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I. Introduction and Background
 

The Educational Management and Instructional Developaent Project is a result of several important anteced4 
ents in Bolivian education. 
Chief among these ere the
Basic (GOB) IAw of Executive Power dated April 30, 1970i
the signing of a contrect with Sen Jose State College,

Inc. on November 1, 1971; at.d 
the GOB report to the
Inter-American Ccmznittee of the Alliance for Progress 

I (CIAP) in June, 1972. 

The Basic Law mandated that the Ministry of Educa-
tion and Culture (MEC) incorporate the rural school 
I
 

system, which until then had been a part of the Ministr 
I 

of Cempesino Affairs. It also mandated that the ME

should streamline (rationalize) its administrative
 
functions.
 

Major Contributors:
 
Edward Aguirre
 
Raymond Swallow
 
Enrique D'Etigny
 

Clearances:
 

HRDD:RGJohnson (draft) 
DR:SIJacobsonodraft)
 
A/DD:CJStoan 
 _rat
 
PR: RArchi (dran t
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SThe San Jo"'
Sn Jse State contract provided technical
assistance to the MEXC, with funds provided by USAID/B.1 ith the assistance of San JoseApril 17, personnel,1972, created the N onthe Administrative Rti onaauzm-Council (CRA) to,tionserve as a counterpart institutioni
Ito San Jose and to carry outIprogram. the MI4's sdrinistrativeIn its first phase, the CRA-Sen Jose partnership drew up plans for the MEC organizational and functioning structure, and implemented several legal and
administrative dispositions. In its second phase, CRA/ 

I 
San Jos4 created four Integrated District Administration:
Service centers (SIDAs, in Cochabamba, Santa Cruz, Oruro
and Sucre) as a first effort at decentralization. Beforeterminating its contract in August, 1974, the San Jose

group worked with CRA to identify nine program areas of
M s
I Administrative Reform, which would ms aservefor a new GOB-U.S.A. contract in education. 

base 
S Menwhile, the Bolivian report to CIAP inI June, 1972,1istressed the GOB's plan to accelert.te the educstionalIreform end integrate the educational system. Paramount(was the transformtion of Y-EC's administrative rpparatusto meet the exigencies of Bolivian socio-economic development nad the country's rapidly growing school-age 

Population.
 

With these precedents in August, 197mert was signed between the GOB and the U.S.A. fcr a
 
, a Loan Agree

totl of $16,59,OO ($9,650,00 in loan funds,$1,5contemplated ingrents, and $5,413,000 in GOB support to
 
29,00
 

rthe Project). To begin the Project P Contract was signedin July, 1975 between the GOB end the Academy for Educstional Develol.ent, Inc. 
(AED) to provide technical
aiszitvnce to the MEC's Admiuistrative Reform. 
The A1)

bega,. its work in Bolivia in October, 1975, and byIenurry,
1976, hed the nucleus of its advisory group
side-by-side with CRA personnel.
 
cix out of c present total of nine technicians) working
 

Lene?_h CeRA-AJv Contract i3 to work toward the threeem objectives developed by CRA and the San Jose
feni several years ago: 

1. to rntionmlize the tidministrative functions of
the IE, 
with i,better utilizetion and applica
tion of its resources, 

2. to inategrate rural rind urban education and to
alleviate the grept qualitative Lnd quntitatve
differences between the two, and 

I I 

CPLETI DAT
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* 3. to decentralUze certain administrtive a ad pedeggical services and decision-making to the
district end local levels.
 

The FMucationnl Management and Insabrctioe.al Devel-
Sopient Project encompasses nine different fields orprograms, which are besicslly those developed by CRA and;
San 	Jose State. The programs are aimed at enabling the

*MEC to: 

1. establish District Education.l Development
Centers (CEDEDs);
 

2. provide professional training for educttional
edministrators; 

3. strengthen the MCtD' planning and evaluation 
capacity;
 

4. 	develop a reseerch capability; 

5. 	develop an inforntion mnagement system; 
6. improve financial nzcnagement; 

7. increase the cnpbility of the MEC to develop
tnd 	produce curricular end instructional
materials;
 

J. 	 establish e capability for educational faciiitien 
planning; and 

9. provide for the edministrative and program sup
port of CRA itself.
 

