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Background

On August 31, 1982, a $425,000 Operational Program Grant was signed,
initiating USAID/DR Project No.517-0163, Radio Santa Marfa II (RSM II).* The
goal of the project was to improve the productivity and innovative capability
of Radio Santa Marfa, a non-formal education center located in La Vega,
offering an accelerated program for grades 1 to 8 which permits adult learners
to adopt new agricultural techniques, ecter secondary schools, or obtain
skilled urtan employment. The purpose of the Grant was to provide funding for
three different types of activities: 1) evaluation studies; including a field
evaluation, technical evaluation and administrative evaluation; 2) training,
including an exchange program and long-term off-shore training; and 3)
procurement of equipment; Iincluding a micro-computer, broadcasting equipment,
collating machines, and books. Taken together, these imputs were to: (1) lead
to more efficient operations so that staff time and resources at R5M would be
freed to develop new and improved instructfonal services; and (2) provide
exposure to and training in alternative instructional approaches enabling the
RSHM staff to select and adopt new techniques.

An evaluation study by Florids State University (FSU), completed in 1984,
resulted in recommendations suggesting modifications to the original project
design. These recommcndations are summarized as follows:

* AID previously supported RSM with an OPG of $200,000 (FYs 1979-1981) which
provided commodities, including a new radio transmitter and generator, office
equipuwent, taping equipment, offset printing equipment, and training in the
U.S. for the program's graphic artist.
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A. Administrative Evaluation

The original project design required that an administrative
evaluation be conducted by a Dominican consulting firm or university; however,
the FSU team felt that through the process of the RSM-FSU Evaluation, a
self-study of all phases of RSM's operations, including administration, was
conpleted. Based on the ability of RSM to perform this self-evaluation, F5U
ri:commended that any resources assigned to the administrative evaluation be
reprogrammed. One area ifdentified for funds was the financing of a consultant
to assist {n the adaptation of the new micro-computer to RSM's administrative
organization and practices.

B. Traiuing Program

Due to the fact that it was not feasilble to send key RSM personnel
for two years of long-texm off-shore academic training and that the
anticipated contract for an exchange program with Acciémn Cultural Popular
(ACPO), Colombia's leading radio education institution, was no longer a viable
option, the FSU team recommended that more emphasis be placed on in-country
training. More specifically, the tralning component was to be changed as
follows:

1. Training Abroad: An intemship training-abroad program of 3 to 6
months, but not to exceed two years, should be tailored to the RSM specific
needs.

2. Internships at RSM; In-house internship programs should be
provided to any newv person on the BSM staff. )

3. Apprenticeship System: An apprenticeship program with a local
uvaniversity whereby interns work half-time at RSM and study bhalf-time, should
be instituted. Those receiving compensations during this time would agree to
work for a fixed period st RSM after graduatiung.

4, Courses for RSM Personnel: A trainiung program for personmnel in
La Vega should be organized and conducted by specialists, An agreement for
university credit might be arranged.

5. Seminars and Short Courses: Specialized training for some staff
members could be arranged by soume foreign or national inmstitutjons in areas
such as computér programnming, wrlting of educational radio scripts, or other
relevant subjects.
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C. Equipment

1. Transuission Equipment: As conceived in the original project
and reconfirmed in the FSU evaluation, RSM was to link with Radio Marién to
cover the zone of Mao near the Haitian border and install & transmitter of 5
kilowatts near the border where the signal would reach Dajab6én. An agreemeat
was needed between Radio Marién and RSM to tra=msmit the radio schools program;
and for this, RBRSM would pay four percent of the cost of a transmitter, A
repeater station was also to be installed in the Puerto Plata area to cover
the northern coastal region. In order to purchase this equipment, it was
further recommended that RSM use the purchasirng procedures used in the
previous USAID project.

2, Mobile Unit: A mobile unit, which was not originally included
in the project paper, was recommended. The proposed mobile unit would provide
greater flexibility in going out to the "campo” in ord=r for the campesino to
participate in the programs. Live, on-site news and featured information
could be spontaneously broadcast, giving immediacy and increasing access as a
reputable news and feature radio station. It was also intended to serve as an
important 1link in the coverage of the broadcasts in the expanded broadcast
areas and in the taping of the “Universidad Para Todos" interviews. A
four-wheel drive vehicle with a mobile transmitter, recorders, and parabolic
and directional microptones was recommended by the FSU team.

3. Collating and Stapling Equipment: As proposed in the original
project and reconfirmed by FSU, equipment capable of collating and stapling
23,000 lesson leaflets weekly would be purchased.

4, Data Processing Equipment: Additional software would %o
procured as the computer became functional. As mentioned previously, a
consultant would he contracted to assist RSM in maximizing the use of the
equipment and in traiuing RSM personnel.

The FSU evaluation recommendarions were accepted and the Grant was
amended on May 5, 1984, to reprogram the budget accordingly.

Due to difficulties encountered in obtaining rtequired equipment
specifications, the PACD of RSM II was extended to August 31, 1986, at the
same time reprogramming the budget to finance the increase to 5 Kw of the FM
transmitter at Mogote and the installation of a 1 KW AM transmitter near
Dajabén.

