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A.l.D. EVALUATION SUMMARY - PART |

1. BEFORE FILLWNG OUT THIS FORM. READ THE ATTACMED
INSTRUCTIONS.
2. USE LETTER QUALITY TYPE, NOT *DOT MATRIX" TYPE,
IDENTIFICATION DATA

A. Reporting A.I.D. Unit: B. Was Evaluation Scheduled in Current FY C. Evaluation Timing
1vad Annual Evaluation Pjan?
Mission or AID/W Office USAID/El Salvador Yas [T Shpped [X) Ad Hoe [ interim &) Final )
(ES# ) Evaluation Plan Submission Date: FY Q Ex Post(T]  Other [ |

D. Activity or Actlvitles Evaluated (List ihe foliowing Information for project(s) or program(s) evatuatec; it not applicabie, list titie anda date of the
evaluation report. |

Project No. Project /Program Title First PROAG |Most Recent |Planned LOP {Amount Obligated
or Equivalent | PACD Cost (000) to Data {000)
(FY) (Mo/Yr)
519-0295 Education Systems
Revitalization Project 1985 9/30/89 37,600 37,099
ACTIONS
E. Action Decislons Approved By Misslon or AID/W Offlce Director Nam°l:l' ?"IcAgr lR.- Date Acctlon' g
- sponsible for Actlon |to be Complete.
In response co the evalué%?gﬂ(?é%§¥%?dUSAID/El Salvador has
taken or is taking the following actions:
1. Develop a priority listing of schools for distribution of .
furniture and equipment. OET 10/87
3. In the maintenance component, stress preventive maintenance
and deemphasize corrective maintenance. OET 10/87
4. Increase the administrative and management capacity of APRE OET on going
5. Increase use of counterpart contributions. OET on going
7. The GOES Action Plan format should be revised. MOE, MOP, OET |on going
4., Provide in-service training. OET on going
9. Assign a delegate of Corte de Cuentas in APRE. MOE 10/87
12, Integrate planned MIS with MOE's existing data base. MOE, OET 1/89
13. Avoid over centralization of MIS. MOE, OET on going
14, Develop a Project activity progress tracking system. MOE, OET on going
Recommendations number 2, 6, 10 and 11 are discussed under
block "L".
{At1ach exira sheet|i! necessary)
APPROVALS
F. Date Of Mission Or AID/W ONice Review Of Evaluation: {Month) (Day) (Year}
5 5 86
G. Approvals of Evaluation Summary And Actlon Decisions:
Project/Program Officer Representative of Evaluation Officer Mission or AID/W
Borrower/Grantee Offi:e Director
Name (Typed) Henry L. Miles B. Diez de Medina [W.G. Kaschak
Signature N S * > s PN
/4 \/';/. /" i, %&M‘i’\ oult
Date AN AR
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ABSTRACT

H. Evaluation Abstract (Do not excesd the space proviren)

E. BEAILRTICN PECTRACT

he proiect axsists of assistane x© the Govenmen: of El Salvaor o resware e effectiveress acd
accessiblivy of primry edaetion services T rear pre-amflics levels.  The mroject is teirr inplamered by
whe Ministry of Euretian thrach the Soecial Marecgme: Udt - APFE, with tecinical assistance from the
Lrdversity of New Mexicc, This imcerir ewlEtion was ardurted Iy & grap o tdree axsultants fram e
Aoeny for Bouastiarl Levelamer (PEC), an the tesis of e review of projec: dooumanation ard interviene
with projecs cfficals cf the Marecemar Unit — AFFE, WBAIL/E] Salverer, Univercity of New Mexiao = N arg
fran ocrer institaticare imdlved in proiect inplamentatian. Tre papose wes o aseese the staus of she
apaers o he project. The me)ax fiminees by apoencs are:

1. Coment 1. Sdol repair, remwia ar arstnrctian. This coprent is seriqely delayed in
inplemarmetia.

M_. Scihre] mainterance.  Prooress is sacisfactary.

Sdral furmitare, eqdpmen: am axplies. The progress ader this anpaen: is satisfactary.
Ccrpma'] Texthooks. Proaress arer this aompaent is satisfactary.

gz.c—_g:_. Aqministretian arc Merecamant.  The special maegamers wnit, AFRE, Tes rot been effective in
Froviding aministrazive syoors we the projecs
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Te wc years of project inplementation experience show thet dhis is & wery amplex project w0 adninister. It
ok eloat & year @ pi in place & relacively viatle maracamrak agebility. The damrces during dhe firss
year cf it project were maEry. A new merEgEmEnTt ais teS w© ke st o, learmming how properly o pr wogether
Actian Flars hed © b soxplishel ars, it wes also necessary wo learn arg aderstarg the AL, prooremens
sy=swar, ac well as the hrctiae of variax QES irstitcias.

Tre aczivities adertaken in the perfcmmance of this project eve been within the prview of a large number of
institatiael acwrs, toth fram the mrivete ard public sectars. Durdrg the twe years et the project les
beer: in existene, s of e institaviarl parcicipants teve mede geecific irpute ard then rc lamer
perticipeted, cihers levwe been incorporated ard then had their perdaipetion cancelled.  Adding o the
aaplexity cf the project, an exwracrdirary nuamber of imreractiae between differam: institutias was
imclves. Sare of the interactiae were madbced by law, while cthers were inplied ar expected by project
ccomens cr degiar. Sare of the irmeractiars were betwesn separate ministeries of the Goverment of El
Salveocr (QXS), yet otters bemween awities of the Ministry of Kaxstuo (ME), ad firmlly cthers irvalved
privete secr craps ar imerratiarl aoani zatios.

COSTS
|. Evaiuation Costs
1. Evaluation Team Contract Number OR |Contract Cost OR
Name Atfiliation TDY Person Days TDY Cost (U.S. $)| Source of Funds
William M. Feldman Academy for LAC-000~C-00~ 519-0295
John T. Gloetzner Educational 6074-00
Bruce C. Newman Development
2. Mission/Qllice Professtonal Stalt 3. BB_r;éwer/Grantee Professional
Person-Days (Esiimate) 9 Stalt Person-Days {Estimate) 12
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A.l.D. EVALUATION SLIMMARY - PART il

SUMMARY

J. Summary of Evaluation Findings, Conclusions and Recommandations (Try not to exceed the three {(3) pages provided)
Address the following !tams:

e Purposo of evaluastion and methodology used ® Principal recommendations
e Purpcse of activi! s{les) evaluated e Lessons learned
e Findi~2s and cor: “iuslons (relato to questlons)
Mission or Office: Date This Summary Prepared: 1 Title And_Da Full valuatlon Report:
nterim Eva ua ion Kepor
USAID/El Salvador 6/07/88 ducation Systems Revitalization Project

J. SMPRRY O BWATARTIAN FINDINGS, OONTLESIQS AD RECOMINDRTICNE

Te ol _heproje:“ is = inprowe the edratianrl. staus o JESB]vadcran;qnladm, arc the prcjec:
papoee is o restare the efficiexcy ad aocessiblity of edusdianl services in El Salvador @ pre-amflict
levels ard w© aiiress the specdal edratiaal reeds of the agrarian refam benefidaries amd Gigplaced

persas.  Tre papeee of the evalatian was o assess the status of e projecs, foousirm the work primarily oan
tre efficiexy of veriax processes arc stnctures enployed by the Ministry of Blaoation ard cther irstitutias
inplerenting the Project. Drirg the evaletian, the fcllowirg activities were uderaken. Review of project
doaenis awailekle in EAID/E]l Salvador, in the QES, ME ard AP, e University of New Mexiac arg otrers.
Tre team interviedd cfficials cf the abve-mentianed institutias ard gpliad arplyrical methads © determire
moject tes<lerecks arc other preklane, ard oo model alterredive salutiax o them

The findincs are:

1. Capxent 1. This aapment is seriaxly delayed in inplementation.  Tre mejer facter which has prevented
*his aapanent fram pragressirg an schedile is the reskdown of the pre-Hidding data gethering activities
at e start of e project.

2. Copment 2. This aoponent tes ©© date carried ax a pilat project with £ sdrols, est@blishat a prooess
fnramnm*yself—l'elpprogtanemsirdcnser\aqm is in <he process of aapledirg s Filot progran in

) sl desk repmir, ad hes prodred meinterance meEniels o ke distrihoted w the mtias's sdools alaw

' with meinterance kits, Tre school ameervation portion of this anpoent is carried ot by paremss,

wacters at sudets., Tre ME provides woal kits, training ard "How1o" manals.

t . The rooremar agpects of this aopoent, carried ax by a WSAID/ES Proareman Serviaes

Aoent (PR heve prooressed sacisfacterily. Distrihrion has been mede w0 agarakimetely 20 classroars,

most of which were o thoee arsidered in Caponernt 1 becawse of delays disoussss atrve.

{4. CGomment 4. lexthock piblicetion was wransferred w the IBD when they reassumed respansitility for this
ativity. Tre selection ad wrainirg of wexcher trairers wes carried ax an schedale.  Presaly there are
42 trainers who rave trained over 4,000 weacters in the we of e IBD textbocks. This aapaent also
firanced the primirp arg distrihmion of 25,00C Crricalur Grides @ ke wsed by primary sdocl teachers.

(5. Comporen: S, Tre special meregement wiit, APRE, Tes rot been effective in administrative sppor: of the

: for tedmicl anpmens of the Project. Arkigaty in the definitian of its gyyaqoriate rale in

iIrplemenatian resdlted in aders@affing of key positias, which antrihmed wo this sitwtian.  Acther

aarributing facwor was the enpdesis placed an e tedmial anpoents aee the project bsgan. The el
rcle of this ait for comrecting, proorena: ad cther essential administradve services and for the
wedmical side of its regpasikblities was ot tharophly ansiderad.

[T}
H

The mejar arclusiae are:

1. ARE's &ministretive sypcrs of de tednical anpoents tes been week lEakse the administration has noe
been effectively imemreted in the plaming stages, even thagh the tedmical aaprent inplamenation
directly relies o aministrative processes.

Tre failare tw clearly urdersware the arl finctian of the administrative wit in hoth intenml goeratian
at tednical anpoen: implaentation resatted in ssvere uperswaffirg in specific areacs furdamental for
prcec: sxeess, sxh as proararan=.  This is reflected in the ireklity twc terdle loel prooremen: fx
Coporar 2, ad in proosdaral errcrs ardng amsracting in Goponans: 1.
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SUMMARY (Continued)

Mministratively, AFRE is linked directly i the cffice of vhe ViceMinister, which places it at e same
level as & Gaeral Directerete within the ME sircoare.  Tre Viee-Minister tas delested necessary
axhcrity w© whe Direcor ar AFRE for ite imcerrml maregemar. His axdority, cfcwrce, oes It extaxt
c cher ME wmiss, ad thre readred cncrdmaqmm& these tnizs coouars Shraxh the interversion cf <he
Vieetinseer. Bemaqe the reciaml cffices are alsc linked directly « the Viceinister rather ster
“raxh e Gaeral Direcwcrates, PFRE's work at these levels is facilitated.

3]

I. AP redmidians gpear ©© ke aapetet in the wee of plaming tedmiqes, hrt & ot arremly enploy
“hese medocs ariro e inplemantatian procese itself. Undsting of aomomen: plare ard wracking cf
frawess wwarc de Froject aele is rot presemcly perfamed, resultirg in an irskility w© aders the plans
T rEw aramsances at evalste aaaplishrents,  Moreover, the Actian Flan exercise has mor inclddes ohe
grrariate irnclvamen: of aministrative persarel whose rcle in inplamravican is irdispasstle.

4. Carertdly, AFFL is ashrized ' proome @ois an services an the qpen marke: in an amnt @ ©
CE,000.CC per math. Tre poor experiaxce with the proowramas of sdocl sgyxlies by APRE would idicate
et sitstantial gorading of this agpacity is needed if APFE is again w assure a prooranen: role for
due Projecs. Qe ma)xr arsusint akines «© ' the aderswffinc of the Firance ad Prooreamar:
[epararents, vhich recessarily teve w© marece e Gay-o-day aministrative warkleed of APRE.

5. Te rcoml QES process fa dhe ggoroval of interral hooets is amtersame, hit the procedares heve beens
sirplified teceuse this Preject is extemrnlly firenced. This limits the review and gproval proess ©
SETEFE art e Garte de Comtas.  Most delays experienced w date irmmclvirg these entities heve been causel
by ceficdendes in e doomencs ader review, e.g. actian plars, antracks, reaests for furs.

€. Ir e pec, grrqoriate FIL's ad lardbook 11 were o gtered amp key staff.  This aested Siffiailties
in e preparatian ac timely gprowl of action plars, anwects and disharsemen: reaests.  'This
siz\tim s mow been remxdied thrarh the raine dradatian of relevan: project: dooamers «© ot
redmial at amimswative persarel.  Sare adninisustive staff possess extersive kowleke of the
arrers cf cffidal project dooaEratian arc the procedures detailesd therein,

7. Tre haen resarces arrently aveilable wo this Project within the ME are rot sufficden: for gparare
Inplemeration.  Althooh adeamte fuxks are hogeted far this prpose, Presidential Decree 11 prahibits
cdirect hirinc of rew persarel a? freaesxacanrpasitia's within che GES.

€. Trere are & nmer cf areuains gcprojec“ inplemenzation which are presented by the GES leml ard
rrocedaral’ systam, same of which teve been disawssed alove.  Decree IT can anly be ciroamente? thraxh a
daree in fuding soree ar the arantire of special relief frar its restrictians, e.q. wee of U.S. projec:
fuce in placed of FL 46C aanterpars.  The anrent Grar Agreameant does ot inclde specific allastias
ct FL 480 fuds which are pemmissible ader prevailirg GES palicy. The Actian Plan carrct presemtly e
amed, & the pemit flexdldlity in respree o darging axditias. Amother arstrain: is the
seandal, rader dan parallel, processire of firds reaests amd aowraces.  SEIEFE, s proctice of ros
initiating its gprovel mrocess unei] UBAID furds are received creates deleys camansurste with those
irierer 1n (BAIL's cishsament mectenism.

Cher protlems of a less sianificent reture heve incdluded ceilings an remts which may te paic by APRE, ard
the processing of per diem far project persarel, vhich are subject o QES procedures limd taticrs.,

¢. Tre Fearswasian Activity of Gamponent 1 will ot meet its abjective of 2,400 reamstncred classraoms by
EXT. Tc & so waile inply & rearsmretian rave of grrexinetely for classrooms per &ay. At presens,
ancrects teve teen awarded for e recrsinction of anly 165 classramms. It is apparent et sane
reracrammire of fuce shoulc ke fardhaoming in ader @ stragthen ar edence other aaparers, e.c. de
arsrezion of rew sarls.

1€ Amelar aaee Cf e celagys experienced in Qaomponent 1 was the failure oo meke immadiate previsian for the
corunence cf the fielc services crigirelly the respasikility of A, 2s son as it becere gparent thes
hay wadlé rem fulfill heir ciligezias. Since the decisian had been mede @ amcrac: privere fims for
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SUMMARY (Contlnued)

arsratian ac rearsonrtion &ctivities, e swgpoorephical as site sarvey specificatians and ciher
Fre-Hddine services were prereqiisite ard cnaxdial =o the amtractirg process.,  The assapnian of hese
ativities by whe ME shrogh ite aderscaffed D anit wes ot an ggergeriate sclatian.

The evalatian =eam was aeltle w éetermire vith cereinty the arigin of =he decisian w assian thece
&-ivities « e M. n tte ge terd, he team wes infarmed that the ME wlamrarily cfferec ©
Cerwabe these activities. O the cther e, written doaments of et pericé (Felmary 196%€) irdicaste
thet AFFE was infcomec that @ new A.ILL. tedmice] assistance aawract «©© ke averdes by EAIL/ES < sygocrs
he S1SCZCE project woulé ot include pre-Hdbing services arc ttet APE, <hrouch Gaorponent 1 ard vith the
arpars of the ME, waulc be respaeible far these tasks. It gpears thet the crudal matare f e
pre-Hé eervices, amg whe impact wheir aksence woulc teve o e prooress of the arpoens, was
cverlocked by the decisiamekers imvclvec.

A the <ime of <he ewwlwetias, this sinltian Mes still ror been satisfacworily resclved. Even in the
amariments © the W aarrac:, cawed Felmaery ard March 1967, the BE activities listed in <he sogoes of
werk fall far ghors of thoee reasdred by the Project ad arigirelly expected of 2.

11. kFrowledee of the aoplexities of the QES arc (FAID/ES proceduaral systems is inmperfect: arc dispersed amax
<he AFFE staff. Presently, 1o sirgle cffice ar irdiviarl tas aomplete axonizence of all relevant
rooecare] metters, o is Je-to-Gete infometian meintained an nodificatias wo the legal ad prooedared
IEQI IEmETRE.

1z, Tre infometiar readramnts of dhis Project Ieve it been adeamtely flfilled by <he Baselire Deta
Sorvey, ror teve ggrgriate stepe yet been taken to provide a arrer ard ueful infamstian tese far e
futare. Tre wecimical caponents teve ted o draw upn a variery of dota sarces, sane anras: ac
religkle ard cthere not, in ader © plan ar caoe: inplaentatian. These date lewe et been intecrated
inT & cherent ar’ pemenent mErEcETEn: infometion resorce system, or MIS.  Even row, project activities
are caepratirg darges in e sdoal irvenory, ard deainimm detailed infarmetion throgh site visits arc
sxrweys, The d@w prodod are ros yet teing incorporated inw the éata tase, ad th= an gyoranity «©
improve tre detail ard qmlity of e infometion tese is eing leet.

The NV les el thet mrech prooress is et beine mede ot the evalubtion team tes ot mentiansd ard its
fonre plans weldde greting ard ircemratire e keselire srvey infometian.  WERID/ES hae hidicater det
Je eval srian diswres e retare of the date Iese isse ard especially ite impect an the project. The
Cireczer of CE1 tes stimulated N & resclve the date kase aestion.

Fecommeratiae

1. As 5 ey copoar: of e project which as mexdmun immediate inpact, the Gelivery of sdcl fumitare,
ecapmar ac syrlies should ot ke depardar e anpletion of project arstneed o reaxstneted
sdrnls. Aailakle sk should e placed as som as lagistically feasible in existing schocls whether or
rc: presencly slated for prodect activities. A rmaw schocl amlification &g pricrity listing for this
parcee smulc ke develaped. It shmuald inclide CONARA/UFR scirols, D post-earthaake retelilitated
saxcle, as well as schocle whidh dic et aslify for reanstnesian activities because they were
instfficdendly Geteriaated. It shmuld al=o ke axsicered et sadar ag teacher desks, dmirs ad
syrlies in even & cirt flaor sl have an inpact an the leaming @wiramen:, which on elace is
prctakly mre inporwant when sare pocential physical Geteriaration of <he eadpmentz.  If an Amedment w©
the Gram Agresmentt is requirec in ader o pemmit these darges «© the distrihocian plan, then det
Arercmen: gmuld e similtarecrsly fonmelizad.

Tre evel@dtian team reoxiized thet sare of hese remameades activities are alrexdy hgrpeninc. Rx
emple, CNARY/UFR schrels are inclwed in <he proarar ac UBAID/ES hes aommitred itself o furnish
earoaks camaec sdrols if IERC aaress wo provice furds for pemmerent schols.

AID 1230-5 {10-87}) Page 5



ATTACHMENTS

K. Attachments (List attachments submitted with this Evaluation Summaty; always attach copy of full svaiuation report, sven It one was submitted

earlier: attach <tudiss survevs. atc., irom *on-going” ovaluatinn, I1_relrvant to tha avaluation report, |

Interim Evaluation Report - Education System Revitalization Project

COMMENTS

L. Comments By Misslon, AID/W Office and Borrower/Grantee On Fult Report

Mission believes the following evaluation recommendations are unrealistic and/or not
feasible:

2. Reduce the number of reconstructed classrooms and increase new construction. This
recommendation is unreaiistic because it is contrary to the purpose of the project
which is to increase access of children to schools.

6. Create new mechanisms for faster funds disbursement. This recommendation is
unrealistic, because it would require changes in the procedures of the U.S. Treasury
Department. In the interim, new internal procedures and delegations of authority
are contributing to faster disbursements.

10. Increase commitment of Ministry of Education through workshops. This recommendation
has been tried, but found of little utility in really bringing about commitment.

1. Have contractors provide technical assistance and in-service training iu their area
of expertise.

This is not feasible, mainly because the contractor's time is limited and the scope
of work does not include these activities.

AID 1330-5 (10-87) Page 6



Block "J" continuation - Page 5A

2. Pased on the experience o be cained fram the initial classrean rearstruction packaces recently aserded, a
recuosd arc mere realistic figure for the nmter of classroae w©© ke reansirucad should ke detenmires.
Ceparding an haw well the amstnction of rew classroans proceeds, row shet technical essistance ard
sypervisian fram (WM is in place, the naber of new classroans © te hilt could also te ircreasald in
propertian o the projected firds ot e be goent in recorstrnactian. Lecal amstraints restricting
arstnrction o sites were the ME telds valid title, the physical adeaecy of “hose sites fix
axstnrtio, ad @ES hoget limitatias an the pardece of rew lad, all creste difficulties for the
arstruction anpoent. Brasting schocls an ME lard with classroors chet are s dilaridated that they do
e arlify for remxetnctiar auld e ansidered for dadlition or epansian in arder what rew classrooms
cen be halt. Demclition should ke a 1003 @EF cr local aamunity activity. Tis should protztly ke
carrial ax drirg the anal veatio periad, ad my, if properly aordimated, rermit rew classromme o
te hilt in sime for e naw school year.