IGeneral Observaticno
 

1. 	 The activity wins slow in developing. WhileLoan Agreement 	 the 
-was not czelected

w~s signed in August, 197 t, n contractoruntil July, 1975, &rd the first teen,Meubcr did not vrrive until October, 1975. Loan disjur
,sements "iere elrost o-e until recently, r
 
have only lately shown:to 	 , progress. This was due in partnumber of compl-7 Loen preconditionS, which tooh:lung time to ccLTlete.	 a 

2. Positive growth has been nde in the first
:year's octivities Vnd acccmplishmentr by 	CiRA/AED. Whenione considers
;technic-:l tasks,

the magnitude of the professiont.l"adasAs well the cr-p Ictited inter:personal relationships tht can be affected by this
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reform, one comes to the clear conclusion tit progress CCOPLIIK DAT 
;has been made. 

The project is ambitious but necessary if the
!reform is to be effective. Time frames for accomplish
ling the goals stated however have been proved to be un!realistic for reasons that include, but are not limited
 
!to the following: 

Many of the necessary activities should have
been sequential, not concomitant, yet these were nottreated as such. Examples are information and training

!needs, neither of which can be adequately determined

!until the administrative educational needs are defined
 

Reform of an established and complicated insti
;tution, such as the Ministry of Education and Culture,
requires a considerable amount of work with other institutions and/or ministries. 
Their priorities and needs
'do not necessarily coincide -ith those established for

!the educational reform project, nor can they be expected

:to do so. They can, however, be expected to cooperate
lwith and aid in accomplishment of the administrative
 
:reform goals.
!city, tin* The required coordination is, of necesconsuming and must be considered in activity
 
:scheduling.
 

A number of important: areas werit special 
!attention for overall project management. 

SVanagerent functions and responsibilitles at
:all levels rust be clarified as soon as possible. 
Lines
 
of responsibility; and deleg'tionc of authority te carry
;out those responsibilities are not clear, thus causing

sotre 
confusion and loss rf ef:'ertiveness.
 

Job responsibilities should be clarified for
:all rersonnel. Delegations of ntthoritZ allowing ther
to accomplish these responsibilities should be made in
writing and honored. These delegations are necessary at
all levels starting from the 1inistry, including CRA and
continuing all the way down to the operational level.
 

Better -oordination is needed within CRA/AE
departments. 
A number of instances were noted where
 
:independent actions were tahen without consideration of
the effect o- overall project goals.
 

4. The management system within CRA/AE 
should be
strengthened and utilized so a.n 
to avoid duplication of
 
activities not directly related to project goals.
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* Project complexity requires that many activi-ities be conducted. C fP Qi DA'It must be assumed thatSore imPortant some arethan others, however no Priority setting
system was discernible. 

*A work priority system should be initiated.is further suggested that the Itsystem define the differ-Ience among "essential", "important", and "nice to do,!but not necessary".
 

5. Peconcentration cannot be implemented by!starting branch offices such as Integrated District
lAdininitration Service center6 with little or no
Ilogistical support and little if any delegated authorityto carry out assigned responsibilities. 

A budget for each Integrated ristrict Adrinis-Itration Service center should be granted with actual ,peso outlays.
 

Authority 
to carry out assigned responsibilities;ishould be delegated in writing.
 

6. Bolivia has recently initiated a number of!special programs aimed at improving the educational level:.of its populace. These projects are diverse in subject
matter and funding sources but they all imptct on:Ministry of Education and Culture functions. 

It is essential that these diverse projectscoordinated by some management system which makes them 
be 

responsible and accountable to the M'inistryand Culture. of EducationTo do less than this runs the real risk of
setting up a de facto parallel educationalmay not be system thatin accord vith overall Ministry objectives.
 
7. 
Effective implementation of activity objectives
involves a nunber of other entities, e.g.,of Finance and the rfinistzthe National Computer Center.of d'.ication requires support 

The Ministry
from these other organiza

tions.
 

P. 
Some aspects of this project are related to
other A.I.D. education projects, and some have practically no relation. 
This is ,,derstandable in a project
which Ims as rany as 
eight largi sub-projects. 
 Problems
of finance have an effect on every transaction that theMinistry akes, so improveient In this fielding on the has a bear-Rurml Education Projects. Nearlybe said of developing as much cana b,-.. .eThe other sub-projects 
?(-r bilinpipl instruction.have a more indirect relationshipto Rural Education.
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If i While the Loan covenant Puts a rather heavyemphasis on curriculum and instructional materials, this'
is not reflected in the CRA or Academy ataffing'in aspects of bilingual education, 	 (exceptco-muity education, 
and rural education).
 

