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The Education Division a t  the beginning of th is  reporting p e r i d  was made up of f ive  
professional educators, t w o  secretaries, and one t k i r d  Ccuntry Nationat worktng wi th 
s ix  Edwcation contract teams. A t  the end of the period, the Division uas cornposed 
of only two professionat educators, one secretary, one host country ~ t i o n a l  , workins 
w i r i t  f i v e  educaticnaf contract teams, 

The Manual (kder covering ETiis, Reference A, directs ttlat th is  report should cover the 
oot:standing elemnts of experience not dealt w i t h  i n  other reports, emphasizing the 
difference between the U.S. and the local experience. I n  keeping with the instruc- 
tions ef the anual  Order, th is  report wit1 highlfght those problem areas in  wPlich 
tlwre appears t o  be need for  future plaon2ng. The wri ter  does not fntend f o r  the 
report t o  be taken as a negative ane because o f  enphaais on problem areas. I t  i s  the 
opin im of the wri ter that the projects i n  education a t  t h i s  MSssim have been posi- 
t i ve  a;,d productive toward Mission goals. TRe personnel working i n  Education have, 
for  the most part, been dedicated, hardworking, highly professionaf people. The 
relationship wi th host country nationals, w i t h  other dwor agency personnel and w i t h  
people i n  other divisions o f  the pcttssion has been outseandSng, hogect goals kave 
k e n  Fnet and educational programs in Qbui ib i ve rs i t y  and tk Ministry of Mucati on 
have w e d  ahead because of U.S. assistance. Tkese achievements have been hrwght 
about through the e f fo r t s  of both d i rec t  h i re  end contract employees. 

ft seerm appropriate t o  coDPnent on the di rect  h i r e  s ta f f  a t  a time when t h e  has beein 
r drast ic reduction i n  personnel. The w r i t e r  ha5 had many yews of professional exwr-  
icnce before joining the ~yency f n  dealing wfth educators and professional eraployees 
i n  many di f ferent  settings. In the judgement of ti= writer, the qual i ty  of direct  
h i re  professional personnel assigned to  the Education Divisisin has been consfstently 
high and stronger on the average tharr would nwmillly be Pound $n a U.S. college or 
public school system. Rny c r i t i c i sm of Agency recruitment i n  th i s  area would not be 
ualSd as i t  applies to  t h i s  pa r t l cu iw  situation. 'Ihe d i rec t  hire personnel have been 
a strength i n  the t4issfon's educational program fw which the Agency has jus t  re3sm 
t o  be proud. 

5Irect ttfre perscnnel b v e  Been respcnsibte pr imari ly for ident i fy ing needs, sett ing 
: p r i w i t i e s ,  planning, nranaglng, supportingmdevatuating oducatfanpmgccts. Tkey 
I have also been responsible For cpordinating ducatCom? e f fo r ts  w i t h  a l l  U.S. programs, 
I with e f fo r t s  of other b i la te ra l  donors a& ~ i t A  U1'1 act iv i t ies .  Educatianai contractas 
: have been responsible for  carrying out project act iv i t ies, detwuinfng methods and 
/ procedures, selecting specialists and advisors, and i n  assisting wSth  ptennSng and 

evaluation. 

I The expertence of the writer, both $\gency and pre-Agency, has convinced h i m  that 
I 
I educ~eianol cchtraclors, particularly urafversitics, represent a resource that can be 
j invalmbia: to  t lw Agency i n  developing programs and achieving project objectives. 
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Thls reswce, which emnot eastly be dupliceted by & Agency i tsel f ,  Snctdes a 
saiversfty's vast experience i n  program development, a store of edu6etfwat 
mterials, and a cadre! of professional people &a have experience Jn working 
together fn  devolopiq, education projacts. The potentfa1 of  a m 3 w s i t y 8 s  
cant?$ Wi on to an A101 ehcation project i s  appreciated. 

