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I. Executive Summs

The Rural Developsent Nanagement Project vas designed to create a
Center to provide in-service, in-country training opportunities which
improve management skills of public and private sector adminintrators
vho vork in agricultural production end/or rurel development. USAID
hes provided building funds, steff training and technical assistance
in addition to support for operating costs. The Center for Rursl
Development Administration (CADER) presently offers seminars,
vorkshops and a five veek administrative training course. Nore than
2,200 public and private sector employees have participated,

exceeding targets in several areas.

We reviev CADER’s activities, focusing on the effectiveness of
seasures proposed in the Project Amendment, vhich vere designed to
correct progrem deficiencies identified in the Jacome, et.al. (1984)
evaluation. The principal deficiencies vere high steff turnover and

uncertain long-term financisl viability.

Resident staff members at CADER have continued to decline, going from
11 in 1983 to 4 Dominicens and 1 foreign advisor (vho is not
teaching) in 1987. Neasures taken to reduce staff loss have been
ineffective, and CADER staff still do not intend to wake a career at
CADER. Morale is lov, largely because of inadequate saleries and

lisited faculty participation in decision-making. Attespts to asssure
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higher incomes for CADER’s staff created resentment among other ISA
staff, for vhom no immediate income incresses vere envisaged. Yet,
in practice, CADER salary improvements fell far short of vhat CADER

staff believed they had been promised.

ISA has unequivocally steted that it vishes to keep CADER as an
intogral part of ite program. Ve believe thet staff retention msust

be sddressed vithin the broader institutional context of ISA.

Although ISA formally satisfied the conditions precedent regarding
CADER decision-making authority, the changes have not in fact been
fully implemented. ISA ia also behind schedule in raising
counte:-part funda for ite endovment, slthough it has gotten off to s
good start in recent veeks. ISA has also recently pursued other
promising sources of revenues, such as incressed production on its

school farm.

USAID should elaborate both s short-run strategy end s 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
endovaent into an interest-besring account and slloving ISA/CADER to
use the interest for ssiasry isprovesent in order to ensure retention
of treined, expericnced staff. ISA could also be asked to use
interest froes the RD 91,200,000 already disbursed for this purpose.
Salary increases =ay be calculated in several vays, but a sinisums

‘cetch up'® vould be about 40X for faculty vho have esrned s 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 remsin to sllow

ISA/CADER to cover other operationml costs.

ISA should be encouraged to provide greater autonomy to its major ISA
programse, including CADER. USAiID should slso consider providing
additionsl treining opportunities and technical sssistance to rebuild
CADFR’'s staff capability. In the short-run, USAID should encourage
ISA’s Board of Directors, Rector and staff to initiste an aggressive
marketing and publicity campaign. This would include more activity

in Santo Dowmingo.

ISA presence in Santo Dowingo could vary from serely having &
resident representative, to establishing an office vith full-time
staff in order to interact vith constituenciew, to increasing the
number of seminars, vorkshops, etc. held in Santo Domingo, to moving

CADER to Santo Domingo as an extension of ISA's prograns,

In the long-run, USAID might consider support for a broad-based
institutionsl development program that would prosote movement tovard
national and regional leadership in ISA’s fields of interest.
Success vould require both staff upgrading (and retention) and (a)
incressed decentrelization of progras and financial decision-wmaling,
plus (b) increased developesent capabilities, including aggressive
rarkating and income generation. This progres could address the

prohlem of financisl visbility by continuing tc encourage crestion of
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an endovment, innovative program income generation strategies, and

more secure government support.

This progras could also provide support for the three year "agronomoé®
degree program, vhich is intended to train technicians and middle
level managers, in addition to providing support to CADER, and other
areas of esphasis, such as forestry, animel production and
squaculture. Despite its remaining deficiencies, ISA is a proven
performer, vith the facilities, prestige and Zxperience to implement
projects and programs effectively, and to achieve solid impacts in

agricultural productivity and diversification and in the national

policy dislogue.
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Il1. Background for Review

ISA vas created in 1961, shortly safter assassination ended the
dictatorship of Rafael Trujillo. The Santiago Development
Association, a group of far-sighted businessmen, vas concerned about
lack of trained manpover in agriculture and created an institution to
provide it. ISA has since evolved from & three year
technical/vocational high school to an institution offering
undergraduate degrees and post-graduste training. 1Its evolution
responded in part to the funding imperative. ISA receives sose
support from the Secretariat of Education. Hovever, it must
continuously innovate, launching nevw teaching, research and outreach
prograss in order to secure additional outside funding to cover

operating expenses and to grow.

The creation of the Center for Rursl Developmsent Administration
(CADER) vas consistent with sajor AID program emphases in the early
19680's: inmtttution building, policy dislogue, and private sector
support. ISA created CADER in order to address sajor develosment
constraints in the areas of managenent and policy. Meanwhile,
student desand for ite secondary achool vocationel progras decreased

becaume of the crestion of wiwilar programs elasevhere.

CADER provides valuabley services to the GODR and donor agencies in

the areas of policy dialogue and improved adsinistration of rursl}
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development. The case study method has enhanced these services,
enabling ISA staff, students and alumsni to identify problems and

sharpen their skills in finding practical solutions.

ISA, like many Dominican institutions, recently lebored under severe
financial constraints. At times, CADER funds helped shore up other
aspects of ISA’s progres. Hovever, the reverse occurred in 1986,
vhen disbursement of CADER funds vas deleyed. The financial
stringency often meant that disbursesents of budgeted funds vere
delayed Zor unpredicteble periods, even vhen funds had been given to
ISA for specific purposes. As a result, donor agencies sosetimes
sought veys tc fund specific projects directly rather than through

ISA’s financisl administration.

CADER administrators and staff believed that the then-Director of 1SA
had an overly-centralized adsinistrative astyle, vhich made it herd
for them and other I[SA faculty to get prompt decieions and to
participate in waking thea, VWhether or not it vas true, CADER steff
also believed that he vas able, but sieply unvilling, to align their
salaries vith those available in the private seclor. As s result,
staff approached their jobs at CADER as e kind of spprenticeship.
They did not identify fully vith ISA becsuse they vere slready

looking for long-ters positions elsevhere.

The Director of ISA left in 1986, to sccept the post of Secretery of

Agriculture, and the Board promoted the deputy director for
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administraticn to the Directorship. (Now That ISA has legal status
as a University, the Director is nov called & "Rector.®) Under the
nev 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.

ISA’e Board of Directors vas recently reneved, under a nev generation
of leaders. There is a nev Spirit of optimism regarding ISA‘s
future. The present Board Sppears to be more open to financial and
programmatic innovations wvhich wvould favor steff retention and

provide greater financial security for ISa,

The nev Rector has been suthorized to approve salary increases for
faculty mexbers, as long as there are persanent resources to support
the Ligher levels. Some progress has already been wmade, although 1t
is insufficient to attract and retain the quality staff needed fnr
ISA to be ®at the cutting edge of innovative reasesrch and teaching.*
Thiw gosl ves stated by the nev Rector and the new Board Chairwen; ve
believe it is sttainable 1f the recent improvesents continue and if

vell-treined faculty are recruited and retained.
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ITENS FRON THE STATEMENT OF WORK:

I1I. Describte and analyze in greater detail then previously those elements
vithin the CADER program which have elicited the greatest positive effect
upon the a) agribusiness curriculus and b) nationsl agricultural policy
dialogue.

(l) ISA's faculty teaches the agribusiness curriculus in the agricultural
program of the Catholic University ®Nadre y Naestra® (UCANAYNA). They use sany
cese studies as teaching materials. As a result, (CANAYNA gradustes receive
rnore training i{n probles solving than cdo the gradustes of more traditional
agricultural courses at other Dominican univer «ities. Esployers knovw this, and
tend to seek out *"ISA products® wvhen hiring. Sose forser ISA faculty have
moved to S:;to Dowingo, vhere they have taken leading jobs. They have
introduced ISA/CADER cases into courses they teach at other universities, such
as INTEC, UASD an. UNPHU. Case pPreparstion, snd practice in teaching by th.,

case mothod, have thus helped improve agribusiness teaching in general,

although there is atill such ruos for isprovement.