3. A mxe remlistic gproach should also be devised for the maintgere arpment.  Tnis requires, mcre <ten
arythirg, detenniriry whether the inpact of the aoponent will primerily reside in the distribucion of ol
Ki=zs ard menels o scrcls for preventative meinterance papeses, or i the distribrion of eqnment ‘o
ME Fegiarl DM cffices o syport axrective meintgence. In the fomer cases, the pilce self-telp
program is werking. As maxy as 1,000 parents ad students ave percicipsted in training sessias for e
Jilization of schoal trainmirg kits.  Rarents are learmirg how o raise aml imest fucs for schocl
areenatial. If corrective maintgance is the pricrity, Then it mst e deremmired whet alditiarl
sggxrs, cher oten the regiael meimesnce egupment, is required ty the Regigel D Cffices. Bxamples
wauld te fiel, per diem, meterials, etc.

4. Carmprent S, the adninmistrative ad merecemat are of AFFE, mst receive additiqal staff in crder o
resparc in @ Himely rerrer ‘T the damerds thet are placd Jpn it by e tecmicel aaporerss, oth for
interrel arg exwerrnl metters. A maregameant plan mxst e develqpad which takes inwo acmaw the
reqiremans cof the recmical anpoents. Aprgriate staff levels ard skills shoald be idemtifiec as a
result of this exercise. Soeddal attentian should e placed an the creatim of an expaditer @eeitian, ©
te staffed by an irdiviadal cgpakle of cranizing the reauiremants of the variows Prciect cversighs
azncies in crder "o asure thet the procedures ad requilation of “hese aocencies are adtered ¢ tefcre
SoareEntatian 1s forwarced for grroval.

£. Incarcer T increase ae of FL 40 carterpart xntrihrias, an amernar '© “he Gant Aoreanent should be
neaciated which will allecate HL 46C aourerpart availakilities wo specific project acuivities. At the
same time, crant firds grould e reallocated o aver thoee lire itame of the hooet thet presencly suffer
fran GEE restrictias. Care should e taken thet Grant Fuds are o extensively ussd in areas that may
Teare excessive reoarar asts o the GES.  The anadment suld also estatlish the wse of A 460 fuds
for mn-Fersael Services Gotracts for specific activities o awdd delavs in SEIEFE ard Qoree de Coamas
grroal. An amadment which cdearly states the doject of FL 400 fuds wee, at e medenianc o e
emplowed for thet ase should e explicitly staved. This would limit the interpretative flediHlizy by QRS
entities which result in processing delays hecause of uncertainty with respect o activities Thet rim new
elements imo ansideration.  If sxch an aredmet crret ke achieved, as & last rescr: the (FAID/ES, e
ME ard APFE might petition the Cffice of =he President for relief fram Decree II for the papoees of <his
Ercject.

€. In e aree of furs dishrsaman, mectEniams should be examined which woulé reduce Gelays et are
irteren: in he dicharsarenc fram che Ragiaml Firence Caer in Mexdas Ciny. SETEFE does o~ imitiate its
fads grrowl rrocess ail {ude are acamlly in tard, i.e. e Goare de Cumas carct sgrce ay
wrersactiae awil facs are acnelly deesited in SEIFFE's eomouars.  (EAIL/ES shoulé alse directly inform
AFFE when fus far 17s activities are depcsited with SETEFE, in crder 0 asmuxre heir zrames otilizetian.

7. Tre Acuian Flan fommert should ke revised 'copermis it 'c ke =ef as & reslistic adde T inplarentatian.
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EXECUTIVE SUMMARY

A. Prefatory Note

The Education System Revitalization Project (519-0295) was initiated on April |8,
1985, and has a project activity completion date of September 30, 1989. The two years
of experience with the project confirmed for all that it is a very complex project to
administer and those in varying degrees involved in AID/LAC/DR, USAID/ES, the GOES
Ministry of Education and about |5 other organizational entities bear witness to that
fact. That it took approximately one year to put in place a relatively viable management
capability should not come as a surprise. All involved worked long and hard. The
diversion due to the earthquake of October 10, [98% alone created a delay of about 3
months and caused shortages in construction materials.

The demands especially during the first year of the project were many. A new
management unit (APRE) had to be set up, staffed and its functions defined for external
and internal working relationships. Learning how properly to put together Action Plans -
and accommodate to one prograin approval system had to be accomplished. Orienting
itself on the A.L.D. procurement system and making it operate in the Salvadoran
envircnment was required. Oversight functions of various GOES review and approval
entities had to be understocd. The list of considerations is much longer as will become
evident in the evaluation report.

B. Project Background

USAID/ES developed the Education System Revitalization Project (519-0295) in
response to recommendations contained in Chapter 5 of the National Bipartisan
Commission on Central America (NBCCA) report presented to the Government of El
Salvador to restore the effectiveness and accessibility of the primary education system
in the country to near pre—conflict levels, through the renovation or repair of 2,400
classrooms, construction of 400 new classrooms, procurement and distribution of school
furniture, materials and supplies to 3,800 classrooms, including the 2,800 built or
renovated under the project, production and distribution of 3.5 million textbooks, and the
establishment of a nationwide school maintenance system. These project outputs were
expected to allow over 200,000 primary school students to regain access to basic
educational services. The Project was authorized on April 2, 1985 for a four year period
with a funding level of US $37,600,000 in grant funds, complemented by the local
currency equivalent of US $13,000,000 in counterpart funds, for a total project budget of
us $50,600,000.

As stated in the Project Paper, five components would be established in order to
achieve the project purposes:

L. School Repair, Renovation and Construction. Based upon an analysis of
data from a Baseline Study to be conducted under the Project, some 2,400
classrooms were to be identified and repaired or restored. Additionally,
sites would be identified to maximize new enrollment, and construction of
400 new classrooms periormed. This component was budgeted at US
520,558,000




School Maintenance System. Because of the severely limited ability of the
MOE to maintain schools within the system, this cornponent was designed
to enable the MOE to respond to the maintenance requirement. Vehicles,
equipment and materials would be provided with project resources, and
efforts undertaken to promote teacher and community involvement in

- preventative maintenance. "Maintenance kits", consisting of basic tools

and a simplified maintenance manual, would be developed and distributed
under this component. These activities were budgeted at US $4,748,000.

School Furniture and Equipment. Equipment furniture and supplies needed
to equip the 2,800 classrooms restored or constructed by the Project, as
well as in an additional 1,000 classrooms, would be procured and distributed
by this component. Classrooms would be provided with students' and
teachers' desks and chairs, a blackboard, bookshelf, as well as supplies
(chalk, erasers, pencils, maps and other teaching materials, and student
notebooks). US $9,535,000 were budgeted for these goods.

Textbooks. This component was originally designed to complement efforts
undertaken by the MOE's PLANALIBRE, the National School Book Program,
with financing from the International Bank for Reconstruction and
Development (IBRD) in the development and distribution of textbooks and
teacher guides for primary schools. At the time of the Project Paper, the
IBRD intended to limit production to textbooks and guides for grades one
through four, and the planned distribution would exclude most urban
areas. This component was to complete the primary school series and
provide for distribution to all public schools, both urban and rural. US
$3,900,000 were budgeted for the component.

Because the IBRD later decided to expand its support of the textbook
program coverage, this component was changed to focus on training some
15,000 primary school teachers in the use of the textbooks, teacher guides
and student workbooks. This activity is to provide adequate and sufficient
training materials to 48 teacher trainers located in the six educational sub-
regions, who in turn will train the 15,000 target teachers. Additionally,
technical assistance and training is to be provided to personnel both from
the Project and from other MOE units.

Administration and Management. The Project Agreement included the
creation of a special management unit (SMU) in order to improve the
implementing capability of the MOE with regard to the activities
contemplated within the Project. This SMU would have a Project
Coordinator (now Director) acting as head of the unit, with overall
responsibility for administration and coordination of the Project and act as
liaison with and have direct access to both the Minister of Education and
the USAID Mission. The Project Coordinator would be assisted by an
administrative assistant and/or contract/procurement specialist, a textbook
specialist, engineer, architect, construction technician and a maintenance
specialist, as well as a controller and accountant. These professional staff,
selected through a joint MOE/USAID process, would assist in the
development of implerentation plans and time-phased schedules, and
oversee the functions &nd responsibilities of their respective areas of
expertise.
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Because the SMU was envisioned as a temporary entity whose sole
responsibility was to plan, coordinate and supervise the activities of the
Project, financing was provided for the SMU by the Project, budgeted at US
$3,133,000, including salaries operating costs, equipment, vehicles,
technical assistance and auditing.

The Project was initiated on April 18, 1985, with a Project Activity Completion Date
(PACD) of September 30, 1989. The SMU, APRE was created by MOE Decree No. 1647
on May 29, 1985, and key staff positions were filled during the following four months.
The provision of operating funds suffered delay, and the approval of the component
Action Plans (AP's) and of funding for the component activities was not achieved until
April, 1986, nearly a full year after Project initiation.

C. Purpose of Evaluation

The purpose of the evaluation was to assess the status of the Project, focusing the
evaluation work primarily on the efficiency of various processes and structures employed
by the Ministry of Education (MOE) and related Government of El Salvador entities for
achieving Education System Revitalization Project goals of building 400 new classrooms;
rehabilitating 2,400 classrooms; equipping 3,800 classrooms; training 15,000 classroom
teachers; and establishing an administrative unit within the MOE capable of
planning/implementing projects supported with external financing. In assessing the
various processes employed by APRE and-the MOE, the evaluation team will take the
five project components described in the Project Background into account as appropriate.

D. Methodology

In the course of the evaluation, the following types of activities were undertaken:

. Review of project documents and products available from USAID/ES,
APRE, UNM, MOE and other Goverrnment of El Salvador (GOES)
offices and institutions.

. Interviews with principal project personnel in USAID/E! Salvador and
the UNM technical assistance staff.

. Interviews with principal project personnel in APRE.

. [nterviews with personnel of the MOE and other GOES institutions
involved with the project implementation.

. Application of analytic methods to determine project bottlenecks and
other problems, and to model alternative solutions to them.

E. Findings

The Project consists of five components detailed in the Project Background
above that were designed to regain the status of the educational system prior to
the civil conflict which intensified in 1979. The components had specific areas of
focus: . School Repair, Renovation and Construction, including construction of
400 new classrooms and the reconstruction of 2,400 existing classrooms; 2. School
Maintenance, designed to enable the MOE to respond to corrective maintenance
requirements and to promote teacher and community involvement in preventative
maintenance; 3. School Furniture, Equipment and Supplies, planned to equip and
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supply the 2,800 classrooms constructed and reconstructed under the project plus
an additional 1,000 classrcoms; 4. Textbooks, originally planned for publication
along with teacher guides, and later modified to concentrate on the training of
15,000 teachers in the use of those texts; 5. Administration and Management,
which included the creation of a special management unit (APRE) in order to
improve the implementing capability of the MOE with regard to the activities
contemplated within the Project. The current status of these components is as
follows:

Component 1. This component is seriously delayed in implementation. At
present, construction of only 40 classrooms has been initiated, and only 11 have
been finished. Contracts for 103 additional classrooms have been awarded, and 62
classrooms are pending. In reconstruction activities, contracts for only 105
classrooms, of the total 2,400 planned, have been awarded. The major factor
which has prevented this component from progressing on schedule is the
breakdown of the pre-bidding data gathering activities at the start of the
project. The USAID/ES contractor responsible for this activity, CCA, was
dismissed at the end of 1985. The decision was made to assign these activities to
the Directorate for Construction and Maintenance in the Ministry of Education
and APRE, the Special Management Unit. Unfortunately, they did not follow
through. USAID/ES approved funds for the MOE to hire a local firm to assist
APRE with this function but a firm was never selected. Finally at USAID/ES's
request, pre-bid services were assumed by the University of New Mexico in
February; 1987,

Component 2. This component has to date carried out a pilot project with
25 schools, established a process for community self-help programs in school
conservation, is in the process of completing a pilot program in school desk repair
(which will eventually become a regional office activity), and has produced
maintenance manuals to be distributed to ths nation's schools along with
maintenance kits. The school conservation portion of this component is carried
out by parents, teachers and students. The MOE provides only the tool kits,
training and "How To" manuals.

Plans to distribute the maintenance equipment to MOE regional offices for
use by DCM personnel have progressed well. The slowness in implementation of
the community-based portion of this component (school conservation) can be
attributed to the lack of an action plan to create a national school repair system
which required the hiring of 214 new personnel (most of whom were to be short-
term contract employees) with GOES counterpart funds. This was rejected by the
GOES as unrealistic, as well as violating the Decree || hiring freeze.

To establish a program for repairing approximately 14,000 classrooms will
require either the transfer of existing MOE emplovees and/or underutilized
employees from other GOES ministries or the granting of relief from the
Presidential Decree || hiring freeze.

Component 3. The procurement aspects of this component, carried out by
a USAID/ES Procurement Services Agent (PSA) have progressed satisfactorily.
Distribution has been made to approximately 290 classrooms, most of which were
not those considered in Component | because of delays discussed above.
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Component 4. Textbook publication was transferred to the [BRD when they
reassumed cesponsibility for this activity. The selection and training of teacher
trainers was carried out on schedule. Presently there are 42 trainers who have
trained over 4,000 teachers in the use of the IBRD textbooks. This component
also financed the printing and distribution of 25,000 Curriculum Guides to be used
by primary school teachers.

Component 5. The special management unit, APRE, has not been effective
in administrative support of the four technical components of the Project.
Ambiguity in the definition of its appropriate role in implemenration resulted in
understaffing of key positions, which contributed to this situation. Another
contributing factor was the emphasis placed on the technical cornponents once the
project began. The dual role of this unit for contracting, procurement and other
essential administrative services and for the technical side of its responsibilities
was not thoroughly considered.

F. CONCLUSIONS

The major conclusions reached are as follows:

l. APRE's administrative support of the technical components has been weak
because the administration has not been effectively integrated in the
planning stages, even though the technical component implementation
directly reiies upon administrative processes.

The failure to clearly understand the dual function of the administrative
unit in both internal operation and technical component implementation
resulted in severe understaffing in specific areas fundamental for project
success, such as procurement. This is reflected in the inability to handle
local procurement for Component 3, and in procedural errors during
contracting in Component 1.

2. Administratively, APRE is linked directly to the office of the Vice-
Minister, which places it at the same level as a General Directorate within
the MOE structure. The Vice-Minister has delegated necessary authority to
the Director of APRE for its internal management. His authority , of
course, does not extend to other MOE units, and thus required coordination
with these units occurs through the intervention of the Vice-Minister.
Because the regional offices are also linked directly to the Vice-Minister
rather than through the General Directorates, APRE's work at these levels
is facilitated.

3. APRE technicians appear to be competent in the use of planning
techniques, but do not currently employ these methods during the
implementation process itself. Updating of component plans and tracking
of progress toward the Project goals is not presently performed, resulting
in an inability to adapt the plans to rew circumstances and evaluate
accomplishments. Moreover, the Action Plan exercise has not included the
appropriate involvement of administrative personnel whose role in
implementation is indispensable.

4, Currently, APRE is authorized to procure goods and services on the open
market in an amount up to £ 25,000.00 per month. The poor experience
with the procurement of school supplies by APRE would indicate that


http:25,000.00

substantial upgrading of this capacity is needed if APRE is again to assume
a procurement role for this Project. One major constraint continues to be
the understaffing of the Finance and Procurement Departments, which
necessarily have to manage the day-to-day administrative workload of
APRE. Specialized additional staff is required for APRE to expand
effectively their procurement responsibility. [f this issue is attended to,
APRE could manage local procurement of supplies required by the Project.

The normal GOES process for the approval of internal budgets is
cumbersome, but the procedures have been simplified because this Project
is externally financed. This limits the review and approval process to
SETEFE and the Corte the Cuentas. Most delays experienced to date
involving these entities have been caused by deficiencies in the documents
under review (Action Plans, contracts, requests for funds).

In the past, appropriate PIL's and Handbook |1 were not shared among key
staff. This created difficulties in the preparation and timely approval of
Action Plans, contracts and disbursement requests. This situation has now
been remedied through the routine circulation of relevant project
documents to both technical and administrative personnel.  Some
administrative staff possess extensive knowledge of the contents of official
project documentation and the procedures detailed therein. .

The human resources currently available to this Project within the MOE are
not sufficient for opportune implementation. Although adequate funds are
budgeted for this purpose, Presidential Decree 11 prohibits direct hiring of
new personnel and freezes vacant positions within the GOES.

There are a number of constraints to project implementation which are
presented by the GOES legal and procedural system, some of which have
been discussed above. Decree 1l can only be circumvented through a
change in funding source or the granting of special relief from its
restrictions (e.g., use of U.S. project funds not PL480 counterpart). The
current Grant Agreement does not include specific allocations of PL430
funds which are permissible under prevailing GOES policy. The Action Plan
cannot presently be amended, and thus permit flexibility in response to
changing conditions. Another constraint is the sequential, rather than
parallel, processing of funds requests and contracts. SETEFE's practice of
not initiating its approval process until USAID funds are received creates
delays commensurate with those inherent in USAID's disbursement
mechanism.

Other problems of a less significant nature have included ceilings on rents
which may be paid by APRE, and the processing of per diem for project
personnel, which are subject to GOES procedures limitations.

The Reconstruction Activity of Component | will not meet its objective of
2,400 reconstructed classrooms by PACD. To do so would imply a
reconstruction rate of approximately four classrooms per day. At present,
contracts have been awarded for the reconstruction of only 105
classrooms. [t is apparent that some reprogramming of funds should be
forthcoming in order to strengthen or enhance other components, e.g., the
construction of new schools.
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A major cause of the delays experienced in Component | was the failure to
make immediate provision for the continuance the field services originally
the responsibility of CCA, as soon as it became apparent that they would
not fulfill their obligations. Since the decision had been made to contract
private firms for construction and reconstruction activities, the
topographical and site survey specifications and other pre-bidding services
were prerequisite and crucial to the contracting process. The assumption
of these activities by the MOE through its understaffed DCM unit was not
an appropriate solution.

The evaluation team was unable to determine with certainty the origin of
the decision to assign these activities to the DCM. On the one hand, the
team was informed that the MOE voluntarily offered to undertake these
activities. On the other hand, written documents of that period (February,
1986) indicate that APRE was informed that a new AID contract to be
awarded by USAID/ES would not include pre-bidding services and that
APRE, through Component | and with the support of the MOE, would be
responsible for these tasks. [t appears that the crucial nature of the pre-
bid services, and the impact their absence would have upon the progress of
the component, was overlooked by the decision-makers involved.

At the time ol the evaluation, this situation has still not been satisfactorily
resolved. Even in the amendments to the UNM contracts, dated February
and March, 1987, the A&E activities listed in the scopes of work fall far.
short of those required by the Project and originally expected of CCA.

Knowledge of all the complexities of the GOES and USAID/ES procedural
systems is imperfect and dispersed among the APRE staff. Presently, no
single office or individual has complete cognizance of all relevant
procedural matters, nor is up-to-date information maintained on
modifications to the legal and procedural requirements. Given the
importance of these processes for Project implementation, this situation
represents a major impediment for Component 5.

The information requirements of this Project have not been adequately
fulfilled by the Baseline Data Survey, nor have appropriate steps yet been
taken to provide a current and useful information base for the future. The
technical components have had to draw upon a variety to data sources,
some current and reliable and others not, in order to plan or conduct
implementation. These data have not been integrated into a coherent and
permanent information resource system, or MIS. Even now, project
activities are generating changes in the school inventory, and obtaining
detailed information through site visits and surveys. The data produced are
not yet being incorporated into the data base, and thus an opportunity to
improve the detail and quality of the information base is being lost.

The UNM has noted that much progress is now being made that the
evaluation team has not mentioned and its future plans include updating
and integrating the baseline survey information. USAID/ES has indicated
that the evaluation distorts the nature of the data base issue and especially
its impact on the project. The Director of OET has stimulated UNM to
resolve the data base question.
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‘Recommendations

The major recommendations are as follows:

As a key component of the project which has maximum immediate impact, the
delivery of school furniture, equipment and supplies should not be dependent upon
completion of project constructed or reconstructed schools. Available stock
should be placed as soon as logistically feasible in existing schools whether or not
presently slated for project activities. A new school qualification and priority
listing for this purpose should be developed. It should include CONARA/UPR
schools, DCM post-earthquake rehabilitated schools, as well as schools which did
not qualify for reconstruction activities because they were insufficiently
deteriorated. [t should also be considered that student and teacher desks, chairs
and supplies in even a dirt floor school have an impact on the learning
environment, which on balance is probably more important than some potential
physical deterioration of the equipment. If an Amendment to the Grant
Agreement is required in order to permit these changes to the distribution plan,
then that Amendment should be simultaneously formalized.

The evaluation team recognizes that some of these recommended activities are
already happening. For example, CONARA/UPR schools are included in the
program and USAID/ES has committed itself to furnish earthquake damaged
schools if IBRD agreed to provide funds for permanent schools.

Based on the experience to be gained from the initial classroom reconstruction
packages recently awarded, a reduced and more realistic figure for the number of
classrooms to be reconstructed should be determined. Depending on how well the
construction of new classrooms proceeds, now that technical assistance and
supervision from UNM is in place, the number of new classrooms to be built could
also be increased in proportion to the projected funds not to be spent in
reconstruction. Legal constraints restricting construction to sites where the MOE
holds valid tile, the physical adequacy of those sites for construction, and GOES
budget limitations on the purchase of new land, all create difficulties for the
construction component. Existing schools on MOE land with classrooms that are
so dilapidated that they do not qualify for reconstruction could be considered for
demolition or expansion in order that new classrooms can be build. Demolition
should be a 100% GOES or local community activity. This should probably be
carried out during the annual vacation period, and may, if properly coordinated,
permit new classrooms to be built in time for the new school year.