The writer would l ike t o  assma a positive att i tude toward the universtty canoracts 
and tbn polnt sut probtesls and shortcomings that have developed i n  thts csntrac- 
teal telationshfp. The w r S t e r  has had experience on both sides of th is contractual 
rrelattonship. Mls $we!-Agency experience as a coltege administrator incia&& 
contract work. His Agency experience, during the perqod of 6Ms report, involved 
~ 0 r k  w i t h  S I X  e d w a t i e ~  controctws. 

il :: Swwhat typical of problem and shortcdngs in contractor perfcrssnce which 1% 
, hirvei-been &served, each w s t h  two i l t w t r a t i ~ n s ~  ore the fo11mingt 

, 
i 

I .  Untversftfes do not give f i r s t  pr ior i ty  to off-campus contract w k .  
University o f f i c ia ls  can be deeply canertwd w i t h  tRo probiews of an off- 

i cant?act; yet these problem are not usually of f i r s t  p r iw f t y .  Cafnued  
; crmat~tcation betwan contractors and the Agency can help i n  thfs s9twatian. The 
j following aro illustrsatfons of th is point. 
,I 

1 ' 
I a. One contractor who has generally given more campus support t~ the 

project in this MssEcm than any other contractar, nominated a aran as a spacial 11 adr<ra i n  student personnel servtca WM MI b d  no training n w  -imn in 
I; th5s area. When the writer confronted the &an of stcrdents,:whe kad sarvd  pe- :: 
i viousty as a af the cattract team, askfng why such s ncdnatfon was made, 

the reply was t o  the e:fFect "1 w s  simply up to  ray neck in work here on camps 
and XhDs yaung man see& so eager I went alwg with the nrxninatf~n,~~ 

d b. There was, a persod of six months, b r c h  through :.4wgust, 1958, when 
one ccntract team COP, who was new t o  h is  positfan, got not one ssngte ccawnics- 

I t ian frm canpus wen though he had made a n u i W  of inquiries an severeti :cruelel 
matters. When c-ication was resumed, the campus coladinator, whcse salary 
was paid i n  part fra the cmtract, stated that tae brtd been extrwety busy w i t h  
~ t h W  SSttWS. 

2. A f t e r  the i n i t i a l  staffing, un2versities Fraqueatly do not continuo assign- 
(ng &equate nmbws cb campus parsonml to contract teams. Universities tend t o  
becarne axpensfve hirin~g halts unless pressure $s exerted by the Agency. Off- 
campus personnel are handicappad by lack of experience i n  working tctgetbr. tk i tker 
do they take back to  campus the f i e l d  experience which would strengthen the can- 
trac*or*s e f  fectf veness. 



a. At opro tSim a cmtrac tor  .bad 43 i&z=rican cweract persame1 ass9gnd 
t o  t l ~  fSeld team, only three OF xofhcm iwd campus s ta tus  and only mi? & these was 
a r q l a r  -pas errg~loycs who r e t w m d  t o  ca,71pus s f f a -  irPs contract t a w  & &Pbtr;y, 

Is. AC we pcried ~ n o t k p r  contract te%n was  d m  to only am regsHer 
cmph(s employee w h  returnad to the lanivarst%y at the and of h i s  tour. 

3.  'JSliversSCias sawtimes use contract  t e w  as il  lay of ace 
personnel *tho are no longer needed or wanted on campus. 

a. A recent Cltief of Party sent t o  the f ie ld  by a co~neractar had kna 
~ e c d e d  t o  the Mssion t b w h  Or% wit@ by Ewo r~nSvers'tty deans. C @ P s  
pwfarmnce was unsatt sfaceory and h is  tour was t m i w t e d  early. I\ r ef tke 
faculty has reeentlly reperted tEwt the desns rho reca3nsmdet.t tk COP were ware of 
his deteriorated profesaiwial quad $Pi  catimis and that % b y  o w l y  dfscus& s d F r $  
him ta the Field to remove bia frotn ~ g ~ t p ~ s  a t  a tfwe ~shm tbre was e camper, 
rewganfzat$m and they wanted h5n out of tho way. 

b. d spec ia l i s t  was sent  Frorn a university to t.rwk On a wry  witfcaB 
area and iws b p t  on the proj?j@rt for four years. pgbe COP emf ided i n  thc  wrf tw 
tha t  tht3 spociolCst rms baing released by the universI%y aid was gsven thet ever- 
seas assignnrcnt * help him during t h i s  transf t i a n  perEd. The s p c 4 a l i s t  wss 
net taken Lack oil the Fautfty of the university and appears t o  be stflt  awmpfoyetl 
a year fater.  

4. Wnsvorsity contract  a y l o p e s ,  like? aanyorte kqho i s  new t o  foreign EeehicaP 
assistance wwk, smtjgi~s do not uderstawJ tk hasfc prfncZpies of technical 
assSstance. R a y  are i d s~a l ly  capable c d  m g e ~  tfa do a job but Sess able to  do 
the Gwre d i f f i c u l t  task off helpins a host country riatDonal do a j&. 

a .  >%any cciitraet mgloyees want t o  teach, p9m program, and drvel* 
sPmps oi?d t a b r a t u r i c s  because elP-is is $&a area  af their e x p w t i s .  Fhay rcsncstCms 
a r e  too i q a t k n t  or unable to iwkc e k a g h  the i s 2  e m t r y  naticmals i n  fostieu- 
rioml d a v ~ l q m n t .  

