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| f + I. Introduction and Beckground
! 1 i .
: The Educetional Menagement and Instructional Devel-,I
opment Project is & result of several important anteced
X ents in Bolivien education. Chief among these gre the

l Besic (GOB) Lew of Executive Power dated April 30, 1970;
‘ ! the signing of a contrect with San José stete College,

! Inc. on November 1, 1971; srd the GOB report to the

| Inter-American Cammittee of the Allisnce for Progress
(CIAP) in June, 1972.

|

The Besic Lsw mandated that the Ministry of Educa- |

' tion and Culture (MEC) incorporete the rural school |

system, which until then had been & part of the Ministry

of Cempesino Affairs. It also mandsted that the MEC |

should stresmline (rationalize) its administrative
functions.
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! The Sen José State contract provided technical |
;a881stance to the MEC, with funds provided by USAID/B.

!
!

!

Ito San José snd to CSTTy out the MEC's adminigtrative ‘
program. In its firet phese, the CRA-Sen José pertner- |
ship drew up plans for the MEC organizstionsal and fupc- [
l

administrative dispositions. In its second phase, CRA/

San José created four Integrated District Administration,‘
Service centers (SIDAs, in Cochsberba, Senta Cruz, Oruro
and Sucre) as & first effort at decentrelization, BefanJ
terminating its comtract ip August, 197U, the San José ’
group worked with CRA to identify nine pProgram areag of

MECs Administrative Reform, which would gerve us @ besge ’
for a new GOB-U.S.A. contract in educetion. ’

Mennwhile, the Bolivien report to CIAP in June, 1972,
streased the GQOB's Plan to accelerite the educstional |
reform end integrate the educationsl systex. Peramount ,
was the trensformstion of MEC's adninistrative cpparatus |
to meet the exigencies of Bolivian socio-economic devel-,
OEent nnd the country's rapldly growing school-age :
population. f

'
!

With these precedents in August, 1974, 5 Loan Agree- i
ment was signed between the GOB snd the U.S.A. fer e i
total of $16, 592,000 ($9,650,000 in loen funds, $1, 529, 0o
contenplated in grents, ond $£,413,000 in Gop support tol
the Project). To begin the Project » Contract wag signaﬁ
in July, 1975 between the GOB and the Acedeny for Edy- !
catiocnal Development, Inc, (AED) to provide technical |
assictunce to the MEC's Adwiuvisirative Reform. The AED |
begen its work in Bolivia in October, 1975, and by ,
Jenurry, 1976, hed the nucleus of its advisory group f
(cix out of = present totol of nine technicians) working |
side-by-side with CRA personnel.

The CRA-ALD Contrect is to work toward the three
generael objectives developed oy CRA and the San Jogé
BaL seversl yeors ago:

1. to rationalize the vdininistrative functions of
the MEC, with o better utilization and spplica-
tion of its resources,

2. to intezrate rursl and urbsn educstion ang to |
elleviate the grert qualitative sngd qunntitative.
differences between the two, and '

3
1
H

? o .
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f 3. to decentralize certain administrative and peds-

! gogical services and decieion-making to the g
i district and locsl levels, ;

The Educational Mansgement and Insiructional Devel-
‘opment Project encampasses nine different fields or
-progrems, which are besically thoge developed by CRA and
San Jogé Statec. The Prograns are aimed ot enabling the
‘MEC to: ‘

1. estsblish District Educationgl Development
Centers (CEDEDs);

2. provide professional training for educetionmal
edrinistrators;

copacity;

|

y i

: 3. strengthen the MiC'g Planning end evalustion ’
|

|

4. develop a resenrch capability;

2. develop an infornation ranogement system;

6. improve finsncial menagement ;

7. 1increase the copability of the MEC to develop

end produce curricular end instructiongl
meterials;

e ———— e —— ..

U, establish e capability for educetionsl facilitieq
blanning; end

9. provide for the edrinistretive and rrograx sup-
rort of CRA itself.

|

' ’
III. Genersl Observeticnc ;
! i
; 1. The ectivity was slow iy developing. While the
'Loan Agreement wng signed in August, 197, o coutractor |
was not celected until July, 1975, snd the first tecn ‘
member did not srrive until October, 1975. Loan disbur-
,sements “Jere elrost uon-existent until recently, end
have only lately shcwm Progress. This was due in part
jto # nurber of camplex Loan recorditions, which took »
leag tire to canplete,

2. Positive ygrowth hes been mede in the first

year's activities gnd sccanplishments by CRA/AED. When
‘one congiders the megnitude of the professionnrl ond ;
itechnical tasks, ss well 28 the coeplicsted inter- §
-personal relationships thot can be atfected by this i

'

. ..
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reform, one comes to the cleay conclusion that progress
Ehno been made.

