PD-ABB-~505

Best available copy -- illegible pages in
attachment A



PO AOBR-50S
el

LATIN AMERICA AND THE CARIBBEAN

EDUCATION AND HUMAN RESOURCES
TECHNICAL SERVICES PROJECT

EVALUATION OF THE BOLIVIA
TRAINING FOR DEVELOPMENT PROJECT

A conlract between the U.S. Agency for International Development (LAC:DREHR) and the Academy for Educational Development and subcontractors
Juarez and Associates. Inc., Management Systems International, and Research Tnangle Inshitute. Contract No. LAG-0032-C-00-9036-00



EVALUATION OF THE TRAINING FOR DEVELOPMENT PROJECT

Prepared for:

USAID/Bolivia
Project # 511-0584

Prepared by:

Allan Broehl

February, 1990

This report was prepared under contract No. LAC-0032-C-00-9036-00
between USAID/Bolivia and the Academy for Educational Development
and subcontractor Juarez and Associates.



I. INTRODUCTION

The Training for Development Project was designed as part of
USAID/Bolivia's response to the return of a democratically elected
Congress and President which took place in October, 1982 after
nearly eighteen years of military rule. Given the economic crisis
of the time, it was USAID/Bolivia's immediate objective to support
the future of a democratic and constitutional government by
assisting Bolivia to resolve its economic crisis while at the same
time promoting the expansion of the private sector. The long period
of economic crisis and political turmoil prior to 1982 had caused
many of Bolivia's most talented policy planners and private sector
business and labor leaders to seek employment outside Bolivia --
especially those with U.S. training or those sympathetic to private
sector expansion. These same years were characterized by dranatic
increases in Soviet Bloc training for Bolivians as well as an
increasing leftist movement within Bolivian universities. In
response to this situation, the Training for Development Project
was created to increase the number of U.S. trained individuals to
occupy policy level and leadership positions in the private sector,
the government, the labor movement and in rural Bolivia. These
individuals were to participate in the development and
implementation of more rational economic policies and programs and
were to provide clearer orientation to the development of a
free-market economy in a western-style democracy. The Project was
also to expose the children of rural families to the operations of
the U.S. economy, labcr movement and political systems.

The Training for Development Project was a bold departure from
traditional A.I.D. training programs oriented toward development.
Earlier projects provided training where additional or improved
technical and management skills could be related to increases in
output or productivity in selected economic and service sectors.
Never had a training project been directed to promote democracy or
expand the free enterprise systen. Consequently, very 1little
previous experience was available to guide the Project's
development. It is interesting to note that subsequently, the Latin
American/Caribbean Bureau developed the Andean Peace Scholarship
Program with similar objectives.

Evaluating the Training for Development Project is a unique
challenge. There are no other A.I.D. projects to use for
comparisons. The relationship between training outputs and their
impact on influencing macro-economic policy, private sector
expansion and democratic awareness is not a short-term relationship
which can be demonstrated in a few years. Only when participants
have completed their training and have had sufficient time in their
public and private sector organizations to guide policy
determinations can the impact of their training be adequately
evaluated. Even such quantitative factors as training time and
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training costs escape easy comparison with other projects given the
Project's requirement that most participants be present or
potential decision makers and leaders. The evaluation criteria to
be used, therefore, are directed to how well Project implementation
has followed the Project Paper guidelines and how effective these
guidelines have been to the attainment of the Project purpose. The
Evaluation Plan that was used is attached as Annex A. The findings
and recommendations of the evaluation are designed to provide
guidance for the development of a Training for Development Project
amendment which is to be completed later this year.

The evaluation will focus primarily on the Long and Short-term
Training Components of the Project. The Democracy Awareness and
Seminars Components were discontinued in a Project amendment datecd
January 6, 1989. The impact of discontinuing these components on
the attainment of the Project purpose will be discussed in Section
IV of the evaluation, Training Activities.

The Training for Development Evaluation is divided into the
following sections:

A. Project's Anticipated Effectiveness in Fulfilling the

Project Purpose: Is the Project design demonstrating that training
can lead to influencing policy decisions which have an impact on
private sector expansion and strengthening democratic,
constitutional government? Does the Project purpose coantinue to be
relevant at the present time?

B. Candidate Selection: Are the candidates meeting the
selection criteria outlined in the Project Paper and do they
exhibit qualities that indicate they will contribute to meeting
the Project purpose?

C. Training Activities: Is the Project meeting the revised
quantitative targets and have Project modifications affected the
attainment of the Project purpose?

D. Training_Costs: Has the Project met the original cost
targets included in the Project Paper and the cost containment
guidance in A.I.D. Handbook 10? Could additional cost savings have
been attained without affecting the quality of training?

E. Project Management: Have USAID/Bolivia and the Project
Contractors managed the Project adequately to ensure the attainment
of the Project's purpose as well as meeting Project output targets
on a timely and efficient basis?

F. Evaluation Findings, Conclusions and Recommendations: What

problems were identified in the design and implementation of the
Training for Development Project and what are the recommendations
for overcoming these problems in an amended Project?
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There was general agreement among all persons interviewed that
th2 Project purpose - to expand the country's human resources base
by increasing the number of U.S. trained individuals who occupy
policy level and leadership positions in the private sector, the
government, the labor movement and in rural Bolivia - continues to
be as important in today's Bolivia as when the Project was
developed five years ago. In spite of continuing democracy and
improvements in the country's economy over the last five years,
the state of both in Bolivia remains fragile. The challenge of
stimulating private sector-led economic growth to nurture a still
very fragile democracy is present today and the Project continues
to be required to respond to this challenge. '

Certain modifications in the list of organizations and fields
of study specified in the Project Paper were suggested. A major
addition to the list of organizations is the Bolivian universities.
It was pointed out that the quality of instruction in the fields
of economics and, above all, business administration and management
is 1low. Add to this the orientation in many of the state
universities to a leftist ideology and you have a great many yourng
people entering the labor market each year who simply are not
prepared to contribute to a democratically oriented free market
system. The Training for Development Project could make a
significant contribution by allowing Bolivian professors in the
fields of economics, business (including management, finance,
banking, marketing, export promotion) and public administration te
receive Master's level training in the United States. Because of
the limited number of highly qualified Bolivians in these fields,
it may be useful for the Project to simultaneously allow U.S.
professors to come to Bolivia to fill in for the Bolivians studying
in the U.S. This has the added advantage of introducing an
immediate U.S. influence in Bolivian universities. Prior to
including the university community within the Project, some
additional investigation should be done as to where to focus this
assistance. There are some graduate programs at the Catholic
university in business and economics as well as an Economics
Research Institute. The professors in these programs may require
Ph.D. level training yet salaries in Bolivia are not sufficient to
retain them here upon completion of their programs. Undergraduate
programs in private universities in La Paz, Cochabamba and Santa
Cruz also should be strengthened. These universities, however, tend
to have pro-private sector orientations already. The real target
of opportunity may be the undergraduate economics and business
programs in the state sponsored universities, especially UMSA. For
that reason, additional thought in this area will be required so
that sufficient guidelines may be developed for a Project Paper
amendment.



A second modification generally put forward was the addition
of selected agricultural areas to the fields of study outlined in
the Project Paper. There is agreement that one of Bolivia's major
corparative advantages 1lies in the field of agriculture.
Macro-economic policy decisions related to a more open economy will
revolve around what agricultural exports can be generated. Fields
of stvdy in agriculture related to research, quality control and
crop/product improvements will be relevant to meeting the Project
purpose. Care must be taken, however, not to open the Training for
Development Project in such a way that it merely allows any
technical field in agriculture to participate. Clear quidelines
will be required as to the exact fields of study that are to be
addressed by the Project. Again, some investigation of this area
should be undertaken prior to developing the Project Paper
amendment.

A review of the long-term participants that have been sent
under the Training for Development Project indicates that the
Project is clearly meeting the targets established in the Project
Paper. Two of the long-termers who have returned to Bolivia have
already attained important, decision-making levels in the Bolivian
government. Juan Carlos Requena was appointed -- after completing
his training -- to be the Executive Director of UDAPE which is the
leading public sector agency responsible for developing
macro-economic policy. Jaime Aliaga, originally selected from the
private sector, has returned to first become an advisor to the
President of Bolivia and more recently appointed to a high post in
the Fondo Social de Emergencia. Of the twenty participants sent
forward by the Project for U.S. training at the Master's level,
only one appears to have not been selected within the guidance of
the Project purpose. The twenty participants can be broken down
into the following categories:

1. Development of public sector macro-economic policy 5
2. Public sector support (national level) for private sector 3
3. Public sector support (regional level) for private sector 3

4. Policy guidance for the private sector in the private sector 1

5. National private sector support for the private sector 2
6. Local private sector support for the private sector 3
7. Larger or medium-sized private sector firms 2
8. Did not meet Project purpose —1

TOTAL 20



The Project Paper and the Project Paper Amendment outline a
number of Bolivian organizations which, by their functions, clearly
contribute to the attainment of the Project purpose. Of the total
twenty long term participants, fifteen came from the organizations
indicated in the Project Paper. Four others came from universities
which have been identified as an addition that should be made to
the Project focus. Only one came from an organization not truly
contributing to meeting the Project purpose. In this case, the
individual was from a small Bolivian private sector firm not
addressed by the Project purpose and not demcnstrating any
relationship to macro-level policy or overall strengthening of the
private sector.

