 

There are two levels on which interaction necessarily occurs, namely,
 

the executive level maid the Llncei/ 
 litretvw level.
 

a. Goj 
 ISA has had fairly good relations with the national
 

government, from the Piesident to Cabinet soabere end Heds of major
 

agencies such as SAD, SEA, INDRNI. 
end 1AGICOLA. Members of ISA's 

Board of Directors have provided this interfece, intervening both to
 

secure funding for specific pro-gros and to piece ISA graduates. It
 

ti important that 
board Members continue to assume this mentorship
 

role.
 

It to also ieportant that ISA'. operetionai leadre provide en 

effective interface with governaent agencies at the
 

technical/adolnistrative level. 
 ISA's Rector. CADCO's Manager, the
 

Vice-hector for Research, etc. need constant interctioe with
 

government officials and technicians to guarantee an edequate market 

for IA's research, teaching and outreach products. This coal for 

frequent vistit to the capital, perhaps one day a week end Increased 

natinto viot lity for 15's program. 

Thore at* several were to &ncres@* 15iA1 visibility. first, the 

toochthq, and outreach octtvmtoeo promoted by CADEN need to be 

conducted more requerli? tn gento Domingo, near funding agencles end 
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government participants. Second, ISA needs to raese Its visibility
 

by elaborating and disseminating materials which describe its
 

productal end possibly by advertising in newepepers. Third, ISA
 

should promote more joint activities with governmental agencies,
 

giving these agencies a proactive role in seminars, workshops, etc. 

b. Prlyivat 
 Ietor - The second m"jor group In the external
 

environment is the private sector. 
ISA's Soord of Directors has a
 

major role to play in the private sector, from which its members
 

come. They can be influential in promoting ISA's program by 

recommending to agribusinesmes and related industries they use ISA's
 

services. Equally important, they con advise ISA regarding the types 

of prograe and activities of greatest interest to the private 

sector. Ideally, the foard would noe a sub-comeittee charged with
 

routinely providing thee inputs to ISA's program.
 

ISA's kector and staff are the key to successful program
 

ioplesentationi they should embrace strategies similar to those
 

proposed for the government sector in dealing with the private
 

sector. These would Include greater publicity through preparation of
 

descriptive sateriels designed specifically to inform agribusinesses,
 

periodic visits to privete enterprises, and holding short courses,
 

seenare, etc. at loca ons more accessible to oid-level employees of
 

ogribusiheas and other firma. 
 164 eight consider offering the
 

semlnars, workshops, etc. after normal work hours.
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Likewise, as ISA grows and diversifies, the Board Chairman and ISA's
 

Rector cannot be everywhere at once, nor should they try to
 

centralize all Board-Program committees. Each ISA project or program
 

should have a Board member, designated by the Chairman and Rector as
 

the "Pmdrino" or mentor to 
express the Board's Interest and support
 

for that project or program.
 

c. jnternational Aenciea - International agencies form the third
 

major group with which ISA must be In close contact. This contact
 

should not be limited to one or two persons, although official
 

relations will of course be the responsibility of the Chair and
 

Rector. Informal contact can be extremely rewarding for both ISA and
 

the international agencies; 
it should Involve various members of the
 

Board of Directors, the Rector, end program and project leaders at
 

ISA.
 

t4U 01j1 The lackof actveinvolveMnt of nerons o interns­

ional Ltaure. One way to facilitate positive interaction with entities
 

In the public and private setore io to contract with an international
 

Institution to work with ISA. 
 Provided that it ts a quality Institution
 

end provides quality technical assistance, the institutional presence
 

could contribute to the overall positive Image projected by ISA.
 

A secondatrategy would be to continue to contract with individuals 

from non oinieao institutions, sa has teen done In recent years. 

However, ost indivlduas do not isport the tull cherise and
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attraction of an institution. Having someone at ISA from the Harvard
 

or CATIE or INCAE, is different than having a person
Business Schools 


backed by the full institutlonal resources of the HBS, CATIE or
 

INCAE. However, this alternative Is more expensive then that of
 

hiring Individuals as short-term consultants or visiting professors.
 

Also, some of the best institutions may not be willing to commit
 

their prestige and resources through a contract with Third World
 

Institutions.)
 