! The project is ambitious but necessary if the
ireform 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
ito the following:

f ¥any of the necessary activities shculd have
been sequential, not concomitant, yet these were nct
‘treated as such. Examples are information and training
Ineeds, neither of which can be adequately determined
‘until the administrative educational needs are defined

!
i Reform of an established and complicated insti-

{tution, such as the Ministry of Education and Culture,

-requires a considerable amount of work with other insti-

tutions and/or ministries. Thelir priorities and needs
ido not necessarily coincide with those established for

gthe educational reform project, nor can they be expected

ito do so. They can, however, :.e expected to ccoperate
[with and aid in accomplishment of the administrative
‘reform goals. The required ccordination is, of neces-
‘01ty, time consuming and must be considered in activity
.8cheduling.

! A number of important areas merit special
iattention for overall project managevent.

1

Managerent functions and respousibilitics at

;nll levels rust be clarified as soon RS possible. Lines

|
)
|
[
1

-of responsibility; and delegntions of autherity tc carry .

iout those responaibilities are not clear, thus causing
.sore confusicn and loss rf efiectiveness.

Jeb responsibilities should be clarified for

‘all personcel. Pelegations of nuthority allowing ther
‘to acrorplish these responsibilities should be made in
writing and honored. These delegations are necessary at -

all levels starting from the Ministry, including CRA and
continuing all the way down to the cperational level.

Better coordination is needed within CRA/AED

-departments. A nuwber of instances were noted where
:independent actions were talien without consideration of

the effect on overall project goals,

4. The management system within CRA/AED should be
strengthened and utilized so as to avoid duplication of

‘activities not directly related to project goals.
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: Project complexity requires that many activi- :
i ties be conducted. 7t must be assumed that some are

|more important than others, however no priority setting f
isystem was discernible.

i A worl: priority system should be initiated. 1t
;18 further suggested that the system define the differ-

:ence among "esaenﬁial", "1mportant", end "nice to do,
Ibut not necessary'.

I
: i
i 5. Deconcentration cannot be implemented by 5
:3tarting branch off{ces such as Integrated District |
{Adininistration Service centers with little or no i
|logistical Support and little if any delegated authority
to carry out assigned responsibilities. i

i A budget for each Integrated I'istrict Adminis-
ftration Service center should be granted with actual i
:Pe3o outlayn. :
\ !
; Autherity to carry out assigned reaponsibilities
ishould be delegated in writing.

i
]
6. Bolivia has recently initiated a aumber of '
18pecial programs aimed at inproving the educational level
fof 1ts populace. Thege projects are diverse in subject
matter and funding sources but they all impact on

‘Ministry of Ecucation and Culture functions, ;

It is essential that these diverse projects be '
.coordinated by some management system which rakes them ,
responsible and accountable to the Ministry of Education .
and Culture. To do less than this runs the real risk of .
setting up a de facto rerallel educational system that
may not be in accord with overall Ministry objectivesn.

of Finance and the National Computer Center. The Ministry
of Education requires support from these other organiza-

€. Sonme Aspects of this prcject are related to
other A,I.D. education prcjects, and some have practic-
elly no relationm. This is understandable in a Project
which has as rany as eight larg- Sub-projects. Problems
of finance have an effect on every transaction that the
Ministry rakes, so improvement in this fleld has a bear-
ing on the Rurnl Education Projects. Rearly as much can

be said of developing a b-,.e for Lilingnal instructien.
The other Sub-projects have a more indirect relationship
to Rural Education.
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| While the Loan coverant puts a rather heavy |
emphasis on curriculum and instructional materials, this.
is not reflected in the CRA or Academy staffing (except |

in aspects of bilingual education, community education,
and rural education).

It ia to be questioned that the fields of rural |
education, commmity education, and bilingual education |
have major significance in a project aimed at administra{
tive reform. At the conclusion of present tours of !
advisors in these three flelds, consideration should be !
given to dropping the positicns. .

|
! 9. The Capital Assistance Paper (page 54) makes

!the point that certain major indicators that would
denote achievement of Project Purpcses should be examined.
Among the points were changes in personnel attitudes, '
which would require gathering certain baseline data. i
lThin has nct been dore, and it is suggested that it be
done before the next eveluation.