A more realistic approach should also be devised for the maintenance
component. This requires, more than anything, an examination as to whether the
impact of the component will primarily reside in the distribution of too! kits and
manuals to schools for preventative maintenance purposes, or in the distribution
of equipment to MOE Regioral DCM offices to support corrective maintenance.
In the former cases, the pilot seif-help program is working. As many as 1,000
parents and students have participated in training sessions for the utilization of
school training kits. Parents are learning how to raise and invest funds for school
conservation. If corrective maintenance is the priority, then it must be
determined what additional support, other than the regional maintenance
equipment, is required by the Regional DCM Offices. Examples would be fuel, per
diem, materials, etc.
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Component 5, the administrative and management core of APRE, must receive
additional staff in order to respond in a timely manner to the demands that are
placed upon it by the technical components, both for internal and external
matters. A management plan must be developed which takes into account the
requirements of the technical components. Appropriate staff levels and skills
should be identified as a result of this exercise. Special attention should be placed
on the creation of an expediter position, to be staffed by an individual capable of
organizing the requirements of the various Project oversight agencies in order to
assure that the procedures and regulations of those agencies are adhered to before
documentation is forwarded for approval.

In order to increase use of PL480 counterpart contributions, an amendment to the
Grant Agreement should be negotiated which will allocate PL480 counterpart
availabilities to specific project activities. At the same time, grant funds should
be reallocated to cover those line items of the budget that presently suffer from
GOES restrictions. Care should be taken that Grant Funds are not extensively
used in areas that may create excessive recurrent costs to the GOES. The
amendment should also establish the use of PL480 funds for non-Fersonal Services
Contract-type contracts for specific activities to avoid delays in SETEFE and
Corte de Cuentas approval. An amendment which clearly states the object of
PL480 funds use, and the mechanisms to be employed for that use should be
explicitly stated. It would limit the interpretative flexibility by GOES entities
which result in processing delays because of uncertainty with respect to activities
that bring new elements into considération. If such an amendment cannot be
achieved, as a last resort the USAID/ES, the MOE and APRE might petition the
Office of the President for relief from Decree 11 for the purposes of this project.

In the area of funds disbursement, mechanisms should be examined which would
reduce such delays as are inherent in the disbursement from the Regional Finance
Center in Mexico City. SETEFE does not initiate its funds approval process until
funds are actually in hand. The Corte de Cuentas cannot approve any transaction
until funds are actually deposited in SETEFE's account. USAID/ES should also
directly inform APRE when funds for its activities are deposited with SETEFE, in
order to ensure their prompt utilization. (The evaluation team has recently been
informed that the USAID Controller has started to do this.)

The Action Plan format should be revised to permit it to be used as a realistic
guide to implementation. This should be carried out jointly by APRE, SETEFE,
and USAID/ES in order to achieve the following objectives:

. Permit a general Action Plan for rthe four technical
components and a specific management plan for the fifth
component, in one document, which would indicate how
component activities would be integrated. The four technical
components would lay out, in the general Action Plan, the
principal activities to be undertaken and include year-end goals
and budget benchmarks

. With a request for funds, the technical components would
present detailed Action Plans which would be specific with
respect to the use of those funds.

. Prepare and solicit approval of the general Action plan at least
two months prior to the end of the current year.

-ix -
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. Establish an amendment ©process to accommodate
modifications that occur during the implementation process as
requirements change during the current year.

The modification to the Action Plan process suggested above can be
accomplished with the development of special procedures for APRE as
permitted by the GOES General Budget Regulations, in Chapter |, Article
8. As well, its essential points should be included in the amendment to the
Grant Agreement suggested above.

The evaluation team recognizes that a special study will be needed to do
the staff work required. USAID/ES should organize such an initiative under
APRE auspices.

Besides the specific changes suggested above to speed implementation, it is
recommended that a number of activities be undertaken to provide depth to
the Project and increase implementing collaboration among the
participants. For example, in-service and/or evening courses should be
devised for APRE, MOE, and SETEFE personnel in areas relevant to project
management and implementation in general. Content should include the
essentials of construction contracting, procurement techniques, integrated
budget-program planning, report and document formatting, essentials of bid
analysis, basics of evaluation, procedures to make modifications in planned
activities, etc. To satisfy the long-term needs of the MOE, select
personnel should be chosen for training in education administration and
public administration.

Another element to expedite implementation would be to have the Corte de
Cuentas assign a delegate directly to APRE to review all documentation
from APRE prior to its being forwarded to the Central Office of the Corte
de Cuentas in order to detect errors and/or omissions.

In order to establish a feeling of commitment to the project, it is
recommended that twice a year USAID/ES finance a one or two day
workshop, held under the auspices of APRE, for participating agencies.
This would include GOES agencies, MOE entities, USAID contractors (UNM,
RONCO) and USAID/ES personnel involved in the project. The purpose
would be jointly to develop solutions to project implementation problems.

[t is also strongly recommended that any USAID/ES contractor that
participates in the project be required to provide technical assistance and
in-service training in their area of expertise to appropriate personnel. For
example, RONCO Consulting Corporation has demonstrated ability in the
procurement field, and APRE a demonstrated weakness in this particular
area. [n view of overall USAID/ES development objectives for increasing
GOES efficiency, it would appear rational that companies like RONCO be
required to increase local capabilities in a given field. This would impact
on future projects as well,

The MIS effort associated with this Project and now being planned by UNM
should be integrated with the existing information base of the MOE. This
approach is needed to enhance the probability of the MIS surviving after
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the project, and should also promote the use of existing data within the
MOE for a variety of project and MOE purposes. The DIIE is the necessary
linkage to assure long term viability of the MIS.

The MIS advisor should include in his design the support of data capture and
preliminary processing of information at the regional and sub-regional
levels, in order to avoid an over-centralized data collection effort, which is
a burden as a pilot project at one of the Regional Offices. The system
designed should deal with data useful at the regional/sub-regional offices in
their internal planning, decision-making and management activities;
otherwise, this important link in the data flow system will suffer from
misuse and/or neglect. [t will be necessary to develop and implement
applications in order to update the central and remote information
databases if they are to remain useful. Data sharing between APRE, DIIE
and UNM must also be provided for .

At the time of the present evaluaticn, a project activity progress tracking
system was under development. Proper provision must be made for
continuous updating of this information from supervisors, either directly or
through other personnel who would process site reports. These data must
also update the school inventory database. Feedback to the supervisors, as
well as the need for data summarization, extraction, transfer and
integration should also receive careful attention in the design and
implementation phase of this application.

- Xl -
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L INTRODUCTION

This document is the product of Contract No. LAC-0000-C-00-6074-00, Technical
Service Order No. 0015, between the Academy for Educational Development, Inc. (AED)
and the United States Agency for International Development (USAID), and ccnsists of the
findings and recommendations resulting from an evaluation of the El Salvador Education
System Revitalization Project (USAID Project No. 519-0295).

A. Purpose

The purpose of this document is to inform USAID and the Ministry of Education of
the results of the evaluation activities undertaken by the evaluation team fielded by AED
(William M. Feldman, Team Leader; John T. Gloetzner; and Bruce Newman) from March
15 to April 22, 1987 in El Salvador. The team examined the status of the project
implementation, the structure and functionality of the special management unit,
Administracion del Proyecto de Revitalizacion del Sistema Educativo (APRE), created
within the Ministry of Education (MOE) for this project, as well as the interrelationships
of the various institutions participating or involved with the project implementation.

B. Methodology
In the course of the evaluation, the following types of activities were undertaken:

. Review of project documents and products available from USAID/ES,
APRE, UNM, MOE and other Government of El Salvador (GOES)
nffices and institutions.

. Interviews with principal project personnel in USAID/EI| Salvador and
the UNM technical assistance staff.

. Interviews with principal project personnel in APRE.

. Interviews with personnel of the MOE and other GOES institutions
involved with the project implementation.

. Application of analytic methods to determine project bottlenecks and
other problems, and to model alternative solutions to them.

Lists of principal project participants interviewed and documents reviewed are
contained in Annex [ and Annex [l, respectively.

Data from these sources were carefully cross-checked, particularly with regard to
dates, roles, responsibilities, outputs and other :mplementation aspects. Field visits were
limited, due to security concerns, to one regional MOE office, in San Salvador. The team
was further limited, at times, by the inability to perform cross-checks on certain issues
due to changes in personnel, document unavailability, etc. Where we feel these
limitations could be important, we so indicate in the appropriate section of the report.



C. Report Organization
The body of this document contains five major sections:

Institutional Framework
Evolution of APRE
Implementation Aspects
Conclusions
Recommendations

In addition, the project background and current'status are summarized in the next
sections of this document. Two annexes are included at the end of the document,
containing lists of persons interviewed and documents reviewed, respectively. An
additional annex is also included containing reference information considered too
detailed to include in the text.

D. Acknowledgements

The evaluation team received, during their stay in El Salvador, continued and kind
guidance, support and cooperation from all personnel involved in the project. The
officials and personnel from many different GOES entities contributed literally hundreds
of hours of their time in order to assist the team in understanding the processes and
relationships involved in this complex and important project. The Office of Education .
and Training (OET) and other USAID/ES mission staff, and the University of New Mexico
(UNM) technical assistance group, provided much orientation, documentation, and
logistical support, without which the team could not have achieved its objectives.

Full recognition must be given to all concerned with the implementation of this
project, especially USAID/ES personnel, who worked long and hard over the two year
period to make it effective. Its complexity demanded almost daily time and attention of
all concerned to make certain it remained on track.

Special thanks and recognition are due to Rosirmina Molina de Tochez, Vice-
Minister of Education, Lorenzo Lopez Duke, Director of APRE, Oscar Sandoval, Deputy
Director of APRE, Leopoldo Garza, Director, USAID/OET, J. Demetrio "Metro"
Martinez, UNM Chief of Party, Gilberto Aguilar Aviles, Rector of the Universidad Don
Bosco and Priscilla del Bosque, Deputy Director, USAID/PRJ.

II. PROJECT BACKGROUND

USAID/ES developed Project No. 519-0295 in response to recommendations
contained in Chapter 5 of the National Bipartisan Commission on Central America
(NBCCA) report presenteu to Congress in January, 1984, The project was designed to
assist the Government of El Salvador to restore the effectiveness and accessibility of the
primary educaticn system in the country to near pre-conflict levels, through the
renovation or repair of 2,400 classrooms, construction of 400 new ciassrooms,
procurement and distribution of school furniture, materials and supplies to 3,300
classrooms, including the 2,800 classrooms built or renovated under the project,
production and distribution of 3.5 million textbooks, and the establisnment of a
nationwide school maintenance system. These project outputs were expected to allow
over 200,000 primary school students to regain access to basic educational services. The
Project was authorized on April 2, 1985 for a four vear period with a funding level of US
$37,600,000 in grant funds, complemented by the local currency equivalent of US
$13,000,000 in counterpart funds, for a total project budget of US$ 50,600,000.
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As stated in the Project Paper, five components would be established in order to
achieve the project purpose:

. School Repair, Renovation and Construction. Based upon an analysis
of data from a Baseline Study to be conducted under the Project,
some 2,400 classrooms were to be identified and repaired or restored.
Additionally, sites would be identified to maximize new enrollment,
and construction of 400 new classrooms performed. This component
was budgeted at USS 20,558,000.

2. School Maintenance System. Because of the severely limited ability
of the MOE to maintain schools within the system, this component
was designed to enable the MOE to respond to the maintenance
requirement. Vehicles, equipment and materials would be provided
with project resources, and efforts undertaken to promote teacher
and community involvement in preventative maintenance.
"Maintenance kits", consisting of basic tools and a simplified
maintenance manual, would be developed and distributed under this
component. These activities were budgeted at US$ 4,748,000.

3. School Furniture and Equipment. Equipment, furniture and supplies
needed to equip the 2,800 classrooms restored or constructed by the
Project, as well as in an additional 1,000 classrooms, would be
procured and distributed by this component. Classrooms would be
provided with student and teachers' desks and chairs, a blackboard,
bookshelf, as well as supplies (chalk, erasers, pencils, maps and other
teaching materials, and student notebooks). USS$ 9,535,000 were
budget for these goods.

4. Textbooks. This component was originally designed to complement
efforts undertaken by the MOE's PLANALIBRE, the National School
Book Program, with financing from the International Bank for
Reconstruction and Development (IBRD) in the development and
distribution of textbooks and teacher guides for primary schools. At
the time of the Project Paper, the IBRD intended to limit production
to textbooks and guides for grades one through four, and the planned
distribution would exclude most urban areas. This component was to
complete the primary school series, and provide for distribution to all
public schools, both urban and rural. US$ 3,900,000 were budgeted for
the component.

Because the IBRD later decided to expand its support of the
textbook program coverage, this component has changed its focus in
order to achieve adequate training of some 15,000 primary school
teachers in the use of the textbooks, teacher guides and student
workbooks.  This activity is to provide adequate and sufficient
training materials to 48 rteacher trainers located in the six
educational sub-regions, who in turn will train the 15,000 target
teachers. Additionally, foreign technical assistance and training is to
he provided to personnel both from the Project and from other MOE
units.



5. Administration and Management. The Project Agreement also
included the creation of a special management unit (SMU), in order to
" improve the implementing capability of the MOE with regard to the
activities contemplated within the Project. This SMU would have a
Project Coordinator, acting as head of the unit, with overall
responsibility for administration and coordination of the Project and
act as liaison with and have direct access to both the Minister of
Education and the USAID Mission. The Project Coordinator would be
assisted by an administrative assistant and/or contract/procurement
specialist, a textbook specialist, engineer, architect, construction
technician and a maintenance specialist, as well as a controller and
accountant. These professional staff, selected through a joint
MOE/USAID process, would assist in the development of
implementation plans and time-phased schedules, and oversee the
functions and responsibilities of their respective areas of expertise.

Because the SMU was envisioned as a temporary entity whose
sole responsibility was to plan, coordinate and supervise the activities
of the Project, financing was provided for the SMU by the Project,
budgeted at USS 3,133,000, including salaries, operating costs,
equipment, vehicles, technical assistance and auditing.

The Project was initiated on April 18, 1985 with a Project Activity Completion”
Date (PACD) of September 30, 1989. The SMU, APRE, was created by MOE Decree No.
1647 on May 29, 1985, and key staff positions were filled during the following four
months. The provision of operating funds suffered delays, and the_approval of the
component Action Plans (AP's) and of funding for the component activities was.not
achieved until April, 1986, nearly a full year after Project initiation.

Several changes occurred since Project initiation which bear upon the remainder
of this document, and are mentioned here for the sake of clarity:

. The originally foreseen Project Coordinator and Project Assistant
were upgraded to Director and Deputy Director, respectively, in
accordance with USAID Project Implementation Letter (PIL) No. 12
of April 10, 1986.

. Several contractors became involved in various aspects of the
Project. These include Consulting Corporation of America (CCA),
Juarez and Associates, Inc., DC & Associates, RONCO Contracting
Corporation, and the University of New Mexico (UNM). Their roies in
the Project are discussed in detail later in this report.

ll. CURRENT PROJECT STATUS

The USAID/ES Quarterly Project Review, covering the semester period from July
I through December 31, 1986, noted that serious delays in implementation had occurred,
even before the October, 1986 earthquake, particularly for the reconstruction
component. Table | presents the project outputs which were planned and accomplished
during the first semester of the Project.



Table |1
Planned and Accomplished Project Qutputs
July | - December 31, 1986

Output ‘ Planned Accomplished

Classrooms restored/

reconstructed

New classrooms
constructed

Establish/evaluate
school maintenance prog.

Furnish/equip classrooms

100 started

40 started

10 communities

170 classrooms

0 started

3 completed

40 started

10 communities

100 classrooms

Print textbooks N/A N/A
Teacher trainers trained 48 trained 48 trzined
Special Management Unit

(SMU) operational . Operational Operational

Textbook production, as noted earlier, was assumed by the IBRD-GOES Fourth
Education Sector Loan. The component shifted its focus to the training of 15,000
teachers in the use of the textbooks and other materials, to be accomplished through the

preparation of teacher trainers.

Table 2 for the next quarter, January | - March 31, 1987 presents the project's
outputs planned and accomplished for the most recent quarter.



Table 2
Planned and Accomplished Project Qutputs
January | - March 31, 1987

Output Planned Accomplished

New classrooms

constructed finish 40 Il finished

(Phase One) pending 29 incomplete

New classrooms 165 started contracts awarded
constructed (103)

(Phase Two) some started.

tentative award (62)

Classrooms restored/ 105 started contracts awarded
reconstructed (105)

0 started
Start maintenance 10 schools 15 schools
program in schools 2 regional offices

equipped, 50 school
kits ready for
distribution in each

443 student desk
repaired through a
pilot community self-
help program

Furnish/equip classrooms 200 classrooms 290 classrooms

Teachers trained 200 trained 4,000 trained

IV.  SCOPE OF WORK

The Contractor will assess the status of the Project, focusing the evaluation work
primarily on the efficiency of various processes and structures employed by the Ministry
of Education (MOE) and related Government of El Salvador entities for achieving
Education System Revitalization Project goals of building 400 new ciassrooms;
rehabilitating 2,400 classrooms; equipping 3,800 classrooms; trawning 15,000 classroom
teachers; and establishing an administrative unit within the MOE capable of
planning/implementing projects supported with external financing. [n assessing the
various processes employed by APRE and the MOE, the contractor will take the five
project components into account as appropriate, answering key questions below:

A. Organizational

Are APRE's and the MOE's organizational processes adequate for effectively
planning and implementing the five components of A.l.D. Project 519-0295?



Administrative

Does the MOE administrative structure allow for the delegation of
appropriate and adequate decision making authority to APRE (i.e.
submission of Action Plans to SETEFE, official correspondence,
reporting, high-level support within MOE Directorates and within the
GOES supporting entities)?

Are MOE administrative units aware of Project goals and objectives,
and have they been appropriately involved in supporting the planning
and implementation of the Project (i.e. development of Action Plans,
provision of logistical support, progress reportsg?

Does the GOES administrative process allow for timely decision
making and processing of MOE documentation in support of the
Project (i.e. Action Plans, amendment to Action Plans, contracts)?

Do APRE staff possess basic skills for planning and implementing the
Project and is the administrative structure adequate (i.e. expertise,
experience, leadership skills, dedication)?

Are APRE staff familiar with Project PILs, especially PIL No. 3
which explains the project implementation in detail, and Handbook 11
which explains host country contracting and procurement

_requirements?

Is MOE central and regional offices' staffing adequate for effective
Project implementation (i.e. APRE, DCM, regional maintenance
offices).

Financial

Do MOE and GOES regulations allow for APRE' timely access to
financial resources (i.e. funds for contracting personnel, construction
firms, technical assistance, purchasing equipment, materials and
supplies)?

How could the GOES increase its counterpart commitment to the
Project (i.e. assumption of all classroom repair work, documentation
of in-kind contributions)?

Planning

Are APRE technicians adequately trained for planning the
implementation of Project activities (i.e. Action Plans, PERT charts,
daily task lists, charts for analyzing progress/bottlenecks, routes for
distribution of Project commodities)?

Has field work by APRE :echnicians been adequate and appropriate
(i.e. site visits for planning purposes, site visits for supervision, site
visits for technical assistance)?



E.

Do APRE component coordinators and technicians effectively involve
personnel within the MOE and in other GOES entities in the planning
process (i.e. directors, regional supervisors, nucleus directors,
teachers, high level officials)?

Procurement

Does the MOE have the installed capacity to plan and manage procurement
packages of approximately the equivalent of $5,000.00 (i.e. purchase of teaching
materials and school supplies on a periodic basis, timely payment to suppliers,
international purchases)?

F.
l.

External Factors

Are GOES's administrative and financial processes, e.g. SETEFE and
the Corte de Cuentas, supportive of timely and cost-effective Project
implementation? If not, why not?

Is executive, mid-level, and technical, interministerial communication
and coordination among .he Ministries of Education and Planning, the
Corte de Cuentas, and other GOES programs, such as CONARA and
UPR, effective with regard to Project ac:ivities?

What if any obstacles or constraints to Project implementation are
due to current GOES procedures, directives, and/or laws? What can
be done to make the implementaticn process more efficient?

v. INSTITUTIONAL FRAMEWORK

A.

The activities undertaken in the performance of this project to date have been
within the purview of a large number of institutional actors from both the private and
public sectors. When you consider them along with the processes that governed day-to-
day project implementation, only then some sense of the complexity of this effort comes

through.

During the two years that the project has been in existence, some of these
institutional participants have made specific inputs and then no longer participated;
others have been incorporated and then had their participation cancelled; some public
institutions have had elements of their organization included in activities for specific
periods of time only, and a number of private sector firms in the construction or
publication business submitted proposals and participated in the project at different
tumes, but for administrative reasons, rather than technical ones, did not work out.

Major Participating Institutions

list and short description of many of these participants is included below.

Ministry of Education (MOE) - The principal GOES institution charged
with execution of the project.

Special Management Unit (APRE) - Temporary unit created as part of
the MOE 1o facilitate implementation.
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. Gereral Directorate for Administration (DGA) - The general
directorate within the MOE which oversees the Ministry's
Construction and Maintenance Directorate and the Department of
Infrastructure and Educational Information, (DIIE), as well as
providing administrative services to the MOE.

. General Directorate of Education Technology - A curriculum
development, teacher training and investigation unit of the MOE.