The Project Paper also outlined a number of fields of study
which contribute to meeting the Project purpose. Again, of the
twenty long-term participants, fifteen were in the specified fields
of study:

1. Economics 7
2. Business-Related Fields 6
3. Public Administration 2

The remaining five fields of study were in the area of
agriculture exactly as has been suggested for improving the Project
design. While the fields of study were highly specific (e.g. food
technology, animal science, poultry science), in all cases, the
individuals were working in institutions directly related to
strengthening the private sector. In some cases they worked in
large private firms or in associations which provided technical
assistance to their members. In other instances, they worked in
research to improve crops or soil and natural resource management.
In summary, these agricultural fields of study clearly contribute
to attaining the Project purpose.

In the area of short-term training, the evaluation
demonstrates that the candidates selected have been much less
oriented to meeting the Project purpose. Of the 53 files of
short-term participants that were reviewed, only 30 of those
participants clearly met the guidance of the Project purpose. An
additional nine participants worked in organizations which were
mentioned specifically in the Project Paper or in fields of study
relevant to the Project objectives. In these cases, however, the
candidates did not meet the criterion of potential or future
leaders -- most were very low level technicians in public sector
institutions. Finally, 14 participants were in organizations and
fields of study which have no bearing on the attainment of the
Project purpose. These were fields related to health, municipal
management, occupational safety and some agricultural specialties
not directly related to private sector development. It appears
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that, in some cases, the Mission has used the Training for
Development Project as a last resort source of training funds to
meet pressing needs not able to be met elsewhere.

Of the 30 cases of short-term training relevant to the Project
purpose, there are a number of indications that the Project has
indeed reached high 1level decision makers capable of making
significant contributions. For example, Senator Hector Ormachea,
then Chairman of the Senate Finance Committee, was allowed to visit
U.S. institutions engaged in government procurement. This coincided
with the presentation of a bill 1elated to this field in the
Bolivian Congress. Sr. Victor Hugo Perez was sent to investigate
export possibilities for Bolivian wood and rattan furniture.
Subsequently, he was appointed to be the head of the Ministry of
Commerce's Industry Division where he has taken important steps to
stimulate Bolivian exports in this area. Sr. Ramiro Gutierrez,
Chief Legal Counsel to the Central Bank, had the opportunity to
study the legal aspects of divestiture of state enterprises. In
these cases, the Project allowed high level individuals who cannot
be away from their jobs for lengthy periods to get important,
highly specialized training critical to their job performance.
Although short-term training is expensive, it can be a vital part
of meeting the Project objectives. The general guidelines for
application of the short-term training provisions of the Training
for Development Project must be formulated in such a way as to
identify promising targets of opportunity which can benefit from
short, highly specialized courses, rather than being concerned
about relative ‘costs of training. Specific guidelines should be
developed so that the short-term training is not so easily
utilized, thereby reducing its volume and enhancing its impact.

It is very difficult to compare the relative benefits of long
and short-term training. Long-term training requires that a present
or potential decision-maker be away from Bolivia for a period of
approximately two years. Not all such candidates can do so.
Short-term training is therefore required to reach a large number
of Bolivian leaders essential for attaining the Project purpose
who are not available for long-term training. Short-term training,
however, is subject to many abuses as people seek to take advantage
of a wide variety of programs when other sources of funds cannot
be found. Short-term training opportunities are circulated to
ministries by U.S. agencies. Ministers request Embassy or
USAID/Bolivia funding. It is difficult to say no. Private sector
individuals too are made aware of seminars, international meetings
and conferences. They make their way to the Embassy or the Mission
requesting assistance. Finally, USAID Technical Offices also find
short courses of use to Bolivians working in their area of
expertise. They too seek funding. The pressures therefore are
placed on the USAID Training Office to meet these requests. The
Training for Development Project has become a "last resort" for
satisfying some of these training requests. The evaluation has
demcnstrated that some short-term training opportunities have
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contributed to attaining the Project purpose while many others have
not. In order to resist pressures to use Project resources for
activities not. within the Project objectives, the Project should:

1. Establish clear guidelines for how the short-term training
provisions of the Project are to be used.

2. Allocate Project resources at the beginning of each year
to the courses and the fields of study to be addressed by the
Project. Technical Offices may participate in the course
selection and in the identification of the best candidates.
The Project, therefore, has no unallocated "pot of money"
available to outside "predators".

3. Establish a Short-term Training Selection Committee within
USAID which must approve all requests for short-term training
under the Project. In order to facilitate meetings on short
notice, this Committee may use representatives (not
necessarily Office Chiefs) from the Technical Offices under
the chairmanship of the Mission Training Officer. Procedures
for selecting long-term candidates are discussed in Section
III, Candidate Selection.

It is the opinion of the evaluator that short-term training
is essential to attaining the Project's purpose. The evaluation
demonstrates, however, that the short-term training must be
utilized much more carefully and much less widely. The percentage
of the Project's resources for short-term training might well be
reduced.

Finally, it is important to review the assumptions that were
made at the time the Project was developed to determine if they are
still relevant. They are:

That the Project can identify appropriate types of training
and sufficient numbers of candidates.

Factors external to the Project do not cause the demise of
the democratic form of government before this and other U.S.
Projects can achieve desired impacts.

That the training and seminars being provided by the U.S.
under this Project are sufficient to counterbalance the large
amounts of similar training being provided by the Eastern Bloc
countries.

The assumptions have proven to be valid. Fortunately, it
appears that the Project has evolved under a stable, although
fragile, democracy. Appropriate candidates and training have been
available. Eastern Bloc activities have not interfered with the
successful implementation of Project activities. With changes in
international political relationships, it is pcssible that the last
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assumption related to Eastern Bloc training may not be so valid in
the future. This assumption should be investigated to see if it is
appropriate for the Project amendment. An additional assumption,
however, appears to be necessary. The Project has encountered
difficulties in the lack of continuity within the Bolivian public
sector. One long-term participant and several short-term
participants have had their employment terminated by the Bolivian
government subsequent to their return to Bolivia. This, of course,
coincided with a change in the leadership of the government.
Therefore, an additional critical assumption for the Project to
meet its objectives is:

That public sector employment of returned participants is
sufficiently stable to allow them to utilize and apply the
skills they have acquired in training.

Certainly, great care must be given in selecting public sector
candidates to determine that there is reasonable probability that
they can resist the turnover which is common in the Bolivian
government. Also, any leverage that can be applied by using the
Mission's technical and development projects to stabilize the
employment of Project participants should be applied.

In 1989, opportunities for training at the Ph.D, level were
added to the Project. In interviews with Mission and Embassy
personnel, it was indicated that Ph.D. training for Bolivians is
very hard to justify. Ph.D. training is directed to research and
to publishing which is not the direct focus of the Training for
Development Project. The Master's level training focusses on
operational activities related to policy planning and improvements
in management and technical areas in the private sector. Returned
participants, however, greatly favored Ph.D. training which is not
a surprise. They believe that Bolivia must have this training to
develop its own solutions to pressing national problems such as
reordering the financial systen, developing appropriate exports and
increasing graduate training within its universities. There was
agreement among them, however, that local salary levels will simply
not retain Ph.D. graduates in Bolivia and they will be looking for
jobs in international organizations once they meet the requirements
of their scholarships. It appears that the attainment of the
Project purpose offers little justification for including Ph.D.
level training and that economic incentives for Ph.D. recipients
may induce talented Bolivians to leave the country.

Conclusjons:

1. The Project continues to be required to meet USAID
objectives in Bolivia.

2. The Project purpose continues to be valid.
3. The organizations and fields of study selected to attain
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the Project purpose remain valid. 1t has been suggested that
universities be added to the earmarked organizations and
selected agricultural areas be added to the fields of study.

4. Short-term training has been more difficult to implement
in line with the Project purpose. It is suggested that more
precise guidelines be established, that Project resources be
Clearly allocated to the training desired, and that a better
internal Selection Committee composed of Technical Office
representatives and chaired by the Mission Training Officer
be established.

5. The assumption related to Eastern Bloc training should be
investigated to determine if it is appropriate to include in
the Project amendment.

6. Labor turnover in the public sector is a factor which will
likely influence the attainment of the Project objectives. It
is suggested that an additional assumption be added to the
Project logframe related to the employment stability of public
sector participants.