L, A coi~ t r i ic tw iwkec4 in tl* fnstitute of Educaeian Pbr apprwimteJy 
13 pars, during which ti* tbre was a sizeable ccamdity clemnt of azonsurrubles 
such as paper, stencicls, etr. A t  the end ef ttw parid, the c m t r a c t  was st411 
provSding I00 pef cent of the eomditias used by $ha Pnstttute. \&en tt9 project 
phased out, the Ins t i t u t e  kid  developed no provisions For i t s  a4n suppcre a d  I t s  
program suffer& ~ m s w a $ ?  y. 



5. Sorac universit ies t m d  t o  leave the bsckstopping of w a r w s  eontracts t o  
an overseas atfmtnistratfve o f f  ice? and do not include the sebstantive depsrtamts of 
the university i n  project piannlng and program d e v e l a w t ,  

a. Two years ago a senior tenured professor Pn a substantive d%pwtmnt 
of a university v i s i t&  i(abu1 while on vacation. When perstxinet frm the Educat$an 
aivision questioned the v8sit ing professor on the rota o f  hfnr departamt, i n  suppwt- 
Sng the? project tme, she repl ied that she knw nothing abwt the p o j e c t  other than 
knowing s& d r  type c$ project existed. She also added that the Xntwnat9onaE 
PCqr~60$ Oivisicm dOb not work w i t h  the substantive divjsiob~ ef the univwsiay kt 
Randied such programs w t i r e l y  F r m  ehQ adro in ls t rar3~ ofrice. 

b. there i s  apparently l i t t l e  ccmanicatian ktwew ma wnivcfrsfty.Enrc!r- 
nationel Programs MFSuc: and the S&at of Agr ieu l tu r~  in re la t ion  t e  backstsqpfng 
tha project tha Faculty of  Agriculture We. Pn 1wJ the 3wn of the S c h i  of 
Agrfcufture to ld  tile wrftar than he would wt " t i f t  a f i ~ g e r  t o  help thfs projj@ctel' 
tle did add that (re w w t d  not l i f t  a S i n g e r  t o  kurt the project. A t  that ttrae thc 
campus coordinatw to ld the rwDter that suppurt fw t h i s  praject rested prf laarOiy 
wi th  h i s  off5ce. 

6. Salaries For cc~otract team personnel are smt3mes unreasonably htgk. lhPl 
systm.of paying overAea,d on salaries, a cost plus arrangsraent, daes not encourage 
close budgeting by contractors on salaries Fw contract emplayccs. 3be AXDhd 1 contract o f i i c f s  d e t ~ ~ i w t i m  of sa iwy approvals results st H.a; in  unreasonably 
hfgh siaaries. 

a. In detwmiaing the h s e  salary for  a contract explcym, the cartractor 
f s  all-d t o  take the employee's las t  academic )retar salary and amm1Szs i t  by 
adding om third, and ehlhn add 10 per cent for an overseas incsnttve. The gracs~sr, 
of annwlizSng academic sataries by adding m e  th i rd  15 the practice ~f fm~, SF 
any, Panerdcan untvwsittes. t%st mfversieies add $5 - 2Q p r  cent cf an a-fc 
salary when an acadmic appo?ntee% siloyarent i s  changed to an annust ?s5is. %~~ 
a 10 per cent overseah 'incentfve and o 20 per mt. p C - l t i f P w ~ ; ~ ~ t i a i  are &&d to 
a salary, th%s carrp~lnds the er rw.  fwaxnea d m s  not sees eo take into consi&r- 
et fm, wMch i s  a Financial gain, tho federal i n c m  tax ~t%b@Ze avrlttabte t a  
ccmeeact gersocmel serving averseas on a tpyo year contract. 

b, A n W r  OF approved base salaries fo r  contract personnet seens.. hi+. 
As an .il,l)ustration, one contract employee reported h i s  previous aca$emi.c sataq 60  
be$l$,000 .for 10 rmqths during the 1267-68 sckmi year, !k: was snyrttayed as COP m 
the. USA12 project i n  Peru the follobiing year wi th a base salary of.$19,000. nraf 
projrel was prematurely tenwinatorl a id Re was transPurc3.l after cxaq,.$eytzor t o  a . . 

projecb h r e  as a team  ember En 1 %9 a t  a base salary o f  $22,0i3b. 
. . 