. General Directorate of Primary Education - Responsible for
administration of grades K - 9,

. Legal Office - Legal advisors to the MOE on procurement and
contracting,.

. MOE Regional Offices - The three operating units of the MOE, which
are further sub-divided into two sub-regions each and 300 nucleo units
in total,

. Technical Secretariat for External Financing (SETEFE) -Special unit
of the Ministry of Planning and Coordination for Economic and Social
Development (MIPLAN) which oversees management of funds that
GOES receives from external sources.

. Court of Accounts (CC) - Highest fiscal control institution of GOES.
Oversees, approves and audits all GOES expenditures.

. University of New Mexico (UNM) - Principal technical assistance
contractor of project.

. Contracting Corporation of America (CCA) - 8-A firm originally
-contracted by USAID to carry out certain initial activities for the
project.

. RONCO Consulting Corporation - USAID contracted purchasing
services agent.

. Juarez and Associates Inc. - Technical assistance contractor in MIS.

. DC & Associates - Local consulting firm hired to finish Baseline Data
Survey analysis.

. National Commission for Area Restoration (CONARA) -Civilian-
managed commission but coordinated with the mulitary  for
strengthening civilian activities in conflict areas.

B.  Functions, Processes and Interactions

Adding o the complexity of this project, an extraordinary number of interactions
between different institutions was involved. Some of these interactions are mandated bv
law, while others were implied or expected by project documents and design. Some of
these interactions were between separate ministries of the GOES, yet others between
entities of the MOE, and finally others involved private sector groups and international

organizations.



l.  Ministry of Education (MOQE) of El Salvador

This institution oversees all educational activities within E! Salvador. Within
that organization there is an effort to decentralize by strengthening the regional and
sub-regional structure. Figure | is the most recent organizational chart of the MOE.

The primary objective of the decentralization is to convert the upper General
Directorates of the MOE into general policy-forming levels, and the three regional and
six sub-regional offices into the operating levels of the MOE. In effect, the Regional
Managers (Gerentes Regionales) become the key persons in the decentralization scheme
for MOE operations. Below them are a number of sub-regional directorates that parallel
the General Directorates at the Central Ministry, but are under the operational control
of the Regional Managers.

There are two more levels in the decentralized structure: The "Nucleo" level
which presently is composed of 295 Nucleo units of 3 - 15 schools each. The final level is
the school unit itself.

The MOE is charged with the overall execution of the project. Its implementation
was to take place through some of its permanent organizational units as well as through a
special ad hoc management unit created especially to coordinate, monitor and administer

the project.

2.  Administracion del Proyecto de Revitalizacion del Sistema Educativo
(APRE)

APRE is the special management unit created by the Project Agreement to
oversee and assure the timely and effective implementation of the project's
components. For financing purposes, it is referred to as the fifth component of the
project. [t was initially conceived as a temporary structure and is presently assigned to
the State Secretariat for Education reporting to the Office of the Vice-Minister. It has
to date been organized along output lines, i.e., based on the project's technical
components. [t has an administrative structure which is organized functionally into
departments of Finances, Procurement and Personnel.

APRE became a recognized operating entity after the MOE requested that
MIPLAN include it as an implementing unit subject to the prescribed GOES process as it
relates to SETEFE, as provided for in I[nstructivo 1204 which created and governs
SETEFE. This was accomplished after the MOE provided MIPLAN with a document
addressing the functions, purposes, organizational structure, and proposed staffing of
APRE. SETEFE analyzed and approved this document in June, 1985. Operationally, the
relationsnip between APRE and SETEFE is described later (V.B.8) in this section. APRE's
evolution as a management unit is covered in Chapter VI of this report.

Units within the MOE which have relationships in the project's implementation
include:

3. Direccion General de Administracion (DGA)

The General Directorate of Administration's role has not been very strong in
the implementation of the project. Two departments of the DGA, however, have at
various times been involved in the project. These are the Direccion de Construccion v
Mantenimiento (DCM) and the Departamento de Infraestructura e informacion Educativa
(DIIE). Figure 2 presents the organization of DGA.
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The Direccion de Construccion y Mantenimiento (DCM), the Directorate of
Construction and Maintenance, is mandated to carry out with GOES funds activities of
maintenance, repair, reconstruction and construction of the physical inventory which
belongs to the MOE. It is organized into departments of Construction, Maintenance,
Projects and Administration, and also has a Coordination Unit which supports all of the
DCM's activities. During the implementation of the Rural Primary School Expansion
Project (519-0190), the DCM also had established an implementation unit for
construction called GOES-AID.

During the past three years (1984-1986), the DCM has constructed 253 classrooms
in 129 schools, as well as undertaken activities of reconstruction and maintenance in
1,097 schools. They have also been involved in other construction activities at the
secondary school level and carried out various activities in exterior works. They were
also active in an emergency plan to repair 45 schools damaged in the October |0, 1986
earthquake. (23 have been completed as of March, 1987.)

With regards to the APRE project, the Directorate of Construction and
Maintenance has been involved with the Construction and Reconstruction Component
and, to a lesser degree, thus far, with the Maintenance Component.

Table 3 shows the DCM perception of cooperation with APRE on a person-month
cost basis between March, 1986 and January, 1987 for Component 1, Construction and
Reconstruction. (APRE's view of assistance received from DCM is not as favorable.)
Since the construction activities to take place under the project are to be carried out by
private firms, the DCM!'s contribution to date has been to support APRE in the
development of the specifications and plans in support of the bidding process.
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ASSISTANCE PROVIDED BY DCM TO APRE FOR COMPONENT |
MARCH, 1986-JANUARY, 1987

TABLE 3

Human Resource Number Period Cost per Toral

Description Persons (months) Month Cost

Topographers 2 7 1,250.00 17,500.00
Chairmen 8 7 650.00 36,400.00
Numerical Asst. l 2 1,200.00 2,400.00
Topog. Draftsmen 2 4 1,300.00 10,400.00
Architects 2 4 1,600.00 12,800.00
Draftsmen 6 4 1,100.00 25,400.00
Electrical Engineer l 2 2,200.00 . 4,400.00,
Electrical Asst. 1 2 1,600.00 3,200.00
Secretary l l 900.00 900.00
Copying Asst. 1 2 800.00 1,600.00
Messenger 1 l 600.00 600.00
Machine Operator l 1 600.00 600.00
Costing Analysts 4 4 1,300.00 20,800.00
Analytical Engineer l 2 1,800.00 3,600.00
Structural Engineer 1 2 1,950.00 3,900.00
Hydraulic Engineer 1 l 1,800.00 1,800.00
Analysts (on loan) 2 5 1,300.00 13,000.00
TOTAL 36 51 - ¢ 160,300.00
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Although at one point in the Project Paper, the DCM was described as the
principal implementing unit of the project, this has never been the case. In general,
personnel in DCM have attempted to react to APRE's requests for assistance, although at
times they have been hard pressed to respond to APRE while carrying out their own
assigned responsibilities. During the initiation of the project relationships were close
although informal due to mutual interests of the technicians in the two units. In fact,
some had been co-workers previously. Later, however, the DGA Director General
required that appropriate channels of communication be respected by APRE when
seeking access to his subordinates. The higher salaries paid to APRE personnel have also
tended to strain technical staff relationships, especially since DCM staff feel that APRE
looks to them to solve their problems, but does not include them in the planning of
activities as co-participants. At present, the Directorates of APRE and DGA are
attempting to formalize their relationship through the use of a written agreement which
will attempt to establish the responsibilities of each.

The Department of Infrastructure and Educational Information (DIIE) is the
information processing unit of the MOE, the embryo of an MIS system. It was not,
however, originally envisioned as being a key participant in the provision of information
for planning activities under the project in Construction and Reconstruction,
Maintenance and Supplies and Equipment. This information was to be collected and
processed for APRE under private contract, let directly through USAID/ES.

[n general, the department believes that it has been slighted by not being included
in activities related to the Baseline Survey. (On March 19, 1987, survey results were sent
to the MOE.) They have provided information for Component 3 about enrollments to
support the distribution of materials and supplies, and provided similar data to
Component | for initial selection of constriction sites, when data from the Baseline
Survey were not yet available.

4. Direccion General de Tecnologia Educativa

The General Directorate for Educational Technology has had a passive
relationship with the project to date. The printing of curriculum guides for primary
school grades 1-6 was paid for with project funds. Within this Directorate is the PPMS
(Perfeccionamiento Permanente del Maestro Salvador), an entity charged with permarent
in-service teacher training and which has not been involved in the training activities of
the project. Another unit is the PLANALIBRE program, which developed the textbooks
published by IBRD, originally to be reprinted by USAID/ES under Component 4 for
expanded coverage of nationwide needs. PLANALIBRE staff were directly involved in
the training of teacher trainers under Component 4.

5. Direccion General de Educacion Basica

The General Directorate for Primary Education has not been directly
involved in the impiementation of the project, but is a major end-participant in that new
or reopened schools fall under their responsibility with regard to teacher staffing. [t is
apparent that :hey are not involved in the planning of the schools, and in APRE's plans,
are only included when a school is completed, leaving little lead time to ensure staifing
for the completed classrooms.

At the regilonal and sub-regional levels, the regional directorates have been
directly involved in supporting the Training Component of the project. This involvement
has included the selection process for the 48 (now 42) teacher trainers and the provision
of office space and utilities at the sub-region level, as well as secretarial and cleaning
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services. It should be noted, however, that the Regional Directorates of Primary
Education are not subordinate to the General Directorate in the MOE Central Office.
Operationally, they are subordinate to the Regional Managers of the MOE who report
directly to the Secretariat.

6. Oficina Juridica

The Legal Office's department for external affairs has been involved in the
legal aspects of the contracting process. Interestingly, this department has now been
reassigned directly under the temporary special management unit {APRE) of the project.
They are specifically responsible for overseeing the contracting, purchasing and bidding
processes which involve APRE and, by extension, the MOE. This office also has specific
responsibilities for acquiring land titles for schools to be built under the APRE project.

7. Oficinas Regionales del MOE

Varying degrees of coordination have taken place with the MOE's regional
and sub-regional offices with different components of the project. Given the long
standing decentralization policy of the MOE, these units are involved directly in
implementing activities of the project.

Specifically, they are very active with the Training Component of the project, and
will become more involved in the Maintenance Component as its implementation
proceeds. They will also be involved in the distribution of supplies and materials from
regional warehouses for that Component of the project. In effect, the Regional and Sub-
regional offices are of utmost importance to APRE in the carrying out of project
activities, as well as strengthening the concept of decentralization that the MOE has
been putting in place.

8. SETEFE

The Technical Secretariat for Exterral Financing (see Figure 3) was established
jointly by the GOES Treasury Ministry (Ministerio de Hacienda) and the Ministry of
Planning and Coordination of Social and Economic Development (MIPLAN) to oversee the
management of funds (loan or grant) that the GOES receives from external sources. Its
relationships and function are regulated by the Instructivo 1204, 1984, as amended. All
government institutions which receive funding from external sources must conform to
the rules and regulations of SETEFE in order to utilize those funds.

Operationally, SETEFE requires budget-based action plans from all implementing
units and establishes the basis for financial management, disbursement. contracting,
procurement, and audit control. [t coordinates its activities with the Corte de Cuentas
(Accounts Court) which serves as the GOES auditing and accounts office. In essence. :t
is a specialized clearing house which provides standard procedures to all GOES entities
operating with foreign funds, and assures foreign donors/lenders of correct utilization of
funds. Other GOES agencies would normally play a much larger role with the activities
of tne implementing agency if only domestic funds were involved. These include the
GOES Treasurv, the National Budget Office, the General Procurement Office, and the
Central Accounung Directorate. For activities funded externally, these agencies are not
directly involved in the financial procedures of the project SETEFE :s charged with
carrying out what normally would have been their respective functions. The only
exception s the court of accounts whose functions apply across the board.
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The basic elements of the GOES administrative process which affect this project
are the Extraordinary Budget and those provisions within the law which deal with
purchasing and contracting. The Extraordinary Budget was established to handie funds
which come from outside the normal budgetary channels of the GOES. It basically
includes all funds granted or loaned to the GOES from other governments or international
funding sources. The concept of an Extraordinary Budget from a management point of
view is basically sound, in that it releases to a degree the management of activities
funded from non-GOES s.urces from multiple bureaucratic reviews.

SETEFE also provides more latitude or flexibility for the procurement of goods
and services than is normally admitted under GOES regulations. For example, local
purchases by implementing Units are authorized in an amount equal to five times the
normal purchase allotment of a GOES entity (¢25,000.00 vs 5,000.00). In general terms,
SETEFE manages their assigned (Figure 3) funds as a controllers office, and expects plans
and budgets to be rational and time-phased, and requires follow-up reporting as a basis
for future disbursements.

The most important document required by SETEFE for administrative purposes is
the Action Plan (AP). This document sets the basis for initial and subsequent
disbursements in order that an agency may implement its activities. In general terms,
the idea of an AP appears reasonable - it requires an introduction, references to the legal
basis of the activity or project, objectives, goals, the programming of parallel or
supportive actions by other institutions, an organizational chart, a description of the
activities to be carried out, the budget detailed by line item on a monthly and quarterly
basis, and a separate and detailed listing of personnel and equipment to be acquired to
carry out the project. Unfortunately, and as is often the case, the planning
requirements, while rational, are not necessarily practical. In effect, the specificity
required by SETEFE in the AP denies a manager the flexibility he needs for implementing
activities. The administrative dictum of SETEFE, namely, that it will accept no
reprogramming of resources during the year that affect program goals already approved,
makes the AP difficult to use as a management tool.

The process for approving the AP within SETEFE appears to concentrate on
checking and cross-checking addition and comparing the amounts requested with figures
approved in grant or loan agreements. The activities planned are also checked against
other government regulations to assure that no violations take place. These include
requirements for bidding, hiring freezes, etc. Where mistakes or problems are
uncovered, the AP must be corrected and revised, which can easily hold up the entire
implementation process of any given project.

With regards to purchasing and contracting, the guiding principle is that of
competitive bidding. No specific GOES document exists which establishes by law what
the procedures are for carrying out competitive bidding. The only specific guidelines
that are provided are based on funding levels which determine the approach. This is
included in SETEFE's Instructivo, which also governs APRE. There is, however, an
exceptions clause which allows purchases which are "declared urgent" (declaracion de
urgencia) to bypass the bidding process. SETEFE studies these requests and their
justifications and issues a decision on the matter.

However, it should also be noted that the General Budget Procedures of the GOES
of 1983 permit special rules to be established for specific projects funded from external
sources (Chapter |, Article 8). At present APRE has no special agreements or specific
rules to govern its operations. The development of these might be useful to avoid delays
in the SETEFE process. -
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9. Corte de Cuentas

Article 158 of the 1939 GOES Constitution provides for the establishment of
the Accounts Court that serves as an audit and fiscal unit, independent of the executive
and legislative branches, charged with the oversight of all fiscal activities of the GOES.
This unit is ratified in Article 195 of the 1983 GOES Constitution. Under the law, it is
given the authority to directly oversee and intervene in all fiscal activities of the GOES
and its autonomous units. This intervention includes approval of all GOES expenditures.
It is also charged with auditing the accounts managed by GOE3 officials and other
employees, as well as citizens in general with regard to taxation or state income. The
Corte de Cuentas can stop any fiscal transaction it believes to violate the law. This
decision may be overridden only by an executive decree issued by the Cabinet of
Ministers, and then only if funds are availabie to accomplish it.

The Corte de Cuentas (CC) is, along with SETEFE, the other major GOES
oversight authority of activities which affects this project. Like SETEFE, it has a pre-
and post-audit control over all activities. Although the CC has attempted to facilitate
its interaction with the implementing units of the GOES by assigning Delegates of the
CC to work with specific agencies, the procedural requirements do not permit any real
degree of flexibility. For example, the Action Plan must first go through the AID-
SETEFE-CC Delegaie-CC Central Office route; then the request for funds must go
through the same route; and then, if contracts are involved, the same process is repeated
for the contract to be legalized.

As the highest financial control institution of the GOES, the Corte de Cuentas’
procedural interactions with APRE are sovereign, even though APRE's funds are handled
through the Extraordinary Budget of the GOES. This delegate would review all
documentation from APRE prior to its being forwarded to the Central Office of the
Corte de Cuentas in order to detect errors and/or omissions. Although SETEFE has a
delegate of the Corte de Cuentas, at the time of this evaluation, APRE does not yet have
one.

10. University of New Mexico

In April, 1985, USAID/ES negotiated a contract for technical services with
the University of New Mexico. One individual was hired serving USAID/OET across the
board on erfucation program matters.

Due to difficulties that arose in hiring other firms to deliver technical assistance
for the APRE project, the UNM contract was amended in January, 1986 to include short-
term technical assistance in planning and management for APRE's administrators and
technicians, as well as for the maintenance component of the project. Satisfaction of
the MOE and USAID/ES with the work of the advisors from the UNM, combined with the
need for help caused by turmoil of the earthquake in October, 1986, prompted a request
from the Minister of Education (end of October, 1986) for additional technical assistance
for the project which, in eifect, created counterparts for all the components of the
project, including educational administration and the installation of a management
information system (MIS).

[n the summer of 1986, APRE awarded the first package of new construction work
of 40 classrooms, hut a replacement for the USAID/ES-hired A&E firm, terminated in
December, 1985, had not been provided. In seeking viable options, especially with the
projected increase in construction and reconstruction activities, the MOE requested and
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USAID/ES approved (in February and March, 1987) an amendment to the UNM contract
to include pre-bid engineering and construction supervision responsibilities for all
construction and reconstruction work.

The Universicv of New Mexico is the principal technical support team for the
implementation of the project. [ts main focus is on APRE, serving as counterparts to the
APRE staff in the implementation of their responsibilities. It also provides OET and
USAID/ES assistance in all mission activities in education and training.

Internally, the UNM organization (Figure 4) is headed by the Education System
Revitalization Project Manager, whose duties include the management of the support
function for the project as well as technical assistance to the mission broadly in
education and training matters. Reporting to him are five technical specialists: an
education administration specialist serving as a backup to the Director and Deputy
Director of APRE; a training specialist for the teacher training program; a school
maintenance specialist; a school construction and reconstruction supervisory engineer
with a potential staff of up to 10 additional supervisory engineers; and an MIS specialist
who is charged with installing a computer-based system for program management in the
MOE with special attention to APRE and the Directorate for Infrastructure and
Educational Information (DIIE).

The total UNM contract amounts to four million dollars. Its full impact will begin
to be realized in view of the fact that it was not until January, 1987, that its staff was

fully in place.

11. Contracting Corporation of America (CCA)

[n August, 1985, very early on in the project, the Contracting Corporation of
America (CCA), an 8-A firm, was contracted directly by USAID/ES to carry out the
Education Baseline Data Survey; provide technical assistance to APRE for the planning
of the management information system; assume the responsibility for pre-bid
topographical surveying and related document preparation; construction and
reconstruction supervision; and provide short-term technical assistance for the
development of a school maintenance manual. The CCA contract, which was intended to
remain in force for the life of the project, was officially terminated in February, 1986,
at the convenience of the U.S. Government.

12, RONCO Consulting Corporation

As indicated in the Project Paper, the procurement of school furniture,
equipment and supplies would be accomplished through a USAID/ES direct contract based
on international competitive bidding, including U.S. and Central American countries. It
was anticipated that APRE would have a large enough burden dealing with the school
construction and reconstruction component that the considerable procurement required
by the Project would be better handled by an outside agent. In February, 1986, the
RONCO Consulting Corporation, an 8-A firm, was contracted by USAID/ES to procure
tools necessary for the implementation of school maintenance component, as well as
school furniture, equipment and supplies.

Specifications and quantities of articles were provided RONCO by USAID/ES and
APRE. RONCO prepared invitations to bid (IFB), conducted an analysis of the firms and
their products, negotiated and awarded contracts (seven in El Salvador and one in the
u.S)
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The MOE was originally to obtain warehouse space for the procured items. This
proved difficult, because of rent ceilings imposed by the Corte de Cuentas when paid for
with GOES funds. To remedy this situation, USAID/ES asked the RONCO Consulting
Corporation to assume some of MOE's responsibilities. These included designing an
automated inventory system, acquiring warehouse space for storing of commodities and
operating the warehouses.

The basic procedure followed by RONCO in coordination with APRE and
USAID/ES was as follows:

. The manufacturer delivers items to the warehouses rented by RONCO
(now 4); RONCO inspects and receives the material; signatures of
APRE, RONCO, the warehouse man and manufacturer are affixed to
a review document to corroborate delivery and quality.

. RONCO is responsible for moving merchandise between warehouses.
Most deliveries from the warehouses are sent to existing schools in
the rural areas by APRE.

. RONCO submits vouchers to the USAID/ES Controller for authorized
payment. The USAID/ES Controller, Contracts Office, OET and
relevant UNM staff are well informed of RONCOQ's activities.

. Computer printouts can provide data on deliveries by department,
school, serial number on furniture,. the article and® the date
delivered. This system is not presently tied into data sources at
either APRE, UNM or DIIE. :

. OET works with APRE to determine future projected needs. All
contracts have now been carried out. Additional supplies will require
new RFP's.

13. Juarez and Associates, Inc.

After the termination of the Contracting Corporation of America (CCA)
contract, USAID/ES hired Juarez and Associates, Inc. (an 8-A firm) to continue to
develop the design of the Management Information System (MIS) for APRE. The work
was started in January, 1986. The MIS was to integrate data from the Baseline Data
Survey questionnaires that were completed in October-November, 1985 by CCA as part
of its effort. In March, 1986, the firm provided the Mission a report entitled "Design of
a Management Information System for El Salvador's Education System Revitalization
Project.” The report of March, 1986 provigdes a conceptual framework and
recommendations for MIS implementation, including a ume-pnased plan of human,
financial and other resources required.

