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Rack.. round 

On August 31, 1982, a $425,000 Opera t iona l  Program Grant was e igned ,  
i n i t i a t i n g  USAID/DR Pro jec t  No.517-0163, Radio Santa  klarxa I1 ( R S N  11) .* The 
g o a l  of t he  ; i r o j ec t  was t o  improve t h e  p r o d u c t i v i t y  and innova t ive  c a p a b i l i t y  
of Radio Santa  Narfa ,  a n o n - f o ~ i a l  educa t ion  c e n t e r  l oca t ed  i n  La Vega, 
o f f e r i n g  an  a c c e l e r a t e d  program f o r  g r a d e s  1 t o  8 which pe rmi t s  a d u l t  l e a r n e r s  
t o  adopt new a g r i c u l t u r a l  t echniques ,  e ~ t e r  secondary s choo l s ,  o r  o b t a i n  
s k i l l e d  urban employment. The purpose of t he  Grant was t o  provide  funding f o r  
t h r e e  d i f f e r e n t  types  of a c t i v i t i e s :  1 )  e v a l u a t i o n  s t u d i e s ;  i n c l u d l  ng a f i e l d  
eva lua t ion ,  t e c h n i c a l  e v a l u a t i o n  and a d n i n i s t r a t i v e  eva lua t ion ;  2 )  t r a i n i n g ,  
inc lud ing  an exchange program and long-tenn off-shore trainin::; and 3 )  
procurement of equipment; i nc lud ing  a micro-computer, b roadcas t ing  equipment, 
c o l l a t i n g  machines, and books. Taken toge the r ,  t h e s e  I n p u t s  were to: (1) l e a d  
t o  more e f f i c i e n t  ope ra t i ons  s o  t h a t  s t a f f  t h e  and r c sou rces  a t  R!;H would be 
f r eed  t o  develop new and improved i n s t r u c t i o n a l  s e r v i c e s ;  and (2)  provide  
exposure t o  and t r a i n i n g  i n  a l t e r n a t i v e  i n s t r u c t i o n a l  approaches enab l ing  t h e  
BSH s t a f f  t o  s e l e c t  and adopt new t echniques .  

An e v a l u a t i o n  s tudy  by F l o r i d a  S t a t e  Un ive r s i t y  (FSU), completed i n  1984, 
r e s u l t e d  i n  recommendations suggee t ing  mod i f i ca t i ons  t o  t h e  o r i g i n a l  p r o j e c t  
design.  These recommendations are summarized aa followc: 

* AID p rev ious ly  supported RSH wi th  an  OPC of $200,000 (FYs 1979-1981) which 
provided commodities, i nc lud ing  a new r a d i o  t tansmi t t e r  and g e n e r a t o r ,  o f f  i c e  
equipment, t a p i n g  equipment, o f f s e t  p r i n t i n g  equipment, and t r a i n i n g  i n  t h e  
U.S. f o r  t h e  program's g raph ic  a r t i s t .  



A. Admin i s t r a t i ve  Eva lua t ion  

The o r i g i n a l  p r o j e c t  d e s i g n  requi red  t h a t  an  a d m i n i s t r a t i v e  
e v a l u a t i o n  be conducted by a Dominican coneu l t i ng  f i m  or u n i v e r s i t y ;  however, 
the FSU team f e l t  t h a t  through t h e  process  of t h e  RSH-FSU E v a l u ~ t i o n ,  o 
se l f - s tudy  of all  phases  of RSH's o p e r a t i o n s ,  i n c l u d i n g  a d m i n i s t r a t i o n ,  was 
completed. Be~ed on t h e  a b i l i t y  of  RSH to  perform t h i o  s e l f - eva lua t i on ,  PSU 
rxommended t h a t  any r e sou rce s  ase igned  t o  t he  udmini s t r a t  l v e  e v a l u a t i o n  be 
reprogrammed. One a r e a  i d e n t i f i e d  f o r  f uode vas t h e  f i nanc ing  of a c o n e u l t a n t  
t o  a s e i s t  i n  t h e  a d a p t a t i o n  of t h e  new micro-computer t o  KSM's a d m i n i s t r a t i v e  
o r g a n i z a t i o n  and p r a c t i c e s .  