ITII. Accomplishment and Recommendations

|
i
i

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

Program 1. TIistrict Centers

1. 7This Program is entrusted with establishing on :
the district level a system of basic administrative '
services and instructional development support functiecns .
required to serve properly all teachers and students
(beth youths and adults) in any ore Lepartment. The
mechenisn, as developed in the Loan Agreement, tc be i
lbuilt and utilized is the T'istrict Educational levelop- !
iment Center (CEDED'), which wlll house the Integrated ‘
‘Pistrict Administration Service (SIPA), the Instructional,
Support Service (SAET'), and other officinls. The SAEDs
are to provide educational services and in-service train-
ing for rural and urban supervisors, school principals .
end teachers, :
The t

The Iistrict Educational Develcpment Centers
constitute the largest ¢ingle Program in the Sducational
‘Management and Instructional Mevelopment Proj ct. It :
jhas slightly over $G,000,000 in loan funds, or about 607 !
jof the totel, $3,565,000 of which are for facilities :
censtructieon. |
Some positive activities have already beer: g
|earried out uncder this Program. Four Integrated Mstrict:
| '

! ‘J=======i========---
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f

Administration Service centers (Santa Cruz, Oruro, Su-
cre and Cochabamba) have been establighed and are :
functioning with varying degrees of efficiency. "Ma- :
,uales de Funciones" have been drawn up for the SIDAs
‘and distributed, as well as helpful guides for the SITAs '
work with MEC employees' stores (pulper{as), general
‘services, personrel, and financial administration. Pro- !
-8ram perscnnel have arranged training opportunities and
,3elected persons for training in SIDAs (80 participanta
‘in a course conducted by the Superior Institute of Public!
Administration, ISAP), as educational administrators (80
:participants in a ccurse conducted by the Superior Insti-;
‘tute of Education, ISE), and a short-term course for 300 .
-educational administrators, also run by ISE. Of $66,200 i
'in loan funds prograrmed for training activities under
‘this Program, slightly over $25,000 have been disbursed
:(and nearly $1%0,000 of a total of almost $400,000 4n ;
loan funds for engineering services have been diabursed).;

Hovever, the Program is considerably behind
schedule, and this time lag is affecting most other CRA/ ;
AED programs. While several guides and manuals have '
been produced, not all have been delivered or thoroughly
-explained to SIPA personnel in the districts. This is i
adversely affecting the efficient operation of the SIDAs.,
The establistment of coordination and inter-relationships
of district support services for administration, instruc--
tioa, and rura) and urban supervisory services has been
insufficient and behind schedule, In-field, on-the-jodb
training courses are urgently needed and requested by
SIDA personnel. CRA/AXD has done a good jcb in theoriz-
ing shout the SIDAs and in drawing up useful Plans, '
manuals and charts, but much more needs to ve done in
‘establishing the CEDED and the SAED,

2. While the project emphasize: deconcentration or
decentralization, it is not specificslly clear mes to the
degree, type, or kind of decentralization that should
take place. It should be determined at an early date as
to what is to bte decentralized and wkat i3 not, and how
it 15 to tale place.

3. The selection of all CFDEL brofessional person-
nel should vegin now, and should proceed cn the dasis of
determiring technical coupetency, Special training
should be provided for the candldetes. An adequate
salary schedule should alsc be established.

L. Every employee (tenchers and others) should be
peid at his place of emplcyment. The present system of
"habilitados", where a locnrl merchant pays a teacher his
salary - after taking a high percentage cut - should be

B
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abolished. The system discriminates agrinst those

; teachers who work in the more isalated rural areas. By -
: having Ministry persounel deliver the pay, the Ministry
itself would gain the advantage of being better acquaint-
!od vith local ~onditions, would be more closely tied

i into textbook and materials distribution, and bdbasic

!data gathering.

|
: 5. The pre-design work of the CEDEDs is running
'behind schedule. Every effort should be rade to make up
jthis loat time, complete the site selection, and obtain
§1egnl title tc land. The relationship between profes-
"siocnal requirements and building design should have been
imore closely related.

| 6. The $400,000 for instructional equiprent should
'be examined to see if that amount is actually needed, or
iif a portiocn of it would not be better used at ISER. ‘

| Program 2. Professional Teveloprent for Educa-
i ticnal Adrinistrators
l

1. Given the fact that there is only one poat-
‘graduate training fucility in rural Bolivia, and A.T.D.
.and otler donors are investing heavily in this ractor,
|1t 1s supggested that the funds avsilable under this part
‘of the Loan be directed heavily toward the facility at
‘Tarija. In addition to sharing space with the CEDED, it
i1s suggested that dormitories and a dining facility be
‘constructed to serve the needs of the students. The
ifuture role cf Tarija could be critical for the improve-
-ment cf rural education in Bolivia.