7. Ph.D. training does not appear to be relevant at this time
to the attainment of the Project purpose.



III. CANDIDATE SELECTION

The Project has had many difficulties related to candidate
selection. The major problem has been with English lancuage
requirements. The Project Paper stipulates, in agreement with
A.I.D. Handbook 10, that a maximum of three months of U.S. language
training may be provided. In practice, however, one participant had
an entire year of English Language Training (ELT) in the U.S. In
many cases, participants were sent to the U.S. knowing they would
require more than three months training. A deeper investigation of
the ELT requirement demonstrates that many present or potential
Bolivian decision-makers simply do not speak English. Eliminating
them from consideration would seriously affect attaining the
Project purpose. It is therefore clear that more satisfactory
guidelines need to be established to orient candidate selection
with respect to English language capabilities. In perhaps one-half
of the cases, candidates will score 70% on the ALIGU test
indicating they could meet the English requirements of most
graduate programs with three to six months of intensive ELT in the
U.S. In these cases, it is reasonable to allow them to go to the
U.S. In the rema’ning cases, guidelines need to be established with
respect to in-country ELT. 1ln Bolivia, English training progress
is slow since candidates continue working while doing their
language training. There are some reports that the quality of ELT
in Bolivia is weak. Finally, students' employment and other
selection-related characteristics change while they are in ELT
meaning they may no longer meet other Project selection
requirements when they finally complete their training.
USAID/Bolivia should review the circumstances of those highly-
qualified candidates who score below 70% on the ALIGU test to
determine what the most efficient way is to prepare them for U.S.
graduate school training. Failing to come up with a solution will
either result in eliminating good Project candidates or will
perpetuate the current practice of maintaining students in highly
costly U.S. ELT programs for lengthy periods of time.

A second selection criterion which has not been met in many
cases is the 100% payment of salary by the sponsoring institution.
This has been most frequent in the private sector since the public
sector has provisions which cover this requirement. In some cases,
the sponsoring organizations obligate themselves to paying no more
than 50% of the participant's salary. In other cases, they obligate
themselves to pay all of the salary but simply do not comply. It
is important that the Project selection requirements fully cover
private sector participants and that provisions be made to work out
an equitable solution with the sponsoring organization so that the
participant is able to meet his/her financial obligations while in
training. It is interesting to note that one participant brought
his family to the U.S. under tourist visa provisions (staying on
as illegal aliens) because his sponsoring institution did not pay
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him and he could not provide evidence of sufficient financial
support to obtain visas through USAID channels.

The selection process for long-term participants was only
partially implemented. The Project Paper called for developing a
network of support institutions throughout Bolivia using AIFLD and
other Private Voluntary Organizations (PVOs) to assist in
identifying candidates. This did not work out satisfactorily due
to some instances where the organizations showed favoritism in
making information on the program available only to their own
members. Instead, the Mission used a widespread publicity program
to acquaint as many people as possible with the scholarships
available and the selection requirements. Applications were
received and reviewed by the USAID 'raining Office. Those
candidates that fitted the Project purpose were interviewed and
given the ALIGU English test. Summaries were prepared on each one's
characteristics and submitted to a Selection Committee. The
Selection Committee, composed of USAID, USIS and Embassy
representatives, then made the final selection. Those in conditions
to depart for the U.S. were allowed to do so while others were
required to stay in Bolivia until they could meet the English
language requirement. The process has worked well although it is
very time consuming on the part of the Training Office. Suggestions
have been made to make the process more streamlined by only going
to the organizations targeted by the Project and to use the
facilities of the USAID Technical Offices in identifying
candidates. Widespread dissemination of scholarship possibilities,
however, permits a more diverse group of candidates to be
considered, opens the program to lower income Bolivians and allows
the general public to know that the U.S. is providing scholarships.
One former participant believes that young Bolivians are now more
reluctant to accept Eastern Bloc undergraduate scholarships because
they would rather have an opportunity for graduate studies in the
U.S. It appears that continuing the current selection process with
the addition of inputs from the Mission's Technical Offices may be
the most effective way to select participants.

One additional selection criterion not currently in the
Project Paper appears to be important. This would be guidelines for
applicants with high incomes. Given the Project orientation to
present and potential decision makers -- especially those in the
private sector -- it is impossible to eliminate individuals from
consideration who have moderate and even high incomes. They are
essential to meeting the Project objectives. However, it is not
fair that the limited resources of the Project be used to cover
all of the training costs of those who can afford to contribute to
their own training. Some equitable guidelines must be worked out
both for long and short-term participants to address how affluent
candidates will be expected to contribute to program costs. Among
the current long-term participants, at least four appear to be in
condition to meet part of the training costs. In one case, the
participant agreed to pay more than 50% of the cost of training.
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In another case, the participant has agreed to contribute to the
cost of the program only because her training has taken so long.
One participant was forced to drop out of the program after not
being able to meet English requirements after one year of U.S.
study (he did not contribute to his own training costs). The
remaining participant has not contributed to his training costs.
In the case of short-term participants, again many have paid a
portion of their training. In many cases, they covered their air
fare and in other cases have provided their own maintenance or paid
for their tuition costs. No guidelines, however, have been
established to ensure an equitable distribution of cost sharing and
some negative impressions among participants have arisen.

Guidelines were developed by the Mission Training Officer with
respect to the geographic distribution of scholarships. The outside
perception was that La Paz, because of its proximity to the
Mission, was getting more than its fair share. A review of Project
files has demonstrated the following geographic distribution of
training opportunities:

Long-term Training Opportunities

La Paz 12
Cochabamba 4
Sucre 2
Trinidad 1
Oruro 1

Short-term Training Opportunities

La Paz 36
Santa Cruz 7
Cochabamba 6
Tarija 2
Chuquisaca 1
Beni 1

Also, the Project may not be giving enough attention to
Bolivian women. While the Project has as its target present and
potential decision-makers, the training provided by the Project
enhances the individual's possibility of entering the
decision-maker category. Hence, it may be important to address the
particular needs of women. The Project has had the following
experiences:

Long-term Training Opportunities

Males 17
Females 3
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Males 45
Females 8

The distribution between the private sector and the public sector
should also be noted:

- s I ° es

Public Sector 10
Private Sector 10

t-te aini unitij

Public Sector 27
Private Sector 26

The Mission may wish to establish some guidelines to assure a more
equitable distribution among geographic regions and among men and
women. Certainly, the distribution between the public and the
private sectors is equal.

sions

1. Improved guidelines must be established for dealing with
those Project applicants who require in-country English
Language Training.

2. More realistic guidelines should be developed on the
responsibilities of private sector firms to pay participants!
salaries while they are in training.

3. Improved guidelines must be established for dealing with
candidates whose income levels indicate that they might
contribute to covering their own training costs.

4. Some small modifications should be made in the selection
procedures for long-term candidates while major modifications
must be made in the selection of short-term candidates (See
Section II).

5. Guidelines may be desirable to attain a more equitable

distribution between geographic regions and male/female
participants.
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IV. TRAINING ACTIVITIES

The Project has been successful in meeting its vriginal long
and short-term training targets. It was originally estimated the
project would train 16 long-term participants while 19 have either
completed training or are in the process of doing so. One
additional participant was forced to drop out of the program. In
the area of short-term training, Project files account for 71
trainees while the Mission Semi-Annual Reports indicate 69 have
completed short-term training. In either case, these numbers exceed
the target of 44 short-term participants in the original Project
Paper.

The Project amendment of January 6, 1989 altered the Project's
output targets. The total for long-term participants was increased
to 25. The Project currently has resources to train an additional
8 long-term participants, meaning the revised target will be
surpassed since 19 are in training or trained and 8 more will be
added. The revised target for short-term trainees is 136. Project
resources will permit an additional 30 short-termers. Adding this
increment of 30 to the 71 who have completed short-term training
indicates that the Project will have missed its target by
approximately 35 short-term trainees. An analysis of the training
costs in the following section may explain this projected
shortfall.

The original Project Paper called for 100 young people from
rural and semi-urban areas to enter Democracy Awareness programs.
These young people were the targets of Eastern Bloc scholarship
programs. As recent high school graduates, they were being
recruited in great numbers to undertake undergraduate studies in
Bloc countries. The Project's Democracy Awareness component was to
offer these young leaders an alternative of at least having a few
months in the U.S. to understand its economic and social system.
It was anticipated that many of them would prefer to have a U.S.
experience, however short, rather than the Bloc programs. Also,
they would go on to the university with a better understanding of
what the U.S. was about. Three groups of 20 each actually went to
the U.S. under the Democracy Awareness component. Reports are that
the program was highly successful. The U.S. training was reported
to be excellent. Participants returned so enthusiastic that they
formed local organizations and even put out a newsletter for a
period of time. The Democratic Awareness component was discontinued
in the Project amendment of January 6, 1989 because it was thought
to be too similar to the training available under the Andean Peace
Scholarship Program (APSP). It is not Clear, however, that
identical training has yet been provided by the APSP. The Project
purpcse in the original Project Paper made special provisions for
including this group of young people. It is not clear that the
reason for discontinuing this component has been valid. Given the

12



reported success of the groups that went to the U.S., it would seem
fitting that the Democracy Awareness component be reviewed prior
to undertaking the Project amendment. It would be particularly
interesting to have a short investigation of the experience of
these young people after they returned to Bolivia to see if their
U.S. training had an impact on their view of and support for a
democratic form of government and the free enterprise system. A
Bolivian researcher could perform such a study in one month's time
allowing the Mission to determine whether the Democratic Awareness
experience bears repeating in the Training for Development Project
or any other Mission activity.