Juarez and Associates were not continued after the report was completed at the
express request of the Minister of Education. The effort to establish and make
operational a practical computer-based program management system was later continued
with the authorization given to the University of New Mexico in November, 1986 to
provide technical assistance for this purpose.
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14. DC & Associates

As part of its scope of work, CCA was charged with carrying out the
Education Baseline Data Survey. CCA's termination left undone the processing and
analysis of the data they collected during October-November, 1985. The survey gathered
data on the condition of the schools and gathered information on the demographic
characteristics of the primary school-age population. The questionnaires also examined
the demographic aspects of the heads of families interviewed with respect to ages; levels
of education; employment; attitudes toward the quality of public education; annual cost
to the family; interest in volunteering time to school maintenance; general use of
television and radio in the home; and newspaper readership.

In April, 1986, DC & Associates, a firm based in Sar Salvador, was contracted to
analvze and present a baseline survey report using the data produced by CCA earlier. A
multi-volume report was issued in December, 1986.

15. CONARA

The Comision Nacional de Restauracion de Areas (CONARA), or National
Commission for Area Restoration, has an impact on the Education System Revitalization
Project. CONARA is composed of senior representatives from each of the ministries
charged with undertaking civilian activities of the National Plan. The National Plan is a
combined civilian-military strategy adopted by the GOES in 1983 to provide security,
strengthen local government, and restore essential public services to populations living
principally in conflict areas or areas where security has recently been established.

The areas that are included for activities are determined by the Unidos para
Reconstruir (UPR), or "United for Reconstruction,"” program, which has a board of two
civilians and one military officer to provide policy guidelines. UPR's plan established 14
operational zones where civilian ministries are asked to respond to the needs identifiec
by the communities through CONARA, which has counterpart committees at the
departmental and municipal levels. APRE has provided schoo! furniture, equipment and
supplies to some schools in communities designated high priority by UPR. CONARA gets
separate funds from USAID/ES ($10,200,000 in FY 1987) from PL480 and ESF generated
local currency, some of which are used to reconstruct and/or equip primary schools.

VI. EVOLUTION QF APRE
A. Historical Overview
l. Structural

The establishment of APRE as the administrative unit to manage the project
became a Condition Precedent in the Project Agreement. [t was understood that APRE
would be temporary in nature and have access to all of the MOE’s divisions, in order to
ensure direct lines of communication. [t would also have direct access to the Secretariat
level of the MOE (Minister, Vice-Minister.)

Depending on the document used as a source to determine APRE's piannea
relationship and interaction with the MOE and its specific role in the project, different
pictures emerge. This implies that a certain degree of ambiguity existed on the part of
all concerned with regard to the expected interactions. The following gives the reader
some insights into the management's thinking about APRE's organization and its externa!l
relations.
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[n the Project Paper, APRE is referred to as a unit which will be created "within
the MOE to coordinate and monitor project implementation. Responsibility for the
supervision of each activity will be assigned to the appropriate office within the MOE".
[n other sections of the Paper, APRE is charged with "assisting PLANALIBRE," of being
a "principal coordinating entity to monitor implementation,” and later, that it will
"develop implementation schedules,...coordinate and supervise all construction activitjes"
and procurement "in consultation with corresponding agencies involved in the execution
of the project.”

In the Proje-t Agreement, the emphasis appears to change, in that many DCM
functions, as they appear in the Project Paper, are moved ro APRE, specifically in the
area of construction and reconstruction, as well as for the implementation and general
supervision of school maintenance.

Working documents developed by the MOE and USAID/ES during February-April,
1985 established that APRE would be responsible solely for this project. After PACD,
APRE would then become a permanent entity within the MOE, responsible for all
projects with external financing. These documents also envisioned that APRE would
provide technical assistance to the Directorates, Divisions and other offices and units of
the MOE for the execution of the project. Those same elements of the MOE were to
provide APRE with all required support and most human resources needed to carry out
the project.

The organizational chart (Figure 5) prepared in February, 1985, prior to the
signing of the Project Agréement, indicated a structure designed to facilitate
administration along functional lines without reference to specific components. It
included the Coordinator; an Education Department charged with all pedagogical
activities, including development of materials, supplies and equipment lists; a Purchasing
Department charged with all aspects of procurement, warehousing, distribution and
procedural requirements; a Finance Department for budget and accounting; an
Architecture Department for design review; and provided access to the Legal
Department, or a delegation of it, assigned to DCM.

A construction and maintenance component that would include architecture was
proposed in April 1985, and the Legal Department was assigned directly to APRE (Figure
6.) However, there was no clear specification regarding coordination with DGA/DCM.
By July, 1985, a new organizational chart (Figure 7) had been developed which, although
still functional in nature, begins to flush out the organization along output lines by
including each project component, albeit at a tertiary level. The Legal Department is
then removed from direct involvement, and technical assistance is inciuded just below
coordination. By 1986, each of the project components had evolved to what couid be
considered division status (Figure 8). The functional Finance and Procurement divisions
were placed parallel to these output-based, component-oriented, entities. Finance and
Procurement begin to appear as internally focused, although functionally they are sull
key to APRE operations with respect to coordination with external entities. The Legal
Department is returned to APRE. Also, the Coordinator's position is eliminated and
Director and Deputy Director jobs are established (PIL No. 12, in April, 1986.) It is
important to note that APRE is again integrated within the MOE, but now at the regional
and sub-regional ievels, for the purpose of implementing the School Maintenance,
Furniture, Equipment and Supplies, and Training Components.  Significantly, only
Component | (Construction/Reconstruction) lacks a direct relationship with the Regional
Otfices.
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In March 1987, a new organization structure was proposed (Figure 9). A Technical
Department (for components) and an Administrative Department (comprised of Finance,
Procurement and Personnel) were planned in order to achieve a more focused
Coordination. The regions remain integrated into the implementation focus of the
technical components, again with the exception of Component |. An information
department and public relations department are added. The coordination relationship
with MOE Internal Audit, Bidding Committee, a Court of Accounts Delegate and SETEFE
are also shown. As a reflection of the growing size and complexity of APRE, a Personnel
Department is added to the Administrative Department.

APRE thus evolved from an initially modest management unit, which had specific
technical support to achieve Project purposes, to a technical unit with a limited
administrative capacity to manage internal and external responsibilities.

2. Operational

The Grant Agreement was signed in April, 1985, and on June 7, through PIL
No. I, USAID/ES informed the MOE that the Condition Precedent for the establishment
of a special management unit (APRE) had been met. As indicated above, deliberations
for the organization of this unit had begun in February. PIL No. 2, dated June 12, 1985,
gave approval for hiring the majority of the APRE staff, which was completed in August,
1985.

Since it was unable to obtain an approved rental contract owing to GOES rental
ceilings, APRE moved to a house rented by CCA. USAID/ES noted that the MOE (DGA
specifically) refused to leave APRE in the Ministry irrespective of rental ceilings. This
physical separation from MOE headquarters created from the beginning problems with
communications, logistics and coordination. The telephone communication system in EJ
Salvador, it should be noted, is far from adequate.

Although not fully installed with even minimum equipment until approximately
August, 1985, through the Construction Component APRE managed to administer an [FB
for 200 classrooms in September, 1985. During the remainder of 1985, APRE attempted
to deal with the development of Action Plans, blueprints, equipment orders, and pilot
plans, and more generally, learning its role in relation to MOE, USAID/ES, SETEFE,
Corte de Cuentas, etc.

Much of the information required by APRE to plan its construction/reconstruction
and maintenance activities was not available because of delays in the development of the
Baseline Data Survey. However, USAID/ES reports that APRE was advised early on to
select the first package based on a recommendation made by regional office
aaministrators. The contract for this survey was not let until August, 1985, and it was
not finished until December, 1985. The contractor (CCA) was dismissed in December,
ieaving the data unanalyzed. Another firm, DC & Associates, was contracted in June,
1986 1o review the data and finally turned in the processed information in the final
quarter of 1986.

The School Furniture, Equipment and Supplies Component determined, during
1985, the specifications and quantities of furniture to be acquired. The technicians
developed the guidelines necessary to establish the amount of furnishings and sites for
delivery. The technician coordinated with DIIE to obtain the necessary information. The
actual procurement of the furnishings was initiated in March, 1986 by RONCO Consulting
Corporation under a contract with USAID/ES.
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The technician in charge of the Textbook Component dedicated the period from
August, 1985 to March, 1986 arranging a contract for textbook production. The contract
was transferred from the Project to the IBRD in April, 1986. The technician also carried
out the preliminary preparation and the bidding for the reproduction of 25,000 curriculum
guides. He was also involved during this same period in the development of a plan for
teacher trainers who would orient the teachers in the use of the textbooks.

Other activities included developing an Action Plan, and initiating coordination
with regional offices of MOE. An effort was made to develop a plan for the use of a
procurement fund whereby APRE could purchase supplies for the project (e.g., teaching
materials.) A new plan for this purpose is now pending.

B. Current Operational Environment

The planning and coordinating of the implementation of the five project
components is made difficult by the preparation of five different Action Plans that are
not coordinated. This also creates oversight difficulties for the external agencies
involved, such as USAID/ES, SETEFE and the Corte de Cuentas. Within APRE itself, the
management does not view the planning and implementation of the Action Plans as an
integrated exercise. The evaluation team recommends a revised system for the Action
plan process, the details of which will have to be worked out in a separate study.

Operationally, the Director deals directly with the Vice-Minister who is primarily
responsible for the Project. There is little planning or coordination with APRE at the
policy-making General Directorate level. This is principally due to the fact that these
levels of the MOE have policy and long-range planning functions, while APRE primarily
has implementation responsibilities. APRE is an action-oriented organization set in a
policy-oriented environment. This isolation is augmented because administratively there
is no connection with APRE as it possesses its own administrative mechanism for inicinal
and external activities.

The Director's authority does have a positive impact at the regional level, which is
derived in part from the Vice-Minister linkage, a relationship shared by the Regional
Managers. It is also because APRE functionally relates better to the operational arm of
the MOE, which is primarily located at the regional level.

There is an increasing degree of joint planning between APRE and its regional and
sub-regional counterparts. APRE must depend on regional and sub-regional personnel to
carry out the project. They, in turn, benefit by being able to use APRE's resources.
APRE's access 1o independent resources encourages the implementation of the
decentralization policy, a subtle but significant contribution of this Project.

The technical staff of APRE assigned to component implementation seem 10
possess the basic skills necessary to plan their activities over reasonable periods of
time. GANTT charts appear in the Action Plans as evidence of their planning skills.
However, there is little indication that they know how to make use of these same tools
for implementation. This is especially true when it comes to integrating administration
processes, such as bidding, budgeting, and disbursement, with the technical requirements
of each component.

Unfortunately, the administrative side of APRE has not been fully integrated into
project implementation. The emphasis on the project's technical side has neglected the
administrative aspects of the process. The timeliness of implementing Action Plans
would improve if, from the beginning, administrative elements were anticipated, included
in component planning and reviewed as implementation proceeds.
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It is evident that key administrative staff in APRE are very knowledgeable about
the Project Agreement, PIL's and those other important documents which are essential
for project implementation. They demonstrate valid insights with regard to possible
implementation bottlenecks, but do not feel they have APRE management's attention and
understanding of the importance of their role.

VII. IMPLEMENTATION ASPECTS
A. The Action Plans

As noted in Section V.B. above, the Action Plans are rather inflexible to realities
at the time of implementation. The actual implementation process requires many steps,
the outcomes of which are not precisely known at the general planning stage. Depending
on the project component, the complexity of developing a plan, exact in scope and cost
six months later, varies considerably. Construction action plans, for example, are
subject to numerous changes during the steps leading to the bidding process. Even with
the data from the Baseline Survey, it appears that technical information is not readily
available which permits specifying a year in advance the detail required in the Action
Plan: the exact site is subject to topographical studies, title clearance, etc. USAID/ES
however, has indicated that the lack of data is not a constraint. On the other hand, the
planning of 30 one-week teacher training seminars over a year period is mostly a
scheduling exercise: the subject matter isn't going to change, and the main problem is
coordination in order to bring together trainers and teachers at the same place and time.

The realities of the implementation process make the Action Plan of little use in
the day-to-day management of the project activities. Indeed, the team was unable to see
that the plans were used for much other than gaining USAID/ES and SETEFE approval,
normally after a lengthy review, comment and revision process. Often, the plans contain
elaborate GANTT charts, which, while useful for showing the inter-dependencies of
component activities, are not updated as the tasks are completed or delayed. Another
shortcoming is that the specific actors, either as co-participants or as responsible
parties, are not easily determined. A more fundamental problem is that interaction with
the administrative support elements is completely overlooked in the plans.

Appropriate management tools are needed which can address these requirements
at both the operational level and at the higher levels of management where issues of
inter-institutional coordination are negotiated. This distinction is important: the level
of detail required by operators and higher management differs considerably, but the
information base must be consistent. Moreover, human resource management is critical
to the success of this project, and thus allocation of personnel where needed is
important. This concern is not being adequately addressed by the current process which
views components, and their requirements, as totally separate projects. Flexibility is
needed to schedule both tasks and resources. Annex Il contains a brief discussion of
computerized management tools which could be used to enhance the management
capability of the administration of APRE as an organizational entity.

The Actions Plans for each of the components ran their course by the end of
March, 1987. Plans for activities through December, 1987, while now finished, are being
retained by the new Deputy Director of APRE for three reasons: 1) checking each
component's plan for internal consistency and completeness, 2) establishing the best
mechanism to consolidate them in an integrated manner, and 3) since the prior Action
Plans' funds were not received until the last week of March, 1987, an attempt is being
made to reprogram those funds into the 1987 plans.



This delay does not seem unreasonable considering the recent nature of the
Deputy Director's appointment (March, 1987) and the fact that he will be responsible for
the plans during the coming period. Because of the rigidity of the system, he had to
choose between being judged poorly now (for presenting late plans) or be judged poorly
later in the yea- as inadequacies and inconsistencies in the plans surface, as experience
to date would indicate as probable. This type of management decision is justifiable: the
fact that SETEFE, as outlined in their Action Plan Guide, expects monthly goal
accomplishment as planned, creates a manager's dilemma.

The Action Plans are presented on a component-by-component basis, which may
make sense in order to analyze a myriad of details. However, the amount of detail that
has be programmed a year in advance detracts from the major issue of APRE's
administration managing the components in the best way possible. A general,
component-integrated, yearly plan, backed up by specific component details at the time
of funds requests, would probably prove both more manageable and more realistic.

B. Implementation Management

Even though the prior section recommends a component-integrated approach to
the Action Plan, the complexity of events that have occurred during implementation over
the past two years is such that a reasonable grasp of the problems and processes involved
can only be gained by examining the history of each component individually. The
evaluation team feels that this exercise, although demanding, provides a solid basis for
the conclusions and recommendations regarding APRE that we make in later sections.

1. Classroom Construction and Reconstruction

This component, as may be surmised from the tables in Section III, "Current
Project Status," has suffered perhaps more setbacks and implementation problems than
any of the others. As the keystone of the project, its problems also have implications for
the potential success of the rest. Because of the complex nature of the component and
the intricate web of events surrounding its implementation to date, we have chosen to
deal with its sub-components, Construction and Reconstruction, separately.

The Construction Sub-component

During July and early August, 1985, APRE prepared an Action Plan for the
construction of 200 classrooms, which was divided into two phases of 100 classrooms
each. On August 16, 1985, APRE presented the Phase | Plan to USAID/ES. On
September 2, 1985, APRE published in El Salvador an IFB for 200 classrooms - combining
Phases I and Il. Because a PIL had not been issued approving the plan, USAID/ES stopped
the process on September 3. USAID/ES indicated that the cause for the delay was due to
APRE's lack of familiarity with the procurement regulations in Handbook ll. On
September 4 a committee was formed to review the specifications and blueprints for the
classrooms. CCA, the USAID/ES contractor since August, was charged with surveying
the 33 sites for the 200 classrooms, a necessary step before construction could be
approved. A short while later, on September 16, CONARA requested APRE and
USAID/ES to include some UPR sites in the package. After negotiations, some of the
original sites were dropped, and some UPR sites were added, making a total of 41 sites
for 200 classrooms. This modified CCA's original assignment. On October 2, 1985,
USAID/ES rejected Phase | (100 classrooms) of the plan because of the inclusion of non-
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priority sites in the package (priority sites are in Agrarian Reform, Marginal Urban, and
Displaced Population sectors). To speed up the process of contractor qualification, on
October 8, USAID/ES requested that APRE update the MCE's old (1979) pre-qualification
lists for selection purposes.

On or about October 15, APRE was advised by USAID/ES of the requirement to
include an Internaticnal Bidding clause in their plan, which would require publication in
the U.S. of anv project over US $500,000.00. On October 29, APRE presented an
implementation plan for construction of 200 new classrooms as well as reconstruction
activities. On November 6, APRE received PIL No. 7 informing them that the
component had not fulfilled the Conditions Precedent and that no component-related
contracting process should be entered into. CCA at this time had still not finished their
surveying activities and were granted an extension of time. USAID/ES also decided in
November that it would be necessary to perform a new pre-qualification process for
contractors since the MOE's old list'had not been adequately updated. A commission was
created to undertake this task, estimated at 2-3 months duration. The MOE, APRE, and
CCA completed this task in three weeks. The Construction Component was also required
to re-program its activities since the Condition Precedent of preparing a complete action
plan had not yet been met. At the end of November a meeting was held to deal with the
draft contracts, and USAID/ES required that contracts must permit open participation by
contractors for all schools, rather than be limited to groups. Most importantly, USAID
insisted that the special conditions (Handbook 1l, Chapter 1V) with regard to
international bids be observed.

On November 20, USAID/ES requested that APRE participate in a revision of
CCA's scope of work. Both OET and APRE were to separately develop a new scope of
work and budget for CCA's A&E services and then establish a unified proposal for
negotiation with CCA. APRE presented its version to OET in the first week of
December. This task obviously did not yield an agreement with CCA, as USAID/ES
subsequently requested APRE to provide a scope of work and cost estimate for a new
A&E contracting process. APRE presented this document on December |9 under the
impression that it would be let locally.

As it turns out, the failure to promptly replace CCA, in the view of the evaluation
team, became the single most determining factor in this component's later difficulties.
CCA’s original scope of work enumerated in great detail a series of services which were
crucial prerequisites to the competitive bidding process for the component. The
competitive bidding procedure was established in the Project Paper and subsequent
Project documents as essential to the construction effort, in order to avoid constraints
inherent if the MOE's DCM were used. Among the pre-bid responsibilities included in
CCA's scope of work were:

. the development of detailed topographical maps, feasibility studies
for electrical, water and sewage installations, soil analyses, and site
adequacy descriptions for each proposed construction site.

. the calculation of all earth moving and infrastructure replacements,
including the types and quantities of materials required.

. the preparation of final workplans for each classroom, detailing
manpower requiremen.s and the scope of each )ob, including the
internal and external works, and the formation of classroom "groups"
into construction packages for bidding purposes.
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. the preparation of bid documents for all activities related to
construction, including pre-qualification documents for the selection
of eligible private firms.

. additionally, the provision of engineering supervision for all
construction and reconstruction contracts.

Because APRE did not comply with Handbook Il, an integral part of the Project
Agreement, On December 3, APRE was informed by letter that: 1) the pre-qualification
process for construction firms, begun in early November, could not proceed unless it was
published simultaneously in the U.S. This represented a major setback in that 45 days
would be required after simultaneous publication for responses to be received; and 2) that
a 45 day period would also be necessary for receipt of bids after the [FB is published,
which, in turn, could not occur until the pre-qualification process was finished. Given
the foregoing situation, at the beginning of December USAID/ES suggested, and MOE
accepted, that a pilot program of 40 classrooms be undertaken.

On January 6, 1986, PIL No. 9 approved the Component Action Plan, and informed
APRE that all Conditions Precedent had been met, including the selection of 200
classroom sites. Significantly, CCA, who had been terminated in December, had not
provided APRE with the necessary site information. As a result of this situation,
component technicians dedicated the month of January to attempting to recover data
and documents in CCA's possession and exploring alternate information sources through
DCM and DIIE. ’

February, 1986 was dedicated to planning pilot construction, selection of a sub-list
of sites from the original list of 200 classrooms, and field site visits. APRE was. notified
by USAID/ES that the company to be hired to replace CCA would not provide any pre-bid
services, including topographical studies. APRE was thus given this responsibility and
expected to get DCM support as well as contract for the technical services. APRE, with
DCM support (see Table 3 in"Section V.B.3), began to carry out the pre-bid topographical
studies, which continued through March. In the second week of February, the Minister's
Office made a revised selection of sites proposed by APRE for the 40 classrooms. In
order to conduct a private bidding process with pre-qualified firms, it was agreed with
the Minister's Office to request a Declaration of Urgency (see SETEFE in V.B.8). The
appropriate document was sent to SETEFE, but no response was ever received.

On April 7, 1986, PIL No. 10 from USAID/ES approved the Pilot Plan developed.
This approval was in response to letters and documentation presented by APRE on
February 5 and 19, 1986. On April 8 APRE was notified that the waiver for this
requirement, requested by USAID/ES in January, was received.

On April 24, the IFB for the Pilot Plan of 40 classrooms was published. On May 15
the bids were opened, and the contract was awarded to one company on May 2l. The
contracting procedures were begun, moving through the channels of USAID/ES, SETEFE,
and Corte de Cuentas. Although the total procedure would not result in a start order to
initiate work until September 1, 1986, the contractor began work on July 22. In the
interim, SETEFE and Corte de Cuentas approved the use of PL480 funds to provide the
contractor with the accepted 20% advance, prior to the full cycle of contracting
procedures.