: 2. The curriculum at Tarija should provide not
.only regular academic training, but also a hesvy concen.
tration of short courses for in-service personnel.
Bmphasis should be given to the fields where the need is
the greatest, i.e., administrators, normal school pro-
.fessors, supervisors, and those concerned with bilingual
education.

3. Innsnuch as training cuts accross all functions,
closer cooperaticn and coordination is needed among the
other sub-components of the project, in order for the

‘training functicn to be carried out mecre effectively.

While ad hoc training programs have a function, they
should be the exzception rather than the rule. An early
submission of a cowprehensive in-country training pro-
gram 1is a necessity.

L. The training functicn should take greater ad-
vantage of the other resources of the country, e.g.,

— .
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;the universities, other govermment agencies, ISAP and
ithe private sector.

: Program 3. Planning and Evaluation

f 1. Within the project there appears to be no :
clear-cut role that has been established for the Plaoning:
Office. its participation has been 8light. This should :

pe corrected, and an active Plannipng Office should begin |
;to serve the needs of the Ministry.

j 2. VWhether or not textbook policy should be :
‘conasidered a Planning Office responsibility should be i
re-examined, '
i 3. There i3 nc evidence of disbursements under
this part of the Loan,

Program i, Research and Analysis

; 1. This would seem to be a logical area for Flan-
ning Office rarticipation. There is no evidence of its
participation. The Loan Agreement indicates responsibility
to "Create an institutional capability within the MEC,
with the Fianning Office as coordinator between the dif-
ferent technical organisms of the Direccidn General de
Educacidn, for the use of regearch and analysis techniques

in both program Planning eand instructional development
activities"”,

2. Therc i3 little evidence of disbursements under
this part of the loan. Perhaps the Rolivian and American
Community Education and Rursl Education advisors could be
more closely involved in this function,

3. Research capability should be bujlt into exigt-
ing institutions and departmenis,

Program 5. Informetion end Menagenent

1. There is still no real design for an informa-
tion management system, though some funds have been
obligated for a study. It is quite clear that the stage
has not been reached in Bolivia vhere it would be ad-
visable to order equipment for canh CFDED.

2. Some good work has been dcne 1in utilizing
CINACO facilities for Payroll purposes. Given the fact
that there is rdequate corputer hardware capacity in the
country, the primary problem lies elsevhere. In order
to utilize effectively the equiprent, the following
needs to be done:

————— —N
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a) Dlevelop the basic concept of what kinds of
specific information the Ministry needs; .

| i
! !
: f b) Coordinate such information needs with

I | other users of the system, e.g., the Neticnal Flanning
; ' Office, Budget Offices, and the Social Security System;

! ! ¢) Develop a sequentisl plan for implementa-
i ' tion of the different parts, locking forwvard to expand-
; ing the quantity of information to be gathered, i
‘} d) Utilize existing university computer faci- |
lities for such purposes as payroll. :

' ' 3. CENACO itaelf has to be more explicit in its
! own developrment 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 CENACO will therefore
‘be reflected in how extensively the MEC 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.

! ' L. Given the costs of cormputer prograrming, the
MEC pay schedule is inadequate to attract qualified per-
.sonnel. Consequently, some pcesitions are now vacant. The
recommendation is made that expertize be contracted on a
long terr basis from the United States, or from a Latin
American country, that has experience in developing
software for educational purposes. This should be a
system adapted for Bolivia vnrked ocut with Bolivians.

5. Until the above steps are taken, the purchase
of terminals should be limited to one for the MEC in la
Paz. It is reccmmended that some equipment funds be
nged for technical services (described ehove). lcney
saved in this area should be used in training (suci as
in the training of ccmputer persomnel and ISE staff
merbers ).