B. T r a in ing  Program 

Due t o  the f a c t  t h a t  i t  was not f e a s i b l e  t o  send key, RSM personnel  
f o r  two y e a r s  of long-term of f - shore  acadcnic  t r a i n i n g  and t h a t  t h e  
a n t i c i p a t e d  c o n t r a c t  f o r  an exct~ange program w i t h  Acci6n C u l t u r a l  Popular  
(ACPO) , Colombia's l e a d i n g  r a d i o  educa t i on  i n s t i t u t i o n ,  wae no longer  a  v i a b l e  
o p t i o n ,  t h e  FSU team recammended t h a t  more enphas i s  be  placed on in-country 
t r a i n i n g .  More s p e c i f i c a l l y ,  t h e  t r a i n i n g  component ves t o  be changed a s  
f o l l t w s :  

1. Tra in ing  Abroad: An i n t e r n s h i p  t ra lnlng-abroad program of 3 to  6 
months, but no t  t o  exceed two y e a r s ,  should be t a i l o r e d  t o  t h e  RSM s p e c i f i c  
need 8. 

2. I n t e r n s h i p s  a t  RSk:: In-house i n t e r n s h i p  programs should be 
provided t o  any new pereon on t h e  E M  s t a f f .  , 

3. Appren t icesh ip  System: An a p p r e n t i c e s h i p  program wi th  a l o c a l  
u n i v e r s i t y  whereby i n t e r n e  vork ha l f - t ime  a t  K S M  and s tudy  ha l f - t ime ,  should 
be i n s t i t u t e d .  Those r ece iv ing  compensations du r ing  t h i 8  time would a g r e e  t o  
work for  a  f i x e d  pe r iod  st RSH a f t e r  g r a d u a t i w .  

4. Coursca f o r  RSM Personnel:  A t r a i n i n g  program f o r  pa r sonne l  i n  
Ln Vega should be organized  and conducted by s p e c i a l i s t s ,  An agreement f o r  
u o i v e r s i  t y  c r e d i t  might be arranged.  

5 .  Seminars and Shor t  Courses: Spec i a l i z ed  t r a i n i n g  f o r  some s t a f f  
members could be a r ranged  by rronre f o r e i g n  o r  n a t i o n a l  i n e t i t u t i o n s  i n  areas 
such  as computer p r o g r a m i n g ,  v r l t i n g  of e d u c a t i o n a l  r a d i o  s c r i p t s ,  o r  o t h e r  
r e l evan t  6 u b j e c . t ~ .  



C. Equipment 
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1. Transmission Equipment: As conceived i n  t h e  o r i g i n a l  p r o j e c t  
and reconfirmed i n  t h e  FSU e v a l u a t i o n ,  BSM was t o  l i n k  w i th  Radio Hari6n t o  
cover  t h e  zone of Heo nea r  the H a i t i a n  border and i n s t a l l  a t r a n e m i t t e r  of 5 
k i l o w a t t s  near  t h e  border vhe re  t h e  s i g n a l  would reach  Dajab6n. An agreement 
w6e aeeded between Radio Mari6n and BSM t o  t r a z s m i t  t h e  r a d i o  s choo l s  program; 
and f o r  t h i s ,  RSM would pay f o u r  percent  of t h e  c o s t  of a t r a n s m i t t e r .  A 
r e p e a t e r  s t a t i o n  wae a l s o  t o  be i n s t a l l e d  i n  t he  Puerto P l a t a  area t o  cove r  
t he  no r the rn  c o a s t a l  region.  I n  o r d e r  t o  purchase t h i s  equipment, it was 
f u r t h e r  recommended ttclt RSH uee t h e  purchaeir,g procedures  uoed i n  t h e  
previoue USAID p r o j e c t .  

2. Mobile Unit: A mobile u n i t ,  which was not  o r i g i n a l l y  inc luded  
i n  t h e  p r o j e c t  paper ,  wue recommended. The proposed mobile u n i t  would p rov ide  
g r e a t e r  f l e x i b i l i t y  i n  going out  t o  t h e  "carnpo" i n  o r d r r  f o r  t h e  carnpeeino t o  
p a r t i c i p a t e  i n  t h e  programs. Live,  on-si te  news and f e a t u r e d  in fo rma t ion  
could be spontaneously broadcas t ,  g i v i n g  immediacy and i n c r e a s i n g  access  a s  a 
r e p u t a b l e  news and f e a t u r e  r a d i o  stat ion.  It was a l s o  in tended  t o  se rve  as a n  
impor tan t  l i n k  i n  t h e  coverage of t he  broadcas t s  i n  t h e  expanded broadcas t  
a r e a s  and i n  t h e  t ap ing  of t h e  "Universidad Para Todos" i n t e rv i ews .  A 
f our -uhee l  d r i v e  v e h i c l e  w i t h  a mobile t r a n s m i t t e r ,  r eco rde r s ,  and p a r a b o l i c  
and d i r e c t i o n a l  microphones was recommended by t h e  FSU team. 

3, C o l l a t i n g  and S t a p l i n g  Equipment: A s  proposed i n  t h e  o r i g i n a l  
p r o j e c t  and reconfirmed by FSU, equipment capable  of c o l l a t i n g  and s t a p l i n g  
23,000 l e s s o n  l e a f l e t s  weekly would be purchased. 