(2) During the first five yeare of its existence, the greatest impact of
CADFR’s proyras hes baen on the national agricultural policy
dislogue. There are several good il)ustrations of this vhich are
limted belov. This activity has been consistent vwith A.1.D.’'s

prograsastic emphasis on influencing policy.



(3)

(4)

(5)

(6)

12

Impact on agricultural policy has been especislly facilitated by
involving key legislators and top-level decision makers in policy

dialogue at CADER-led seminars using CADER case studies.

An ISA founder and businesswan, don Luis Crouch, then a Board member,
and Dr. Norberto Quezada, vho vas then Director of ISA, vere able to
persunde top level decision sakers to sttend the seminars. ISiA’'s
leaders accomsplished this in pert through their personsl
relationships vith these individusls end in part beceuse they had

established reputations as authorities.

The extent to which mesbers of the current Bosrd of Directors end the
current Rector of ISA cen persusde present decision mskers to
participate in future sesinars 1s useless. According to ISA's
current Rector, Ing. Ferreiras, verious high-level executives vill be
attending sesinars progresmed for the rest of 1987. Hovever, the
creation of en Advisory Council to the current Board of Directors,
vhich is cosposed of individusls in key governsent positions, sey

help ISA attract these individuals.

Sesinars are successful largely becesuse they are based on cese
studies vhich incorporete real problemss confronting Doeinicen
decision makers. These case studies include dats on the current

situation surrounding each of the problesa. Semsinsr participents
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assume decision making roles.' Didactic materials are relevant and

@as1ly understandable.

(7) CADER sesinars liave helped change national agriculturel policy by
inducing changes in exiasting legislation and in governmsent agency

prograsa., Several exasples follov:

(8) Redistributing Coffee Export Quotss:

This sesinar ves attended by coffee grovera and exporters, public
officisls snd private sector representatives. It led to an
administrative redistribution of coffee export quotas, increasing the
role of sssocistions of coffee grovers. This broke the tight control
of exporta and profits, previously held by s handful of urban
intersediaries. ISA/CADER thus helped Dosinicen agribusinesamen gain
equal acceas to sarkets for their coffee, vhich has reduced their
costs and encouraged investsent. The CADER case studies on vhich
this Sesiner vaa based are:
(1) Coffee Production in the Dosinican Republic (4/24/84)
(11) The Coffee Marketing and Export Syates in the Dosinicen
Republic (4/18/84)
(114) The Coffee Cooperative Jaide Arribs (4.22/84)

{iv) Ville Trina Coffee Orover's Aasociation (4/22/84)

'  Professor Streame, vho happened to be vatching fros a back rov, recalls
one grest msosent in the 1983 diacussion of vhether and hov to use vhite sorghus
a® an extender for (imported) wheat flour. Dr. Cabriel Guzean, then Director
of CADER, vho vas leading the case sethod sesinar, spoke to Preaident Salvador
Jorge Blenco, sitting in the front row! *Nov, Sir, QMURQRE YOu are the
President of the Republic. How would you proceed?®
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Production Incentives in Agrerien Reform projects.

ISA organized this seminar with co-sponsorship by the Instituto
Agrario Dominiceno (IAD). It brought together legislators, high-
ranking executives of the public and private sectors, and
representatives of campesino organizations. It led to a consensus
for changes in the sgrarisn reform leva, vhich vas folloved by the
enacteent of refores vith bipartisan support, just s fev months
later. As & result, rice grovers could legally sgree to divide their

Profits according to the costs and hsrvests of each parcel, vhereas

previously the lav and the reforas agency required thes to vork

collectively and shesre the proceeds equally. One key element in the
success vas the discussion of & CADER case, based on the discovery,
in the field, that some caspesinos vere already ({llegally) dividing
profits according to individual production, vith very favorable

impacts i{n rice production and productivity,

The case studies on vhich this Sesinsr vas based are:
(1) Agrarian Reform Settlement Vasquez Quintero
(1/2/83)
(11) Agrarien Reform Settlement Sergio Abigetl
Cabrers (1/2/83)
(114) Agrarien Reform Settlesent Rio Lispio (6/27/84)
(1v) Agrarien Reform Settlesent Puerto Grande (2/14/84)

(v} Agrarisn Reform Settlesent Puerto Escondido (6/14/84)
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IV. Describe and snalyze the relationship vhich has evolved among CADER, ISA
and the agribusiness sector and the effect of USAID’'s eassistance upon this
relationship.

(1) [ i rt of the privet ctor, and U ! tance = ISA mor

valuable to the private sector.

ISA vas crested by the Santiago Development Association, and
organization of business and civic leaders in Santiago. The Association
perceived a need to train young people in agricultural production to increase

productivity.

Associstion leaders also perceived s need for a center for
agricultural treining that vas compatible with the interests of the private
sector. The only other center for training in existence at that time vas the
Facultad de Agronomia at the Autonomous University of Santo Domingo (UASD).
Its program vas initisted at about the same time as ISA’s high school prograa
ves initiated. At that time, the faculty at UASD vere not very receptive to

the idea of accepting U.S. wmoney.

ISA vo. conceived es & more positive setting, in vhich to educate
individuals for vork in both the public and the private sectors. The graduates
vere to have hands-on, problem-solving training, as vell as training in the

techniques needed for increased agricultural production and productivity.
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Reasearch Impact - Most of ISA’s research has been commodity-oriented
and of direct benefit to agricultursl producers. Research began
shortly after ISA’s creation, at ISA’s SCAD (Scientific Center for
Agricultural Development). Both ISA and SCAD vere supported by the
Ford Foundation and received technical assistance from Texas ALM from
1964 to 1968. Early research vas supported by non-earmarked funds.
Texas ALN 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
nov grovs enough tomatoes to meet domestic market demand. Various
processing industries have appesared in the private sector, and small

quantities are even exported.

ISA’s interest in rice culminated in subsequent adaptive research
vhich produced tvo successful varieties knowvn as ISA-21 and ISA-40.
They are videly used in the Cibao Vallwy, and are among the most
productive varieties available to this day. Nuch of this resesrch
vas supported by a USAID-funded program for small farmers vith 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 promsote research. The research vas not supported by
direct funding from the Secretariat of Agriculture. The facilities

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

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

ISA staff did continue to carry out important lov-budget research of
interest to local agricultursl producers. An example of this vas the
identification in the Dominican Republic of the Blue Nold fungus
vhich had previously viped out Cuba’s tobacco crop. ISA researchers
discovered its presence, end helped local producers and the
Secretariat of Agriculture design and carry out s progres to control

the fungus.

The focus of ISA’s research has evolved over tise in response to the
need to secure outside funding. Recent research has been of direct
benefit to the private sector, vhich has helped fund it. This
includes sdaptation of the African oil pals to the island, the
introduction of vhite sorghus, and the production of wvcod for fuel.
Both oil palms and sorghus are nov being growvn by private sector
interests. ISA experimented vith different tree verieties as sources
of vood fuel; this vork prosises to lead to the growth of energy
farms in the private sector. The Brugal fasily, for example, has
already folloved up on ISA research by planting fast-groving trees

for charcoal production.

USAID's impact on the general research progras is sodest. Funding
for the second Small Farmer project vith the Secretariat of

Agriculture provided some research support. Hovever, USAID has never
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directly supported agricultural research at ISA, except for the
energy ferms. The private sector is buying into energy farss, as
indiceted by recent plantings of trees snd 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 isproved rice

varieties.