A third amendment to the Grant was signed on May 21, 1986, extending the
PACD to December 31, 1986 and reprogramming funds to permit the signing of a
contract between Radio Sanca Marfa and Radio Marién for the maintenance of the
AM transmitter, to transport radio equipment from Santo Domingo to La Vega and
Dajabén and install said equipment, to procure stapling, printing, and
recording equipment, and to complete the training of two RSM staff in Ecuador.
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Because of persisting and apparently impassable bottlenecks in the
procurement process, the PACD was extended finally to March 31, 1987,

Project Status

Post~PACD gite visits were made on June 16, 1987, to La Vega and Mogote
and on August 27-28, 1987, to La Vega, Dajabén and El Pino to observe the
status of the project and to verify the receipt and installation of project
commodities., By the time of the latter visit, all commodities had been
received and were being used to increase the efficliency of RSM operations,
thereby achieving the project purpose of freeing staff time for the
development of improved services., Twelve staff members had completed training
programs in Venezuela, Ecuador, Costa Rica and Panamid and had returned to work
at RSM, applying their training and overseas experiences in alternative
approaches to instructional techniques.,

TABLE 1
PROJECT STATUS
AT COMPLETION

Activity Status
Evaluation Field evaluation completed by FSU,.

Self-evaluation carried out by RSM,

Training 12 staff members trained in off-
shore, short-term training courses.

Technical assistance provided spe-
cialized training in use of computer.

Computer training program at UQHDY
Santiago utilized to train staff in
rotation,

In-house internship prngram in place.

Procurement Commodities received, installed and
in use. Back-orders cancelled
(4~tape-recorders not shipped before
PACD)
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Observations

During the fizst post—PACD site visit it was noted that some of the
equipment procured under the project was not being utilized fully due to the
absence of a dependable source of expendable materials. RSM operates
primarily on donations solicited from 4institutions, organizations, and
individuals. There i1s also some income from advertising, although RSM dces
not accept advertising from manufacturers of alcoholic beverages which are
thought to contribute to certain social problems in the community. Because
operating capital is so limited, procurement of expendables is a continuousz
bottleneck. The RSM Director was eancouraged by AID staff to actively seek
dependable sources for the replenishment of materials in ordar to ensure the
fullest utilization of the equipment purchased under the Grant. To & great
extent this has been accomplished, e.g. sources for the liquid tomer and
special paper for the Multilith 2500VR Platemaker, and paper for lesson and
examination materials have been identified by RSM, In addition Radio Santa
Maria in cooperation with Radio Marifn has taken three important steps toward
resolving technical difficulties experienced in the Dajabdén-El Pino
transmissions: (1) they have ordered a part to enable the automatic starter of
the generator at El Pino, in case of local power fallure; (2) they have
obtained equipment to change the frequency of the signal from Dsjabén to El
Pino, in order to eliminate interference; (3) they have contracted with a
German technician for the wmaintenance and repair of broadcasting and
transmission equipment.

Finauncial Status

The financial status of tte RSM Il Project {s summarized in the following
table:
TABLE II

FINANCIAL STATUS AT COMPLETION

Element HNo. Element Name Obligations Expenditures Pipeline
01 TA/Evaluation 112,994 112,585 . 409
02 Conmodities 241,024 227,450 13,574
03 Training 50,282 48,422 1,860
04 Salaries 20,700 20,650 50

TOTAL 425,000 409,107 15,893

Funds remaining at completion of the project are to be deobligated.
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Lessons Learned

The RSM project history can serve as an example of procurement delays
frequently experienced by USAID/DR. In order to minimize future delays, the
following actions are suggested: (1) that future project designs place more
emphasis on lead-time for procurements; (2) that project implementation plans
reflect more aggressive monitoring activities during the procurement process;
(3) that identification of a continuing source of supplies and parts for
commodities procured under a grant be specified as an essential element of
project implementation.

Conclusions

In terms of reaching its goals and achieving its purpose, the RSM IIL

Project can be considered a -success. The equipment purchased under the grant:

enabled Radio Santa Marfa to expand broadcasting and thus increased the
listening audience by approximately 30 per cent. The evaluation process
contributed to an increase in efficiency of operations while the training
component resulted in the {mprovement of RSM's capacity for innovation in
instructional techniques. Radio Santa Marfa benefits more than 40,000 adult
students each year. The course content is adapted to the psychology and life
context of rural, lower income adults and is designed to equip and motivate
students to contribute to a process of social and economic development in the
Domirican Republic. The graded educational service 1is supplemented by a
serins of programse in agriculture, nutrition and health, home-making,
child-care, and community development. Studies have shown that the RSM
radiophonic system 18 cost-effective, Overall, the radio school students
score significantly higher than . formal school students on official GODR
achievement tests.

cc:CRD (Off. F es)

CONT
Drafted :HRD: N{g\‘zer [3@%5/@7

Clearance:HRD: In draft)
PDO:DMcFarland (in draft)
Doc: 3158k