5. The MEC and CRA should conmsider utilizing
ENTEL's system rather than the propesed twe-way radio
(by necessity point-to-point, then by wire) system which
frequently may nct work well. This is especially true
if ENTEL plans rapid development; in a few years its
system will likely overtale MEC's tro-way radic network,
| anyvey. The MEC should discuss this issue with ENTEL.

7. Carceful study should be given to advantages of
8 teletype system ovar voice communication.
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1. Progress in the
Feen proceeding satisfacto

spects should be epplied

2. The work of fina
others of the subproject)
the work of the Informatio

5. The "Empadronami
should be continued and ut

4. It is urgent tha
Clacsification and Pramoti
tiated. It ig central to
ranagement and most other
plleviate much of the fina
pasociated with cumbersaue
Miuistry should request ou
this area it should be acc

Progrsem 7. Curricul

ing Census, or Survey) effort is very cammendsble, and

|
! Program 6. Financ!al Managenent i

financial managenent field has ;
rily. The implementation
a8 quickly as possible.

ncial minagenent (as well ag
should be tied in closely with
n System.

ento Presupuestario”. (Budget-
11ized.

t the MEC’'s Personnel, Job

on System be approved and ini-
the success of the financial
Reforn progrems. It would
ncilal managenent Problems
payroll modificetions. If th
tside professional help in j
armodsted under the Loan,

um and Instructional Materials

nurber of items reloted to
centration of funds is for
the lead time for text pre
printing existing books.

kith AED providcs for only
n this field, with the ex
Ehe latter setivity seems

{
!

pewent, Curriculum is g 1o
Pide of it more inmedizwe
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Etructure for curriculum d
Curriculum Orfice siould o]
Flnnning ol SAIDs.

i 3. WVith respect to
existing rrivately operate
beper presses) should be s
huchinery is purchased vy
piven the loen requirerent

tribution of reterials, th
soon.

]
[
i

1. While the Ican Agreenent is specific on a

turriculur, the grentest con-
bublications, which - given '
paration - must be directed et |
In the same sense, the contrac
short term technical services
¢eption of bilingual educationq
to be broceeding on schedule. |

f <. While CRA 1s concerned Principally vith Mapg- .

rge arec which should be out-
objectives. The short-tern
d be focused (and soon) towsrd
nd possible changes in MEC re-
evelorment, The Mimistry's

E
!
i
!
!
¢ nore closely invelved inp the !
!

krinting, the cepacity ot

d shyzicel plants {c.g. neus-

urveyed before additional

the Ministr cf Zducation,
for the preprration nnd dis-
€ survey should be undertaken
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: h. Curriculum snd textbock development should be
!conaidered by the Ministry for future development in a
ceparste activity,

Program 4. Flanning or Educationsl Facilities

1. While plens have been Prepered for CONES to
Play the role outlined in Annex I of the Lcan Agreement,
the implementation bas not taken place, Implementation
of the Plan, with anp adeguate budget for netion-wide
construction end maintenance (rural ang urben) should be
given high rriority.

Plant are inter-related,

5« The Jegal and finencial stetus of CCNES shaid
be changed so as to peruit their construction of rural
(not just urben) schools.

Progrem ., Project Administratiog and Implementa-
tion - CRA

1. CGiven the size aend scope of this activity it 14
recomrended that CRA Put ewphesis on those aspects of the
project more directly related to admini strative reform,
Orgaaization should be established as to sequence end
pricrities with consideretion for the time lixits on the

an.  In this regard, it ig recamended that such acti-
Vities as rural educetion, carsunity educetion, biiingual
:

ucation, curriculum, ond Tacilities Planning be shifted
sewhere as egch foreign advisor corpletes hig tour),

| 2. CRA should be strengthened in terpg of its co-
erinative role, in order to assure thet irplenentation
heturlly tekes Place. This will involvye the full coope-
fation of other Departments within the Munistry, which
tould be accomplished, in pert, through a more active
tntra Ministeriel conittec,

-

S« As an integrsl rert of (RA irTopuserls, there

Lhowld be s econowic anelysis, ccrplete with initicl
éosts ead recurrent Costs a3 to supply, ualntenance, end
revlecement. Alternative methods should be considered
¥heraver pocsible So the Minister will have the benerit
of weighing several approeches.

; L. For the protection of the QOB ang USAID and as
in exauple to the MEC there should be g cleerly defined

i
t

o N
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iinventory card system established for all purchsses.
Audit trails must be clee:ﬂy'established, responsibility
pPinpointed, and authority specified in writing.