4S) Onstraint 	*5, IncoaRiete ComounIcation and Oyerly-centralized udnet
 

ISA staff recognize recent improvements, but still feel
C-


ISA's site plan. They still report
Inadequately informed and consulted on 


They argue that
small but unnecessary problems in getting reimbursed. 


things hove improved during the last year, but they believe that a private
 

Institution, which teaches problem-solving, ought to delegate
sector 


Effective
authority along with improveents In program execution. 


resources within ISA is necessary for its success.
administration of 


Formal
A ajor element of administration is leadership style. 


they mature, tend to evolve from monolithic
organizations, as 


personalities and highly centrallied structures toward pluralistic,
 

This is mainly a consequence of increasing
decentralized structures. 


It

organizatioal sle, differentiation, specialization, and complexity. 


simply is riot possible for large, highly differentiated end specialized
 

for that matter, elfective, if they do
organtrotions to ti efficient, or 


15A hem evolved fron a vocational technical high school
 not decentralize. 
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to an institute that provides secondary level (now phasing out),
 

university level and post-graduate training, and aspires to an even more
 

significant research program.
 

A traditional approach In Latin America is to centralize prograsmatic and
 

financial planning end Implementation at the top administrative level.
 

However, 
this strategy has not been egficient. 
 At ISA, cash flow problems
 

may have made It unavoidable in the past. Though often at small
 

Institutions, national, regional and world class programs seldom arise If
 

they limit themselves to the range and number of activities any one
 

person, however brilliant, can supervise directly.
 

Accountability would be assured by reporting all expenditures through a
 

centralized accounting systea, requiring periodic verbal and written
 

reports to the Rector, and internal audits (a posteriori).
 

A different strategy would be to delegate total responsibility for
 

Individual activities to tLr& staff member. 
Each would be In charge of
 

planning, administering and laplementing an 
Individual program of work,
 

again subject to a budget approved by the Rector and Board. 
 Each 

inlividual would be responsible for promoting a specific program with 

client groups. This would include partial responsibility for obtaining 

financial resources.
 

ISA, particularly under its current Rector, decentralized Its program
 

soa*wat, Further decentralization should be encouraged. 
tech major
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program component should be planned with participation by ISA staff and
 

ISA leadermhip. 
 However, once planned and approved, day to day 

implementation should be the Job of an individual with full responalbility 

for routine Iaplementation, within a budget approvod by higher authority.
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V11. Describu Programmatic Options for USAID which Perallel These Strategies

and that Would Enable the Mission to Strengthen CADER and/or 1SA'm Development
 
ms 
Contributors to the Notion's Agribusiness Development and Policy Dialogue
 
in the Agricultural Sector.
 

(1) The major constraints to CADER's development, which are discussed in
 

the previous section, were mentioned in the Jocose, ot.el. ()984)
 

evaluation of CADER and the Norvell report of 1986. Obviously, they
 

have not yet been adequately addressed. 
This has resulted in a
 

worked decline in the quantity end quality of program activities in
 

CADER. The options 6.lineated here build on those suggested by
 

Jacome, at.el., but they also address constraints within the brooder
 

institutional context of ISA. In retrospect, 
some of the Jocose,
 

et.al. options were not viable, primarily because they did not text
 

the Institutional context sufficiently into account. The
 

consultai.ts, like USAID, looked only at CADER end solutions 'i its
 

problems. Yet, to ISA's Director and Board Chairman, CADUR woo a
 

pert 	of ISA and CADEt's problems were not unique. LogacalLf, they
 

resisted efforts to address the problems only for CADE0.
 

(2) 	It say be appropriate for USAID to analyze future assistance for
 

CADER in both short-run end long-run term. Long-run thinking will
 

necessarily need to include consideration of a brooder institutional
 

support program for ISA, There ore several reasons why this is
 

appropriate.
 

4a) 	 It will be ioposslble to solve the principal constrainte faced
 

by CADER without solving them for IGA genorellyl and
 

http:consultai.ts
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(b) 	ISA has provided valuable services to the Republic, which are
 

consistent with A.I.D. policies. 
ISA has, through its research,
 

provided important contributions to crop production and
 

marketing in the private sector. 
Crops include rice, white
 

sorghum, tobacco, African oil pals and tomatoes. In addition,
 

many of ISA's graduates are employed by the private sector,
 

which considers them superior to graduates from other
 

agricultural programs.
 

(c) Initiating a project that would help solidify ISA's general
 

teaching, research and public service functions would be
 

consistent with A.I.D.'s institution building concern.
 