Although problems and l im i t s t i ons  have k e n  higi i l igt i ted i n  the pragraphs above, 
the wr i t e r  i s  s t i l l  of the opirtfon t t w t  the educatinnai p o j e c t s  a t  t h i s  i-la'ssion 
ovsr the past f i v e  years bare h e n  high1 y succossPuZ. E~we i s  strong evidence 
that  the iSghans, t k w g h  U,S. assistance, fwve m3de trc,wndous str ides 4e: 
developing three Facul t ies 3rd the central  a2ininistrarion a t  fbbl i b i vc rs i t y ;  .in 
estabtishtnc~ rocjional p r i m r y  sch6xt.l teacher training inst i tu t ions;  i n  bui ld in$ 
p i  l o t  cmmnSty s&3&#s i n  every province; i n  launclaSng a very prcunisjng p 2 H r y  
schoot Ccrrriculuin a& Textbook project5 and in  developing a nadei seconchry sdroot 
leve l  vocational t echn iw l  Snstitutc. R e  success of t k s e  prcjects i s  e l l  
reca:ognized and has b c n  J o c m t e d  i n  per iodic reports and e v a l w t i o n  reviews. 

Recmrmndati ons r 

i3rawtag from hi s  experience over the past F ive years, tb v ~ r  i tcsr iwuld l i!ce t o  I T U ~ U  
tho fof lowing r e c m d a t i o t r s  r 

8 .  Strong USAX:) pro jec t  rwnegemnt should be provided f o r  naxinizinl; unisrcrsi t y  
contract eFFactivcness, Projects t,wst be pfsiancd by those rho  have the Zung vis$en 
of  A13 objectives. Contractors must be guided ;in understending AS'J objectives, 
assisted and encouraged i n  carryins wt project  cbvevel opnent, and eva iw tcd  peridc!f - 
ca l t y  i n  terms o f  pro ject  goals. :iitimt AID dJrcctian, proJecks w i l l  lact i  focus 
and nay not cantr ihuta ddirecci y t o  U.S. couwtry objectives. 

2 .  Universi ty cons~rtiiirz,, s.ibth active. Stcat-ii?g ccxsOxitSet%s, s t w i d  be use3 
as education cvnt raceor~ i n  preference t o  s i n ~ l e  Snst i tut ions wherever possible. 
Setdcu~ does a sini;le Ens t i tu t ion  have adeyuotc resources t o  s t a f f  a contract  over 
an extended per'iod with cavus  pwsonrrel. Feci universSties have fac5 l i t i o s  FOP 
large n W r s  of par t ic ipant  traCnocs from any single country. Consortiunrs of 
ut i fvers i t ies can proviJe these f a c i l i t i a s  so that  spec ia l is ts  g o i q  t o  the f i e l d  
and pwticfpanes s t l d i y iw  i n  the U.S. w f l E  l ave  tirr guidance of f n s t i t u t i m s  t t ~ a t  

B ba&<groun(i and an in te res t  i n  the :wojecC, !i Steering coomittee msde wp of 
raprtresentatives of consurtircm univcrs i  t k s  can ~ w v o  as a check an the p e r f o r m c e  
of  t l ~  SndBvidrPal inststrat im. 

3. ihe i'igency slwuld consider using p r i va te  cnntrnctars for educational projects. 
A pr5vate contractor coufd provide t?'a: samrt serv'lces that are rendwed by a un ivers i ty  
that  dms no t  provide acadanic twckstapping or wqws persorrrrcl t?, the project. I\ 
pr i va te  cmtra&or uwid not be utl;tct presswe t o  use c m t r a c t  funds f o r  support of 
other un ivers i ty  a c t i v i t i e s  nor b v c  "Ew temptation t o  use a contract team f o r  
dwmpi nr, caqms mi s f i  t s .  

- 
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-sent & k S o n  contracts should address thawelves mr#a t o  project 
objectives a d  w o r k  plisns t o  gjve tk basis Tor ovs lw t l im of progress. Present 
contracts are too heavity concerned w i t h  s~tpioyee walfsre and too i iOt te  c e n c e r d  
wJ t h  mployee perforaactce. 