Similarly, the Project Paper provided resources for a large
number of seminars either to be held in the U.S. or in Bolivia.
This was to have been the multiplier aspect of the Project. Long
and short-term training will reach a relatively limited number of
people. The seminars were to reach a large number of people either
in general areas related to economic issues facing the country or
in highly technical areas applying to very special interests. The
same fields of study were to apply as for the long and short-term
trainees. The Seminars component was discontinued for two reasons.
First, it was believed that the Frivate Cector Management Project
and the creation of IDEA would offer sufficient seminars to meet
the needs of the Training for Development Project. Secondly,
outside technicians estimated that developing seminars in Bolivia
would both be very costly and consume a lot of Training Office
staff time. No seminars were ever developed under the Project.

Again, in practice it appears that IDEA does not offer the
full range of seminars which were anticipated in the Project Paper.
IDEA's target area is that of private sector management and some
highly specialized areas within the development of the private
sectcr. Areas such as economic policy and analysis or public
administration are simply not addressed. The establishment of IDEA
however has provided a cost-effective vehicle for the development
of seminars in any field. IDEA is now designing and implementing
specialized seminars in fields outside of its own area for clients
which request these services. The cost range for these seminars is
anywhere from $2,500 for a several day seminar using Bolivian
speakers to $15,000 for a week-long seminar using foreign and
Bolivian speakers. In certain areas of concern to the Project, the
seminars are a much more cost-effective solution for addressing
problems than sending people away for training. It is recommended
that the Mission investigate reincorporating the Seminars component
to the Project amendment as an effective way of having a greater
multiplier effect.

Conclusions:

1. The Democratic Awareness Component should be investigated
to see if it bears being reinstated in the Training for
Development Project or in some other Mission activity.
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2. The Seminars Component also should be investigated to see
if it is a cost-effective way of reaching larger numbers of
the Project's target population.
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V. ZIRAINING COBTS

The evaluation indicates that Project training costs have
exceeded those anticipated in the original Project Paper. The
evaluation further demonstrates that the cost containment guidance
in Handbook 10 has not been consistently applied in Project
implementation. The original training cost estimates were as
follows:

A. Long-term training costs -- Approximately 33,000 per
training month later modified to $47,000 per participant.

B. Short-term training costs -- Approximately $5,000 per
person/month later modified to $5,000 per participant.

c. Seminar costs -- Approximately $720 per person/week later
modified to $7,200 per seminar.

D. Democracy Awareness Program costs =-- Approximately $220
per person/month later modified to $3,500 per participant.

Actual costs for those participants who have already completed
training indicate their long-term training costs have been an
average of $45,200. This, however, is below the average for all
participants because they were the ones to accelerate their
training or to meet their original training schedule. Those
currently in training for some period of time already have an
average training cost of $49,100. This average may yet increase as
more extensions are required for them to finally complete their
training. The performance of short-term training in meeting
original training cost targets is further from the original goal.
The actual average training costs for short-term participant. has
been $7,800 as compared to an original target of §$5,000 per
participant.

When one reviews the performance of the Project in applying
cost containment principles, one can better understand why
long-term training costs have exceeded their original targets. In
the first place, there was an initial tendency in the Project's
implementation to use high tuition cost training facilities. Such
universities as Boston University, the University of Miami, the
University of Illinois and California Polytechnic University were
all high tuition schools which raised long-term training costs. In
addition, some of the universities were in high maintenance cost
areas such as Boston, Chicago and Washington, D.C., further
increasing training costs. Certainly, the most important factor
raising training costs was the lengthy period that participants
spent in English Language Training. Six, eight and twelve months
were spent in U.S. ELT programs which far exceeded the three months
allowed by the Project Paper. Finally, many participants were sent

15



to the U.S. to begin their academic programs in January. Most of
the professional level Master's degree programs are designed to
begin in September. Therefore, many students had their programs
delayed awaiting courses or awaiting their comprehensives only
because of scheduling problems. Better Project guidelines
referring to cost containment will permit the Mission to make
considerable savings in the long-term training activities. This
must be done, however, without reducing the quality of studies.

Specific reference should be made to the Harvard University
Edward S. Mason Public Policy and Management Program. The Mission
may wish to support this activity quite apart from its open
applications for Master's degree training under the Training for
Development Project. It should be made very clear to participants
in the regular Master's program that the conditions of these
scholarships are very different. This is to eliminate the
impression that occurred in the early implementation of the Project
that some people are getting better treatment than others.

Short-term training costs are basically determined by the
fixed costs of the training opportunities made available to the
Mission. The justification for short-term training is that some
highly critical Bolivian decision-makers cannot be away for
long-term training. It is necessary that they have access to well
designed, relevant programs meeting highly specialized, immediate
needs. In these cases, considering the opportunity cost of the
individual's being away, the cost of transportation, and the
maintenance cost, the actual cost of the training makes little
difference in the total program cost. Therefore, in short-term
training, savings will not be made so much by limiting the cost of
each program as by weeding out unnecessary training. Certainly, the
aforementioned discussion of short-term training in Section II
indicated that much of the training was not meeting the Project
purpose. Therefore, it is suggested that much more critical
appraisal be made of short-term training requests thereby trying
to raduce its volume.

Conclusions:

1. Cost containment guidance should be developed and
consistently applied in the case of long-term participants.

2. Cost savings for short-term training should focus on
trying to reduce the number of participants to an absolute
minimum rather than seeking to limit the training cost for any
individual participant. The focus of short-term training
should be on outstanding targets of opportunity where highly
specialized training can result in fairly immediate,
significant returns.
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VI. PROJECT MANAGEMENT

While the Project Paper was approved in August, 1985,
substantive implementation activities did not get underway until
April, 1986 as the Mission had no full-time Training Officer during
this period. During 1987, 8 long-term and 30 short-term
participants were sent to the U.S. By the end of 1987, another 8
long-term participants had been sent forward, meeting the Project's
original target of 16. Due to its slow beginning, the Project's
PACD was extended from June 30, 1989 until June 30, 1991. As
mentioned earlier, the Project was amended on January 6, 1989 to:
(1) increase the number of long-term participants from 16 to 25,
(2) increase the number of short-term participants from 44 to
136, (3) discontinue the Democracy Awareness component, (4)
discontinue the Seminars component, (5) add Ph.D. training, and
(6) add Third Country training.

There has been a good bit of turnover in Project management
since its beginning. At least six or seven people have worked on
different aspects of the Project meaning that they were not always
fully trained in Training Project implementation. This lack of
continuity has also indicated a difference in Project management
philosophy. Initially, for example, longer periods of U.S. English
Language Training were permitted and the final choice of
universities was made in the U.S. where students had more
opportunity to avoid the application of cost containment guidance.
In the absence of guidelines in the Project Paper concerning cost
containment and income 1levels of participants, Project
implementation has varied widely in these respects. As a result of
this variance, especially in the early stages of Project
implementation, one of the U.S. contractors also had difficulty
trying to apply cost containment since students were using the
examples of others who were being allowed essentially to select any
university they desired. Hence, a period of misunderstanding and
confusion arose between the contractor and the Mission. This is an
example of how the absence of clear, consistently-applied
guidelines impedes effective Project management.

Project management improved significantly by the time the
second group of long-term participants went to the U.S. More
consistent. cost containment guidance was applied as well as a more
consistent policy with respect to U.S. English Language Training.
The relationship between the Mission and the U.S. contractors
improved substantially. University placements were made prior to
the participants' departure from Bolivia, eliminating an important
source of confusion as to who was to be responsible for the
placement process.

There are certain lessons which can be learned from the
difficulties the Project had in getting started :
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1. Training Officers require specialized training in not only
the Project objectives and guidelines but also the Handbook
10 guidance for implementing training programs. Serious
deviations from Handbook 10 occurred with respect to cost
containment and English Language Training due perhaps to
inadequate familiarity with these Handbook 10 provisions by
the Training Office staff.

2. Personal relationships must be established between the
Project Manager and the U.S. contractors. Serious difficulties
arose initially between the Mission Training Office and one
of the contractors, the Partners for International Education
and Training (PIET), because an effective communication
process never took place. Each side held the other responsible
for Project deficiencies. There was never an opportunity,
however, for a direct relationship to have been established
which might have overcome the communication problem.

3. Mission Training Officers appear initially not to have
understood U.S. graduate school professional training
programs. Most candidates were sent to begin programs in
January thereby missing the more efficient September starting
dates designed to allow students to complete training in the
shortest possible time. Again, no provision was made ftor
allowing Project Managers to visit U.S. universities to better
understand their operations.

4. The university placement facilities of the U.S. contractors
were not fully exploited in making university placements while
participants were still in Bolivia. If the contractors had
more information on general Project goals, individual trainee
responsibilities and interests and the cost containment
targets of the Mission, better suggestions could have been
made concerning high quality, lower cost training options.

Certainly, there are some examples of inefficiency on the part
of the U.S. contractors. A review of the cable traffic shows that
many upward adjustments were made in tuition cost estimates after
decisions had already been made on student placements.
Consequently, the Mission Training Office was not able to apply
effective cost containment procedures. In some cases, PIET was slow
in making tuition payments to universities thus causing some
embarrassment to Project participants. However, there is general
satisfaction with the performance of both U.S. contractors —- PIET
and the U.S. Department of Agriculture Graduate School. Certainly,
the Project Manager should have the opportunity to obtain more
information on the facilities of these contractors and develop a
personal relationship to facilitate Project implementation.