Meanwhile, back in May, 1986, the topographical studies for the remaining 160
classrooms (of the original 200 classroom package) were begun by DCM with their
personnel. On July l4, however, the DCM suspended further collaboration with APRE.
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Shortly thereafter an agreement was reached to renew collaboration but on a more
limited and structured basis. On July 30, 1986, APRE submitted the Action Plan for the
remaining 160 classrooms to USAID/ES. Approval was obtained on September 5. Title
probiems were then discovered at sites for 57 of the classrooms, and so on November §
only 103 classrooms were put out to bid.

On October 10, 1986 a major earthquake coincided with the first request for
reimbursement of the contractor for the 40 Pilot Plan classrooms. The amount requested
was ¢1,700,000.00. Not until November 10 would he be able 10 again present this first
request, as well as a second reimbursement request.

On January 13, 1987, awards were made on the bids for the 103 classrooms. One
week later, APRE requested USAID/ES approval of funds and contracts for these
classrooms. On February 10, USAID/ES approved these requests. The contracts were
sent to SETEFE on February 22 and approved on March 6. SETEFE then forwarded them
to the Corte de Cuentas Delegation with the funds request. The Delegation approved the
funds on March 16, the Central Office of the Corte de Cuentas on March 20, and, on
March 24, the funds were approved at the Treasury level. The President of the Corte de
Cuentas approved the contracts on March 30.

The contractors (4) of the 103 classrooms initiated work in February, prior to the
final formal approval of their contracts. As occurred in the case of the Pilot Plan
classroom contractor, they received a 20% advance from SETEFE, who drew upon PL480
funds to be reimbursed with project grant funds when received.

Meanwhile, the Pilot Plan classroom contractor was having trouble finishing his
work which was scheduled to end on January 28, 1987. He received extensions for one
group of 21 classrooms in three schools until February 24, and for the other group of 19
classrooms in four schools until March 24. He alleged lack of capital and difficulty in
maintaining qualified werkers, many of whom went to San Salvador for post-earthquake
reconstruction work.

As can be derived from the above reading, classroom construction is not just a
"bricks and mortar" proposition. The physical building of a classroom could aptly be
described as an anti-climax to a long and involved process. What it really takes to build
an internationally-funded classroom is agreement between technical staffs of several
different organizations to design specifications and develop budgets; the acquisition and
surveying of land; the pre-qualification of construction and A&E firms; the preparation
of bid documents; the execution of the bidding process; and the preparation, negotiation
and approval of contracts by each of the national and international entities in accordance
with their individual procedures and rule books. The bidding and contracting process is
often carried out twice, once for the construction contracts and separately for the
supervisory services. The contract approval process involves lawvers, accountants, and a
variety of clerks, secretaries and generalists. The complexity and importance of all of
these processes must be understood as "how schools really get built," and receive the
appropriate level of attention if this component is to succeed.

Two critical aspects were not foreseen during implementation which doomed this
component to its slow start and shaky evolution to date:

I. The failure to recognize that international bidding (and pre-

qualification) would be required because of the US $500,000.00
limitation on local bidding. The only alternatives (the waiver and the
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"pilot plan" approach) should have been put into place long before
they were. The resultant delay would seem to be mostly USAID/ES's

responsibility.

2. The failure to promptly replace CCA led to a near complete
breakdown in the ability to assemble construction packages for
bidding. The evaluation team was informed by UNM that APRE, the
DCM and a local firm the MOE would hire were supposed to be
responsible to carry on the CCA function after termination, and MOE
did not fulfill its commitment. The responsibility for the complete
range of pre-bid services is still not clearly defined, even in the UNM
contract amendments of January and March of 1987, It is apparent
that some confusion has existed regarding the difference between
pre-bid and supervision services. The evaluation team was unable to
determine why these essential services have not received the
attention they require if the construction component is to quicken its
pace.

The Reconstruction Sub-component

As a sub-component, Reconstruction has suffered difficulties somewhat similar to
Construction. In order even 1o begin the planning of reconstruction activities, a great
deal of information, and information processing, was to be required. A complete
inventory of the physical status of all schools in the country was contemplated in the
Project Paper and the Grant Agreement. However, the UNM reported that for the first
reconstruction package, the MOE would not have access to baseline survey data. The
APRE staff was to coordinate efforts with Regional office personnel of MOE to select
sites. This did not take place. An evaluation of this information was envisioned, which
would be able to discern between schools that required reconstruction, merely
maintenance, or completely new construction. The data for this decision process were to
be collected and analyzed by CCA, a USAID/ES contractor. As explained in the prior
section, CCA failed to make these data available as required. The data they did gather
were not processed until June, 1986, and were not made available to APRE until the final
quarter of the same year. Even then, the data were neither complete (in terms of the
detail required) nor were they accessible through means more flexible than by reviewing
listings.

In order to overcome the lack of detailed information, recourse was made to
CONARA, DIIE, DCM and, where possible, directly from the Regional and/or Nucleo
levels. In March, 1986, the first list of classrooms to be investigated was compiled.
Investigation was conducted in 187 classrooms in 36 schools in the depariments of
Cabanas, Usulutan, San Miguel, La Union and Morazan. During April and May, 1986, the
schools were evaluated and none fulfilled the project criteria for reconstruction. The
evaluation team was told this would not have happened if the baseline survey information
had been properly utilized.

A second list of schools to be investigated in the departments of Santa Ana, La
Libertad, La Paz, San Miguel and Usulutan was compiled in June, 1986. This included 54
schools with a total of 213 classrooms. During July and August, the results were
evaluated, and 105 classrooms qualified for reconstruction activities.

Although the Action Plan was not yet approved, an [FB was published on August 27

for the repair work to be carried out for these 105 classrooms. Contractors were
selected on November 26. No action could be taken, however, to formalize contracts
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until USAID/ES approval of the Action Plan. PIL No. 27 of January 27, 1987 approved
funds and contracts for this activity. APRE received the funds for this activity on March
3, and contracts were approved by the Corte de Cuentas on or about March 30.

A third list of 500 classrooms to be investigated was gathered from various
sources, including approximately 250 direct requests from Nucleo and school directors.
This list was elaborated in September, 1986, and covered four departments in the eastern
part of the country. [n order to expedite the investigation process, a contractor was
proposed to conduct this work, rather than use DCM personnel who felt hard pressed to
complete their normal workload. In January, 1987, an [FB was published and three firms
responded. However, APRE did not select the contractor until late April 1987.

The nature of professional services bidding in El Salvador differs from the normal
competitive bidding process. Because professional firms believe that it would be
degrading to engage in "price wars" for service contracts, it has been established by their
professional associations, and supported by tradition if not by law, that bids in response
to IFB's will be evaluated only on a technical basis. When a given firm is judged best on a
technical basis, only that firm's cost proposal is opened. It is generally assumed that
negotiations will take place to fix a final price for the services.

In the specific case of the 500 classroom investigation bidding, the cost estimate
of the firm judged to be most responsive technically was opened on February 22, 1987,
and found to be nearly double (¢650,000 vs ¢328,000) the APRE estimate. The bidder was
requested to make a counter-offer, which came in at 470,000, still 142,000 (US $28,400)
over the original APRE estimate. This situation has not been finally resolved at the time
the evaluation team completed its work in El Salvador.

Reconstruction is a deceptively complex process. It requires a substantial amount
of analysis performed at the level of the classroom, thus encompassing a large number of
elements. Schools must be identified, investigated and evaluated before a decision can be
reached as to whether the reconstruction qualification criteria have been met. Lacking a
better database for pre-selecting schools to be investigated, months may be spent in this
process only to yield relatively few eligible schools.

It is of concern to the evaluation team that the two years left to PACD imply a
reconstruction rate of about four classrooms per day in order to meet the Project's goal
of 2,400 restored classrooms. We feel that this goal should be scaled down to a more
realistic figure, based on the experience still to be gained when 105 classrooms have been
restored. At that time, we would recommend that the number of new classrooms to be
built be increased by a number equal to the projected unspent reconstruction funds
divided by the current estimated new classroom construction cost. This process might
result, as an example, in the reconstruction of approximatelyv |,200 classrooms and the
construction of approximately 300 additional new classrooms.

2. School Maintenance

The original Action Plan for this component was based on sound program
judgments for utilizing the resources as they were allocated by the Project Agreement.
However, it was not anticipated that Decree 11 would apply to negate the staffing needs
called for by the plan.

The Action Plan for the September, 1986 - March, 1987 period for this component
was approved by SETEFE on September 23, 1986 and by USAID/ES on December 12,
1986. It had been submitted by APRE in August, 1986. One individual was assigned to
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carry the responsibilities of the job. Between July and October, 1985 he particinated in
the production of two maintenance manuals, proposed a study on the regional
maintenance offices, contributed to the development of the Baseline Study instruments,
as well as developed the specifications for 24 vehicles to be purchased by USAID/ES for
the reglonal maintenance centers and prepared a plan for furniture repair.

In order to test the feasibility of the proposed community-integrated maintenance
scheme, a pilot project was designed for |0 communities. This was to be conducted
between December, 1985, and February, 1986. Unfortunately, there were no funds
available to hire short-term personnel to carry out the plan, because of inadequacies in
the Action Plan. The possibility was then examined of using loaned personnel from DCM
and DIIE, the former to handle the technical evaluation and the latter to be involved in
promotion. DCM did provide the technical evaluation services, but DIIE could not lend
two of its three social workers to support the pilot project.

This later created a problem because when DCM carried out its technical
evaluation in November, community expectations were raised in anticipation of a
December start. In fact, it was not until March, 1986 that permission was received to
hire personnel, for three months only, to carry out the pilot plan. Because of the delay,
several communities viewed the project with skepticism and did not participate. The
temporary personnel were later extended for one month, through July, because guerrillas
nalted traffic in the country during May and the teacher's association, ANDES, also
declared a strike. During May, the Government ran out of funds for fuel, and project
transportation was stalled. Nonetheless, the experience gained from the pilot project led
to a conclusion that it was viable to stress community participation and self-sufficiency
in school maintenance programs.

A regional MOE survey was carried out to ascertain the capacity of its
warehouses. [t was concluded that existing regional warehouses were inadequate, and
that eight new warehouses would be needed for the project. This has since been modified
to three warehouses to be located in Santa Ana, Santa Tecla and San Miguel. Originally
APRE, through DCM, was to build the three warehouses, but because of administrative
problems, claiming lack of funds, USAID/ES was requested to undertake the operation.
USAID/ES initially agreed to build them. This problem became moot when RONCO
began renting warehouses on a central level (3) and another in San Miguel. The inability
of the MOE through APRE to use PL480 funds to build the warehouses signals a problem
area where corrective efforts should be directed.

Two principal factors have limited the success of this component to date:

. APRE had to wait three months for funding requested in January and
based on the Action Plan approved December 12, 1986. The request
remained in SETEFE from early January to the second half of March
and was finally approved on March 20, 1987. This inordinate delay in
SETEFE is thus far unique for a funding request in this project, and
justifiably frustrated APRE, USAID/ES and UNM.

. Staffing for the installation of a nationwide system for school
maintenance is critical. Thus far (March, 1987), only seven emplovees
have been assigned to the maintenance operation from elsewhere in
MOE and three social promoters were hired. By the UNM/APRE
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estimate of needs, about 214 persons are needed to run a national
system. Althoi'zh PL480 funds for hiring are available, the freeze
stymies progress. Imaginative management is in order. For example,
the proposal to use teacher trainers to serve as social promoters as
well will help but hardly resolve this critical issue.

At the time of this evaluation, there is an agreement pending between APRE and
DCM whereby DCM will temporarily permit the use of their installations for storage and
repatr. The 24 vehicles acquired fe- the component will work out of these DCM regional
centers. Weekly meetings are to be held between APRE, DCM and the UNM counterpart
to coordinate and resolve problems.

Within APRE, the needs for storage under Component 3, Classroom Furniture,
Equipment and Supplies, will be coordinated with the School Maintenance component. In
addition, cooperative arrangements between APRE and DIIE, the General Directorate for
Primary Education, and DCM are currently being promoted.

3.  School Furniture, Equipment and Supplies

As described in Section V.B.12, the RONCO Consulting Corporation entered
into a direct contract with USAID/ES in February, 1986 to acquire tools for the
implementation of school maintenance activities as well as school furniture and supplies.
Electric tools were purchased in the U.S. and shipped to warehouses in El Salvador.
School furniture, non-eiectric tools and school supplies were procured in El Salvador.
Contracts were awarded in El Salvador beginning in June, 1986. At the time of the
evaluation, RONCO had purchased 9,500 desks, 1000 blackboards, 1000 bookcases, 600
teacher desks and chairs, as well as quantities of notebooks, pencils and chalk. RONCO
had distributed most of these goods to regional warehouses, and distribution to schools
began in January, 1987.

Deliveries were begun by APRE on January 19, 1987 to schools identified as
needy. Twenty-two schools (10 reformed sector and 12 displaced sector) in the western
region received a total of 275 small and 230 large bi-personal desks. Only one school
received notebooks and pencils, and none received the other equipment (blackboards,
teacher desks, bookcases). February saw delivery of 1,100 small and 880 large bi-person
desks, 50 blackboards, 107 teacher desks and chairs, and 77 bookcases, as well as 41,140
notebooks, 49,580 pencils and 915 boxes of chalk to 12 reformed, 10 marginal and 49
displaced sector schools. During March, another 1,535 small and 1,825 large bi-personal
desks, 239 blackboards, 211 teacher desks and chairs, 166 bookcases, 52,210 notebooks,
72,770 pencils and 2,120 are reported to have been delivered. It may be roughly
calculated that a total of 290 classrooms have received furniture and/or supplies as of
the end of March, 1987.

A somewhat disturbing inconsistency may be observed with regard to the quantity
of supplies (notebooks and pencils) sent to some schools. For example, based upon the
enrollment figures found in the DC & Associat=s tabulations for the municipality of
Cacaopera, Department of Morazan, there are a total of 631 children enrolled in grades
l-6 in four schools. Three of these schools received furniture and supplies during
February. One of them, the Escuela Urbana Mixta Unificada Naciones Unidas, received
4,000 notebooks and 2,000 pencils. The other two schools, both rural, received 200
notebooks and 100 pencils each. The important point is that 4,400 notebooks and 2,200
pencils were delivered to schools that could not have, based upon the baseline data, more
than 631 students, which, by project guidelines should imply delivery of approximately
1,200 notebooks and pencils to this municipality.
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Other deliveries of supplies were made which appear large in relation to the
school population of the municipality, the lowest level at which the team had data at
hand, specifically in San Bartolom Perulapia and San Rafael Cedros in Cuscatlan, and
possibly in Verapaz in San Vicente. Detailed data for March, 1987, deliveries were not
available for examination. While the furniture and equipment would appear to be
distributed approximately as planned on a per classroom basis, the distribution of supplies
appears quite uneven and should be reviewed.

Apart from the PSA arrangement with RONCO, this component was unable to
fulfill its Action Plan with regards to the purchasing of student and teacher school
supplies. Funds had been granted to purchase these supplies under PIL No. 18 on July 16,
1986, but were rescinded by PIL No. 25 on January 6, 1987, owing to irregularities in the
contracting of a warehouse. These funds were returned to SETEFE by APRE on January

19, 1987.

There are a number of significant considerations with respect to this experience
which merit attention:

. The head of the component in APRE was responsible only for drawing
up the lists of items to be purchased, and for coordinating their
distribution to specific schools.

. Although the activity per se is that of the component, all the work
involved in the actual purchasing (seeking out suppliers, requesting
quotations, writing purchase orders, accepting delivery, making
payments, etc.) rests upon the APRE internal management in the
Procurement and Finance offices under Component 5.

. More complex procurement requires the developmént of bid packages,
publishing [FB's, analysis of firms (pre-qualification), awards and
contracting.

. On the surface, it appears that the component is connected to
RONCO, and, in effect, there was close collaboration, since
specificatiuns were provided to RONCO by the component, and
RONCO, a specialized firm contracted for this purpose, actually
made the purchases.

. With regard to the APRE purchases, the component used its own
Procurement Office in much the same way as it used RONCO.
However, the Procurement Office in APRE was conceived as an
internal office and was inadequately staffed to manage the
complexities of large scale procurement in addition to its internal
functions.

. Purchasing of this nature is a complex task. Because of the Project's
focus on the four technical components, the requirements of the fifth
component, the administration of APRE, was not taken into account
in an appropriate fashion: no provision was made to provide technical
or counterpart assistance to the APRE purchasing department, even
though a specialized and experienced PSA was involved with the
project.
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Presently, APRE's professional procurement staff consists of three individuals and
a secretary. The staffing of this unit, even with the support of the Finance staff, is
inadequate for an administrative unit which must develop a capability which will endure
after PACD in 1989. Procurement is a function that will be required for virtually any
internationally funded project in the future.

4. Textbooks (Training and Technical Assistance)

From the start, the objective of this component was to print and disseminate
a new series of textbooks and teaching guides for the primary schools (grades 1-6) and,
through APRE, hold in-service teacher training for the use of the new texts over the life
of the project.

As early as June, 1985, APRE began the preparation of bidding documents for the
reproduction of textbooks originally developed under the IBRD Fourth Education Sector
Loan for grades l-4. The Directorate of Basic Education, during the same period,
requested assistance from USAID/ES for the reproduction of curriculum guides to be used
by primary teachers as complementary materials. The guides were approved for
reproducticn (25,000 copies) in January, 1986.

In April, 1986, the IBRD approved an amendment of the existing Fourth Education
Sector Loan with the GOES to include reproduction and distribution of all textbooks for
grades [-9. The MOE and the USAID/ES informally agreed to delete textbook
reproduction from the project and to reprogram the $1.7 million originally planned for
textbook reproduction and distribution (grades 1-6) for "administrator and teacher
training™.  The reprogramming would be initiated in January, 1987. The contract
negotiated by APRE for textbook reproduction (grades 1-4) was transferred to the IBRD.

During August, 19¢6. APRE submitted an Action Plan to the Mission for the period
of April, 1986 - March, 1287 which emphasized the orientation to in-service teacher
training and technical assistance rather than reproduction. It was approved by SETEFE
on October 23, 1986, and by USAID/ES on December 16, 1986. It was recognized at that
time that a PIL would be nzeded to modify the Annex 1 (B)4 project description title
from Textbooks to Training. The fact that the PIL has yet to be issued could present
problems among the GOES entities, especially SETEFE or Corte de Cuentas who base
Action Plan approvals upon official Project documents.

In the Action Plan, 48 teacher trainers were to receive their first training session
December [-19, 1986. Because the PIL from USAID/ES approving the Action Plan was
not issued until December 16 (4 months after submission and 2 months after SETEFE had
approved the plan), no funds were available to carry out the training (requests for funds
cannot be made until after USAID/ES 1ssues a PIL.) During this period, USAID/ES had to
return the Action Plan several umes to ailow APRE to correct error in calculation or
context. However, because APRE had a balance of funds available (probably from school
supplies), an internal loan was arranged and the training was held as scheduled. After the
PIL was issued, on January 9, 1987, funds for the component were requested. SETEFE
acknowledged receipt of the funds from USAID/ES on March 6, and they were received
bv APRE on March 24.

The 48 teacher trainers were selected after a several month long process of
reviewing curriculum vitae and choosing the appropriate people. Over 90 candidates
were considered. The selection process received the support of the Regional Directors of
Primary Education, who in effect seconded their personnel to become trainers. The
Directors of Human Resources and of the Curriculum Development unit also participated
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in this process. PLANALIBRE and UNM provided technical assistance. The component
has been careful to cultivate and involve the regional and sub-regional authorities of
Primarv Education during the entire process of planning, selection and training. In this
manner, the component has aligned itself with the decentralization policy of the MOE.

There are presently 42 teacher trainers who live and carry out their activities at
the sub-regional level. In each sub-region the componen: has received the support of the
Primary Education Sub-directorate in the form of physical space, utilities, secretarial
and cleaning services, as well as the teacher trainers. The trainers are distributed among
the sub-regions as follows:

Sub-region No. Teacher Trainers

—
o

San Salvador
San Vicente
Chalatenango
Santa Ana
Sonsonate
San Miguel

o\ £ O \n

—
—

Methodologically, the training is carried out at sites central to a group of Nucleos,
that is to say, the trainers go to the teachers to be trained. As of February 9, 1987,
through April 10, 1987, 4,363 teachers in the first and second grades were trained by the
teachers successfully completing Phase I.

C. Operational Concerns

, Component 5 is the key element for the implementation of this project. I[ts
efficiency and effectiveness are indispensable if the technical components are 1o achieve
their objectives. As was indicated above in Chapter VI, the original conceptualization of
APRE was that of a management unit that would deal with those procedural and
compliance oversight requirements necessary to carry out technical activities. As is
often the case, however, once a project initiates its activities, the emphasis changes
from how they will proceed, to what is to be accomplished. The project focus narrows to
view only the outputs as pressures mount to disburse funds locked into a tight time
frame. From the original conception of a management unit with access to specific
technical support, APRE became transformed into a technically oriented unit, and
Component 5 was relegated to a traditional internal administrative support role. The
role of a specialized procedural unit for project implementation was downplaved, as
indicated by staffing levels, but the real need for a strong capacity in these matters has
not been lessened.