It i, to be questioned that the fields of rural
education, community education, and bilingual education 
have major siglificance in a project aimed at administmaltive reform. At the conclusion of present tours ofadvisors in these three fields, consideration should be


Igiven to dropping the positions.
 

9. The Capital Assistance Paper (Page 54) makes
the point that certain major indicators that would
denote achievement of Project Purposes should be examined.
Among the points were changes in personnel attitudes,
1which would require gathering certain baseline data.Thin has not been done, and it is suggested that it be
done before the next evaluation. 

III. Accomplishment and Recommendations
 

The discussion that follows coincides with 9
 
separate subsections contained in the Loan Agreement:
 

roramt. ristrict Centers
 

1. 
This Program Is entrusted with establishing on.,
the district level a system of basic administrative

Iservices nnd instructional development support functirnsrequired to serve properly all teachers and students(both youths and adults) in any one Department. Themechanism, as developed in the Loan Agreement, to be
 
1built and utilized is the ristrict Educational revelop1ment Center (CGZED), which will house the Integrated

,District Administration Service (SIPA), the Instructional 
upport Service (SAE), and other officials. The 	 SAELsare to provide educational services and in-service train4
ling for rural and urban supervisors, school principals 

land teachers.
 
The
 
The !istrict Educational Development Centers
iconstitute the largest single Program in the Educational
Management and Instrictional Development Proj ct. 
It 

;has slightly over $6,OOO,000 in loan funds, about 60',or;of the total, $3,565,OO 
of which are for facilities

construction.
 

Some positive activities have already beer-

Jcarried out under this Program. Four Integrated District
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Administration Service centers (Santa Cruz, Oruro, Su
cre and Cchabamba) have been established and are 
functioning with varying degrees of efficiency.nuales de Funciones" have "Habeen drawn up for the SIDAsand distributed, as well as helpful guides for the SIDAsYork with MEC employees' stores (pulperfas), generalservices, personrel, and financial administration. Pro.gram personnel have arranged training opportunities andselected persons for training in SIDAs (80 participants:in a course conducted by the Superior Institute of Publici
Administration, ISAP), as educational administrators (80
iarticipants in a ccurse conducted:tute of Education, ISE), by the Superior Insti-:and a short-term course for 300educational administrators, also run by ISE. Ofin loan funds programed $66,200for training activities underthis Program, slightly over $25,000 have been disbursed(and nearly $140, 00 of a total of almost $4OO, 000 inIloan funds for engineering seyrices have been disbursed). 

lio :ever, the Program is considerably behindschedule, and this time lag is affecting most other CRA/AE11 programs. While several guides and manuals havebeen produced, not all have been delivered or thoroughly-explained to SIPA personnel in the districts. This isadversely affecting the efficient operation of the SI)As.1The establishment of coordination and inter-relationships
of district support services for administration, instruction, and rural and urban supervisory services has beeninsufficient and behind schedule. In-field, on-the-jobtraining courses are urgently needed and requested bySIDA personnel. CRA/AZ has adone good job in theorizing about the SIDAs and in drawing up useful plans,manuals and charts, but much more needs to be done in
iestablishing the CEDED and the SAED. 

2. While the project eirrphasize1 deconcentrationdecentralization, orit is not specifically clear as to thedegree, type, or kdnd of decentralization that should
 
take place. It should be determined at an early date as
to what is to be decentralized
it is to ta~e place. .and what 13 not, and how 

3. The selection of all CEDED professional personnel should begin now, and should proceed on the basis ofdetermining technical competency. Special trainingshould be provided for the candidates. An adequate
salary schedule should 
alsc be established. 

4. Every employee (tenchers and others) should bepaid at his place of employment. The present system of"habilitados", vhere a locrl merchant pays a teacher hiss.ary - after taking a high percentage cut should be-

PRPM ACTIC2C PLTQI D~i+ 
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abolished. The system discriminates aga4nst those 
teachers vho work in the more isolated rural areas. By
:having Ministry personnel deliver the pay, the Ministry 

-C 

itself would gain the advantage of being better acquainted with local !onditions, 'vuld be more closely tied 
;into textbook and materials distribution, and basic 
Idata gathering. 

j 5. The pre-design work of the CEDEDs is running!behind schedhtle. -very effort should be made to make up
Ithis lost time, complete the site selection, and obtain 
;legal title to land. The relationship between profes
.sional requirements and building design should have been 
jmore closely related. 