5. Salary levels in CRA should be studied and
edjusted upward as needed to ettract end retain the
caliber of people required for the work.

6. Authority within CRA snd to the CEDEDs should
be deleguted to allow Lhe various units ‘o accamplish
their responsibilities.

IV. Recamendations for Action

1. A complete in-country training Progren (to the
end of the project) should be submitted.

2. With the exclusion of Sucre freo development &3
& rurel training center, the funds budgeted for thig
purpose should be applied to Tarijs (a total of $200,000
in construction, plus equipcent and veterials).

3. The MEC Planning Oftice showld be reorganized
in order to meet the objectives of the Project.

L. Contractusl services should be obtained to gg-
siast on the design of the Inforration Meungenent System
(using equiprent funds),

5. Printing capacity in the privete sector should
be explored before purchasing edditionsl new equlpment,

6. The plen for vevising the role of CONES should
be implemented.

T. The project showld glve principel enphasis to

sdministrative reform; tlierefore, camnunity education,

rurel educaiion, and bilingual education should be ter-
|
’minated et the earliest practical tine, |

I

o 3. Tne Lyre and degree of decentralization to the

|
'CEDED's (end within the Ministry, where rpplicable) i
.should be determined. f
| i
} 9. Steps should be teken to get CRA reconmendstiord
'Studied, adopted, and imrlemented in an orderly feshiou.;

10. Given .he camplexiiy of the Eroject o2nd the
‘8low rnte of disbursemc S, & more reelistic TDD should ;
be assigued, :

11. CRA und ARD will prepere ¢ reaslisti: implenentas

Jenuary 15, 1976.

Januery 19, 1976.

Februery 15, 1977.

April 15, 1977.

Februrry 15, 1977.

Yebruery 15, 1977.

End of Fresent Tour:
of AED Ferscmnel.

Februery 15, 1977.

Fedbruery 19, 1977,

March 1, 1977,

‘tion Plan in conjunction with the above, ;March 1, 1977.
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X 12. CRA's engineering office 3hould be restruc-
' tured toimprove communication emong the Contractors and |
! USAID, while at the ssme time speeding up the schedule
; ! for construction. Jaonuary 15, 1977.
X 13. CRA's procurenent office should be restruc-
tured to move more rapidly, given the extrems slownesa
of pest actions. Januery 15, 1977.
!
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S?::z:c'cn. PARIC FA~ING AGENCY OR vowmmﬁ Fiiest | savsrace ran STAN" N & - z— BESTRR I vree
. . ! . . 3 b ] N .
, Academy-f.(;i Educational Developnen{ T ‘ i ] x]""“",— —T—---;:,__?,
: ! ! | " '
. CONSA Architectursi snd Engineering : | f ,}, . P ,'
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. ] ’ ™ | |
Commmnt w ks tocrar s dmrmmimr v (T~ Fhrough—nd—fadit—oe—tie Acodeny,—techniceat

were not contracted Untyy July 1975 (cne year after the signing of the Loan Agreement).
However, this has resulted in en implementsation delay of the prcject; (b) Most Academy
perscnnel have been well integrnted with MEC perscnnel; (c) The quality of personnel
has been acceptable overall; (d) Results of the Congractor's performance have appeared
principelly thrcugh the Quarterly Repcrts. The Mission has not usually received
studies or repcrts from individual team members; (e) A clear timetable fcr meeting
individual work cbjectives has nct been prepared. In part, this has been explained
by the high degree of integration that exists between CRA esnd the Academy; (f) Since
there are sc meny subprr jects within the Contract, it would be expected thaet there
wiuld be individuel veriations in achievement, (Cont. on page 2a)
ag In-Country™~ « - | FUX " R R &
Pt e B) ULS. X . ' ; x|
e 8) ¥hile scme pregrams of high 'quality have been condudted;
there bhas been inadequete planuning  f courses; participnticn by CRA and other personnel
has nct been sufficiently well ccordinated, and nct enough time has been allccated for
implementing the  tagkg put. £ rth in the l.cen Agreement. b) Personnel selected fer study

85, e RATTE o R F e R L et oY b 99RLAEA580 0% A dst b by bt pheRRdi)

ey e

LRI X Y IR T T ’ ' ‘[. x g N i . : a :’-T_T“ v _]-“~ cod x
- ____,.__(E) - i.l . 3 | 3 | ,

finds;" (b )" the "prodess’ of procurement has been generally slow, resulting in prcject
implementsaticn delays. As an example, vehicle procurement has taken an unnecessarily

long time, ond the specificat (N8 were prepared in such a way that the most useful
vehicles were nct rocured; (c) The prccess of specifying other commcdities has not been
initiated, e.g., Educational Equipment as a pert of Program 1 (District Centers)