In the view of the evaluation team, Component 5 is the real APRE. On PACD, the
technical components should disappear -within the MOE there exist entities with
analogous functions. Component 5, on the other hand, may continue 10 exist as the
facilitator/manager of new activities in the MOE that are financed externally from
whatever source. New components would be created temporarily to carry out the
activities of new projects, but the administrative and management capability should
remain intact. The principal elements of Component 5: Procurement, Finances,
Personnel, Legal, Executive Management, and inter-GOES communications facilitation
are omnibus functicns that would be required by any project.
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Specifically, in this project, the four technical components must functionally
integrate and interact with Component 5. The requirements to build a school are less
"bricks and mortar” than they are contracting, procurement, financing and the resolution
of legal problems. These activities must be correctly carried cut to meet the
requirements of the three overseers of APRE: USAID/ES, SETEFE, and the Corte de
Cuentas. The problems and delays experienced during the past two years can almost
invariably be traced to either improper execution by Component 5 of a particular
activity, or to a failure to assure adequate interaction of the technical components with
Component 5 at the appropriate times. For example, Component 5 is responsible for the
premature Component | [FB in September of 1985, whether they actually approved
publication or the Component chief did not process the IFB through them. Component 3's
failure to use the funds for school supplies can also be ascribed to Component 5, given
that they were understaffed. Component 2's Action Plan required four revisions prior to
approval because of the inclusion of 214 new employees to be paid with PL480
counterpart funds. Component 5 should have been aware of constraints such as Decree
11 and GOES policy with respect to PL480 funds. The weakness of Component 5 raises
the question as to how the problem areas identified in this evaluation with respect to
APRE can be resolved.

As alluded to earlier, the concentrated attention given to the technical side of
APRE, reinforced by the concentration of UNM technical assistance in this area, has
paradoxically frustrated project implementation. The Action Plan process itself has had
a fragmenting effect on the project administration. A shift of some emphasis to the
administrative side of the unit will provide a good measure of assurance that the
approval process and subsequent implementation procedures will proceed in a more
expeditious manner than to date.

We have seen how APRE, as it evolved, attempted to portray itself in terms of its
internal organizational form. Unfortunately, the traditional charts that are normally used
to depict an organization tend to not go much beyond hierarchical relationships. One is
left to infer how things work by deducing activities from titles. Confusion also is
engendered when outputs are the organizational basis for some units, while functions are
used for others. When both are placed in parallel, no clue is given as to their interaction.

Figure 10 was developed to present an operational view of APRE. The placement
of the technical components in the lower left column is not intended to indicate
subordinate status to those administrative components that appear "higher™ on the
figure. In effect, the executive and administrative units are Component 5. The
depiction of APRE in this manner permits, by extension, the development of interactive
matrices for clarifying the specific activities which must be carried out jointly by any
given technical component and the units of Component 5.

Figure 11 presents in a generic and illustrative manner that such interactions are
essential for project implementation. Every intersection, as represented by a small
circle, indicates that a joint activity must take place. Note that these interactions are
not necessarily placed in sequential order. As an example, before Component No. 3 could
make a purchase, it would first have to ascertain the availability of funds with Finance-
Budget, then it would coordinate with Procurement-Purchases, and then again with
Finance-Cashier. The sequencing of these activities would be a separate step once the
interactions are identified.
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Figure 12 presents an example for Component | as to how these interactions can
be expanded to include specific activities, the number and identifications of all
participants. The specific identification of the all participants in a given activity is of
extreme importance because it highlights the need for coordination, something normally
not shown on a PERT chart which sequentially phases activities without communicating
the coordination complexities. This identification is also important because it implies
the need to know and understand what the requirements of the different participants are
in bringing to conclusion an activity.

The responsibility to ensure that APRE f{ulfills the participants' requirements, and
that necessary coordination takes place, is basically that of Component 5, which should
oversee the activities of the components with regards to procedures and requirements.
At present, Component 5 is not staffed to manage this complex activity. The demands of
internal administration (payroll, per diem, accounting) take up a large portion of
Component 5 staff. For the Component to assume a more effective role in moving the
project forward, and to assume new duties, especially in procurement, will require the
provision of more staff.

APRE is still in transition, but there are signs that success is now a greater
possibility than before. The Director is sensitive to the importance of external relations
- at the Directorate level within the MOE, and at the regional and sub-regional levels
where much of the success of this project will depend, as well as with a variety of GOES
and non-GOES entities. More importantly, perhaps, the APRE internal communication
and coordination environment has markedly improved in recent months. The Deputy
Director, in particular, is well aware of the need to enhance the administration's support
of the technical components, and has begun a serious and substantial revision of the
administrative role within APRE. '

Upgrading APRE's administrative and managerial capacity during this project will
have implications for the MOE and GOES in the future. As long as assistance from
foreign sources for education is forthcoming, a responsive and flexible mechanism to
plan, program, and monitor such funds will be needed. APRE should be kept in place as &
facilitator of external funding for education.
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D. Financial Considerations

l. Financial Management Process

The principal tools for top management financial review of this Project in
the USAID/ES Mission are two reports:

. Quarterly Summary Project Report by Project Element.
. Summary Pipeline Report - Active Loan/Grant Portfolio.

The Summary Project Report is reviewed by the Project Manager in OET and the
accountant in the Controller's Office assigned to the project. This review permits the
Project Manager to bring the Controller up-to-date on the real status ef funds, including
accruals which the report does not show.

The Summary Pipeline Report review is generally chaired by the Mission Director
and includes representatives of the Projects Office and the OET Project Manager. It
provides an opportunity for the Project Manager to explain the status of the project that
is partially revealed by the figures that include obligated, earmarked and committed
funds, pipeline and accrued expenditures.

Over the four year life of the project, USAID/ES and the GOES, through U.S.
dollars, local currency and GOES counterpart commitment equivalents, will provide the
following amounts (US$ millions):

Table &
Life of Project Commitments for Project Activities
By Source *
SOURCE
ITEM USAID GOES TOTAL
I Education Revitalization
Project
A. Classrooms 17.0 7.0 24,0
B. Maintenance System 2. 4.5 7.0
C. Furniture, Equipment,
Supplies, Materials 7.6 0.5 8.1
D. Textbooks 7.5 -\- 7.5
E. Admin/Mgt 3.0 1.0 4.0
SUBTOTAL 37.6 13.0 50.6
II. External School Works - 5.0%* 5.0
[l Teacher's Salaries -- 20.0%* 20.0
TOTAL 37.6 38.0 75.6

* Data provided by USAID/EI Salvador Program Office
* 4 In-kind contributions
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Most dollars under the project are converted into local currency (colones), except
for paying for U.S. technicians or procurement directly from the U.S., e.g., vehicles. The
process for drawing down on these funds except for in-kind contributions is as follows:

. The Action Plan for one year is prepared by APRE for each
component.

. A copy is sent to USAID/OET and SETEFE simultaneously for review.

. OET does the staff work needed for concurrence with the Projects
Office, APRE, SETEFE and Corte de Cuentas.

. OET drafts a PIL to implement the Action Plan which is finalized by
the Projects Office.

. The PIL's which authorize funding resources are then cleared by OET,
the Projects Office, the Contract Officer (if needed for direct A.l.D.
procurenient), the Controller and then signed at the executive level
by either the Associate Director, the Deputy Director or the
Director, depending on the issues presented.

. Upon approval of a request for funds by SETEFE and the Corte de
Cuentas, APRE is notified by SETEFE and vouchers are submitted by
APRE for the reimbursement of expenditures authorized in the Action
Plan. The reimbursement restores the 90-day funding availability.
The vouchers should be submitted at least once a month in order to
assure that payment obligations can be met.

. SETEFE does not begin the GOES fund approval process until a check
is received from USAID.

It should be noted that the Action Plans must reflect the budgets set forth
in the Grant Agreement (April 18, 1985) or its two amendments (December
16, 1985 and April 4, 1986, respectively).

Counterpart funds (other than in-kind) are generated from two sources: PL480
and ESF. For this project, only PL480 funds are used. The amount of funds for this
project as well as the others in the Mission portfolio are determined by negotiations
between the USAID/ES and MIPLAN through SETEFE.

The level of funds requested are initially set by a request from the Program
Office to OET which provides an estimate of its needs for the project. The total
availability is broken down by component and its use is set forth in the Grant Agreement,
as amended.

The experience in the use of counterpart funds under the project has not been
good, as reflected in Table 5.
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Table 5

PL480 Counterpart Disbursements

By Year
Year Authorized Used
1985 ¢1,000,000 ¢670,000
1986 ¢6,000,000 ¢1,771,000
1987 ¢9,000,000 ——--

Once an agreement is reached through a Memorandum of Understanding (MOU),
APRE sends the Action Plan which incorporates the use of the counterpart funds to
SETEFE for approval.

Counterpart funds represented by in-kind contributions are equated to the value of
the goods and services that the GOES contributes to the project. For the LOP, the GOES
has pledged a total of US $25,000,000.00 - US $5,000,000.00 for External School Works,
i.e. exterior outfitting and the remainder for teacher's salaries.

2. Financial Issues

Action Plans

The Action Plan is both a program and budgeting document and, when
approved, generates the financial resources necessary to implement the program
described. Under the present system thev are prepared sequentially. The present group
of Action Plans terminated in March, 1987 and the new plans have not yet been presented
by APRE and approved. In the meantime, funding for the immediate program year is not
available, and as a result the 90 day advances provided under the system could
theoretically run out. This potentially could result in a slow down of the operation.
Action Plans for future periods should be planned and approved before the end of the
current programming year.

USAID/ES Controller

Certain aspects of the Controller operation could be modified to
improve financial management. One step in that direction was taken in February, 1987,
when the thirty budget line items were consolidated into seven at the express request of
OET. This obviously was a step in the right direction, providing an improved financial
management tool for the OET Project Manager. [t could be made even more useful by
reconciling the budget line items more closely to the five components of the project.
For example, Component 2, School Maintenance, is not identified as a line item
reported. It is too important for project management not to have such a significant
component listed.

The Controller agreed that there is a need to work more closely with the OET
Technical Officer to make financial reporting more relevant.
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PL480 Counterpart Funds

As indicated earlier in this section, the Ministry of Education's use of
PL480 counterpart funds to support this project has not been particularly good to date.
PL480 funds are designated for use in support of salaries and operating expenses in the
maintenance component and the classroom construction/reconstruction component. The
latter plans the use of these funds, as well, for providing exterior outfittings for newly
constructed schools. Some classroom equipment and materials are also to be provided for
Component 3, and Component 5 support staff salaries in APRE are included as well.

A potential problem could arise if the PL480 funds for exterior outfittings were
delayed: because the completion of a classroom is dependent upon these outfitting's
being finished, APRE could find its rotating fund progressively depleted because it would
not be replenished until completion had occurred. This situation has not happened thus
far, but it would be wise to anticipate its probability.

The difficulty of using the PL480 counterpart funds for salaries is understandable
because of the hiring freeze on personnel dictated by Decree I1. The impact on certain
components (e.g., maintenance and construction/reconstruction) has been significant,
however. It would seem wise to explore the possibility of non-personal services contracts
(NPSC) to help resolve the substantial needs of these components.

USAID/ES - Mexico City Controller Connection

Under the processes already described above, a PIL prepared by OET,
and cleared by USAID/ES Mission offices, along with SETEFE and Corte de Cuentas,
authorizes the expenditure of funds for the purpose approved. The USAID/ES Controller,
under the authority of the approved PIL, requests the Regional Controller in Mexico City
1o issue a check to SETEFE for the designated amount. SETEFE generally receives the
check in about 30 days, but may not immediately notify APRE of the availability of
funds. In the meantime, APRE cannot commit itself to a contract, and indeed, SETEFE
will not process or forward to the Corte de Cuentas any documents dependent upon the
funds in question. The 30 day (or more) delay in program implementation due to the
check issuance process is faulty and should be remedied. Similarly, USAID/ES should
notify APRE when funds are provided to SETEFE.

VIIL. CONCLUSIONS

The Scope of Work (see Chapter [V) included a detailed list of Mission concerns
regarding project implementation. We have therefore organized our conclusions into a
format which approximates the order of those concerns. The evaluation findings
necessarily revealed a number of additional issues of importance for project
implementation. We have included the corresponding conclusions at the end of this
section.

I. The MOE's organizational processes are conditioned by its
decentralized structure.  Our findings indicate that the MOE
decentralization effort has permitted access, via the regional =nd
sub-regional office system, to resources essential to project
implementation. This is because, in general, the project goals are
achieved at organizational levels outside of the central offices of the
MOE.
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On the other hand, APRE's administrative support of the technical
components has been weak because the administration has not been
effectively integrated in the planning stages, even though the
technical component implementation directly relies upon
administrative processes.

In a project in which so much of implementation is achieved through
administrative process, this situation leads to considerable
improvisation during execution. Actions Plans are often unrealistic,
the demands on administrative support are disorganized, and the
limited administrative resources are inefficiently utilized.

The failure to clearly understand the dual function of the
administrative unit in both internal operation and technical
component implementation resulted in severe understaffing in
specific areas fundamental for project success, such as procurement.
This is reflected in the inability to handle local procurement for
Component 3, and in procedural errors during contracting in
Component |.

Administratively, APRE is linked directly to the office of the Vice-
Minister, which places it at the same level as a General Directorate
within the MOE structure. The Vice-Minister has delegated necessary
authority to the Director of APRE for its internal management. His
autHority, of course, does not extend to other MOE units, and thus
required coordination with these units occurs through the intervention
of the Vice-Minister. Because the regional offices are also linked
directly to the Vice-Minister, rather than through the General
Directorates, APRE's work at these levels is facilitated. )

The administrative units of MOE fall under the cognizance of the
Director General of Administration. The three directorates that
report to him (Finance, Information and Data Processing, and
Construction and Maintenance) are aware of the essentials of the
project, but the degree to which they are involved varies.

Because APRE is itself an administrative unit, the Finance
Department under the Director General of Administration plays no
role in project implementation. The DIIE unit, under the Director
General of Administration, on the other hand, has linkages with all
four technica! components. Within the limitations of DIIE's
information base, support has been provided for both the planning and
implementing of project activities. DIIE's participation became
critical when the CCA contract was terminated and no replacement
was provided.

Also due to the CCA termination, DCM's support of this project has
been extensive. Their ability to continue providing assistance has
been constrained by the failure to include them in planning activities
which involve them. Indicative of this problem, and a first step
towards its solution, is the recently drafted agreement which
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specifies the roles and responsibilities of APRE and DCM for this
project. The collaboration of DCM or another contracted entity is
essential to successful completion of project activities in Components
l, 2, and, to a lesser degree, Component 3.

The normal GOES process for the approval of internal budgets is
cumbersome, but the procedures have been simplified because this
Project is externally financed. This limits the review and approval
process to SETEFE and the Corte de Cuentas. Most delays
experienced to date involving these entities have been caused by
deficiencies in the documents under review (Action Plans, contracts,
requests for funds).

The administrative structure of APRE has not assumed its appropriate
role in the plann:ng and implementation of this Project. The staff
possess the basic skills necessary to perform these activities, although
their reduced number Ilimits their ability to assume ali the
responsibilities needed to support the technical components.

In the past, appropriate PIL's and Handbook 1| were not shared among
key staff. This created difficulties in the preparation and timely
approval of Action Plans, contracts and disbursement requests. This
situation has now been remedied through the routine circulation of
relevant project documents to both technical and administrative
personnel. Some administrative staff possess extensive knowledge of
the contents of official project documentation and the procedures
detailed therein.

The human resources currently available to this Project within the
MOE are not sufficient for opportune implementation. Although
adequate funds are budgeted for this purpose, Presidential Decree |1
prohibits direct hiring of new personnel and freezes vacant positions
within the GOES. As a resuit, Project implementation has been
hampered in the following areas: the regionally based, nationwide
school maintenance activity contemplated by Component 2 has but 7
of the 214 field staff originally considered necessary by the Action
Plan; the DCM has been unable to acquire sufficient additional human
resources to assist in the field topographical surveys and other
activities required by APRE prior to the construction/reconstruction
bidding process; and APRE itself needs reinforcement in the Finance
and Procurement Departments.

Those project activities funded through the Extraordinary Budgert,
administered by SETEFE, generally enjoy freedom from excessive
bureaucratic delay in access to necessary funds. However, the source
of funds often determines the ease and conditions under which they
are disbursed. Specifically, PL480 counterpart funds are subject to
the aforementioned hiring freeze. On the other hand, donated funds
are not subject to the restraints imposed by the decree. The PL480
funds, nonetheless, can be used for the procurement of non-personal
services, equipment, materials and supplies if so budgeted and
included in an approved Action Plan.
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1.

12.

For FY 1987, ¢9,000,000 are budgeted for PL480 counterpart funds.
Past experience in the use of counterpart funds has not been good.
This situation is exacerbated by the hiring freeze, and thus other uses
for these funds must be devised. Components 2, 3, and 4 appear to be
good candidates for use of these funds. Action Plans for these
components could include specific non-salary activities to be funded
from this source. This approach would have to be accompanied by an
amendment to the Grant Agreement providing the legal basis for
these Action Plans to be approved. The documentation by APRE of
in-kind contributions by the GOES (salaries, operating expenses) would
also demonstrate increased counterpart commitment to the Project.

APRE technicians appear to be competent in the use of planning
techniques, but do not currently employ these methods. during the
implementation process itself. Updating of component plans and
tracking of progress towards the Project goals is not presently
performed, resulting in an inability to adapt the plans to new
circumstances and evaluate accomplishments. Moreover, the Action
Plan exercise has not included the appropriate involvement of
administrative personnel whose role in implementation is
indispensable.

In some cases, APRE's field outreach has not been sufficient to fulfill
planning, coordination and supervision needs. This has been a result of
changes in planned tasks and the availability of human resources.
Attempts to deal with the problems posed by these changes have
mainly concentrated on adapting component methcdology. In the case
of Component |, a series of field tasks (site visits, surveys,
topographical studies and supervision) were to have been provided by
an outside contractor. When Component | became responsible for
these field activities, the human resources available proved
insufficient. The maintenance component, on the other hand, was
originally based upon a large in-house maintenance support staff, and
thus, with Decree 11, their Action Plan was unacceptable. The
implementation methodology was then redesigned to utilize existing
human resources at the regional and sub-regional level. Minimal
field work was required by Component 3 because existing data, made
available by DIIE, were sufficient to determine classroom furniture,
equipment and supply needs for delivery purposes. Component 4 has
established the most effective presence in the field through its direct
involvement with regional, sub-regional and Nucleo management
personnel.

Effective involvement of MOE and GOES personne! in the planning of
component activities has generally been limited, as was indicated
with regard to MOE administrative support of this Project. There are
some examples, however, where involvement has occurred.
Component 4 has consistently incorporated elements of the Regional
and Sub-regional Directorates for Primary Education throughout the
planning process. Likewise, the new methodological orientation of
the maintenance component is increasing the involvement of Regional
Managers in the planning and coordination of maintenance activities
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to be carried out in their jurisdictional ar=as. In Component 3, the
use of the APRE vehicles for delivery « .urniture, equipment and
supplies to designated schools is planned in coordination with the
regional DCM offices. Significantly, Component | does not involve
regional or sub-regional level offices in their planning exercise.

Other GOES offices, such as SETEFE and Corte de Cuentas, are not
involved in planning, but only conduct reviews of Action Plans.

Currently, APRE is authorized to procure goods and services on the
open market in an amount up to ¢25,000.00 per month. The poor
experience with the procurement of school supplies by APRE would
indicate that upgrading of this capacity is needed if APRE is to
assume a procurement role for this Project. One major constraint
continues to be the under-staffing of the Finance and Procurement
Departments, which necessarily have to manage the day-to-day
administrative workload of APRE. Specialized additional staff is
required for APRE to effectively expand their procurement
capability. If this issue is attended to, APRE could manage local
procurement of supplies required by the Project.

The entities outside of the MOE act only in an approval capacity of
the formal plans and requests for resources presented by Project
managers. At the executive level, communications are customarily of
a formal, transmittal nature. Normally, coordination or negotiation is
not conducted at this level. When this does occur, USAID/ES often
operates as the catalyst.

Mid-level personnel as distinguished from executive parsonnel at
outside agencies that involve APRE normally deal with the
substantive issues involved in specific transactions concerning
APRE. This is done through a process of receipt, review, and
judgement of the form and content of pertinent documents. At this
level, communication is basically one-way, in that a decision is issued
by the reviewing party and must be responded to by APRE in
compliance with the observations provided. Generally, the
observations are not directly negotiable at this level. Exceptions have
occurred when it is understood that the remaining requirements will
be fulfilled. An example is the accominodation made by SETEFE
through the provision to APRE of the 20% advance for construction of
classrooms from its pool of PL480 funds, even though the contracts
for that construction had not yet been formalized by the GOES nor
had funds been received from USAID/ES.

At the technical level, APRE's component heads communicate and
coordinate directly with their counterparts in other GOES agencies.
This is wusually initiated by APRE as follow-up to an earlier
transmittal. At this level, there is two-way communication, as well
as the possibility of resolving specific problems that have arisen as a
result of the review process. APRE technicians, it appears, also have
recourse to the approval agencies' mid-level management personnel
when their technical counterparts at that agency cannot resolve a
specific concern. This flexibility is advantageous to the Project.
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There are a number of constraints to project implementation which
are presented by the GOES legal and procedural system, some of
which have been discussed above. Decree 1l can only be
circumvented through 2 change in funding source, e.g., use of U.S.
project funds not PL480 counterpart, or the granting of special relief
from its restrictions. The current Grant Agreement does not include
specific allocations of PL480 funds which are permissible under
prevailing GOES policy. Action Plans cannot presently be amended,
and thus permit flexibility in response 1o changing conditions.
Another constraint is the sequential, rather than parallel, processing
of funds requests and contracts. SETEFE's practice of not initiating
its approval process until USAID funds are received creates delays
commensurate with those inherent in USAID's disbursement
mechanism. Other problems of a less significant nature have included
ceilings on rents which may be paid by APRE, and the processing of
per diem for project personnel, which are subject to GOES procedures
and limitations.