(d) Leadership of ISA's Board of Directors has recently changed.
 

There is a new dynamism present in the Board. 
The Chairman is
 

anxious to initiate new activities and to reestablish ISA's
 

prominence among institutions of higher agricultural education
 

in the Dominican Republic and in the Caribbean region. 
The
 

Chairman recognizes that this cannot be done without substantial
 

increases in present salaries.
 

(3) 	Short-run options can be exercised largely through use of funds which
 

remain unexpended in the current CADER project. 
Only some of the
 

strategies proposed in the preceding section can be addressed with
 

these funds. Therefore, our options focus on them.
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( Inadequate financing 
 QN traint. 
- The primary tool available to
 

USAID to address this constraint Is the 9nd0100nt fry. 
 The new
 

Board of Directors is serious about collecting funds; 
 One
 

hundred thousand pesos in pledges and contributions were
 

collected among Board members at the August 21 Board meeting.
 

Fund raising for the new agricultural research foundation is a
 

successful recent precedent. 
However, 
XSA may find some
 

potential donors unable to give in the short run, precisely
 

because they have pledged support for the research ageny.
 

Given the very real problem of a limited pool of resources in
 

the private sector for ISA's endowment, we recommend that USAID
 

'reward' recent efforts and stimulate additional contributions
 

by reducing the amount of required counterpart funds.
 

PL-480 funds have been encumbered for use as part of the
 

endovment. 
 Moat of them still have not been disbursed.
 

However, neither have they earned interest to offset Inflation.
 

We recommend that, if the remaining funds are not disbursed soon
 

to ISA, they be placed in an interest bearina account until
 

final disbursement. Pertinent rules may not allow this.
 

Furthermore, we realize that the monetary authorities would
 

prefer 
that the funds remoin sterilized and undisbursed as long
 

as possible.)
 

A second option, although not 
related directly to the existing
 

CADER project, would be to eark 
 fug associated with other
 



45 

USAID-funded eroects to ISA. This would in effect guarantee
 

additional sources of income, although on an irregular basis.
 

Care 	should be exercised to earmark funding only for those
 

projects which ISA can reasonably undertake.
 

A third option would be for USAD to L overhead to ISA for
 

activities which it requests ISA to undertake. This was also 

mentioned in the Jacome, et.al. evaluation. ISA has 

considerable real fixed coats associated with these 

activities. A 25X indirect cost rate was suggested in the
 

Jacome, et.al. report.
 

(b) 	Staff r teion ddeveloggmn n J.aint.. - The key cause of 

staff loss is the noncompetitive salary paid to ISA's staff. It 

aust be addresse directly if CADER is to have a strong, lasting 

program. We recommend goroLrumiL ng of the remaining pL-480 

funds to Increase salary compensation. USAID may also consider 

requesting that ISA use the Interest accruing to the 

PDOI,200,O00 already disbursed, precisely for their purpose. 

CADER's staff salaries and benefits were Increased somewhat In 

response to the conditions precedent of the project amendment.
 

However, these increases fostered considerable resentment among
 

non-CADER staff. Salary c adjustments should be 

implemented for the entire M& sLf. Salaries competitive with
 

the 	private sector would range from RDS2,500 to RDO4,0OO/month 
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for experienced N.S. or Ph.D. level staff, to RD1,OOO/aonth for
 

newly trained teachers with limited experience.
 

PL-480 funds remaining in the account could be earmarked
 

specifically for salary catch-up. Since ISA is able to pay its
 

current salaries with other funds, earnings on the endowment
 

funds could be used each year to provide 'catch-up' and
 

'keep-up' portions of staff salaries. There is sufficient money
 

in this account to guarantee salary differentials and still
 

provide additional flexible funding to pay other operational
 

costs.
 

There are at least t)rJ sratealas which could be used to
 

address the salary problem. The first would be to adjus
 

This would
.t.ing malaries 01 ILfLxed factor such as 25%. 


recognize and maintain existing salary differentials, but place
 

most 
salaries almost within an acceptable range. It could help
 

greatly in faculty retention If it were coupled with the
 

Implementation of an updated version of the salary and
 

implemented.
advancement plan approved In 1965, but never 


The second strategy would be to provide a dif.erentiAL
 

To move almost
usment depending on current salary level. 

all present staff close to present private sector offers for 

their skills, training, and experience, It appears that one 

might increase all salaries now below RD6l,OOOtmonth by 30% all 
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salaries between RDOI, 000 and *2,000/month by 40%; 
and salaries 

above RDS2,000/month by 301. Of course, USAID cannot propose 

individual salaries. However, USAXD would want to see the list 

of new salaries which ISA's Rector and Board Chairman propose to 

put into effect before approving the reprogramming as adequate 

to solve the retention problem. 