Another aspect of Project management which has been referred
to before is the difficulty in working with outside agencies such
as the Embassy, USIS and USAID Technical Offices. The prospect of
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obtaining long or short-term training is a great incentive to try
to benefit from the provisions of the Training for Development
Project no matter what the nature of the request. The difficulty
of dealing with these pressures seems to be responsible for the
Training Office in the past to have been very defensive not
welcoming outside participation in the implementation of its
programs. Again, it bears repeating that the best way to resist
outside pressures is to:

A. Have clear, consistently-applied quidelines as to what long
and short-term training programs qualify under the Project.

B. Initiate resource allocation early in the year so as not
to have unallocated funds laying around.

C. Establish Selection Oversight Committees responsible for
assuring that all training meets the Project purpose.

The Training Office is currently working more closely with
Mission Technical Offices to encourage them to adequately provide
for their own technical training needs. Having proper provisions
for training within each Technical Office will permit a much more
rational allocation of resources -- especially for short-tern
training. Also, reviewing the requests made by the Technical
Offices for training under the Project may allow them to better
understand what provisions they should be making for their own
training needs. Better structured procedures for awarding
short-term training opportunities will enable the Mission Training
Office to work closely with the Embassy and USIS since the
insecurities of taking advantage of open sources of training funds
will have been removed.

Finally, there appears to be some problems with Project files.
There is confusion as to how many participants have been sent for
short~-term training. Similarly, the number of Project-funded
seminars is not clearly understood. These are indications that a
more formal Management Information System should be used to better
control Project activities. AID's Office of International Training
has developed the Participant Training Management System (PTMS)
for just this purpose. If it is thought to be too complicated, the
Mission may wish to set up an abbreviated system. The Mission
Training Office is currently seeking assistance from OIT in this
area. It is important to have immediate access to Project summary
information allowing deadlines to be met and information on outputs
and costs to be made immediately available.

The Project files should also contain information on how each
candidate was selected to prevent any negative impressions about
the process. Minutes of the Selection Committee meeting should be
kept in each 1long and short-term participant's file. Also,
questionnaires related to each returned participant's experience
with his/her training program should be in each file allowing the
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Training Office and any evaluator to have an immediate
understanding of the participant's experiences during training.
Handbook 10 has models which the Mission can use.

Conclusjons:

1. The Project Manager should have training in the provisions
of Handbook 10 especially as they relate to cost containment
and English Language Training. The Training Office should then
develop consistent guidelines to deal with these two areas of
Project implementation. Certainly, the quality of U.S.
training must be kept at a high level and adequate procedures
for quality in-country ELT must be included.

2. The Project Manager must have an opportunity to meet
directly with the U.s. contractors, AlD's Office of
International Training, the LAC Bureau's Human Resources
Office and representative long and short-term training
options. This trip should only take place after the new
selection of U.S. contractors takes place later this year.

3. Long and short-term candidate selection procedures should
be developed which make selection criteria clear and include
Candidate Selection Oversight Committees. Also, Project
resources should be allocated early each year to avoid having
an available "pot of training money" open to use by outsiders.

4. The Training Office should work more closely with Mission
Technical Offices in developing Project-specific training
programs so the needs of these Offices may be met by using
their own resources.

5. A Project Management Information System should be
established to guide Project management and maintain
information about the Project files. Each participant file
should contain a copy of the minutes of the Selection
Committee meeting that resulted in the candidate's selection.

6. Training evaluation forms should be filled out and placed
in the files for each returned participant. This will provide
useful information for making improvements in the Project and
will assist in future evaluations.

7. Special consideration should be given Project participants
in the Mission's Follow-on Program. They occupy high level
positions in the Bolivian public and private sector and could
be highly useful to attaining Mission program objectives.
Those who were interviewed during the evaluation appeared to
be most appreciative for having had the training experience
and seemed open to having a continued relationship with the
Mission.
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VII. UATION FINDINGS, CONCLUSIONS RECOMME TION:

The purpose of the evaluation was to determine if the Project
continues to be relevant to the present development needs of
Bolivia and what modifications or improvements should be made in
the Project design or implementation if the Project is to be
continued. A Project amendment has been programmed for later this
year. The methodology used was to: (1) review files on project
implementation and on each of the long and short-term participants,
(2) meetings with organizations which have sponsored participants,
(3 meetings with Embassy and USAID offices familiar with Bolivian
economic development requirements, (4) Meetings with a sample of
returned participants, (5) Meetings with USAID Training Office
staff who participated in Project implementation, (6) Meetings with
individuals and USAID Technical Offices which have recommended
candidates for training under the Project, (7) Meetings with U.S.
contractors, and (8) Meetings with persons responsible for programs
which were in the original Project design. Notes on all file
reviews and meetings have been left with the Mission Training
Office.

The Project purpose is to expand the country's human resource
base by increasing the number of U.S.-trained individuals who
occupy policy level and leadership positions in the private sector,
the government, the labor movement and in rural Bolivia. The
questions to be answered by the evaluation are:

A. Is Project performance demonstrating that long and short-term
training can lead to policy formulation and private sector
expansion?

B. Do the participants meet the selection criteria and are these
criteria identifying individuals who contribute to the Project
purpose?

c. Has the Project met its original training targets and have
Project modifications affected the attainment of the Project
purpose?

D. Has the Project met original cost targets and have Handbook
10 cost containment guidelines been observed?

E. Have USAlD/Bolivia and the Project Contractors managed the
Project adequately to meet Project outputs on a timely and
efficient basis?

Findings and Conclusions:

A. The Project continues to be required to meet USAID objectives
in Bolivia and the Project purpose remains valid. The
organizations and the fields of study also continue to be
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valid although two additions are suggested: (1) universities,
and (2) selected agricultural fields of studies.

B. Guidelines for implementing the Short-term Training Component
must be made more precise so that training is more relevant
to the attainment of the Project purpose.

c. Project assumptions proved to be valid and relevant. The
assumption related to Eastern Bloc training, however, should
be investigated before it is included in the Project
amendment. Also, an additional assumption is suggested: That
public sector employment of returned participants is
sufficiently stable to allow them to utilize and apply the
skills they have acquired during training.

D. Improved guidelines must be established for: (1) Participants
who require in-country English Language Training prior to
departing for the U.S., (2) Private Sector sponsoring
agencies' responsibilities for salary payments to participants
during training, (3) candidates whose income levels permit
them to contribute to covering part of their training costs,
and (4) Attainment of a more equitable geographic and
male/female distribution of training opportunities.

E. The Democratic Awareness and the Seminars Components which
were discontinued should be looked at once again to see if
they are relevant to meeting the Project purpose.

F. Cost containment guidance should be made more specific and
applied more consistently for long-term participants while
short-term training should be reviewed more carefully to
eliminate those candidates who do not make significant
contributions to meeting the Project objectives.

G. Training and more exposure to U.S. contractors and U.S. long
and short-term training opportunities should be made available
to the Project Manager to introduce more efficient, cost
effective management practices.

H. A Project Management Information System should be introduced
and Project files should be reviewed. Minutes of Selection
Committee Meetings resulting in candidate selection should be
placed in each participant's file. Returned participants
should complete training evaluations and these too should be
placed in the files.

Principal Recommendations:

A. The Project should be continued with the same Project purpose
and Project amendment activities should be initiated as soon
as possible. These include:
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1. An investigation of how the Project could most
effectively ke applied to universities.

2. Consideration of which fields of agricultural studies
will contribute directly to the attainment of the Project

purpose.

3. Development of guidelines for providing in-country
English Language and other training for those candidates
not qualified to leave immediately for the U.S.

4. Development of more realistic gquidelines on how to
deal with private sector firms which cannot provide 100%
salary payments to participants during training.

5. Improved guidelines for affluent candidates who can
contribute to paying for part of their training costs.

6. Development of guidelines to attain a more equitable
distribution of training among geographic areas and for
women.

7. Completion of a short study concerning the Democratic
Awareness Component to determine if it merits
reinstatement in the Project or in another USAID/Bolivia
activity.

8. Ipvestigation of the merits of reinstating the
Seminars Component of the Project.

9. Development of effective cost containment guidelines
which will not affect the quality of long-term training.

B. Procedures for implementing the Short-term Training Component
of the Project should be developed which include:

1. Guidelines for the selection of outstanding targets
of opportunity which contribute directly to the
attainment of the Project purpose and offer immediate
returns.

2. Establishment of an effective Oversight Selection
Committee to assure that all candidates meet the
selection guidelines. '

3. Early allocation of short-term training resources to
eliminate the enticement of a readily available, open
source of training funds.

4. Development of close working relationships between the
Training Office and the Mission Technical Offices to
encourage them to develop adequate project-specific
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C.

training programs to meet their needs.

An additional assumption should be added to the Project
logframe =-- That public sector employment of returned
participants is sufficiently stable to allow them to utilize
and apply the skills they have acquired in training.

1. Candidates from the public sector must be carefully
evaluated to determine their ability to withstand the
frequent changes that occur in the public sector.

2. Leverage should be applied on the public sector using
Mission project and other assistance to assure the
continued employment of participants upon their return.

3. The current assumption related to Eastern Bloc
training activities should be reviewed to determine if
it is relevant for inclusion in the Project amendment.