4. Ddta P r o c e s ~ i n g  Equipment: Addi t iona l  eof tware  would 
procured as the  computer became func t iona l .  Ae mentioned p rev ious ly ,  a 
c o n s u l t a n t  would he c o n t r a c t e d  t o  a e e i s t  R S M  i n  maxi rn iz iq  t h e  use of t h e  
equipment and i n  t r a i n i n g  RSM personnel .  

The FSU e v c l ~ a c i o n  rccommendar:ions were accepted and t h e  Cran t  was 
amended on Play 5, i.984, t o  reprogram t h e  budget accord ingly .  

Due t o  d i f f i c u l t i e e  encountered i n  ob t a in ing  requi red  equipment 
e p e c i f i c a t i o n e ,  t h e  PACD of RSM 11 wee extended t o  August 31, 1986, a t  t h e  
same t i m e  reprogramming t h e  budget to f inance  t h e  i n c r e a s e  t o  5 Kw of t h e  FM 
t r a n s m i t t e r  at Mogote and t h e  i n s t a l l a t i o n  of a 1 KW AM t r a n s m i t t e r  n e a r  
Da jab6n. 

A t h i r d  amendment t o  t h e  Crant  war3 s igned on May 21, 1986, ex tending  t h e  
PACD t o  December 31, 1986 and reprogramming funds  t o  permit  t h e  s i g n i n g  of a 
c o n t r a c t  betveen Radio Sanra Harfa  and Radio Maridn f o r  t h e  maintenance of the 
API t r a n e m i t t e r ,  t o  t r a n s p o r t  r a d i o  equipment from Sento  Domingo t o  La Vega and 
DajaMn and i n s t a l l  s a i d  equipment, t o  procure  e t a p l i n g ,  p r i n t i n g ,  and 
record ing  equipment, and t o  complete  t h e  t r a i n i n g  of two RSM s t a f f  i n  Ecuador. 
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Because of p e r s i s t i n g  and appa ren t ly  impaseable b o t t  l enecks  i n  t h e  
procurement process ,  the PACD was extended f i n a l l y  t o  March 31, 1987. 

P ro i ec t  Status 

Post-PACD e i t e  v i e i t s  were made on June 16,  1987, t o  La Vega and Hogote 
hnd on August 27-28, 1987, t o  La Vega, Dajab6n aud E l  Pino t o  observe  t h e  
s t a t u s  of t h a  p r o j e c t  and t o  v e r i f y  the r e c e i p t  and i n s t a l l a t i o n  of p r o j e c t  
commodities. By t h e  time of t h e  l a t t e r  v i e i t ,  a l l  c o ~ o d i t i e e  had been 
received and were being used t o  i nc reaee  t h e  e f f i c i e n c y  of RSM ope ra t i ons ,  
thereby ach i ev ing  the  p r o j e c t  purpoee of f r e e i n g  s t a f f  t ime for  tho 
development of improved se n i c e r  . Twelve o t a f f  members had completed t r a i n i n g  
programs i n  Venezuela, Ecuador, Costa Rica and Paned and had r e t u r n e d  t o  work 
a t  RSM, app ly ing  t h e i r  t r a i n i t g  and overeeas expcr iencee  i n  a l t e r n a t i v e  
approaches t o  i n e t r u c t i o n a l  t echniques .  

A c t i v i t y  

Eva lua t ion  

Tra in ing  

Procurement 

TABLE I 
PROJECT STATUS 
AT COMPLETION 

S t a t u e  

F ie ld  e v a l u a t i o n  completed by FSU. 
Sel f -eva lua t ion  c a r r i e d  out by I S M .  

1 2  s t a f f  members t r a i n e d  i n  o f f -  
shore ,  ehort-term t r a i n i n g  courses .  

Technical  a s s i s t a n c e  provided epe- 
c i a l i z e d  t r a i n i n g  i n  u se  of computer. 

Conptlter t r a i n i n g  program a t  UQQ! 
Sant iago  u t i l i z e d  t o  t r a i n  s t a f f  i n  
r o t a t i o n .  

In-house l n t e n m h i p  prngrean i n  place.  