6. The $400,000 for instructional equipaent should 
:be examined to see if that amount is actually needed, or
if a portion of it would not be better used at ISER. 

Program 2. Professional reveloprent for Educa. 
tional Administrators 

1. Given the fact that there is only one postgraduate training facility in rural Bolivia, and A.I.P. 
'and other donors are Investing heavily in this sector,
it is suggested that the funds available under this part 
:of the Loan be directed heavily toward the facility at
TariJa. In addition to sharing space with the CEDED, it 
:is suggested that dormitories and a dining facility be 
-constructed to serve the needs of the students. The 
;,future role of Tarija could be critical for the improve
ment of rural education in Bolivia. 

*2. The curriculum at Tarija should provide not 
only regular academic trnining, but also a hesvy conce.. 
tration of short courses for in-service personnel.
Emphasis should be given to the fields ",.here the need is 
the greatest, ibe., administrators, normal school pro..
fessors, supervisors, and those concerned with bilingual 
education. 

3. Ir-±smuch as training cuts accross all functions, 
closer cooperation and coordination is needed among the 
other sub-components of the project, in order for the 
training function to be cnrried out mcre effectively.
While ad hoc training progrwms have a function, they 
should be the exception rather than the rule. An erlysubmission of a comprehensive in-country training pro. 
gram is a necessity. 

4. The training function should take greater ad
vantage of the other resources of the country, e.g., 
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A UMBCithe universities, other goverment agencies, ISAP and 
O M MONIQDAIN 

ithe private sector.
 

Program 3. Planning and Evaluation 

I. Within the project there appears to be no
clear-cut role that has been established for the Planning:
!Office. its participation has been slight. 
Thia should
be corrected, and an active Plannivg Office should begin

to serve the needs of the Ministry.
 

2. Whether or not textbook policy should be
ctonsidered a Planning Office responsibility should be
 
re-examined.
 

I 3. There is no evidence of disbursements under
 
this part of the Loan.
 

Program 4. Research and Analysis
 

1. This would seem to be a logical area for Planning Office participation. There is no evidence of its
participation. The Loan Agreement indicates responsibility
to "Create an institutional capability within the MEC,with the Flanning Office as coordinator between the different technical organisms of the Direcci6n General deEducaci6n, for the use of research and analysis techniques
in both program planning and instructional development
 
activities".
 

2. 
There is little evidence of disbursements under
this part of the Loan. 
Perhaps the Bolivian and American
Community Education and Rural Education advisors co)uld be
 more closely involved in this function.
 

3. Research capability should be built into existing institutions and departments.
 

Program 5. Information and Management
 

I. There is still no real design for an information management system, though some funds have been
obligated for a study. 
It is quite clear that the stage
has not been reached in Bolivia were it would be advisable to order equipment for ca:h CYEr.
 

2. 
Some good work has been dcne in utilizing
CFNACO facilities for payroll purposes. 
Given the fact
that there is edequate computer hardware capacity in the
country, the prirery problem lies elsewhere. In order
-to utilize effectively the equipment, the follovingneeds to be done:
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a)scDeino iop the basic concept of what kinds of 
specific inforation the Ministr-y needs; 

b) Coordinate such information needs with 
other users of the system, e.g., the Nitienal Planning
Office, Budget Offices, and the Social Security System; 

c) Develop a sequential plan for implementa

tion of the different parts, looking forward to expand
ing the quantity of information to be gathered. 

d) Utilize existing university cceputer faci

lities for such purposes as payroll. 

3. CENACO itself has to be more explicit in its 
own development in order to rationalize the use of the 
system. The current practice of not charging for ser
vices makes intelligent planning extremely difficult, 
since there are special difficulties in anticipating and 
Judging workloads. The staffing of CIVACO will therefore 
be reflected in how extensively the IMEC can use the ser
vices. From the national point of view, the costs of
 
operation need to be computed - whether charged to the 
MEC or CENACO. 

4. Given the costs of computer programming, the 
MEC pay schedule is inadequate to attract qualified per
sonnel. Consequently, Oome positions are now vacant. The 
:recomendation is made that expertiie be contracted on a 
long term basis from the United States, or from a Latin 
American country, that has eperience in developing 
software for educational purposes. This should be a 
system adapted for Bolivia vmrked out with Bolivians. 