Adequate opportunities should be provided for the Project
Manager to fully understand A.I.D. training requirements, to
meet personally with the U.S. contractors and to investigate
U.S. long and short-term training opportunities.

1. Visits should be made to A.I.D.'s Office of
International Training (OIT) and the LAC Bureau's Human
Resource Office (LAC/DR/HRD).

2. Visits should be made to the new U.S. Contractors once
the competitive process is completed.

3. Visits should be made to a representative group of
U.S5. English Language Training facilities and long and
short-term training programs so the Project Manager is
able to provide better information to participants prior
to their departure from Bolivia.

A Management Information System should be introduced into the
Project's management, and safequards should be initiated to
document candidate selection procedures and participants!
evaluations of training experiences.

l. A Management Information System such as the PTMS
should be applied to the management of the Project.

2. All Project files should be centralized to assure they
are complete and that they can be located easily.

3. Selection Committee Meeting Minutes should be included
in each participant's file.

4. Participants should be given evaluation forms upon
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their return to Bolivia related to their U.S. training.
These forms should be kept in their files.

Long and short-term participant training can be used to
influence the development of macro-economic policy a2nd the
strengthening of the private sector when: (1) outstanding
participants are identified who are present or potential
decision-makers, (2) the public and private sector positions
of participants have sufficient stability to allow them to
apply their newly acquired skills, and (3) well established
guidelines limit the Project to only those who can truly
contribute to meeting the Project purpose.

Clear guidelines must be developed and consistently applied
from the beginning of the project related to candidate
selection, cost containment and fields of study. Otherwise,
candidates will try to guide the Project to meet their other
interests and outside pressures will develop from U.S. and
host country institutions to favor candidates who do not meet
project objectives. This will be particularly true for
short-term training.

Care must be taken from the very beginning to assure the
continuity of employment of participants. During long-term
training, others may try to enter the job vacancy left by the
participant. Political or managerial changes may occur during
training which affect the participants' ability to return to
his/her job.
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ATTACHMENT A

DRAFT PLAN FOR EVALUATION



X PLEM FOR THE TRAINING €0OR DEVELOPMENT PROJECT
DRAFT EVALUNATION LPrDJGCt NCmba 51120584

USAIO/EBolivag
Fehruary 12, 1990

Freparegd by Allan Broenl: Juars:z ang stocxates, Inc.

1.  BACKEROUND

'he Training for Development Project was decigned as part of USRID/Beolivia‘s
response to the return of a democratically elected Congress and fPresident
Which took place in Dctobcr%gt982 after nearly dighteen years of military
rule. Given the economic crisis of the time, it was USAID/Bol:ivia“s immediat:
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Evaluating the Trair.ng fbr Developnent Projiect ig a un) 11
érs no othe:~ n.{.D. Proiects to use :or :omparfsons. ?né“ﬁefﬂﬁioﬁgﬁfﬁ b;g

training outputs eng their impact on influencing macro-ecaonomic pPolicy,
private sector expansion and democracy awareness is not a sShort-term
relationship which £an be dcemonstrated in. a few vears. Unly when Particap
have ccmpleted their training and have had suffizient time 1n ther eublacz
Erivate sector Qoraganizations o gulde policy determinations can the impact
their training be adequately evalustaao, Even sucn Quantitative factors &8
training time andg training costs €stape easy comparison with other Projecrt:
given the requirement that most participants pe bresent or potential
decion-makers., Ine evaluation criteria to pe ugeg therefore are Qirected 1
how well the pranject implementation has followed the Froject Faper quiadel ir
and how effective these guidelines have been to the attainment of the Proje
purpose. The findings and recommendations o+ this e zliatisn are designed
Provide guidance for the development of a Training for Development Project
amendment which is to be completed later ?his vyear.
This Evaluation Blan Wil T e e B s o the ‘Long ard Shortocera s
ccmponents of the Project. i The Democracy Awareness and Semiars components
will be discussed Separately under the section of the Evaluation Flan entit

Training Activities. Thcqegtwo components wer discontinued in the Projec

Ny . N

- Amendment datédeanuary'ai"19§9:“‘ T T T T e e

fol'lowing sections:

. The Training for Dev.lopm-nﬁﬁEyaluation Plan 18 to be divided into the

e .

A. Proiect’'s Anti ‘$¥ Eftectjveness in Fulfillino the Pr ject
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Handbook 10, and could any cost savings have been introduced without affects
the quality of the . training?

E. Project Managem t: Have USAID/Bolivia and the Project
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r-eds were their relevance to USAID/Bolivia‘s strategy objectives of
stabilizing tne Eolivian e*coromy,. strengthening the n:tion's meECcro—-econamic

policy framework and expanding the role of the privatea sector in the econamy .,
As 2 result of thase training gsrograms, an increasesa number o COP officialsg
were to acquire the aaded expertise needed to analyze more eftectively tne
Botavian economy, dentify its stpryctural weaknesses ang desi9n workabile
Mecro—economic polici2s ang procrame to correct them. ne Ttraining was to
proviide more private sector entreprensurs with the techriical srme mansoeriz!
Stills necessary to allow them tc direct their enterprises more efticrentiy
and to compete more etiectively in Bolivian and internat:ional marvets.

Thrree areas affecting candidate selection were spelled out 1n detail to assurs
That thne above cited objectives were attained:

A. Organizations to participate in the project:

i i ' . . 1. Ministry of Flanning and Coordination

' 2.. Ministry of Finance .

T ‘*’”'“”3.'“hiniiér@wof‘lndustrf and Commerce: . - - 3% ° . ~of ..., W
53 4q, Centril Bank

. Cengrgss

w

« trabor urganizations

S
[

i ’ 7. Private Sector Organizations (e.g. Chambters of Commerce
‘ the Confederation of Frivate Entreprereurs)

i' . 8. Unidad de Dessarrollo y fnalisic de Politicas Ecoriomica:
: - UDAPE (added in the Project Amendment dated 1/6/89)

?é . ?. Nationel Institute of Statistics (also added in Project
bi: Amendment)
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'+ Lung-ierm Training 'Master’'s and f'h. D. Degrazs)
a. Business Administration
e Fublic Administi~a<iaon
C.» Ecounomics
d. Agricultura. Economics
e. Finance
f. Marketing
g. Intarnatinnal Tradge
2. Short-term Training
&. Firance

c. Businezs rar

i
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. Were appliad in candidate s

. CLevelopment Eanking

d. Cooperative Management

e. Fubliz Administratior

f. Export Fromoation

a. iapor Relations

h. leternationat Tface

1. Upgraoge skills in technical specialtieg such
4S —onsumer cemand analvsis, cogperstive
9rganizarions, marketing and export strategies,.
Quality control, risk taking and rick manacement

C. Fopreonal Chracteristics ~-— Candidates must be present or potentia
Qecis.on-nakers in the pPrivate or public sectors.

The .evaluation will review the above selection Critieria to determine 1¢ they
,clectioq, i¢f they _rqyed qqcful in.tho attainment

- 7. Y ‘ot . Oy .o W e Lt e U
o¢ the Project purpose and'_f"they continue toaproJide'Eppropriate guidance.
The following evaluation mechanisms will be used:

A. Review of files. to identity the particapant’'s sponsoring
orgar.ization and field -of study. U

B. Meetings with those organizations which Sponsor/emplay the
. jreatest number cf Participants to discuss participant’'s employment

arter complation of training.

€. Meetings with U.S. Embassy Economic Office, USAID/Bolivia ap~

repreasentatives cf International Organizations to determine policv

raking significan:e.of the cutlined organizations and tields nf study
. : ' S < i .- .

Wiih some or the rat.rned participante to fina At what

Ehtly doing.
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10 tre axtenmt co==1ble, comments will be made about the r=lative merite ot
!CNC vI. short Szrm training to the attainment of the Project purposse snc

fhlectives. Miso, comnments will be mage concernaing the adcation of Fh. [.
ti~ziping to attain the FProsect purpose..:. . + :

ili. CANDIDATE SELECTION

The Froject Faper lists detai!ed requirements for selecting both long and
Snort-term training part.cipants. They are:

A. Long-term Master‘s and Fh. D. Degree Programs

l. Citizen of EoOlivia




S. AsSsSurance o+ a Job commensirate with lave! ang raturs o
trainang

. Success+tul completion o+ an undergraduate degree

7. Agreement 1N Writing to return to Boitivia ano wors 1n
tield for twice tre period o+ the training

€. Ability to sheak Englash with no mora then three montns
of additional trainine or agreement to purcsue the degrees 11,

ki, Short-term trainang

l. Recommended &Nnd sponsored by a government agency or
Private organizstion

2. Payment of salary, family Subsistence bonuses or relat-r
expenses by Sponsoring Arganlization

In addition, the Project Faper calls for the Mission Training. Office tgo
develop a nctwnrkwofucontactsuuith.key privatlﬁSQctora:nd:privateuvoluntary
organizations throughout the country to assist in candidate selectirn.