The third strategy would be to establishJ
ndowe choirs for the
 

major programs areass 
namely, CADER, the Oagrcnomo, program, and
 

the B.S. degree program. This wan recommended by Jacome, 
t.al.
 

in their report. 
 ISA might even be able, In this way, to retire
 

former ISA and CADER staff members. These individuals could
 

give ISA the recognition and dynamism that would help attract
 

further private sector support and demand for ISA products.
 

An endowed chair could be created for about RD*e0),000. At 161
 

Interest, the current earnings on this sum would permit Oster*
 

salaries and benefits costing about RDOO,000/month. However,
 

ISA would have to allocate some added funds from year to year to
 

monitor the real value of the endowment in the force of 

Inflation.
 

While this approach would guarantee the permanence of several able
 

staff, It would not solve the problem of staff retention among the 

majority, and could produce Internal tensions similar to those 

produced by the limited adjustments made for CADER staff. 
 If gil
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Its eeloEgIE2d olevlsRLU s.al LM &g promotip n , 

A.ruket demeng, then in. establishment of preferential endowed 

chairs for a few truly outstanding persons, brought In from 

outside ISA, should not result In resentment and jealousy. 

Given the recent staff departures, it will be necessary to tin
 

addiJti nal staff to return to the desired level of 8-10 resident
 

staff for the CADER program alone. Additional training should be
 

provided to promising young professionals, but with the usual
 

requirement that they return to ISA for a stipulated period upon
 

termination of training. 
 If adequate salary Incentives are in
 

place, they may be leoss inclined to leave then their predecessors.
 

4c) gras IgdiJhshAn Qhraini. - Ninny of the suggested strategies were
 

directly related to promotion of ISA's Interests 3y members of the
 

Board of Directors. 
These strategies cannot be directly stimulated or
 

abetted by selective USAID funding. However, USAID can promote other
 

strategies directly:
 

(i) The lock of on established pL Z in SaM D onin has been 

identified as a major bottleneck in dealing with government agencies 

and private sector interests in the capital. ISA believes that It hs
 

solved this problem by appointing Luis Crouch as Its representative in
 

Santo Domingo. However, 
ISA requires a presence at the operational 

level. It is recommended that USAID consider funding qn oUkl a L9a [iA 
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La J2.01 Qojogo for a 
limited period to let ISA demonstrate its
 

utility and Importance. The Individual assigned to
 

this ofgico would be responsible for:
 

(11) prosoting ISA's programs In government agencies and among
 

agribusinesseg;
 

(I) assisting In the preparation of eminors, 
workshops and other
 

ISA program activities which are carried out 
In Santo
 

O0o14 logo.
 

(lill ISA never formally responded to 
cnditin s 
 RA MI
 

concerning delegation of Increased authority to the CADER
 

Coordinator. 
However, ISA provided the CADER Manager with
 

greater flexibility in decialon-aking. 
A ejor Issue
 

appears to be the rapidity of delivery of funding for program
 

activities. 
 USAID should again address the management issue.
 

However, it should olso be made clear that ISA should treat
 

this action as simply a part of 
a broader plan to
 

d~ltralu &LM 
 W fiLnaAig diEahlonmakina for the 

entire Institute. 

As an Ammediate stop in the right direction, all ISA program
 

managers eight be given a larger petty cash fund. 
 This
 

should be sufficient to lost at least a week longer then it
 

normally takes ISA to replenish the fund, once the respective
 

program presents receipts and a request for replenishment. 
A
 
program which teaches problesolving and management must be
 



50 

a role model; It should not have delays and unpredictability
 

In its own disbursements of budgeted funds for routine
 

expenses.
 

(iv) 
 USAID should consider cno.ntsLtal tLh 9A InsaItL.&gn for 

continued technical assistance to the staff In CADER in the 

short-run, and for the entire ISA program In the long-run. 

The technical assiatence would be for strengthening the
 

teaching, research and outreach functions at ISA. 
 Ideally,
 

CADER would have two new long-term resident advisors in place
 

by January, 1987, when the present long-term advisor departs.
 