5. Until the above steps are taken, the purchase
of terminals should be limited to one for the V.EC in La 
Paz. It is recommended that some equipient funds be
 
used for technical services (described a.bove). ficney 
saved in this area should be used in training (suchi as 
in the training of ccmputer personnel and ISE staff 
merhers.). 

.The 1,C and MA should consider utilizing 

ENT1L'n system rather than the proposed t'-,-omy rndio 
(by necessity point-to-point, then by wire) system which 
frequently may net work well. This is especially true 
if ]MNMTE1 plans rapid development ; in a few years its 
system will likely overtake MEC's tfo-way radio network, 
any , y. The MEC should discuss this issue with ENTEL. 

7. Careful study should be given to advantages of 
a teletype system o--ar voice communication. 
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Program 6. CLiPLEION DA!Financial Management 
i. Progreas in the financial mmnageeut field hasbeen proceeding satisfactorily. The implementationapects should be applied as quickly as Possible. 

2. The work of financial rvinagerent (as well asothers of the subproject) should be tied in closely withthe work of the Information System. 
3. The "Empedronamiento Presupuestario" (Budgeting Census, or Survey) effort is very commendable, andshould be continued and utilized. 

4. It is urgent that the MEC's Personnel, Job-lassification snd Promotion
isted. System be approved and ini-It is central to the success of the financialatisgument and most other Reform programs.lleviate miuch It wouldof the financial management problemsssociated with cumberscue payroll modifications. Ifnistry should request outside professional help in 

the 
his area it should be acccmrxodated under the Loan. 

Pturaom 7. Curricitlumand Instructional Naterials 
1. lhile the Lcan Agreement is npecific on aumber of items relii ted to :urriculur, the greetestentrntion conof funds is for publications,

the lend which - given iLime for text preparation[rinting exlsti.,4 must be directed atIlth AED provides books. In the same sense, thefox- only contrecshort term technical services 
n this field, with the czception of bilingual education.t, he latter Petivity 6eezs to be proceeding on schedule. 

While CRA is concerned principally i;ith laraafenent, Curriculum is a Jl.rge area which should be outhide of it:: more imz:ediatecontr ctual services should objectives. The short-termbe focused (and soon) towardthe development of SAEDs and possible changesstructure in M4EC refor curriculum development.
.urricullmi Officoe The Ministry'sshould be r,ore closely involved in the 

plonning of SAMDs.
 

Witl respect
lvcStin 1;rives~ to irtnting, te capcity ofl operated n-4zicel plants (L.g. news
"eper
presses) should be surveyed before additional*.achinery is purchased by the Ninistx-, cf !ucation.Given the loan requirement for the preprration nnd distribution of mpterials, the survey shbuld be undertaken 

soon. 



AID 1O2 -IA (7-711 (NARRATIVpE DESCRIPTION) 

POL? 
ORIINl L 0 R1:ViSinN 0 PAGE 

A.ACIOIAIDAID o I.A PAGESB. LIST OF ACTIOM iC. PECO0-SEI) ACTIONSCurriculu Ond textbook develomnet should be 
'consdedby the MlLni tly for fuzture development, in a 

ram J. Plannig of Educational Facilities 

I. While plans have been preparedplay the role outlined in Annex for CONES to 
the implementation I of the Lcan Agreement,has notof the plan, 

taken place. Implementationwith an adequate budgetconstruction and maintenance for nation-wide
(rural and urban) should begive high priority. 

2. The closest possible connectionlished between should be eatsthe educators and the facility planners.his would insure that the school program and schoollant Pre inter-related.
 

The legal And financial status
c changed so as of CONES shoidto permit their construction of rural(not Just 
rb n) schools.
 

Progra ). 
 ProectAi~nn~istrtio andImplement. 
tion - CRA
 

1. 

ecommeuded th."t CRA put emphasis on those aspects of th
oject more directly related to administrative reform.
 

Given the size and scope of this activity it i 

Oganization should be established as to sequence andriroritiesr with conideretionona. In for thet~iis regard, it time lirits on theis recoended thatIties as rural educatlon, such acticutiunity education,ucation., curriculum, biling=cnd facilities planning be shiftedlewhere as eich foreign advisor completes his tour).
 