Additional Conclusions

The Reconstruction Activity of Component | will not meet its
objective of 2,400 reconstructed classrooms by PACD. To do so
would imply a reconstruction rate of approximately four classrooms
per day. At present, contracts have been awarded for the
reconstruction of only 105 classrooms. It is apparent that some
reprogramming of funds should be forthcoming in order to strengthen
or enhance other components, e.g., the construction of new schools.

A major cause of the delays experienced in Component | was the .
failure to make immediate provision for the continuance of the field
services originally the responsibility of CCA, as soon as it became
apparent that they would not fulfill their obligations. Since the
decision had been made to contract private firms for construction and
reconstruction activities, the topographical and site survey
specifications and other pre-bidding services were prerequisite and
crucial to the contracting process. The assumption of these activities
by the MOE through its understaffed DCM unit was not an appropriate
solution.

The evaluation team was unable to determine with certainty the
origin of the decision to assign these activities to the DCM. On the
one hand, the team was informed that the MOE voluntarily offered to
undertake thase activities. On the other hand, written documents of
that period (February, 1986) indicate that APRE was informed that a
new A&E contract 1o be awarded by USAID/ES would not include pre-
bidding services and that APRE, through Component | and with the
support of the MOE, would be responsible for these tasks. It appears
that the crucial nature of the pre-bid services, and the impact their
absence would have upon the progress of the component, was
overlooked by the decision-makers involved.

At the time of the evaluation, this situation has still not been

satisfactorily resolved. Even in the amendments to the UNM
contracts, dated February and March, 1987, the A&E activities listed
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in the scopes of work fall far short of those required by the Project
and originally expected of CCA.

3. Knowledge of ali the complexities of the GOES and USAID/ES
procedural systems is imperfect and dispersed among the APRE
staff. Presently, no single office or individual has complete
cognizance of all relevant procedural matters, nor is up-to-date
information maintained on modifications to the legal and procedural
requirements. Given the importance of these processes for Project
implementation, this situation represents a major impediment for
Component J.

4, The information requirements for such project activities as site
selection, bidding specifications, maintenance requirements, and
needs and status of school supplies, have not been adequately fulfilled
by the Baseline Data Survey, nor have appropriate steps yet been
taken to provide a current and useful information base for the
future. The technical components have had to draw upon a variety of
data sources, some current and reliable and others not, in order to
plan or conduct implementation. These data have not been integrated
into a coherent and permanent information resource system, or MIS.
Even now, project activities are generating changes in the school
inventory, and obtaining detailed information through site visits and
surveys. The data produced are not yet being incorporated into the
data base, and thus an opportunity to improve the detail and quality
of the information base is being lost.

UNM has noted that much progress is presently being made, and its
future plans specifically include updating of baseline survey
information. USAID/ES indicated that the evaluation has exaggerated
and misconceived the nature of the data base issue. The Director of
OET fully supports UNM's efforts to improve upon the present system.

Although information which modifies the existing data base is
generated at the regional and sub-regional levels of the MOE, the
present system does not capture necessary elements of this
information flow, such as maintenance activities, new school
construction, reconstruction and school supplies. This means that
although changes have occurred in the school infrastructure, the
changes have not been included in the information base. These data
could be obtained from routine paper reports. Furthermore, the DIIE,
MOE's information center, is not linked to APRE's data gathering
procedures. This fragmented approach to the Project's information
management provides a poor Dbase to support construction,
maintenance, equipment and supply of schools by the MOE. UNM is
presently taking steps to resolve these areas of concern with the full
support of the Director of OET.

IX. RECOMMENDATIONS
These recommendations are grouped into two basic target areas: A)
Implementation Areas, for immediate action in order to speed implementation, and B)

Reinforcement Areas, which contain suggestions to improve the quality of the
implementation process through enhancement of the skilis of APRE staff.
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Implementation Areas

As a key component of the project which has maximum immediate
impact, the delivery of school furniture, equipment and supplies
should not be dependent upon completion of project-constructed or
reconstructed schools. Available stock should be placed as soon as
logistically feasible in existing schools whether or not presently slated
for project activities. A new school qualification and priority listing
for this purpose should be developed. [t should include CONARA/UPR
schools, DCM post-earthquake rehabilitated schools, as well as
schools which did not qualify for reconstruction activities because
they were insufficiently deteriorated. It should also be considered
that student and teacher desks, chairs and supplies in even a dirt floor
school have an impact on the learning environment, which on balance
is probably more important than some potential physical deterioration
of the equipment. If an Amendment to the Grant Agreement is
required in order to permit these changes to the distribution plan,
then that Amendment should be simultaneously formalized.

The evaluation team recognizes that some of these recommended
activities are already happening. For example, CONARA/UPR
schools are included in the program and USAID/ES has committed
itself to furnish earthquake-damaged schools if the IBRD agrees to
provide funds for permanent schools.

Based on the experience: to be gained from the initial 105 classrooin
reconstruction packages recently awarded, a reduced and more
realis’.c figure for the number of classrooms to be reconstructed
should be determined. Depending on how well the construction of new
classrooms proceeds, now that technical assistance and superv.sion
from UNM is in place, the number of new classrooms to be built could
also be increased in proportion to the projected funds not to be spent
in reconstruction. Legal constraints restricting construction to sites
where the MOE holds valid title, the physical adequacy of those sites
for construction, and GOES budget limitations on the purchase of new
land, all create difficulties for the Construction component. Existing
schools on MOE land with classrooms that are so dilapidated to not
qualify for reconstruction could be considered for demolition or
expansion in order that new classrooms can be built. Demolition
should be a 100% GOES or local community activity.

A more realistic approach should also be devised for the maintenance
component. This requires, more than anything, an examination as to
whether the impact of the component will primarily reside in the
distribution of tool kits and manuals to schools for preventatuve
maintenance purposes, or in the distribution of equipment to MOE
Regional DCM offices to support corrective maintenance. In the
former case, the pilot self-help program is working. As many as 1,000
parents and students have participated in training sessions for the
utilization of school training kits. Parents are learning how to raise
and invest funds for school conservation. If corrective maintenance is
the priority, then it must be determined what additional support,
other than the regional maintenance equipment, is required by the
Regional DCM Offices. Examples would be fuel, per diem, materials,
etc.
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Component 5, the administrative and management core of APRE,
must receive additional staff in order to respond in a timely manner
to the demands that are placed upon it by the technical components,
both for internal and external matters. A management plan must be
developed which takes into account the requirements of the technical
Components. Appropriate staff levels and skills should be identified
as a result of this exercise. Special attention should be placed on the
creation of an expediter position, to be staffed by an individual
capable of organizing the requirements of the various Project
oversight agencies in order to assure that the procedures and
regulations of those agencies are adhered to before documentation is
forwarded for approval.

In order to increase use of PL480 counterpart contributions, an
amendment to the Grant Agreement should be negotiated which will
allocate PL480 counterpart availabilities to specific project
activities, At the same time, grant funds should be reallocated to
cover those line items of the budget that presently suffer from GOES
restrictions. Care should be taken that Grant Funds are not
extensively used in areas that may create excessive recurrent costs to
the GOES. The amendment should also establish the use of PL480
funds for non-Personal Services Contract-type contracts for specific
activities to avoid delays in SETEFE and Corte de Cuentas approval.
An amendment which clearly states the object of PL480 funds use,
and the mechanisms to be employed for that use should be explicitly
stated. It would limit the interpretative flexibility by GOES entities
which result in processing delays because of uncertainty with respect
to activities that bring new elements into consideration. If such an
amendment cannot be achieved, as a last resort USAID/ES, the MOE
and APRE might petition the Office of the President for relief from
Decree 11 for the purposes of this project. .

In the area of funds disbursement, mechanisms should be examined
which wouid reduce such delays as are inherent in the disbursement
from the Reyions. Finance Center in Mexico City. SETEFE does not
initiate its funds approval process until funds are actually in hand.
The Corte de Cuentas cannot approve any transaction until funds are
actually deposited in SETEFE's account. USAID/ES should also
directly inform APRE when funds for its activities are deposited with
SETEFE, in order to ensure their prompt utilization. (The evaluation
team has recently been informed that the USAID/ES Controller has
started to do this).

The Action Plan format should be revised to permit it to be used as a
realistic guide to implementation. This should be carried out jointly
by APRE, SETEFE, and USAID/ES in order to achieve the following
objectives:

. Permit a general Action Plan for the four technical
components and a specific management plan for the fifth
component, in one document, which would indicate how
component activities would be integrated. The four
technical components would lay out, in the general
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Action Plan, the principal activities to be undertaken and
include year-end goals and budget benchmarks.

. With a request for funds, the technical components would
present detailed Action Plans which would be specific
with respect to the use of those funds.

. Prepare and solicit approval of the general Action Plan at
least two months prior to the end of the current year.

. Establish an amendment process to accommodate
modifications that occur during the implementation
process as requirements change during the current year.

The modification to the Action Plan process suggested above can be
accomplished with the development of special procedures for APRE
as permitted by the GOES General Budget Regulations, in Chapter |,
Article 8. Also, its essential points should be included in the
amendment to the Grant Agreement suggested above. The evaluation
team recognized that a special study will be needed to do the staff
work required. USAID/ES should organize such an initiative under
APRE auspices.

Reinforcement Areas

Besides the specific changes suggested above 1o speed
implementation, it is recommended that a number of activities be
undertaken to provide depth to the Project and increase implementing
collaboration among the participants. For example, in-service and/or
evening courses should be devised for APRE, MOE, and SETEFE in
areas relevant to project management and implementation . in
general. Content should include the essentials of construction
contracting, procurement techniques, integrated budget-program
planning, report and document formatting, essentials of bid analysis,
basics of evaluation, procedures to make modifications in planned
activities, etc.

Another element to expedite implementation would be to have the
Corte de Cuentas assign a delegate directly to APRE to review all
documentation from APRE prior to its being forwarded to the Central
Office of the Corte de Cuentas in order to detect errors and/or
omissions.

[n order to establish a feeling of commitment to the project, it is
recommended that twice a year USAID/ES finance a one or two day
workshop, held under the auspices of APRE, for participating
agencies. This would include GOES agencies, MOE entities, USAID
contractors (UNM, RONCO) and USAID/ES personnel involved in the
project. The purpose would be to jointly develop solutions to project
implementation problems.

It is also strongly recommended that any USAID/ES contractor that

participates in the project be required to provide technical assistance
and in-service training in their area of expertise to appropriate
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personnel. For example, RONCO Consulting Corporation has
demonstrated ability in the procurament field, and APRE a
demonstrated weakness in this particular area. In view of overall
USAID/ES development objectives for increasing GOES efficiency, it
would appear rational that companies like RONCO be required to
increase local capabilities in a given field. This would impact on
future projects as well.

The MIS effort associated with this Project and now being planned by
UNM should be integrated with the existing information base of the
MOE. This approach is needed to enhance the probability of the MIS
surviving after the project, and should also promote the use of
existing data within the MOE for a variety of project and MOE
purposes. The DIIE is the necessary linkage to assure long term
viability of the MIS.

The MIS advisor should include in his design wie support of data
capture and preliminary processing of information at the regional and
sub-regional levels, in order to avoid an over-centralized data
collection effort, which is a burden at these levels. This strategy
should first be implemented as a pilot project at one of the Regional
Offices. The system designed should deal with data useful at the
regional/sub-regional offices in their internal planning, decision-
making and management activities; otherwise, this important link in
the data flow system will suffer from misuse and/or neglect. It will
be recessary to develop and implement applications in order to update
the central and remote information databases if they are to remain

. useful. Data sharing between APRE, DIIE and UNM must also be

provided for.

At the time of the present evaluation, a project activity progress
tracking system was un-er development. Proper provision must be
made for continuous updating of this information from supervisors,
either directly or through other personnel who would process site
reports. These data must also update the school inventory database.
Feedback to the supervisors, as well as the need for data
summarization, extraction, transfer and integration should also
receive careful attention in the design and implementation phase of
this application.
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ANNEX |
List of Persens Interviewed

USAID/W

Marcia Bernbaum, LAC/DR/EST
Lars Klassen, LAC/DR/CA

USAID/ES

Robin Gomez, Director

Bastiaan Schouten, Deputy Director

Rose Veith, Director, Program Office

Priscilla del Bosque, Deputy Director, PRJ]
Leopoldo Garza, Director, OET

John Davison, Controller

Cecily Mango, Evaluation Officer, Program Office
Maria Theresa Vaquerano, Office of Controller
Leo Ruelas, Special Assistant tc Mission Director

APRE

Lorenzo Lopez Duke, Director

Oscar Sandoval, Sub-director

Leonidas Delgado, Chief, Classroom Construction and Reconstruction

Guillermo Castro Neira, Asst. Chief for Classroom Reconstruction

Roberto Avelar, Chief, School Maintenance

Jorge Avelar, Chief, Procurement (School Furniture, Equipment, Teaching Materials and,
Supplies)

Jos del Carmen Parada, Chief, Teacher Training

Mario Aquino, Chief, Business Management Divisio

UNM

Demetrio Martinez, Chief of Party

Abel McBride, Education Administration Specialist

Betty Facey, Chief Engineer

Jos Magana, Field Supervisory Engineer

Alex Sanchez, School Maintenance Specialist

Loretta Jacome, Teacher Training Specialist

Mario Alzate, Management Information System Specialist

MOE

Rosirmina Molina de Tochez, Vice-Minister of Education

Luis | lernan Conde, Director General of Primary Education

Ernesto Israel Giron, Technical Director of Education

Norma Jovel, Director of Construction and Maintenance

Rolando Mendoza, Director of Infrastructure and Educational Information
Magda Delgado, Director PLANALIBRE

Manuel de Jesus Escalante, Chief, Legal Division, External Affairs



Other GOES

Berta de Castillo, Chief of Operations, SETEFE
Martha Alicia Chavez Carreno, Contracts Section, Delegacion de la Corte de Cuentas en

SETEFE
Dinorah Arias, Vice Minister, Ministry of Culture and Communications

Others

Gilberto Aguilar Avils, Former Vice-Minister of Education
Alice Mahone, Director, El Salvador Office, RONCO Consulting Corporation



ANNEX II
Documents Reviewed

APRE Documents

Plan de Accion, Proyecto Revitalizacion del Sistema Educativo AID No. 0519-0295.
APRE, junio, 1985,

Plan de Accion, Componente [II; Mobiliarion, Equipo y Articulos Escolares, Periodo de
abril/86 a marzo/87. APRE, abril, 1986.

Plan de Accion, Componente I: Construccion de 160 Aulas Escolares de abril/86 a
mayo/87. APRE, julio, 1986.

Plan General de Capacitacion y Asistencia Tecnica. APRE, agosto, 1986.

Informe y Evaluacion, Plan Piloto de Mantenimiento, Componente Sistema de
Mantenimiento Escolar. Rafael Campos, consultor, agosto, 1986.

Reporte "APRE" Casa Presidencial: Componente I: Construccion y Reconstruccion.
APRE, diciembre, 1986.

Informe de Actividades, Periodo 12 de julio a 31 de diciembre, 1986: Componente [:
Construccion-Reconstruccion. APRE, febrero, 1987.

Manual Provisional de Mantenimiento Escolar. APRE, n.d.

Plan General de Capacitacion y Asistencia Tecnica, Periodo marzo, 1986-.marzo, 1987.
APRE, n.d.

Manual de Capacitacion de Maestros. APRE, 'n.d.

UNM Documents

Education System Revitalization Project, Activity Report, April 1-October 31, 1985.
UNM, November, 1985.

Education System Revitalization Project, Activity Report, November-December, 1985~
January, 1986. UNM, n.d.

Education System Revitalization Project, Activity Report, November-December, 1985 &
January-March, 1986. UNM, n.d.

Education System Revitalization Project, Activity Report, April, May and June, 1986.
UNM, July, 1986.

Education System Revitalization Project, Activity Report, July, August and September,
1986. UNM, October, 1986.

Education System Revitalization Project, Activity Report, October, November and
December, 1986. UNM, January, 1987,



Descripcion de Sistema de Sorteos, Proyecto AID No. 519-0295. UNM, n.d.

Manual de Conservacion y Mantenimiento. Universidad de New Mexico, Oficina de E!
Salvador, n.d.

USAID Documents

Education System Revitalization, Project Paper. AID/LAC, April, 1985.
Education System Revitalization, Grant Agreement. USAID/ES, April, 1985.

Central America Education Action Plan for El Salvador. Working Document. USAID/ES,
May, 1985.

PIO/T No. 519-0295-50100, for technical services for a Baseline Study, provide
supervisory engineering services, provide technical assistance to establish a cost-
effective Management Information System for the purpose of accelerating project
implementation, and provide technical assistance for classroom maintenance. July 25,

1985.

Contract No. 519-0295-C-00-5459-00, to Contracting Corporation of America,
implementing PIO/T No. 519-0295-50100. July 29, 1985. Informe sobre la Situacion
Actual de la Corte de Cuentas de la Republica de E! Salvador Orientada a su
Modernizacion. Price Waterhouse, mayo, 1986.

Education System Revitalization, Amendatory Agreer =t No. 1. USAID/ES, December,
1985.

Education System Revitalization, Amendatory Agreement No. 2, USAID/ES, April, 1986.

Education System Revitalization, Project Implementation Letters No. 1-29. USAID/ES,
June, 1985-February, 1987. .

Quarterly Project Review, July 1-December 31, 1986. USAID/ES, 1987.

File of Awards/Contracts, PIO/T's, memoranda, etc., related to USAID Project No. 519-
0295.

Other GOES Documents

Constitucion Politica de la Republica de El Salvador, 1983. Corte de Cuentas de la
Republica, diciembre, 1983.

Ley Org nica y Reglamento Administrativo de la Corte de Cuentas de la Republica.
Corte de Cuentas, 1985.

Instructivo No. 1,204, Instrucciones para el manejo de los fondos provenientes de
Prestamos y Donaciones que financien el Presupuesto Extraordinario para Reactivacion
Economica, a cargo de la Secretaria Tecnica del Financiamiento Externo (SETEFE).
Ministerio de Hacienda-Ministerio de Planificacion-Coordinacion del! Desarrollo
Economico y Social, septiembre, 1984, y revisiones No. 1-8, marzo, 1984-octubre, |986.



Lineamientos para la Formulacion de Proyectos y/o Planes de Accion que Respaldan
Actividades Financiadas con Recursos del Presupuesto Extraordinario para Reactivacion
Economica. Ministerio de Planificacion Economica y Coordinacion de! Desarrolio

Economico y Social, n.d.

Other Documents

Evaluation of Rural Primary School Expansion Project No. 519-0190, Final Report.
Juarez and Associates, Inc., September, 1985.

Design of a Management Information System for El Salvador's Education System
Revitalization Project. Juarez and Associates, Inc., March, 1986.

Executive Summary of the Results of the 1985 Baseline Survey of the Primary School-age
Population. DC & Associates, December, 1986.



ANNEX III
Computerized Project Management Tools

Computerized project planning and management programs have been used with
considerable success in many large and complex projects for decades. Most existing
computer programs tend to be specific in terms of the planning or management needs
they address, or are oriented towards task scheduling or resource scheduling, but not
both. An adequate tool for project management should handle needs in four general
areas: strategic planning, tactical planning, management of the project during
implementation, and evaluation.

The MIS specialist of the evaluation team was requested to investigate available
microcomputer software packages for project planning and management. The
characteristics and capabilities of four different packages were evaluated in relation to
the needs of the Education Revitalization Project. Harvard Total Project Manager,
Computer Associates' SuperProject Plus, Microsoft Project Version 2.01 and
Breakthrough Software's Time Line Version 2.0 were examined. SuperProject Plus is by
far the most capable and flexible of the packages, although this makes it in some ways
the most complex. Its basic use, however, is reasonably easy to master. But its single
most important characteristic is its ability to handle the different levels of detail
required for use by upper level management as well as by project implementation staff in
an automatic fashion. This is done through the creation of "superprojects" and
"subprojects", whereby, for example, the upper management level sees a single task as
"Determination of Specifications,"” when in reality, for the component manager, this is an
entire project in itself, and indeed may contain other "subprojects." Subprojects and
superprojects are internally linked, so that as component managers update information on
a subproject, the superproject of which it is a part reflects the new information.

Superproject Plus also integrates a wide variety of tools: project calendars, PERT
charts, task Gantt charts, resource Gantt charts, as well as reports including task
summaries, resource summaries, and resource assignment. The reports can emphasize
either scheduling or fixed and variable cost aspects. Three options are provided for
leveling resource conflicts: first by available float, then scheduled start date, and last
by assignment priority; first by assignment priority, then available float, and last by
scheduled start date; or manually, Three types of linkage can also be established
between tasks: finish-to-start, start-to-start (where the late finish of a task does not
delay the start of a dependent task if the delay arises from an increased duration rather
than a late start), and finish-to-finish (where a delay in the finish of a task results in an
equal delay in the finish of a dependent task).

SuperProject Plus (and a flowcharting/organizational charting package called
InterActive EasyFlow) was purchased and conveyed to the USAID Mission by the
evaluation team. It is recommended that key managers be identified and trained in its
use, and that a project manager be establisned within APRE for the daily maintenance of
the project information. [t must be understood that the value of this software package
lies not so much in facilitating the planning process per se, but rather in the replanning,
management, the activities once underway in the real world.