These advisors would help project CADER's Image nationally,
 

provide contacts with other funding agencies, and provide
 

support to other CADER staff.Contracting through an
 

Institution helps project ISA's Image nationally, provides
 

contacts with other funding agencies, and gives a sense of
 

security to ISA staff.
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Appendlx A
 

CADER's Program Targets and Accomplishments through Nay, 19117
 

December, 1964 May, 1967 Difference 

Activi- Partict- Activ1- Partict- Activi- Partici-

Proarao Cateaorv -­tRd.- .JJoants_ .. pansL ties chjJ 

Workshops and 

Seminars 23 1,443 41 1,762 18 319 

5 Week Administra­

tion Course 6 222 13 500 7. 278a 

Technical Asim-

tance/Cou:e ....... 6 200 6e 200. 

Case Studies 

Written 104 165 61 

Consulting An­

signment 9 9 

9 Data taken from Project Paper Supplement and ISA/CADIA nforse Progrma 

y Logros,' Nay 20, 1987. 
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Sealnarlo Prolenional 
 Appendix 9 
 24 de agosto 1987
 

EL FUTURO DEL INSTITUTO SUPERIOR DE AGRICULTURA
 
Discusion de Alternatives Eutrategicae


de Organizacion, y *I Papel de Ia Ayuda Externe
 

Prolesores David Hansen y John Stresw"
 

1. Introducclon.
 

2. Antecedentes de spoyo externo *I ISA
 

3. Los Programme 
 del ISAI Guiene son los client..?
 

4. Alternativas Organizativa pars loplementar loe Progreses
 

a. Fuertemente Centralizads?
 
b. Fuertesente Decentrallzada?
 
c. Decentralizeda en loplementacion, oujeto a un
 

presupueosto y una ouditoris a posteriori?
 

5. El Papal de los Profesores 

a. acer ls clase@ conform& a un plan aprobado?

b. Realizar inventigocloneos; Cusleost
 
c. Coercializar los serviclon del ISA?; Proporclonarlos?

d. Participar en Is planificaciont
 
e. Deliberar y determinar lea norms@ del

1. Grado de participacion en 

ISA? 
Ja asignecion de recurso.?
 

6. El Papsl del Consejo Directivo
 

a. Nosbror *I Director del ISAI; Aprober *I presupueostot

b. Conocer Is earcha do los programe? 
c. Apoyar a los programs@ activeaente?
 
d. Buscor recursog pars los progrese? 

7. El Liderazgo del ISA en @I Ambito Nacioal 

a. Puede dentacarse @I ISA sin [Estrellaos y 9Lldores'? 

S. La Resunerecion, les Incontivos, y Is Carrere Profesional
 

9. Le Solecclon, Retencion y Evaluscion de los Profesores 

a. Dosinicanoot [gresadoe del 11
ISAi caso del INCAC?
 
b. Los mentoreso eterno?
 
c. Ci cargo del 
trabajo y lee consultories?
 

* Universided 
etatal de Ohio y Is Univeraided de Wisconsin; Conoulto­
rem de USAID, hablondo estriotaewnte a titulo personal.
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Appendix C 

List of Individums Intervieyw
 

I. Current and Past Board Members
 

(1) Dr. Frank Joseph Thomen, Board Chairman
 
(2) Don Victor Espaillat
 
(3) Don Luis Crouch
 
(4) Sr. Miguel Jose Lune
 
(5) Sr. £Silio Olivo
 

Il. Government end Private Sector Employees
 

(1) 	Luie Ernesto Perez Curves, Undersecretary for Planning* Secretariat of
 
Agriculture


(2) 	Hector Leger, Undersecretary for Agricultural Economics, Statistics,

Secretariat of Agriculture


(3) 	Pablo Rodriguez, Technical Studies Unit, Policy Anslysis Unit,

Secretariat of Agriculture


(4) 	Osmar Benitez, Council for Consulting end Joint Agribusineom Ventures
 
(JACC)


(5) Teofilo Goez, Council for Consulting and Joint Agribusiness Ventures
 
(JACC)