Commodities rece ived ,  inor a l l e d  and 
i n  use. Boc k-orders c a n c e l l e d  
(4-tape-recordera not shipped be£ ore 
PACD) 
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0 bservot ione 

During the  f i z e t  poet-PACD s i t e  v i  
equipment procured under t h e  p ro jec t  was 

a i t  it was noted t h a t  erne of the 
- - not being u t i l i z e d  f u l l y  duo t o  the  

absence of a dependable rource of expendable materials .  U# opera tes  
pr imar i ly  on donations s o l i c i t e d  from i n s t i t u t i o n e ,  orgadrat  ioqm,  and 
individuals .  Thc.rc i e  a l e o  some incorae from adver t i s ing ,  al though RSX does 
not accept adver t i s l ag  from manufacturere of a lcohol ic  beverage6 vhich  a r c  
thought t o  contribute t o  c e r t a i n  s o c i a l  problem8 i n  the community. Becauee 
opera t ing  c a p i t a l  i s  co l imi ted ,  procurewnt  of expendables la  a continuous 
b t t l e n e c k .  The KSM Direc to r  was encouraged by A I D  s t a f f  t o  a c t i v e l y  seek 
dependable sourcer f o r  t h e  replenishment of ma te r i a l s  i n  o rde r  t o  eneura t h e  
f u l l e s t  u t i l i z a t i o n  of the  equipment purchamd under the  Grant. To a great  
ex ten t  t h i o  hae been accompliehed, 8.g. sources f o r  t h e  l i q u i d  toner  and 
epecial paper f o r  t he  H u l t i l i t h  2500VR ~ l a t e m a & r ,  and paper f o r  l e s son  and 
exaninat ion matericllo have been i d e n t i f i e d  by BSH. In a d d i t i o n  Radio Santa 
Horfa i n  cooperat ion wi th  Radio Mari6n has taken th ree  important s t e p s  toward 
resolving tqchnica l  d i f f i c u l t  i e s  experienced i n  tbc  Dajab6n-El Pino 
transmioeions: (1) they have ordered a pa r t  t o  enable the automatic e t a r t e r  of 
t h e  generator a t  E l  Pino, i n  case of local  pover f q i l u r e ;  (2)  they have 
obtained equipment to change the  frequency of the  s igna l  from Dajabdn t o  E l  
Pino, i n  o rde r  t o  e l imina te  In ter ference;  (3) they have cont rac ted  with a 
Gcrcurn technician f o r  the  maintenance and repa i r  of broadcast ing and 
t ranomission equipment. 

F inancia l  S t a t u s  

Tlie f i a a n c i a l  s t a t u s  of ti'e BSH 11 Project  i e  8 U m ~ ~ r i t e d  i n  the  f o l l o v l n g  
table:  

TABLE I1 

FINANCIAL STATUS AT COMPLETION 

Element No. Element Name 0 bl ig a t  ions  Expenditure6 P ipe l ine  

0 1 TA/Evaluat ion 112,994 112,585 , 409 
0 2 Commod i t i ee 241,024 227,450 13,574 
03 Training SO, 282 48,422 1,860 
04 S a l a r i e s  20,700 20,650 50 

T O T A L  425,000 409,107 15,893 

Funde remaining a t  completion of the  project  are t o  be deobligated. 
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Lessons Learned 

The RSH project  h i s to ry  can serve a s  an example of procurement delays 
frequently experienced by USAID/DR. In order t o  minimize fu tu r e  delaye, the  
folloving act ions  a r e  suggested: (1) tha t  future  project  d e s i g ~  place more 
emphasis on lead-time f o r  procurements; (2) tha t  p ro jec t  implementation plans 
re f lec t  more aggreseive monitoring a c t i v i t i e s  'during the  procurement procese; 
(3) that i den t i f i c a t i on  of a continuing source of oupplies and par te  f o r  
commodities procured under a grant  be specified ae an e seen t i a l  element of 
project  implementa&ion. 

Conclusions 

In terms of reaching Lte goale and achieving i ts  purpose, the  BSH 11 
Project can be considered a -success. The equipment purchased under the  g r a n t .  
enabled Radio Santa UarZa t o  expend broadcaoting and thus increased t h e  
l i s t en ing  audience by approximately 30 per cent. The evaluat ion proceee 
contributed t o  an increase i n  eff ic iency of operations vh i le  the t r a in ing  
component resu l ted  i n  the  improvement of RSM'e capaci ty  f o r  innovation i n  
ins t ruc t iona l  techniquee. Rsdio Santa Hsrfa benefi t8 more than 40,000 adu l t  
students each year. The course content is adapted t o  the  psychology and l i f e  
context of r u r a l ,  lower i n c m e  adulto and i s  deeigned to  equip and motivate 
students t o  contr ibute  t o  a procoee of socia l  and economic development i n  t h e  
Domir.lcan Republic. The graded educational ee m i c e  i e  supplemented by a 
se r ies  of programs i n  agr icu l tu re ,  nu t r i t ion  and heal th ,  homemaking, 
child-care, and community development. Studies have shown tha t  the RSH 
radiophoefc syetem is coet-eff ec t f  ve, Overall, the radio  echool 8 tudents 
score e ign i f ican t ly  higher than . formal echool s tudents  on o f f i c i a l  CODR 
achievewnt teeto.  
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