]-.-7 v]:JJl s

= |

t ~ ¥ 4
a. PFRSONYE:

6. COOPERATING x

|
COUNTRY l
|

—_ I

GT?V”°%€?é$ﬁﬁéf”?3€fgfg?g There has been generally gocd continuity of perscnnel within
CRA, MNumerical staffing appears to be edequate, except for ]nfonmaticn/Management and
Enginecring services. Greater use cculd be made cof other existing units within the
Ministry, e.g., CONES and the Plenning Office (essuming their ability tc deliver such
services). The personnel directly invclved have s high commitment tc the goasls cf the
prcject.

(b) oOther Factcrs: Clcse integraticn has been achieved with members of the contract
team. The Minister has been given high priority to achieving prcject cbjectives,

The ccntractor has been hendicapped by the paucity cf sccurate data end research
findings.

x) x

b.oruen , l

N.A.

. K R ; 4+ s e B : . 4 s
7. OTHER DONORS i

tsce Next Page for Comments on Dther Donors



AlD 1020-£5(10-70} PROJECT NO, PAR FOR PERIV COUNTRY PAR SERIAL NO,

PAGE 3 PAR 911.-0450 8/16/7h4 to 11/1/76 Bolivia FY 1977-1

Il 7. Continved: Comment on key factors determining rating of Other Donars

No other Donor has been involved directly with the pi-oject.

TARGETS {Percentage Rote Amount!

A, QUANTITATIVE INIGC ATORS

' DUTS CuMmLl. CURRENT F Vv ] END OF
FOR MAJOR QU THUT ARINE ST FV—Z-'? FY__78 ENoOF
) T
e Lo b - - !
SIDA implementation A NNED | ’ ° | 9
"."'| L --—"l. [ ! :
i-:f’grg:im- | Y i 0 !
wh.oF ! i
nNEPLAY? L_p! I ' l i Ll' ! ' 9
SAED implementation Citbep - o . o 9 ! 9
x‘ [ N - 0 ,
i3 N - - f [ ' - —— ———
(XX} . ; - - - - )
Troining e é - 50% 50% - 100%

Loy .
N o
CrPLANNY S l m--.: T 3% | 50‘ ‘ QOi lm

]
) e . b —.
Equipment and Instructional LLAHNL‘ ) - 20% 5% | 50% ; 25% 100%
Materials P g i , ] :
[TZL‘:W' - 0y | |
:REPLANNED A | 10% ; Lo% ; 50% : 100%
B, QUALITATIVE INDICATCORS COMMENT; A } ‘ '

FOR MAJOR QUTPUTS

There is & lack of a legel implementation plan and
' MEC Planning snd evaluation| personnel asre needed to develop it and execute it.
capacity

* Management system n order to clarify the plan, technical assistence should

be recruited.

* Curriculum development tYarificetion as to CRA's role is required. Coordination
with the other educational programs of the Ministry is
necessary.
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IV, PROJECT PURPQSE

A. 1. Statement of ourpase o3 currently envisaged. Same 33 in PRCP? E YES DNO

The Prcject is to support the Administrative Reform in the B:;iivian Ministry of Educaticn
end Culture ("MEC") concentrating on strengthening its crganizatica for administration
and instructional develomment, its Pinanciasl base, and its performance in the areas of
information mansgement, budgeting, and program and pclicy plenning; and providing a
besic, decentralized crganizational structure tc bring abcut imprcvement in management
functions end instructional system, As astated in the Project Paper, the fc llowing
conditions will exist et the teyminaticn of the Project:

p 1, Condition= wh;c? wul‘l .-:,' whu
ubf:e purpose is oc'h_ifvﬁ. — ___2.__E_vudcnce to date of praare<s tonard hese conditior .

e, Improved services aveilsble CR.A/AED perscunel have begun to set new stanar?s—:t
to teaschers end pupils. technicel expertise for all MEC personnel, CRA/ABD'a

b. Grester percentage of rural varicus departmenis have ccnducted useful studies in
youth enrolling and remaining |administrative decentralization, financial sdministra-
‘In schocl, tion, treining, general services end other fields. It