USAID support to ISA for steff tresining sbroad siso fecilitated ISA
research. For exasple, Dr. Wilfredo Noscoso, vho vas treined st
Cornell, introduced vhite sorghum to the Dosinican Republic from the
Suden. Dr. Federico Cueves Perez returned from his training abroad
and introduced CIAT rice verieties, among vhich he found tvo highly

successful strains, that are nov knovn as ISA-21 and ISA-40.

Agronomic reseerch is different from research conducted by CADER.
Agronomic research hes focused on increasing crops for export and for
import substitution. CADER’s resesrch, on the other hand, i®
represented by case studies. Only some of these include prisery dates
obteined through field resesrch (for examsple, those on land refors
and on coffee export sarketing). Some CADER cases sre based on
secondary or sisulsted deta. Other cases vere obtained fros INCAE,

in Central Americes, and are besed on dats from that region.

Training Ispact - USAID funding for ISA/CADER staff training has

helped the privete sector in several veys not all of vhich vere
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foreseen. To date, slmost over 2,200 persons have participated in
CADER's vorkshops, sesinars and short courses. Sose are esployees of
the private sector, and far sore vill be in the future ss the public
sector cuts back. CADER trains ssnpover from the privete sector
through short courses and seminars. Short courses are specificelly
designed to provide sanagesent and edeinistrative techniques. The
1985 Project Paper amendsent stipulstes thet CADER should focus on
providing services to the agribusiness sector. I1SA/CADER conducted
an snalysis which found there is substantial potentisl desend.
Hovever, until nov, most of the individusls treined have cose f{ros
the public sector, as indiceted in CADER’s reports. Apparently there
is greater public sector demsnd for thim training. In pert this wmey
reflect the emphasis given to changing policy through seainers.
Governsent decision-sakers hsve greater inherent interect in policy

sesinars, becsuse they sust design end isplesent public poiicies,

Some other impactsi

(1) CADER/Other ISA Prograe Tesching Relationshi@ - CADER steff
regularly teach in ISA’s 8.S. degree program in Agriculture.

This reduces the tise svailable to thes to discherge their
functions in CADER. This is ceused in pert by the understeffing

of CADER, currently at just helf of the staff it had tvo yesrs

Over 20X of ISA‘s B.5. gredustes are employed in the privete

sector vith agribusinese fires. Typicelly, JBA gredustes firet
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seek government jobs to gain experience, after vhich they find
joba at better pay in the private secior. However, around 10X
directly enter jobs wvith agribusiness upon gradustion. Nany
other IS5A B.S5. graduates eventually gravitate to business jobs
that are not directly involved vith sgriculture -- benking,

commerce, etc.

CADER op o Henpover Pool for the Private Sector - Becesuse ISA

steff salaries are lov, USAID steff training for CADER has
actually provided vell-trained sanpover to tha private sector.
Typically, staff have returned froe N.S. treining to ISA for
severasl years, and then sought emsploysent in the private sector.
Host have obtained salaries in the reange of RDe2, 3000 to

RD#3, 000 per sonth, over tevice sa such as they received at [SA,

Like CADER, other ISA progresa slso contribute trained sanpover
to agribusinesses that retd the lSA steff for sid-level
managers. Fortunately for ISA, there sre fever opportunities in
Santiago for [5A ataff to privately augeent their sslaries than
for comparably trained individuale in Sento Doesingo. Until novw,
ISA hae not considered the poselbility of fscilitating second
jobe for ite faculty. Hovever, ISA hires persons esployed
eleevhere, on o part-tise or conaviting besis, to help prepere

ond conduct CALER sewminare.
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(c) Public Service Ispact - USAID's impact on ISA‘s contributions

through public service has largely been through CADER.

(1)

(11)

CADER/Qther ISA Prograe Relstionship - Until recently,

there vea little relationship betveen CADER's outresch
sctivities end those of other ISA progress. Recently, ISA
begean fostering consulting srrengesents vhich jointly
incorporate CADER end other ISA steff. Seversl projects
heve thus incressed intre-ISA cossunicetion end provided
sharing of the fruite of consulting betveen CADER and other

I1SA ateff.

CADEP/Agribueiness Sectur Relatiooship - CADER orgenized

ite progres in order to tnfluerce public policy dislogue.
It hes hed s ssjor lepect on public policy in seversl
jsportant eress (refer to pp. 10-12), including the
drefting snd prosulgetion of nev lava end rules. In the
process, CADER hes sssiated ssall forseras sa vell ae

sgribusiness firea.

Another ss)or espect of CADER'e progree 18 training in
sansgesent techniques tor sensgere of eagribueiness ond
Qoverneentel sgricuiturel eupport sgenciles. A five-veek
ahort courme dealgned Lo achlieve thie hes slready been

offered uver a dolen Lisew,
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Policy dislogue and management trrining sre tvo separste
dimensions of CADER’a progrems. To schieve arn impact in
both requires that CADER retein s ateff of from 8 to 10
professionals. It has been unable to do so since funding
terminated for USAID-paid expstristes. They vere
originally brought in to write Dosinican cases snd staff

CADEXR’s program, vhile Dominicen staff vere being treined.

CADER alao plenned to esaist the private sector through s
dets information bank. This has not yet been initiasted.

It vas also envisioned that ISA would update its librery
vith relevant seteriel. Thia easpect of the present USAID
project has soved slovwly. Contrects for the acquisition of

cosputera and booke are eveiting finel spproval by USAILD,

13A tnon CADER)/Agribusiness Sector Reletionahig - To dete,

I1SA hee sponsored little outreach ectivity vith seesll
forsere., In part, thie 18 because l6A‘e feculty are fully

cosmitted Lo other vork deesed to be of higher prioritly,

18A ves involved in the planning of Plen Sierre, o wejor
rursl development progres in the region, [t ves canceived
thet 104 would perticipate eignificently In this ovtresch
aCLLIVILlY, lraining estudente irn the process., Thie never
oceurred fur feck of funde o aupport field vork end

tecavee of Lise cunflicle betveen Cropping cycles end
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classroom study. Recently, the Kellogg Foundstion doneted
funde to Plen Sierrs, specificelly to incorporste studentes
from ISA into ite progras. These funds ere being ueed
slovly. Hovever, the recent election to ISA's Boerd of @
person deeply involved vith Plen Sierrs say result in

higher priority being given to this vork.

ISA does not have isporteant ties vith the nstional
extension progres that reletes to pert of the ssell fars
sector. Hovever, recently ISA hes vorked closely with
sgribusiness fires such ss PROSEDOCA, CARCISA, end Persilta
Lisited. These activities vere not the result of direct
USAID funding, since USAID hes not progreseed funde in this

ares.

CADKR/Agribuainess Sector Reletionship - A sajor funding

cosponent of the current USAID-funded CADER progras is the
endoveent, USAID sgreed to provide sonies 11 1SA/CADER
reised counterpsrt funds in privete donstions, presusably

fros agribusinesses. Thus for, fev counterpart funds have

been rajeed,

Univereitly developesent progress sey be lese successful in
the Dasinicen Republic then in the U.B,, because they are

lese suited to the cullure, Dosinicen entrepreneurs end
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bankers are reluctant even to talk to someone hired

specifically to solicit donationas.

Successful fund raising in the privete sector vill probably
require that the solicitation be done by mesbers of
established vealthy femilies. Even a former Secretary of
Agriculture, or soseone of comparable status, sight have
little success if he vere not of this social class. Thus,
some, but not all wmembers of ISA's Board of Directors could
be enlisted to carry out this function. One Board wember
told us that °vho one played vith as a child® vas the
critical factor governing success in reising wmoney or

private donations.

This interpretstion suggests that if private sector gifts
are vital to the future of ISA, the Bosrd may need to
enlist more services of the rich, seeking persons vho are
vell-born and vell-comsitted, vho yet knov ISA and its

prograsa, and believe in their values.