5. hnd l t ions  of q l o y m n t  should be standardfzcd Fw di rect  hPre and 
contract eatployeas con~:ernlng such i t e m  as vawtton a'liwmca, ppovfsVerps for 
clssrgency travel , salslFy ceilings, and the like. %re i s  too auich EtfftCaPn wtiP't& 
applying carapus provfslions to  overseas contract q t o y e e s .  Ln t W w  of vacae 
tCm, for  tnstmce, wntr-act employees have camp& vacation eltawnx plus p%t 
vaea%.ion altoyilmce. S l a e  contractors provide: 26 rilarking days o f  v a c ~ l t h r i ,  thei r  
max%mrm all& under rehe contract, plus at I ira;*rjcan national holidays a d  any 
host. counery natfonet ixttidays recognized by the Amw5can Eml>ilssy. A t  the sarnc 
ti* at l canrpus acirdmiic employees are alf-4 no ar-1 vacation tsm and 
6tdm4rrbstratfva employwia ere allowed ane eafendar month. The prem~t rrwlgement 
gfves. contract 8mplop:s up t o  45 workfng days WP year wRSch reflect a dafter cost 
against the contract as; ntast cweriact etaplayees receBvs papent fw +#%.%sad parsanal 
leave a t  the end of tbsr  tours. 

6.  Edueaticn p ro jw ts  s4wld bo p t a n d  -1 I ew@h in advm& Wt the 
project objectives, ~~.tlanEzation ond uwk plan aia be thoroughly tt&tr'std ky 
tkose aonrotncd w i t h  t t ~ t  project inciading host c o u ~ r t y  oFf.ficfafop WfJ ar#d A ~ D ~ L  
A cawfut study should bc ma& of the setting For a progeet, ths f%&gnizad need 
T w  ttia cutputs, and t l ~ e  kost camtry readiness. It is not adequate that a project 
wakes sense Frcum the Gliissfan pofnt o f  view. It nust  have tho support of t b s e  i n  
ATO& who are needed Por backstopping, and a ~Sncera camnftarane (111. the pare of dm 
Rast camtry. 

7- @%en an witsation project i s  p'lannad, i t  i s  mcsvmended that USAX% w i t h  
the cmtroctor set  up ikn agan$rational chart F w  ther contract team ~4th  riilfaPy 
ranges fcr each posificm, and that contract anp10p.w ka hired w i t h i n  tksse 
salary ranges r a m r  than paVd on tha basis of prfor kcam. W e  i s  over-hirfns 
i t -  the preserit syst- and inequities m o n g  team ae&ws, p r t f  cul#t*f y Ehose coming 
from dOFferent W.grgrctmds, T t  wautd be easily undexsto& by conWac: e3~lpFgraas 
i f  r w n a r ~ t i c m  fw B partSeulw iwsit ion rws basad on the dearen he position 
and not oneas for- r~:sponsibf l i  ties. 

Over the f ivrt ycar pe~9od of th is repwt, tCw writer has seen n v i  tat a d  success- 
ful education prograr, o8pSraEe t&icf? h s  had o recognizable a;f fect  in  helping Afghans 
build e viable cduc ationol system nwded in  carrying wt their plans Cw moderni- 
zatDan. The wri ter  fec:ls that credit for th is  success on tke part of the Americans ,. 

' A  * .  . 



goes to tbe Adassador, the OSAIB Dfrector and his  program staff, the able profes- 
sionals who have served i n  tke Education Division, and t o  mny dedicated, hard- 
hwking contract teem employeas. Credft also gaea t o  the W9cated Afghan 
educatScnat leaders who have sought fo r  and welcomed professionat gutdance and 
b;sfstmce from the Arpwican specielists. 

Ccn:inuced hepican help i n  education i s  needed i n  Afghanistan. The primary 
C u r i . i a t l u n ,  and fexttwok project, rhat has gotten o f f  t o  such a f f p  start, must 
be supported u n t i l  the Afghans have the capabi t i  t y  of continuing th is  work 
uni~ssisted. No project uit1 so d i rec t ly  affect the people of Afghanistan &bw.mc 
i t ?  which the curriculum i s  Morlernized For the p r i m r y  schwls of,  tb nation. ' CGttinued assistance -st also be given t o  Kabul University, thb primry indigenous 
ins t i tu t ion for t r ah fng  the top leadership needed fo r  soda1 and economic 
madeirnizaticn. @bul Unhversity stands atone i n  the country as an instigut,icn 
of higher educa:ion; Contin& cauna~Scaticn w i t h  developed universit ied~and 
cmi,in& opportunities for s ta f f  t ra in ing w5 11 &e essential 
i s  t o  serve ~fghanfstan and take i t s  r i g h t f u l  place among aca 
of the wid. 
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