¢. Ready access tc accurate has d2veloped and coordinated a new pay system by
statistics snd information. camputer which is wellwcperated and respected by MEC

d. Better trained administretors perscunel in two of the four SIDA's. Once the minis-
and supervisors at all 1evels.' terial resolutions are approved, CRA/AED is ready to

help establish and decentralize the MEC's Jjob classifi.

catlon and promotion mechanisms as well as the norme,

prccedures and sequence of the gethering, compilation

end utilizetion of educational statistics in whieh

 the MEC is presently greatly lacking. It is to the

j credit of CRA and the AED that they have formed a

! closely-knit, multi-national and mlti-disciplinary

| team which has worked together effectively. CRA

!and AED personnel have held administrative and

| pedagogicel seminars and training courses in la Pagz

and several interior sites which have been generally

epplauded by MEC personnel. Perheps meet (cont.p.lba.)

_— e — — —_— —

_ V. PROGRAN-INC GOAL T T T -

—_— _—
A, Staremer: of p'ufluulmin —_— e ——

To establish nsti%aiﬁons with a capebility to trein the )nm;z_reacm-cea required for
socio-ecrnemic develcpment.

— — —— - ——

B. Wili the achievement of the project purpose make a significant contribytion to the P agiumnnng 250!, given the magnitude of the nationgl
problem? Cite evidenca.

The achievement of the project purpose would make 2 significant contribution to the
‘program gcal. At the same time, other A.I.D. projects and other donor Projects are
8lso directed tcward the program goal. Inasmuch as this project is eimed at cverall
administrative refcrm, its successful accomplishment would regult in a more efficient
operation of the Ministry of Education. Specific evidence includes the fact that the
Ministry of Educeticn is revising (a) ita administrative/institutional structure;

(b) its ellccation of rescurces (directing more assis:ance to the rural areas); (c)
its budgetary procedures (in terms of efficiency); (d) its training of administrative
leaders; and (e) cocperating more closely with cther government organizatioms in the
training of human rescurces.
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B.l. Conditions which will exist

vwhen above purpose is achiﬂ

1. Nine District BEducationsl
Develomment Centers ("Ceuters")
eatadblished.

2. Professional training for edu-
cation edministrators, including
Administrative Training Institutes
("Institutes") established.

3. PFlanning and eiraluation capa-
city of the MEC strengthened,

4. A research capedility developed,

2. An information management
system developed,

6. An inproved financisl panage-
ment system.

7. An increesed capability of the
MEC to develop snd produce bilingual
materisls, curricula and instruc-
tional materials.

8. An established capability for

2. Evidence to date of 88 toward these conditions.

a
catalyst, accelerator snd facilitator of NEC functions,
rather than trying to add new entities to an elresdy
overcrowded and complex educationsl buresucracy.

are established and functioning. Traine
ing of persounel is in progress %o open the five other

in 1977. CONBA-Stanley is in the
of completing pre-design work for eight CEDEDs, The
Ministry of BEducation is in the process of cbtaining
title to the gites.

2. Training is now being rrovided 25 Bolivian sdainig-
trators at the University of New Nexico. Twelve train-
ing courses have been conducted in-country for SIDA
peracnnel and Ministry employees (enrolling 1087
persons) to assume other edministrative positions. A
contract employee is on board, end a complete in-service
treining progretn 18 in the brocess of preparation,

3. A pon-formal educetion palicy document vas submitted
snd approved. A Printing and textbook policy was
adopted. A socio-linguistic study vas initiated in
March, 1976 (due fer completion early in 1977) and a
seminar for rural teschers was held on this subject in
Cochsbamde in July, 1976.

4. A tize-phased plan fur implementation was prepared
in March 1976. After detsiled discussions emong the
Ministry, Contractor ard UBAID, suggestions for revie
sicn were made, and a new Plan was submitted in
October 19786,

5. A camputerized
end applied. Basic
being collected on a
time,

payroll system has been developed
school and perscanel dats are

systematic basis for the first

6. The Ministry of Pinance bas been included in dig-
cussions with senior Ministry perscnnel to design o
new system. For the first time a systematic analysis
has bDeen made of the budgetary atructure, with the
view for implementing s new system in 1977. The
Finance Office of the Ministry of Education has been

7. The first national level seminer on Socio-
Iinguistics and Education was beld in La Paz in
January, 1976.
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educationsl facility Manning.
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