23

Project the array of possible outcomes for the CALCER/ISA agribusiness
relationship as s result of ISA’s nevly sdopted strategy to strengthen ita
acadewmic program vhile diminishing the vocational agricultural role it
formerly pursued,
(1) The shift in emphasis betveen ISA’'s academic program and its
vocational/technical program is a consequence of the evolution
of ISA. USAID, through ite direct and indirect assistance to
ISA, has contributed to this evolution. USAID funding interest
vent through three stages:
(1) 1965 to 1973: emphasized vocational training and basic
research/extension under the SEA/TANU progras;
(2) 1974 to 1979: emphasized specialized undergraduste training and
policy research; and
(3) 1980 to Present: emphasized post-graduste training and advanced
research cspability.
The ISA Board of Directors correctly perceived that international
sssistance vas easier to obtein if ISA raised the academic level of
the treining and research, even though its originsl fase vas based on

its hands-on precticel vocationsl training, vhich esployers

eppreciated,

(2) There ere several reasons for the decressed esphasis of the
‘hends-on® treining et ISA, First, student desend for vocetionsl
treining ot 1SA has decreased, in pert beceuse other secondery
schools opened in other provinces. [SA slveys tried to recruit
netionally, visiting lover level schools throughout the country,

Hovever, the nev secondery echoole are eesier and less expensive to
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attend because students cen live et home. there are seversl dozen
nev ‘universities® throughout the country, vhich sake college
education more sccessible, even vhen secondary school treining is
deficient by ISA standards. Today, most graduates of the vocational
agriculture progrem thesselves are less inclined to go directly to
vork on a fsrs. In recent years sbout half of the greduates of the
1SA secocndery progras vent streight into the B.S. progres, seeking o

professionsl degree end the higher prestige end resuneration it vould

bring.

The second masjor resson for @ decline in vocstionsl educstion is the
incressed cost of providing it. Cost for the student incressed as
ISA lost externsl funding end trensferred incressed coste to the
students. Reduced student dessnd ves reflected in lover enrolleents,
vhich in turn reduced receipts, thereby reducing ISA‘e budget even
sore. 1SA had grest difficulty finencing this treining vithout
subetantisl outeide support, wvhich ves not svailable. Also, the
achool farme, on which secondery school students geined precticel
experience, has lost soney in recent yesrs. The resl costes of thie
kind of training ere high, in part becsuse student lsbor is ecre

ineffictent than hired labor.

A Lhird reason ls eswocisted vith chenges in the comsposition of the
ataff at 15A. On return from the U.S. vith graduste degrees, they
prefer to tesch et the university level and to conduct sore

sophisticetled research.



(3)

(4)

ISA proposes to initiste a three year ‘agronomo® progras in place of
the high achool prugres. This progras vill he modeled after the
pProgram at Zamorano in Honduras. 1ISA personnel anticipate that thig

pProgram vill alsc incorporste substantial ‘hends-on® cosponents.

Potential employers in the pPublic end privete sectors will probably
find that graduates of the ‘agronomso® progres are better esployees
then thcese of the vocationsl technicel progrem. Gradustes of the
‘agronomo® program vill be sore wature, having cospleted high school
prior to entering the ‘agronomso® prograe. Neny former high school
gredustes vere older because they chose to repest years in high
school in order to sttend ISA. Hovever, this has not occurred in

recent years.

The ‘agronomo® progres hass the potentisl to provide considerable
spplied, ®hands-on® treining. In part, this will depend on the
resources available to ISA, end in part, on the design of the
curriculue, Opportunities exist for an international donor to
heevily Snfiuence the design of this progres by providing funding
specificelly for outresch treaining vhich could be incorporasted into
the curriculue. Without edditionsl funding, ISA say not be able to
provide outreach training, sieply because of its cost. A specielly
funded progree could provide internships with agribusiness firse,

governsent agencies, and small ferser organizations,
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Although the CADER progras is a post-graduate progras, such of its
training is analogous to *hands-on® sgronosic tresining. Students esre
encouraged to grapple vith real life decision-making probless. Many
of the cese studies are based on real life situstions in the
Dominican Republic and use primery data. Hovever, this training is
quite different fros that of manual labor on the school’s ferms, It
signifiea treining business adeinistretors rather than fars sanagers,

vho require practicesl production experience.

At present, the real market demand for the "agronoso® gradustes is
unknovn. This degree prograsm does not currently exist in the
Dominican Republic. Hovever, various Zemorano gradustes are esployed
in the country and asre rated by esployees as excellent field

technicians.

It is likely that there vill be conaiderable student desand for
admimsion to this progrems. Becausc of the high coat of university
training and the lov salary differentisl betveen "agronomsos®’ and

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

A. Assuaptions.

There are several important sssumptions vhich underlie our presentation of

alternative strategies. These assumptions are based on discussion of ISA/CADER

programs vith expert informsants.

(1) ISA’s Board of Directors has recently changed in composition. The
nev Board desires that all of ISA’s programs be in the vanguard. The
Board is committed to seeing this happen. The nevw Chairman has
relevant 1n-t1tution-bu11d1ng experience (as a hospital director); he
is avare that program excellence vill require substantial salary

increases for msost faculty and staff.

(2) 1SA’'s Board of Directors has made it clear that it intends to
saintain CADER as an integral part of ISA. Therefore, any support
for CADER’s program sust be pProvided vithin the broader institutional

context of ISA, in s vay that streigthens the whole orgsuization.

(3) Past USAID attespts to solve the salary probles for CADER staff
created internal tensions resulting fros resentsent by other ISA

staff, vho also considered thesselves toc be underpaid,

(4) Greater autnnomy for CADER is probably a good idea, but thig is also

true for ell other ISA prograas. Decentralization of progras and
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financial decision-making is end should continue to be s tendency for
all program areas. ISA’'s present Rector has encouraged more openness
and communication among the ISA faculty, although he has stressed his
intention to keep a firm control over all hiring, and over the

budget, at least for nov.

(3) Until salsries and benefits comparable to those offered by the
private sector are offered to ISA staff, they vill continue to leave
for the private sector. The concept of a professional university
career is nascent and vill take time to evolve. Current staff viev
graduste training as an opportunity to acquire skills more marketasble
in the private sector. They accept inferior pay at ISA as an
investment in their own future. They do not intend to remain at ISA
and help build it into s regionsl or vorld-class institution. Nost
faculty take jobs in the private sector at the end of their tvo year

commitment to ISA in exchange for their N.S. training abroad.

B. Problems and Strategies.

ISA/CADER is currently dealing vith several major institutional
bottlenecks to further development. There asre several ways to design
strategies to address them. We propose alternative strategies to redress
discrete constraints rather than proposing general elternstive institutional
designs. Ve assume that specific constraints lend themselves sore easily to
programmatic intervention by ISA and by institutions interested in assisting

ISA in this process. These strategies are by no means mutually exclusive.
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Constraint #1: Inade

Resources - The 1984 CADER evalustion highlighted the problem of
inadequate steff remuneration. It predicted that insdequate salaries
vould lead to loss of staff to sgribusiness firms and government
agencies. ISA did not have the soney to pay better salsries in the
vacational agriculture and B.S. level programs, and ISA’s former
Director and Bosrd Chairmen refused to use the money USAID and the
GODR provided to pay significently better salaries in the CADER
program. Since CADER salaries vere not significently incressed, the
Dominican staff level rfell from 1l to 4. Inadequate salaries also
led to steff loss in other ISA progress. Lov salaries generally
result from an ISA steted policy of ‘entry level® remunersticn and
discouragemsent of supplesental income opportunities. Agribusiness
fires looking for employees vith experience and s foreign N.S.

degree have benefitted fros this policy.

ISA/CADER could pursue severasl strategies to incresse resources

available for ita progress:

(a) Governwent Core Funding - ISA currently receives core funding

from the Secretariat of Education to pay staff salaries associated
vith the vocational technical progras. This funding vill pay the
salaries of staff associated vith the nev ‘agronomo’ program. 1ISA is
currently exploring the possibility of securing further funding
through an International Development Bank (IDB) loan to the Dominican

government. Once ISA’'s funding is an items of the federal
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government’s budget, it becomes easier to continue it from other
Dominican government sources, after a given loan progrem terminates.
The governsent mey be more inclined to do so to the extent that it
receives veluable products from ISA/CADER attributsble to the IDB-

funded programs.