Furthermore, the Training Office was to involve USIS and AIFLD in the -
Tandidate selection process. Finally, an Intcr-Agency Selection Cemm:+tee was
to be respcnsible for makind_thc‘final qplection.af.individuals for all long
and short-term training. The Committee consisted of reprssentatives from thae-
USG_Nission in Bolivia (USAID;<Palitical.-Economic and Consular Sections; DEA;

DO and USIS). While the Project did not tpecifically address inciuding
women, the eveluation will look at the number and characteristics of female
Partic.ran<s,

The evaluation will review the abouve candidate sSe@laction criteoria and
procadures tc determine ifrtheviware anplied-as out!ihed”above, i€ thay were

Us=2401 ap identify¢na/proc3551ng the “inds of candidates required by tne
Frotect, and 4 impraovemen<s can be in*“roduced. The tollowing svalus+io~
mecnsilsms will ke used;

“. Review of files ton detarmine i+ a4ppropriate certiiicatinng are
includedq. AT

R . .

E. Meetings with ¢hcse organizaticns wnizh Sponsar/employ trs ths
greatest rumber of participants.

U. M™Meetings with USAID/EBolivia Training Office staf+ who narticinates
1n ~frojecrt implementaticr.

D. Meetings with some of the returned participants.

E. iteetings with representatives of USIS, ARIFLD sna tne a?iza?e
E8CTOor and private voluntary erganizatiens which carticaiostsa -n
CRO1OatE Zelsction.,

F.o ME2TINIE wilth members o4 lnrter-Acency Select:nm (ooms it om
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K., Approximately 100 rersocn/monthns of short-term training in the u.s.

C. Approximately 100 persansmenths of seminar training in the uU.S,
ana Hojivaia,

D. Approximately 100 persocn/months o+ Democracy Awareness trélnlng in
the U.S. for Bolavian rural ang semi-urban young people.

In Jdanuary, 1989, the training cutpute were amended as follows:

A. 2% -long-term train:ng arszduates in tne U.S. ana Thirdg Countriss
\HF. D, programs were aAdged toc the Master's programs)

R. 136 short-term Participants in programs in the UY.S. and hira
Lountries ) :

C. 4 seminars in the U.S. and Bolivia
D. 60 participants in Democracy Awareress training in the U.Ss.

The evaluation will rev;ew ;hq revisions in training outputs, will measure
actual outputs‘aglinstﬂr.viicdatarg.t-cutpuxluind;&utdblhliyzc the-impact of
regucing the Seminars and t@.Jpemocracy Awareness components on the a2ttainment
of the Project purpose. The following evaluation mechanisms will be used:

A. Review of fil.s%@@}measure_anticipated training outputs.

B. Review of performance of the IDEA ina.éﬁséxﬁ}ojetts to evaluate
the impact of havang ‘modified the Seminars and‘Democracy Awareness
' compcnents cf tha Projact. ‘?;
© hedse o ."*,
: ;

V. TRRINING L0STS K
The Froject was developed on .the basis of the following cost estimates:

A. Long-term.trein,_g == Approximatesly $3.Q00, per, person/munt: iater
modiiiand to $47,000Vper participant,

B. Short-term training -- Appraximately $5,000 pPer ferson/mcocntn jatar
modified to $5,000 per Farticarant.

C. Seminars -- Approximately 720 P2r" parscorn/week liter jpoglited ra
™ L0 per semina-.

. Demccracy Awareness Frooram -- Approimately $220 -=r persor./montr
later modified to 3,500 per participant.

A.1.D. Hannnook 10 states that the ccsts of participant training are %o be
Contained anc tnat training programs and training components of prciects ars

to pe reveloped and mar.aged to assure both quality and cost-effectivensss.
Handbook 10, however, establishes no ceiling on tuition costs +for oraduste
Sildies but 1% does establish the monthly maintenance rates for diditering

itEstions 1n whe U.S. rarcing from $558 to $909. The Mission. to zppiy the
LeRT fZonTminment guidence, has five dRtions that mav be used. tte oo iE
«LTLT omwRE Zurstion ot training bv trhe cfficiert srogrammang of e s

- STOLERE AT BIACETIC TURLIOLNG TG ASSUFE that Lrainirag 1s compisnss - oo
STOrYest rime sossible.  Schedulinng Arrivals 1n the U.S, 0 colrcide w:=r Pt
TEETOR L USTIliTe D% ToumEsg opF mea Thamselana S o oarticigsrts o s e -
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selection may reduce training time. A s=cond option is to limit the
participant’'s choice of universities to those with lower tuition costs but

with high academic standards. Third, the Mission Mmay encourage particimants
to select universities in areas where maintenance costs are lower. A tourth
option would be to encourage participants to live on—-campus with meatis
provioea which 1s generally cheapaer tran granting them the A.I.D. established
malntensnce allowances. Given the objective of the Training for Development
Froject to reach Present and potential Uecxsion—makers, thlis cost containment
option may not be relevant. Finaily, participants with adequate i1ncomes (no
limitation was placed on participant s income levels by the Project) could be
requasted to pay a portion ot their training costs. o
The evaiuation will, to the extent possibie, estimate the actual training
costs of long and shor+t-term participants so they may be compared with the
Project’'s initial cost targets.  In adaition. the evaluation will review to
what extent the cost cohtainment options available to the Mission and its
.contractors were applied. The .following gxp;ugtignﬂmgspag&gms_ﬂi{{dpe used:

A. Review of files ro measure actual training costs.

- B. . rieetings with those organizations which sponsor/employ the
7 7' greatest number of Participants. o - ’

. C. Meetings with USAID/Bolivia Training Office -staff who participated
in Project implementation. .. L

D. Meetings with some of tnra returned participanrts.

C. Meetings with represen-atives of US!S, AIFLD and private sector
and nrivate voluntary Srganiczations wnich participated in candidate

selection.
V. FRUJECT 1MANAGEMEMT

The Froject Faper calls for tne Froleci trn be managed by the USAID/Bolivia
Training 0O-‘i1ce. Mora specifically, the Training Uffice was to be responsitla

tor the overall Ldentification, nominaticn, recruitment, +bilow~up and all
Aaaminis+<rative mNNitaring ot Frolect participents. The Training Office was to
“be ‘assistad by A.I.D./Washington’'s Office of International Training (OIT)
which has contracts w.th the Far<ners for International tducation and Training
(FIET) and the U.S. Department of Agriculture Graduate School. Their
responsibilities were to assist in the identification of U.S. training sites
as required and the placement and monitoring of participants in the U.S.
e Froject called tor “he uce ot Lr22narg 1nec1tutions which comcly with the
Proviz=ions ot the Gray “amendment ‘especially those of Hispanic or.gin). While
NOt specificsily menticres i1m tre Froject HPaoer. 4aood mansoement orac

would czi)l ro- theE zevtzwg

.
svstem. M1 would cersit both o=




C. Meetings with YSAID/Bolavia Training Office staff who participate
in Praoject implementation.

D. mMeetinags with some of the returned participants.

E. Meetings with the U.S, contractors reesponsible for Providing
Froiect suoport.

VII. EVALUATION FINDINGS, CONCLUSIONS AND RECOMMENDATIONS

Using the anzlvsis ana findings from the above sections, a summary will be
pPrepared. 1n:s will contain the major evaluation tinaings related to both tn

design of the original Project with its subsequent amendment and the
implementation of the Project. Given the unique, innovative character of the
FProject, special attention wili focus on the relationship that has been
demonstrated between the kind of training provided, the decision-maker
character of the Parcicipants and the development of workable economic
policies and Programs encouraging Private sector graowth. At this point, the
initial Project assumptions will also be raviewed to determine their influenc
on the Project and their pPresent applicability. Conclusions will be dravn as
;p_how effective the Projact has been in attaining its purpose and shov timely
;Hd efficiently it has bean implemented.

Recommendations wil, be made on how the Project. can be lamproved :in
anticipation of an amendment that has bser Froposed forilater this‘year

Thase will include suadgestions on how the P-oject desigr ﬁight'be‘alteréd to
more adaquately attain the Project purpasa. »Als0 suggestions wWill be made as
to how mansg=ment ana cost containment Provasions can improve Froject
impiementation. Siven vhe innovative character or the Project's orientatien
to suoperiing democrazy and Eilpanding the private sector, a section on
“‘Lessons Learnsc” w1l be pregared for other Missiors whizh may have interect
in developing 2 sim:lar activity. Tne Evaluation Findings, Cenclusions and
KRecemmendatio-g Section waill be Pi"2pared so that it can Frovide the
infermation required for the A.I.U. Evaluation Summary.
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Anne:x A-l:  arriclpant Lpecitlc IntorimatLion o Lei ardd AT D
A. Name LA R A/ZNI»‘ g1/ ~O0858Y - /- Godpe
B. Leocation in Bolivia Ly/h2 o
C. Fresent hnge 47
L. Marital Status: Unmarried __ Maryied
E. Yponsoring/Umploying Urganization i . .

F. Fosition in Urgnaization _Eeoweariec Advisoe

G. Fiela ot Study
H. U. 8. Training
1. Long-term Short-term ¥ Geendric , i,

s, saams e LYYRRv——

Tttowd L pe 2 o VG 7

2. Frivate sector ____ Fublic zector

2o Duration of Training

Uriginal STl SRF-W)
eLr et et s
Academ:c . v st e e
Short-|erm__ of wéens A o dotiod

LDeparture Data //,/F? l-enﬁ-et Metwern Dartz 2/ F9

4. Name ot ELY lraining lmstituticn tLonga term L rainino!

S. luitron Cost v et
0. Locarion of Trawmang

7. Maintenance Costs __ e
B. Nang of Academac Institution tLeng-tarm)

7. turtrion Cost e,

10, Locartion

il. Maintenance Costs o

Maturre of Short-term Vraining

B

12, FRaministrative Costs

14, Msintenance Losts
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Anrex A-t - - Faqe =

I. Candidate Selection Reguirements

l.