P.CR shol~d be strengthenedS role, in terms of its co
hctuvlly takes 

in order to assure thet inpleeLatationPlace. This will involve the full coopeation of other Depnrtments within the Ministry, whichouldintrA be qccouplished, inpert,Ndnister! ,l coru.ittec. through n more active 
u . As anr integrel pvrt of CRA i.ropoals, there
 

hoaid be 
 cnmd 

costn 


ra owi analysis, c=.-lete with irittl
F.d recurzentilacement. costs az to supply,A.lernative methods mintenance,should be nndconsidered 

Where-ver possible so the Minister will have
of weighing several the benefit
approaches.
 

an 1 For the protection of the COB
example to the MEC there should and USAID and asbe a cleerly defined
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I CPLETICU DATE!inventory ca-d system established for all purchases.Audit trails must 

pinpointed, 
be clearly established, responsibilityand authority specified in writing. 

5. Salary levels in CRA should be studied andadjusted upward as needed to attract end retain thecaliber of people required for the work. 

6. Authority within CRA end to the CIMEDs shouldbe delegeted to allow the various units to accomplish
their responsibilities. 

IV. Recomendations for Action 

l. A complete in-country training program (to theend of the project) should be submitted. January 15, 1976. 
X 
 2. With the e.clusion of Sucre frcm development vs 

a rural training center,p0roose should the funds budgeted for thisbe applied to Tarijs (ain construction, 	 total of $2OO, XFplus equipment and mwterials). IJanuery 15, 1976.
IA 3. The ?M.EC Planning Office should be reorganizedin order to meet the objectives of the project. IFebruary 15, 1977. 
J4. Contractual services should be obtained to assist on the design of the Infori*ation Manogement System(using equir'ent funds). April 1% 19r. 
x 5. Printing capacity

be 	 in the privptc sector shouldexplored before purchasing cddltlomal ned equipment. Februnry 15, 1977. 

X X 1 6. The pin for revising the role of CONES shouldbc, implaec ted. 
'ebru,-ry 15, 1977.X 7. The project should give principal en.phasis toLdministrative reform; therefore, cnn.unity education,rurel education, and bilingual educationIminated at the 	 should be ter- End of resent Tourgearliest practical time. lof AED Pe-rsonnel. 

X. Tbe ty-pe anid degree of decentralization to the 
CEDI's (end within the Ministr-, where r~pplicable)should be determined. 

'February 15, 1977. 
X 9. Steps should be takenstudied, 	 to get CRA recoamendationd3dopted, and imDlerted in an orderly feshiou. iebruary 15, 1977. 

X X X 10. Given .he c r;plexiy of the project and the:slow rnte of disbursemrcns, a ore realistic ThD shouldbe assigned. crrarca m977. 

x 11. CR and Ak0 will prepare r. reoisti,: l.ent rch ., 1977.tion plan in conjunction with the above. 1varch 1, .1977.
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X 12. CRA's engineering office ahould be restruc
tured to nprove communication among the Contractors andIUSAID, while at the same timefOr construction. speeding Vip the schedule iJanuary 15, 1977. 

X 13. CRA's Procurement office should be restructured to move more rapidly, given the extreme slowness
 

of post actions. 

January 15, 1977. 

_ 4I 

ii 
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II. 	 PERFORMANCE OF KE' INOUTS A- ACTION" AGENT-

PL O,*R A~CTION A 1,T-rCONImAC7 R, 	 .YAC A, 4s P AZ TPAIR C PAING AGENCY OR V.UNTAR " .I 

Academy for Educational 
- 1eve'lopen-x 

CONSA Architectural and Engineeri": I 
x 
 x 

ereW no c rtJuly 1975 (one year after the signing ofHowever, 	 the Loan Agreement).this has resulted in an implementation delay of the prcject; (b) Most Academypersonnel have been well integrsted with MEC personnel; (c) The quality of personnel
has been acceptable overall; 
(d) Results of the Congractor's performanceprincipally through the Quarterly Reports. 	
have appeared

The Mission has notstudies 	 usually receivedor reports from individual team members; (e) A clear timetable for meeting
individual work rbjectives has net been prepared. 
In part, this has been explained
by the high degree of integration that exists between CRA and the Academy; (f) Since
there 
are so many subprrjects within the Contract, it would be expected that there
wtuld be individual variations in achievement. (Cont. on page 2a)
 
" .. " a3b In-Countiry- "I xiU.S. ,x . 