Other ISA sress, such se forestry, animsl production, end

squaculture, could be encouraged to follov s similer tactic.

(b) Endoveent - An adequate endovsent vould ease the financial
constrainte faced by ISA, achieving competitive seleries, in eddition
to financing programmatic sctivities. The general gosl would be to
secure an endoveent sufficiently large to cover all sajor feacets of
the programs. Hovever, stretegically, it is more viable to seek funds
for discrete progres activities. Thus, one endovsent could be
established specificelly for CADER, another specifically for the nevw
*agronomo® progrems, and others for target prograse, such as foreetry.
Within each of these progres aress, cosponents should be identified
vhich vould agein be the object of endowsent fund reaising, such as
chairs, reseerch progress, or internship prograss. Conceptuslizing
and directing the procuresent of funde in this vay may anske {t eassier
to obtain funds. For instance, an egribusiness may be villing to
provide funding for & chair which would cerry ite nase. Simtlerly, o
foundation say be sore willing to provide a partisl endowvsent for a
specific functionsl cosponent of e progras, such se student

internships vith ssall ferser cooperstives, ss part of the ‘agronomso’
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program. A locel foundetion such as NATURA may be more willing to
tund or partially support a “"chair" in Forestry or resource

management,

v. (ther Funding Sourcee - ISA has slresdy identified other sajor

funding sources vhich are coneistent vith ite general sandste, such
88 charging for short courees snd seainsrs, consulting services, and
use of ite schoocl fers for crop production by agribusiness firms.
The dietribution of thie income emong faculty end general

inatitutionsl sccounts eerite continued refinement.

Wmumwn = Dresatic

improvesent here is essential 1f ISA ie to schieve en adequate
Progres, let slone develop one of netionsl end regionsl stetus,

The Jacome, et.sl. evaluation of CADER indiceted that selaries paid
to CADER asteff vere not cospetitive vith those being offered in the
private sector for professionals of eieiler levels of training end
cospetence. They predicted that the steff vould leeve if salaries
vere not incressed substentislly. The Dominicen resident ateaff hes

indeed fellen 11 to 4.

Clearly, CADER staff do not consider teaching to be & viable cereer
slternative. They 8peak of esploymsent st ISA as en intersediste step
betveen graduste training end private sector esploysent. This sleo
occure vith ataff in other ISA prograss. Hoet ISA eteff mesbers are

nev, treined st best to the N.§. level, have lisited ecadesic
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experience, and lack dedicated sentors and role sodels on 1SA‘'s
staff, such as ere found et leading univereities eleevhere. Some

possible options ere:

o. QOff-Campys Eeployeent - Most professionsle vith cosparable ekille

ond levels of training in Sento Domingo hold sore than one job. MNeny
tesching wtaff et UNPHU, UASD end other universities vork full-tiee
for the governsent or in the privete sector froe 7:30 to 2130, after
vhich they teach and/or conduct reeesrch. Universities are unable to
provide adequate compensation for full-tise, exclusive eaployesent.
They sccossodate by srrenging clesses in order for their feculty to
find edditionsl esployment. I[SA‘s progres currently doee not
focilitete supplesentel esploysent. Officielly, 1SA expects steff to
vork full-tise et ISA, slthough en 15A Board weesber told us that he
hiree an ISA professor to work in hie sgribueiness on Seturdeye end
on tvo efternocons o veek. He edded Lhat this coete hie very little,
beceuse I15A salaries are #0 lov thet even o esell extre income 10 o

large percentage incresee in the professor's incose.

b. Cospetative Selariem - Obviouely ve would prefer that 18A iteelf

Poy cospetitive saleries rather Lhen encourege econlighting eae o
sesne Of etaff retention. There are eeversl veye in which 184 could
incresse selaries. All ere preaised on the sveiladility of

additionsl funding.



33
The {iret alternetive vould guerentee funding through en endoweent
such ee that proposed in the current USAID-funded CADER praoject, A
second slternetive vould be to pey bonuses cut of funde generated by
sesinere, vorkshops and other services provided by ISA. Steff could
be guarenteed s fixed percentege of theee revenues. This would
directly stisulete eteff productivity. A third elternstive would
oncourage steff to seek contrect research, e fined proportion of
revenues fros vhich would Qo to the steff sesber. Univereity
foundetions in Brezil have found this to be en eucellent vey to

supplesent saisries.

Chenging the sttitudes of eteff toverd e univeraeity cereer 1o sore
difticviv. In pert thie would occur sutossticelly 1f eteff vere peid
cospetitive walaries. A wejor fector is the sbsence of role sodele
ot [SA. To the extent thet CADER eteff aere reteined, they cen serve
88 role modele for the younger eteff. Provieion of esleriee end
fringe bDenefite coeparabdle to those of other profeseions vould make o

vhiverelily cereer alternative sore stiractive,

AlR - Oynesio, reeponeidie

lesderanip 10 esmentiel for & eucceseful, Qroving inetitution. Thie
lesderahip eust fecilitete 1netitutionsl interection vith ite
environeent, 1acluvding funding eourcee end clientele, It evet esleo
Provide effective adeinietretion of ectivitiees vithin the

Inetitution,
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ISA/CADER hee three mejor groupe vith which it interecte: they ere
yovernment agencies, privaete sector tnstitutions, end internetional
sgencies. These provide resources end use [SA/CADER‘e producte,
There ere tvo levele on which interection neceeserily occure, nesely,

the executive level end the Lechnicei/adsiniatret.sve Jovel.

o. Qoverneent - 154 hee hed feirly good reletions vith the netionel
governsent, froe the President to Cebinet sesbers end Nesde of sajor
egencies such ae 1AD, SEA, INDRMI, end BAGRICOLA. MNesbere of ISA'e
Boera of Directore heve provided this interface, intervening both to
secure funding for eapecific progrese end o plece [5A gredustes. It
18 leportent that Boerd Nesbere continue to sssuse this sentorehip

role.

It 1o sleo 18portent thet 15a°e operstional leedure provide an
effective interfece vith governaent sgenciee st the
technicel/edeinietretive jevel. [9A's Rector, CADER'e Rensger, the
Vice-Hector for Resesrch, etc. need constent interection with
Qqovernsent officlele end techniciens Lo guarentee en edequete sarket
for 15a'm reeesrch, tesching end outresch producte. Thie celle for
frequent viaite to the cepitel, perhape one dey o veel end Incressed

Aetionel visibility for 13A'e progree.

There are seversi vaye tu 1ncresse llia‘e vieibility, Firet, the
teeching, snd outresch ectivities prosoted by CADER need Lo be

cofducled esare reguierly in Sento Doeingo, neer funding egencies end
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governsent participante., Second, I1SA neede tO reise ite vieibility
by elaborating and dissesineting sesterisls vhich describe ite
producte; end poseibly by edvertising in nevepepers. Third, ISA
should prosote sore joint ectivities vwith governsentel esgencies,

giving these sgencies s proactive role in sesinare, vorkshops, etc.

b. Brivate Sector - The second sajor group in the external

environsent 18 the privete sector. ISA's Board of Directors hes o
®sejor role to pley in the privete sector, fros which ite sesbers
cose. They cen be influentisl in prosoting ISA‘se progreas by
recossending to agribusinesses and releted industries they use ISA's
services. Equelly ieportent, they cen advise ISA regerding the types
of progresas and ectivities of greestest interest to the privete
sector. ldeeslly, the Boerd would nese e sub-coseittee cherged with

routinely providing theee inpute to 1SA‘e progrea.