2
-~

Long—-tarm Traineeg (Certifications in File)

&. C:itizen of Bolivia o
2. LCurrently Emplcved —
li'ecommended by Emplover

T. Favment of Farticipant s Salary, Bonuses ana Related
Evpenses

]

€. Assurance of Job Upon Completion of Training _
f. Completion of Undaergraduate Degree _ '
9. FAgreement in Writing to Return to Bolivia

k. English Language Requirement Not To Exceed Three Months
Or Agreement To Enter Spanish Languaga Program

Short-term Training (Certification In File)

a. Recommended by Sponsoring Organization

b. Payment of Participantfs_Salary, Bonuses and Relatec
Expenses —_

~J. Project Management

-
faw

Lanquage

1. Timely Processing of Candidates to Meet Project Targets:

Timely Frocessing uf Candidates to Assure Entry into Enqglash
(EL) and Arademic Training:

L312auate Fredeparture Measurement/Counseling 2% Tandicates ty Moe -
and Academ.c largets:

Adeguate Fregeparture Information for farticipants:

Adequate Predeparture Information for Contractors:

/)/



Arne:: A-2; FProgram Specific Intormation Concernin Seminars
and Democracy Awareness raining

A. Name o+ Frooram

B. Furpose

—

C. Duration

D. Location

E. Number of Farticipants
F. Summary of Farticipants’ Characteristics:

tﬁe Frogram

H. Cost of Prdgram
I. Evaluation Summary:

J. Indicators of the Quelity of Project Management:




Annex B: Oroanyzatiorns Which Sgonsor£Emp1ox Gieatest Numbear

Q¢ Fsrtacipants
annex H-1: intormation Concerning the drganization
Neme ot Urganization
Fublic Sector Frivate Sector

Summary of Major Responsibilities of the Organization:

Organization’'s Awareness of Project Furpuose:
Organization’'s Satisfaction With Assistance Provided by Project:

Organization s Recommendations for Improving the Project:

AL
/1‘5’}";6



Annex B-2: In{nrmg;;gn_ggnggrn;ng Each ﬁgr;gczg;ng

A. Name
E. Loccation 1n Bolivia
C. Marital Status: Marrieq Unmarriedg

Family 1n the u.s. During lraining

D. rosition 1n the Urganization

E. Just o Ucoupy uporn Return _

F. irairmang Instatutisn -
G. Firela o+ Stucy

H. Duration o+ Training

I. Nature o+ Training in tne U.S,:

J. Fayment o¢f Salary, Eonuses and Related Expenses

K. Evaluation of Farticipant‘s Potential influence on Analyéis and
Formulation of Folicies (Fublic Sector) or on Expansion/Effi:iency of Private

Sector:

L. Reports fron Participants on Their Exnerience With Project:

5\



Arnex L. USKAID/ ol ivias .S. Emtassy Economic Dftrce: internationsy
‘_\—-—-—“‘__—-—.\ —en A 2T —m——oailend
Urganizarions

Evaivation of quanizatlg“s and Fields o+ Studgﬂip:luded 10 _the
trojesr with Respect to Froject Furpocse

A.  “e the organizations included 1n the Frojecr the Most relavant
Grgerizations to attain thae Frolect burpose ang objectaives:

l. What &dditions would be suggesteg?
<. What organizationsg stiould pe eliminated?

E. Are the fields o< study included in the Pruject the Mmoct relevant to
attain the Project purpose and objectives:

1. What additions would be suggesteg?

2. What fields of study should be added:



I.

annex D: Retutrneaq Farticipant
=2l Nen Farticaipents

Name
Locetion in Boiivia

Infzrmation on Froject and Frojact furposs;

toonsoring Crganization

Fesition Frior to Training

Current Fosition

Fielida of Study in u.S.

Englaisn Lanquaqge Training in U.S.

l. Institution
<. Criginal Duration of Training

2. Actural Duration of Training

4. Quality of Frogram

S. Experience with ELT

&. Suggestions for Improvement
Acaliemac Training in_the U.S.

1. Institution

2. How Wae the lnstituticrn Selecten

Original Duratiorn

Ui
L

4. Actual Duraticn

S. Reasor for Extension o+ fraining — e L
4. Queality of Instruction

7. Evperience with Academac Tra.ning —
8. Succestions for lmprovang Gczdemic Trzining

(S
i}

omnlation of Administrative Requirements:
=== —=MiN:Strative Requirements

Was maintenance/tuition and other payments made on
s

[ g
DT
n
"

=3

timely



s
oy

L]
as

4-

Anney 0 ~--— Fage

Wwere tuition/maintenace limitations placed on selection o+
training institution

big 4.3,

Recommendations for iMEroving the managment o+t the Froject:

-

bl

Contractor (FIET or Dept. c+ Agriculture) provide
Sistance as reaquired

USAID/Boliviaz

u.s.

contractor:

Uu.s.
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E.

H.

Anpnex E: USAID/Bolivia frainin Office Staff wno Have
T Farticipated in Frovect InileoenmteeriWho Have pated in Frojact Implementation
Nature ard fFurpose o+ Froiect:
Rele in Frolect lmplementation:
Summary of How Candidates were laenvitied oand Selectea:
Role of lnter—Agency Selecticn Lommittee:

Were There Difficulties With Candsnates Meeting Selection Ci-aterias

DD'YQU Have Suggestions On How to Improve the Candidate Selection Process:

Did You Have Specitic Difficulties With the Implementation 5 the Project:

1. Working With Uutside fRgencies:

)

working vwith UsSaiD Offices:

3. Workaing witk U.S, Contractors:
Feriod ot Vime vou ware Associated with the Froject: _
i. Was This the Oniy Training Activity That vou Had: :

<. Were You Able to Dedicate Sufficient Time to the Froject:

e ——

W



énns.s bt - Fane 2

z Were You Adequately freoarsd/lrained to Carry Sut Activaitias: —

-'s

H. Was Cidance Fraovicena to FPart:cipssts wWath Respect to Tuiticn/Maintanance
Limitsetions U To mave To Complets ~roarsm in Shortest Time Fer-icg:

1. were farticipsnts’ !ncome Levels lnvestigated And Was There An Ef+ore To
Have More adsiuent Harticipants Lontritute |o irairirg Loste:

J. Do yvou Have any Sugaestions Un How the Frojrect Design Coula Ee lmprovea:

K. Do You Have any Suggestiors On How Froject lmplementation Could Be
Improved: .

L. Do You Have nny Suggestions As Ta How Your Role In Project IleEmentat‘
Could Be Imnroved O- Made More Effective: : ' an



R. Mature ang Furpose of Froject:

B. #ctual fole an +Hroject Implementation:

C. Summary ot How Candicates were ldentified/Selectad:

D. Suggestions {or lmprovements in the Candidate Selection Procgss:

E. Feedback from Participants on the Project and Comments Which Couid Improwv.
the Yesign or Ilmplementaticn of the Project:



c.

Anne:: (5 1nter-Agencx Sqlect;on Committee

SR/ Eelivaas Foiitical, Economic and Consular Sectionsg

Nature =zng Furpose o+ the Froject:

Actual wole an Froject implementation:

Are the Urganizations lncluded in the Project the Most Relevent

Organizations to Attain the ‘roject Furpose and Objectives:

D.

1. What Additions Would You Suggest:
<. Wwhat Organizations Should Be Eliminated:

Are the Fields o+ Study Included in the Project tne Most Relevant

Attain the Froject Furrose and Objectives:

1. What Additions Would You Suggest:

2 what Fields or Study Should Se Eliminated:

F. How Eftec-+ive Was
Yelectich ''rocese:;
5. Sugaesstisars for Improving the Inter—-Agency Selection Committee:

che lnter-Agenny Selection Committee :n tue Froject



Suggestions 1o lmproving tne frojece besyan:

Sugegestions for Improvaing Project Implemer,

tation:



A.

SCOPE OF WORK - IQC
BACKGROUND

The Training For Development Project will be amended to add US$ 4 million
and extend !,n PACD to 6/30/94,

The project needs to be evaluated and a project pa er amendment prepared b
(at thpe lltnt) Mazch 30, 1990, pro P prep y

The TFD project started in 1985 with a PACD of 6/30/91. The initia] budget for
the project was USS 2.5 million.

SCOPE QF WORK

1 EVALUATION - Training for Development

- The purpose of this evaluation is to determine if the project has
followed project inpet deliness; applied cost containment measures
and has fulfilled its goal to date to train participants for development.

The evaluation of the Project must have, at a minimum, the following
components for long and short term:

Training activity: targets vs. actual
Costs: targets vs, act.\ﬁl

Fields of training: targets vs. actual
Contractor Performance (PIET and USDA)
Identification of Probjems
Recommendations



ATTACHMENT B

SCOPE OF WORK