tre .. X-, XIa) While some prcgrms 	 x 
there has been inadequate planning 	

cf high quality have been conduCtvd-, 
r f courses; participriticn by CRAhas not been sufficiently well coordinated, 	 and other personneland not enough timeimplemvinting the tasks put. f, rth in the 	

ha been allocated for 
r.oan Agreement. b) Personnel selected for stud3 

P f. pr~j t.r~~terg? 
~~~~ l...'.....i. ] 

-
. , 4 'X 

" e-ip*ar-o"yess of procurement has been generally slow,implementation delays. 	 rcsulting in projectAs an example, vehicle procurement has taken 
an unnecessarily
long time, and the specifications were prepared in such a 	 way that the most usefulvehicles were not procured; 
kc) The process of specifying other commodities has not been
initiated, e.g., Educational Equipment as 
a 	part of Program I (District Centers)
 

6. 	 CflOPERA TING 

,'ClINT RY 
 ' 

4 x 
b. 	 O .Ex 

t,~~ 'Irj t,rC.,(k eronnea 	 ec ors: 
 There has been generally good continuity of perscnnel within
CRA. Numerical staffing appears to be adequate, except for Information/ManagementEnginee:ring services. 	 andGreater use could be madeMinistry, e.g., CONES and 	
of other existing units within thethe Planning Office (assuming their ability tc deliver such
services). 
 The personnel directly invclved have a high commitment tc the goals of the
project.


(b) Other Factrs: Close integration has been achieved with members of the contract
team. 
The Minister has been given high priority to achieving project cbjectives.
The ccntractor has been handicapped by the paucity cf accurate data and research
 
findings.
 

7.OTHER DONORS NA. S .• 

#,ev Ne.t Page for Comment on Other Donors 
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PAGE 3 PAR I 5u1-o450 1/16/74 to 11/1/76, Bolivia PAR19-I 
7.1l.Continued: Comment on key factors determining rating alOther Donors 

No other Donor has been involved directly with the project.
 

III. KEY OUTPUT INDICATORS AND TARGETS 

A. 	 Q IANTITATIvI, IN, -iCA.TORS . . R3ET s IPerc,,.,-	 o,., ,u,
so 	' 
FOR P64AJOR OUI 11.ITSLA 	 CURRE NT c7Y0 NDO 

*P[io. TO 0ATC T : FY 78 PROJECT 

[4 5 5 9
SIDA implementation
 

.LRFot.fs 4 0 	 1 
I 	 4 9
 

.-:L A"J'. r I; 1 	 9 
SAED implementation , ::,, , - 0 0 9 	 9 

'.1- 0 

Training 	 .,40% 50% 50% -100% 

I 	 I -

30% 1 50% 2% 100% 

Equipment and Instructional PLANN', - - 20% 5% 50% 25% 100%
Materials 

ACTUA i 
PERrORM"  0
 

___ ___ __ 10%~ 40%; 50%; 100% 
B. 	QUALITATIVE INOICATCRS COMMENT; 

FOR MAJOR OUTPUTS There is a lack of a legal implementation plan and
 
?EC Planning and evaluation personnel are needed to develop it and execute it.
 
capacity
 

2. 	 Management system Mnozer to clarify the plan, technical assistance should 

be recruited.
 

m3. 	 Curriculum development ication as to CRA's role is required. Coordination 
with the other educational programs of the Ministry is 
necessary. 
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IV. PROJECT PURPOSE 
A. 1. Stoteent of *impose as currently envi,,ged.

The Project 2. S ,,- , iinYESPRosP []NOis to support the Administrative Reform in the Bolivian Ministry of Educs:tcrand Culture ("Hc") concentrating on strengthening its crganizaticn for administrationand instructional development, its financial base, and its performance in the areas of
information management, budgeting, and program and policy planning; and providing abasic, decentralized organizational structure to
functions and 

bring abcut imprcvement in managementinstructional system. As stated in the Project Paper, the fcllowing

conditions will exist at the termination of the Project:
 

i I. Cond~eit,, which "V7l ,Xgist , ---.above pt..post.is achived. 2. Evidence to dateof pr-rm's ioa,(' hosc co.,fitio,... 

a. Improved services available CRA/AED personnel have begunto teachers and pupils, 
to set new standards cftechnical expertise for all MEC personnel. CRA/AEDtsb. Greater percentage of rural various departments have conducted useful studies inyouth enrolling and remaining administrative decentralization, financial administra'in school. tion, training, general servicesc. Ready access and other fields. Itto accurate has developed and coordinated a new pay system bystatistics and information, computer which is well-operated and respected by NZCd. Better trained administrators personnel in two of the four SIDA's. Once the minisand supervisors at all levels .terial resolutions are approved, CRA/AED is ready to