15A'e Kectlor and eteff ere the key to successful progres
isplesentetion; they should esbrece etretegies sisiler to those
proposed for the governsent eector in desling with the privete
sector. These vould include grester publicity through preparation of
descriptive ssterisles designed epecificelly to infore egribusinesses,
periodic vieite (o privete enterprises, end holding ehort courses,
sosinere, etc. et locetions sore eccessible to sid-level eeployees of
sgribusiness end cuther fires. [GA sight consider offering the

sesiners, vorkehope, etc, efter norsal vork houre.
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Likevise, as ISA grove end diversifies, the Boerd Cheirwen end ISA'm
Rector cannot be everyvhere at once, nor should they try to
centrelize ell Board-Progres comsittees. Each ISA project or progrem
should have e Board sesber, designeted by the Cheirssn end Rector e
the °Peadrino® or sentor tc »upress the Board's interest end support

for that project or progres.

€. Internetional Agencies - Internstional egencies fors the third

®8jor group vwith which [S5A suet be in close contect. This contact
should not be lisited to one or tvo persons, elthough officiel
relations vill of course be the responeibility of the Chatr and
Rector. Inforwel contect cen be extrenely revarding for both ISA end
the internationsl sgencies; it should involve verious sesbers of the
Boerd of Directors, the Rector, end progrea and project leeders st

184,

Conatreany ¢4 The lack of sctive invoivesent of persons of interns-

tionel _etatyure. One vey to facilitete positive intersction with entities

in the public end privete sectore is to contrect vith en internstionel

inetitution to vork with ]5A. Provided thet It is o quality tnetitution

end provides qualitly technicel esssistance, the institutions) presence

covld contributle to the averell positive ieage projected by 1Ga.

A Becond utreteQy vould be to continue to contract with individuele

fros non-Losinicen Inetitutions, ee hes Leen done in recent years.

Novever, sce\ individuele ¢o not Lepart the full cherises end
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attraction of an institution, Heving someone at ISA from the Harverd
Business School, or CATIE or INCAE, is different then having & person
becked by the full inatitutionsl resources of the HBS, CATIE or
INCAE. Hovever, this slternstive is more expensive then thet of
hiring individuele es short-tere consultents or visiting professore.

Also, sose of the best institutions mesy not be willing to comsit
their prestige snd resources through & contract vith Third Vorld

institutions. )

Constraint €31 Incoeplete Coseunication and Qverly-centralized Sudaet
Exegution - I15A steff recognize recent isprovesents, but still feel
{nedequately inforeed and consulted on ISA’e site plen. They etill report
ssell but unnecessary probless in getting reisbursed. They ergue that
things have jsproved during the lest yesr, but they believe thet 8 privete
sector inetitution, vhich teaches probles-solving, ought to delegate
suthority elong vith isprovesents Ln progres enecution., EKEffective

sdeinistretion of resources vithin 1SA 18 necesssry for ite success,

A sejor elesent of adeinistration ie lesderahip otyle. Foresl
orgenizations, es they seture, tend to evolve fros monclithic
personslitiea end highly centrelized structures tovard pluralietic,
decentrallized etructures. Thie 18 seinly & consequence of increasing
orgenizetional size, Jdifferentietion, specislizetion, end cosplentity. [t
sleply 18 not poseible tor lerge, highly differentisted end epecielized
orgenizations to be elficient, oOr for that setter, effective, if they do

not decentrelize. [LA hee evolved froe @ vocationsl technicel high school
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to an institute that provides secondary level (now phasing out),
university level snd post-graduate training, end aspires to sn even more

significent resesrch progras,

A treditionsl spprosch in Latin Aserics is to centralize progresmstic end
{inanciel planning and isplesentastion st the top adeinistrative level.
Hovever, this strategy hes not been efficient., At ISA, cesh f{lov probleas
msy heve smade it unevoidable in the past. Though often st sweall
institutions, nationel, regionsl end vorld cless prograse seldos srise if
they liesit thesselves to the range and nusber of sctivities any one

person, hovever brillient, cen supervise directly.

Accountabiliity wvould be sssured by reporting ell expenditures through a
centrelized sccounting systes, requiring periodic verbsl end written

reports to the Rector, snd internal sudite (a posteriori),

A different stretegy vould be to delegate totsl responsibility for
individuel activities to gach steff mesber. Esch vould be in cherge of
planning, adeinietering and ieplementing an individual progree of vork,
eQein subject to a budget spproved by the Rector end Board, Esch
individuel would be responsible for prosoting e specific progres vith
client groups. This vould include pertial responsibility for obteining

finsnciasl rescurces.

I8A, particulerly under 1ts current Rector, decentralized ite progree

sosevhat. Further decentralization should be encoursged. Each wmajor
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Program component should be planned with participation by ISA staff and
ISA leadership. Hovever, once Planned and approved, day to day
implementation should be the job of an individual with full responsibility

for routine isplesentation, vithin a budget approvad by higher authority,



VI1. Describc Progremmatic Options for USAID which Parsllel These Strategies
end that Would Ensble the Mission to Strengthen CADER end/or ISA's Developueent
es Contributors to the Netion's Agribusiness Developsent and Policy Dislogue
in the Agricultursl Sector.

)

(2)

The ssjor constrsints to CADER’'s developeent, which sre discussed in
the previous section, vere sentioned in the Jecome, et.al. ()984)
evalustion of CADER end the Norvell report of 1986. Ohviously, they
have not yet been sdequately sddressed. Thie has remsulted in o
serked decline in the quantity end quality of progree activities in
CADER. The options relinested here build on those suggested by
Jecose, et.sl., but they slso eddress constreints vithin the broader
institutionsl context of ISA. In retrospect, somse of the Jacowme,
et.al. options vere not viesble, prissrily becasuse they did not tax?
the institutionsl context sufficiently into sccount. The
consultei.te, like USAID, looked only st CADER and solutions 1o its
probless. Yet, to 1SA‘e Director end Board Chairean, CADER vae s
part aof 15A end CADEx‘s problese vere not unique. Logicell/s, they
resisted efforte to sddress the problese only for CADER,

It say be sppropriste for USAID to snalyze future sseietance for
CADER 1n both short-run and long-run terse. Long-run thinking will
necessarily need to include coneiderstion of s broeder institutionasl
support progree for [5A., There sre seversl ressons why this i@

sppropriste.

ta) It vill be 1eponsible to solve the principel constreinte feced

by CADER wvithout solving thee for 184 generalily; end

42
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ISA hes pravided valuable services to the Republic, which are
conasistent vith A.I.D. policies. ISA has, through its research,
provided important contributions to crop production and
sarketing in the private sector. Cropa include rice, vhite
sorghum, tobacco, Africen oil palm and tomatoes. In addition,
sany of ISA’'s graduates asre employed by the private sector,
vhich considers thea superior to graduates from other

agricultural prograass.

Initiating & project that vould help solidify ISA’'s general
teaching, research and public service functions vould be

consiatent with A.I.D.’'s institution building concern.

Leadership of ISA’s Board of Directors has recently changed.
There is a nev dynamisms present in the Board. The Chairman is
enxious to initiate nev activities snd to reestablish ISA’s
prominence among institutions of higher agricultursl education
in the Dominican Republic and in the Caribbean region. The
Chairman recognizes that this cannot be done vithout substantial

increases in present salariea.

Short-run options can Le exercised largely through use of funds vhich
resain unexpended in the current CADER project. Only some of the
strategies propomed in the Preceding section can be addressed vith

these funds. Therefore, our options focus on thea.
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(a) Inadeguate financing censtraint. - The primary tool available to
USAID to address this constraint is the endovegnt fund. The nev
Board of Directors is serious about collecting funds; One
hundred thousand pesos in pledges and contributions vere
collected among Board members st the August 21 Board seeting.
Fund raising for the new agricultural research foundation is e
successful recent precedent. Hovever, ISA may find some
potential donors unable to give in the short run, precisely
because they have pledged support for the resesrch agen=;.
Given the very reasl problem of a limited pool of resources in
the private sector for ISA’s endoveent, ve recomsend that USAID
‘revard® recent efforts and stimulate additional contributions

by reducing the amount of required counterpart funds.