(6) 	NMrisele Mendex, USAID Population/Wealth Contractor
 

111. 	ISA/CADER Staff
 

(1) 	Benito Ferreires, ISA Director 
(2) 	Angel Castillo, CADER Manager

(3) 
Jose 	Luis Rojas, OSA Vice-Director for Administration
 
(4) 	Ramon Martinez Note, ISA Library Director
 
(5) 	George Thomas, CADEr Advisor
 
(6) 	Jesus de los Santos, CADER Staff ember
 
(7) Rolf Ninhormt, Animel Production
 
i8) Joequin Zarzuela, CADER Stalg Neaber
 
(9) Christian Struts, Animal Production
 

(101 Franklin Reynoso, Forestry

(11) Alberto Rodriguez, Plant Production 
(12) Willredo oscoso, ISA Vice-Director for Research 
(13) 
 Domingo Csrrosco, Agricultural Mechenizetion 
(14) Interaction with various other stafl at staff seminar 
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IV. U.S.A.I.D. Staff
 

(1) Thomas Stukel, USAXD Director
 
(2) Pirin Gail, Project Development Officer
 
(3) Larry Armatrong, Project Development Office
 
(4) Dwight Steen, ARDO Chief
 
45) Kenneth Wiegand, ARDO Deputy Chief
 
(6) Emilio Martinez, CADER Project Manager
 
(7) Delbert NcClulkey, ARDO Staff
 
(8) David Gardella, ARDO Staff
 
(9) Comar Cruz, ARDO Staff
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Appendix D: ISA Teaching and Research Staff, August 1987
 

Rafael Balbuena 
 Lic. Mathematicos 
 UCHN
Pedro Benoit 
 MS Horticulture 
 McGill, CANADA

Margarita Betances 
 MS Recurso Forestales 
 Nerlds, VENEZUELA

Domingo Carrasco S NecManizaclon Agricola 
 Nebraska

Rafael Cruz Robles 
 "S Extension Agricola Mayaguez, PUERTO R.
 

Angel Castillo 
 MAE Adminiatraclon 
 INCAS

Blenvenido Castro 
 MPA Administracion Publics 
 Pittsburgh

Humberto Chaco 
 Ing.Agr. Recursos Forestales ISA-UCMM

Jesus De Los Santos MS Economics Agricola Texas A & M

Prospero Do Leon 
 MS Rlego y DrenaJe Idaho
 

Jose Miguel Epaillat Agron. Producclon Animal Zamorano, HONDURAS
 
Raquel Fernandez MS 
 Ciencias de Cultivow 
 Oregon

Benito A. Ferreiras MS 
 Reforms Agrarle Wisconsin
 
Rigoberto Garcla 
 Tecnico Recursos Forestales HONDURAS
 
Luclo Grassia 
 MS Blologla 
 ITALY
 

Maximo Leon 
 MS Fltomejoramlento ?
 
Ramon Martinez MS 
 Bibllotecarlo 
 ?
 
Francisco Nendez 
 Ing.Agr. Aslstente Investlgaclon ISA-UCMM
 
Manuel H. Mictlol BA Practices Agricolos 
 ISA

Rolf Minorat 
 Dr. Producclon Animal 
 Germany
 

Wilfredo Moscoso 
 Dr. Tecnologia Allientos 
 Cornell
 
Bob Nilson 
 as Recursos Forestales USA?
 
Antonio Nunez 
 Tecnico Recurons Foresteles ?
 
Jose Cocsr Payero "S Suelos 
 Idaho
 
Carlos Pucheu 
 MS Producclon Animal 
 UNPHU
 

Franklin Reynoso 
 NS Recurmosw Forestales Gainesville, FLOR.
Alberto Rodriguez Dr. 
 Fitomejoramalento 
 Ohio State

Manuel Rodriguez 
 Ing.Agr. Horticulture 
 ISA-UCMN

Victor Rodriguez 
 lng.Agr. Conversion de Madera 
 UASO

Jesus Rodriguez Lic. 
 Literature 
 UCN
 

Jose Luas Rojas C. MS 
 Econosie Agricola Nebraska
 
Amarely sntana 
 MS Ilonalisis 
 I

Adolfo Serrate 
 Zng.Agr. Recurso. Forestales ZSA-UCMN
 
Christian Struts 
 Dr. Genetics 
 Oermany

Mario TeJada 
 Zng.Agr. Produccion Animal 
 ISA-UCNN
 

George Thomas MS Comunicacion Publics I

Victor Vasquez 
 MS Riego y DrenaJe Texas A & M

Hans Werner Rouen 
 Dr. Avicultura 
 Germany

Joaquin Zsrzuels MS 
 Administracion de Espresso INCA9
 