help establish and decentralize the MEC's job classifi
cation and promotion mechanisms as well as the nor=i,
procedures and sequence of the gathering, compilation
and utilization of educational statistics in whicb
the NBC is presently greatly lacking. It is to the
credit of CRA and the AED that they have formed aclosely-knit, multi-national and multi-disciplinary
team which has worked together effectively. CRA 

!and AID personnel have held administrative andpedagogical seminars and training courses in La Pazand several interior sites which have been generallyapplauded by MEC personnel. verhops met (cont.p.ae.) 

V. PQOGRA.'INCA. Statene. OAL ' .r iTo establish institutions with a capability to train the humn rescrces required forsocio-ecrnomic develcpment. 

a. Will the acevement of the Prolect aPurpose omake significant contribution to the P,u'um .nig -*a 1, givvn the mOnitude of the natonot 
p,oblem7 Cite ev-dence. 

The achievement of the project purpose would make a significant contribution to the
program goal. At the same time, other A.I.D. projects andalso directed toward the 
other donor projects areprogram goal. Inasmuch as this project isadministrative aimed at cverallreform, its successful accomplishment would result in a more efficient
operation of the Ministry of Education. Specific evidence includes the fact that theMinistry of Education is revising (a) its administrative/institutional structure;(b) its allocation of resources (directing more assiscsnce to the rural areas); Cc)its budgetary procedures (in terms of efficiency); (d) its training of administrativeleaders; and (e) cooperating more closely with other government organizations in thetraining of human resources.
 

http:cont.p.ae
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PROJECT NO. S6I5O Nme)jA~]ph
5lI-O~~~~5OORGAL _REVISION 10 11/1~6I A 0 PASB.1. Conditions which---- '-AG"w ll' existwhe above 29!-01 is achi 2. Evidence to date of gres toward these condit.tImpur"U-ani 8-LL4 UNA Wo aT.Gaptsmcatalyst, accelerator and failitatorWofaac

NBC
an at tain,rather then trying to add new entities to an alweovercrowded and cOmplex educational bureucracy.

1. Nine District Iducational 1. Four SIDAN areDevelopment Center established and functioning. !sin.("Centers") ing of Personnel is in proressestablished. to open the five otherSIDAs in 1977. CMU-Sanley is in the poaceasof ccpleting pre-design work for eight CIED)a. aMinistry of Education is in the poes of obtainin 
title to the sites. 

2. Profeslional training for eda- 2. Training is nowcation administrators, including 
being provided 25 Bolivian aftl±istrators at the University of New Mexico.Administrative Training Institutes Twelve traln.ing courses("Institutes") established. 

have been conducted in-country for S=hA
Personnel and Ministry employees (enrolling 1087
persons) to assume Other administrative positions. Acontract employee is on board, end a coplete in-servicetraining PrftVm is in the process of preparation.
3. Planning and evaluation caps- 3. A non-formal education policy docmentcity of the EC strengthened. vas Submittedand approved. A printing and textbook policy wUa 

adopted. A socio-linguAstic stuft Was initiated inMarch, 1976 (due for c0mletion early in 1977) aM aseminar for rural teachers was held on this subject inCochabamba in July, 1976. 
4. A reseerch capebility developed 4. A time-phased plan for implmentation preparedin Xarch 1976. 

was 
After detailed discussions among theMinistry, Contractor and USAID, suggestions for revision were made, and a new plan was submitted in 

October 1976. 
5. An information management 5. A caputerized payroll systemsystem developed. has been developedand applied. Basic scbool and personnel data are

being collected on a syatenatic basis for the first
t:Lme. 

6. An improved financial manage- 6. The Ministry of Financement system. has been included in diicussions with senior Ministry personnel to design anel system. For the first time a systematic analysishas been made of the budgetary atructure, with theview for impleienting a new system in 1977. TheFinance Office of the Ministry of Education ban beenrerganized. 
7. An increased capability of the 7. The first national level seminarNBC to develop on Socioand produce bili Linguistics and Education was held in Lamaterials, curricula and instruc- Paz inJanuary, 1976.tional materials. 

8. An established capability for of t Meducational e egWfacility planning, been fered. 