EL-480 fundg have been encusbered for use as part of the
endovment. MNost of thes still have not been disbursed.

Hovever, neither have they earned interest to offset infletion.
¥Ye recomsend that, if the resaining funds are not disbursed soon
to ISA, they be placed in an interest bearing sccount until
final disbursesent. Pertinent rules may not allov this.
Furthersore, ve realize that the sonetary authorities would
prefer that the funds resain sterilized and undisbursed as long

48 possible, )

A mecond option, although not related directly to the existing

CADER project, would be to eArRArk funding essociated vith other
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USAID-funded projects to ISA. This would in effect guarantee
additional sources of incose, slthough on an irregulsr basis.
Care should be exercised to earmark funding only for those

projects vhich ISA can reasonably undertake.

A third option vould be for USAID to pay overhead to ISA for
activities vhich it requests ISA to undertake. This vas also
sentioned in the Jacome, et.asl. evaluation. ISA has
considerable resl fixed costa sssociated vith these
activities. A 25X indirect cost rate vas suggested in the

Jacome, et.al. report.

Staf{ retention and developsent constreint. - The key ceuse of
steff lose is the noncospetitive salary paid to ISA's staff. It
sust be addresse. directly if CADER is to have a strong, lasting
progras. Ve recossend reprogressjing of the resaining PL-460
funds to increase salary cospensastion. USAID say also consider
requesting that ISA use the interest accruing to the

PFDel, 200,000 already disbursed, precisely for their purpose.

CADER's staff saleries and benefits vere incressed sosevhat in
response to the conditiona precedent of the project asendeent.
Hovever, these increassees fostered conaiderable resentsent asong
non-CADER staff. Salary gatch-up sdjustmsents should be
ieplesented for the entire ISA etaff. Selaries cospetitive vith

the private sector vould renge fros RD62,300 to RD#4, 000/month
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for experienced N.S. or Ph.D. level staff, to RD®1, 000/month for

nevly trained *.eachers vith limited experience.

PL-480 funds remsining in the sccount could be earsarked
specificelly for salery cetch-up. Since ISA is able to pay its
current salaries vith other funds, earnings on the endovesent
funds could be used each yesr to provide °cetch-up® and
"keep-up® portions of steff sslaries. There is sufficient wmoney
in this account to guarantee sslery differentials and still
provide additionsl flexible funding to pay other operationsl

costas.

There sre at lesst three strateaies vhich could be used to

sddress the salary probles. The first vould be to adiust

existing ssisries by a {ixed factor, such as 23X. Thie would
recognize and maintain existing salery differentisle, but place
sost ssleries slmsost within an acceptable renge. It could help
grestly in faculty retention if it vere coupled vith the
ieplesentation of an updated version of the salary and

sdvancesent plan spproved in 1983, but never isplesented.

The second strategy vould be to provide s differentisl
adiusteent, depending on current salary level. To sove slsost
ell present staff close to present private sector offere for
their skills, trsining, and experience, it appears that one

sight incresse all salaries nov belov RD$}, 000/month by J0%; all
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salaries betveen RD®l, 000 and $2,000/month by 40X; and salaries
above RD®2, 000/month by 30X. Of course, USAID cennot propose
individual salsries. Hovever, USAID vould vant to see the list
of nev salaries which ISA’'s Rector and Boasrd Chairaen propose to
put into effect before approving the reprograssing as adequate

to solve the retention probles.

The third stretegy vould be to eatablish endoved chairg for the

sajor prograss areas; nasmely, CADER, the ‘agrcnoso® progras, and
the B.S. degree progras. This vas recossended by Jacome, et.al.
in their report. ISA might even be able, {n this vay, to retire
forser ISA and CADER staff mesbers. These individuale could
give ISA the recognition and dynasise thet vould help attract

further privete sector support and desand for ISA products.

An endoved chair could be crested for about RD®600, 000. At 16X
interest, the current eernings on this sum vould perait ‘atar?
saleries and benefits costing about RD®8, 000/sonth. Hove ver,
1SA vould have to allocete sose added funds froe year to year to
sonitor the real velue of the endoveent in the force of

inflation.

¥Yhile this eapproach would guarantee the persenence of several able
staff, it would not solve the probles of staff retention asong the
sajority, snd could produce internal tensions sieiler to those

produced by the lisited adjustesents sade for CADER steff. It g}
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154 eala: iee vere Liret incressed to levels spproxisating resl
sarket desand, then ine establishsent of preferentisl endoved
cheirs for e fev truly outstending perasons, brought in fros

outside ISA, should not result in resentsent and jeslouay.

Given the recent steff departures, it vill be necessery to train
additional steff to return to the desired level of 8-10 resident
steff for the CADER progres slone. Additional treining should be
provided to prosising young profeseionsls, but with the usual
requiresent that they return to ISA for e stipuleted period upon
teraination of treining. 1If sdequate selery incentives sre in

plece, they say be less inclined to lesve then their predecessors.

(c) Prograe leadership conmtreint. - Meny of the muggested strategies vere

directly related to prosotion of ISA'e intereste 2y seabers of the
Board of Directors. These strategies cennot be directly atimuleted or
abetted by seiective USAID funding. Hovever, USAID cen prosote other

etrategies directly:

(1) The leack of an establiehed eresence in Santo Doeingg hes been

identified as & sejor bottleneck in dealing vith governsent agencies
end private sector interests in the cepitel. ISA believes that it has
solved this probles by eppainting Luie Crouch ee ita representative in

Sento Domingo. However, IS5A requires s presence st the operationsl

level. It i@ recossended that USAID consider {undina an effice for ISA
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in Santo Dowingo for e limited period to let ISA desonstrate ite

utility and f{wportence. The individual sssigned to

this office would be responsible for;

(1)

(11)

t§41)

prosoting ISA‘s prograse in governsent agencies and smong
sgribusinesses;

e88ieting in the preperestion of seminere, vorkehops and other
I1SA progres sctivities which are cerried out in Sento
Domiugo.

ISA never forsally responded to conditiong erecedent
concerning delegetion of incressed suthority to the CADER
Coordinetor. Hovever, I1Sa provided the CADER Nensger vith
greester flexibility in docxolon-lollng. A sajor iessve
Sppeeres to be the repidity of delivery of funding for progras
ectivities. USAID ehould 8gein eaddress the senagesent issue.
Hovever, i1t ehould elso be sade clesr thet ISA should trest
thie ection e eleply & pert of & brosder plen to

anzmunmmuxm;mmlortho

ontire institute.

A® an i1ssediste step in the right direction, ell ISA progrem
sanegere sight be given o larger petty ceesh fund. This
should be eufficient to leet et least & veek longer then it
noreelly tekes 18a to replenieh the fund, once the respective
progres preeente receipte end o request for replenisheent. A

progras vhich teaches probles-solving end sahagesent asuet be
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e role wodel; it should not have delays and unpredictability
in its ovn disbursements of budgeted funds for routine

expenses.

(iv) USAID should consider contracting vith an ipetitution for

continued technicel assistence to the staff in CADER in the
short-run, and for the entire ISA progres in the long-run.
The technicel sessistance vould be for strengthening the
teaching, research and outresch functions st ISA. ldeslly,
CADER would have tvo nev long-ters resident sdvisors in place
by Jeanuery, 1987, vhen the present long-ters sdvisor departs.
Theae advisors vould help project CADER's isage nationelly,
provide contactas with other funding esgencies, and provide
support to other CADER steff.Contrecting through en
inatitution helps project ISA's teage netionelly, provideas
contects vith other funding sgencies, and gives a sense of

security to ISA steff.
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CADER’s Progras Targets and Accosplishsents through Nay, 1937

—Recesber, 1984  ____ Wey, 1987  ___ Difference
Activi- Partici- Activy- Partici- Activi- Peartict-
Emus_h&nw__.&m_mu__inl_mu_.&nn_m
Yorkshopa end
Sesinars 2] 1,440 41 1,762 18¢ 319
3 VYeek Adeinietra-
tion Course 6 222 13 300 Te 278
Technicel Assis-
tance/Cous uts .- ceses 6 200 6 200
Case Studies
¥ritten 104 183 8l
Conaulting Am-
signeents - 9 9

* Data taken fros Project Paper Supplement and ISA/CADER Inforse ‘Progresas

y Logros,* May 20, 1987,
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Appendix B
Sesinerio Profeeional 24 de agosto 1987

EL FUTURO DEL INSTITUTO SUPERIOR DE AGRICULTURA
Discusion de Alternatives Estrategices
de Organizacion, y el Pepel de la Ayuda Externa
Profesores David Hansen y John Strassa
1. Introduccion.
2, Antecedentes de spoyo externo al ISA
3. Los Prograsas del ISA; Quienes son loe clientes?
4. Alternatives Orgenizative pers lsplewentar los Prograsss
o, Fuertesente Centralizade?
b. Fuertesente Decentralizede?
c. Decentrelizade eon isplesentacion, sujeto a un
presupuesto y uns suditoris e posteriori?
5. El Papel de los Profesores
8. Hecer les cleses conforse s un plan eprobado?
b. Reslizer investigaciones?; Cusles?
c. Comercislizer los servicios del ISA?; Proporcionsrios?
d. Perticiper en le plenificecion?

e. Deliberar y detersinar las norseas del ISA?
f. Greado de participscion en Je esignacion de recureoce?

6. El Pepel del Coneejo Directivo
o. Nosbrar el Director del 1SAY; Aprobar el presupuesto?
b. Conocer le sarchs de los prograsas?
C. Apoysr a loe progreseas sctivasente?
d. Buscer recursoe pars los progreses?
7. El Liderezgo del ISA en el Asbito Necionel
o. Puede destacerse ¢! I5A sin 'Coetrellss’ y *Lideres®?
8. Le Resunerscion, los Incentivos, y la Carrers Profesions)
9. La Seleccion, Retencion y Eveluacion de los Profesores
e. Dosinicence?; Egressdos del I5A7; £l ceso del INCAE?
b. Los sentores externcs!?

€. €l cergo del trabsjo y les consultorias?

* Univereided Letetal de Ohio y les Univereided de Visconsin; Consulto-
res de USAID, hablendo estrictasente s titulo personal,
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Appendix C

List of Individuels Intervieved

1. Current end Pest Board Nembers

(1) Dr. Frenk Joseph Thosen, Boerd Cheirmen
(2) Don Victor Espeillest

(3) Don Luie Crouch

(4) Sr. Niguel Jose Lune

(3) Sr. Eetlio Olivo

11. Government and Private Sector Ewployees

(1)

(2)

J)

(4)

(3)

(6)

Luie Ernesto Perez Curvae, Undersecretary for Plenning, Secretarist of
Agriculture

Hector Leger, Undersecretery for Agricultural Economice, Statietice,
Secreterist of Agriculture

Peblo Rodriguez, Technical Studies Unit, Policy Anelyetie Unit,
Secretariat of Agriculture

Oemar Benitez, Council for Consulting end Joint Agribusiness Ventures
(JACC)

Teofilo Gowez, Council for Consulting end Joint Agribueiness Ventures
(JACC)

Harisels Mendex, USAID Populstion/Heslth Contrector

III. ISA/CADER Steff

(1)
(2)
(N
(4)
(3)
{6}
7
81
{9)
(10
(1)
(12)
(1)
(14)

Benito Ferreiree, ISA Director

Angel Cestillo, CADER Nenager

Jose Luie Rojas, OSA Vice-Director for Adeiniestretion
Ramson Martinez Mote, ISA Librery Director

George Thomes, CADER Advisor

Jesus de los Sentos, CADER Steff Nesber

Roltf Minhoret, Anisel Production

Josquin Zerzuels, CADER Staff Neabder

Christien Strutz, Anisel Production

Frankliin Reynoso, Foreestry

Alberto Rodriguez, Plent Production

¥ilfredo Moecoso, 1SA Vice-Director for Reseerch
Domingo Cerreeco, Agricultursl Mechanization
Interaction vith various other staff et ataff sesiner



Iv.

U.S.A.1.D. Steff

(1)
(2)
(J)
(4)
{3)
(6)
(7)
(8)
(9)

Thomas Stukel, USAID Director

Pirie Gall, Project Development Officer
Larry Armestrong, Project Developsent Office
Dvight Steen, ARDO Chief

Kenneth Wiegand, ARDO Deputy Chief

Emilio Mertinez, CADER Project Nanager
Delbert NcCluskey, ARDO Staff

David Gardella, ARDO Staff

Cesar Cruz, ARDO Staff

54



Appendix D:

Nese

Rafeel Baibuena
Pedro Benoit
Nargerita Betances
Domingo Cerrasco
Refeel Cruz Robles

Angel Caestillo
Bienvenido Castro
Humberto Checo

Jesus De Los Santos

Prospero De Leon

Jose Miguel Espaillat

Raquel Fernandez

Benito A. Ferreiras

Rigoberto Garcia
Lucio Greseis

Neximo Leon
Remon Nertinez
Francisco Nendez
Nanuel H. Nichel
Rolf Ninorst

Vilfredo Noscoso
Bob Nilson
Antonio Nunez
Jose Cacar Payero
Cerlos Pucheu

Franklin Reynoso
alberto Rodriguez
Nenuel Rodriguez
Victor Rodriguez
Jesua Rodriguez

Jose Luis Rojes C.
Amarely Santane
Adolfo Serrata
Christian Strutz
Rario Tejeda

Jeorge Thoses
Victor Vasquez
Mena Verner Reuen
Josquin Zerzuele

ISA Teaching end Research Steff, Auguet 1987

Degree

Lic.
NS
[ [
NS
NS

NAE
NPA
Ing. Agr.
NS
NS

Agron.
NS

ns
Tecnico
NS

NS
NS
Ing. Agr.
BA
Dr.

Dr.

BS
Tecnico
NS

NS

NS

Dr.

Ing. Agr.
Ing. Agr.
Liec.

ng
ng
Ing. Agr.
Dr,
Ing. Agr.

ns
ns
Dr.
ns

Ares

Nethematicas
Horticultura

Recurscs Foreatales
Necanizacion Agricolas
Extension Agricola

Adeinistracion
Adesinistrecion Publice
Recursaos Forestales
Econosice Agricols
Riego y Drenaje

Produccion Animsl
Ciencias de Cultivoe
Reformas Agrarias
Recursos Forestales
Biologia

Fitosejorasiento
Bibliotecario

Asistente Investigacion
Practicas Agricolas
Produccion Anisal

Tecnologies Alimentos
Recursca Forestales
Recursoe Foreatales
Sueloe

Produccion Anisel

Recursocav Forestesles
Fitomejoresiento
Horticulture
Conversion de Madere
Literstura

Economia Agricole
Bionaltiste

Recursos Foresteales
Genetice

Produccion Animsl

Comunicacion Publice
Riego y Dreneaje
Aviculture

Universjty

UCHN

BcGill, CANADA
Neride, VENEZUELA
Nebraakes

Nayaguez, PUERTO R.

INCAE
Pitteburgh
I1SA-UCHN
Texas A L N
ldeho

Zamorano, HONDURAS
Oregon

¥isconsin

NONDURAS

ITALY

?

?
ISA-UCHN
I18A
Gersany

Cornell
USA?

?

l1daho
UNPNU

Geineaville, FLOR.
Ohio Stete
ISA-UCHN

UASD

UCNKN

Nebreakes
?
ISA-UCHN
Germany
I18A-UCHN

?
Texem A 4 N
Gereany

Adeinistracion de Espreses INCAE



