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I. Introduction and Background
 

The Educational Management and Instructional Devel
op ,,ent Project is a result of several important anteced.entG in Bolivian education. Chief among these are the
Basic (GOB) Law of Executive Power dated April 30, 1970
 
the signing of a contract with San Jose State College,Inc. on November 1, 1971; and the GOB report to the 
Inter-American Ccmittee of the Alliance for Progress 
(CLAP) in June, 1972. 

The Basic Law nandated that the Ministry of Educe
tion and Culture (MEC) incorporate the rural school 
system, which until then had been a part of the Ministr 
of Campesino Affairs. It also mandated that the MEC|
should streamline (rationalize) its administrative 
functions.
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The San Jose State contract Provided technical:assistance to the MM3, 
 with funds Provided by USAID/B.
With the assistance of San Jose personnel, the M1X on1April 17, 1972, created the Administrative Rationaliza-
Ition Council (cRA) to serve 
as e counterpart institutionIto Son Jose and to carry out the MEC's administrative 
program. 
In its first phase, the CRA-Sen Jos4 partnership drew up plans for the M organizationAl end func
tioning structure, and implemented several legal andadministrative dispositions, In its second phase, CRA/San Jose created four Integrated District AdministrationService centers (SIDAs, in Cochabamba, Santa Cruz, Oruroand Sucre) as a first effort at decentralization. Before 
terminating its contract in-August, 1974, the San Josegroup worked with cRA to identify nine program areas of*MECs Adlinistretive Reform, which would serve Hs a base
1


for a new GOB-U.S.A. contract in education.
 

Netinwhile, the Bolivian report to ClAP in June, 19721
stressed the GOB's plan to accelertte the educational
reform and integrate the educationsl system. 
Paramount
was the transformstion of fEC's administrative vpperatusto meet the exigencies of Bolivian socio-economic devel
opment and the country's rapidly growirig school-agepopulation.
 

fWith these precedents in August, 1974,, a Loan Agree
rent was signed between the GOB and the U.S.A. for atotal of $16,592,000 ($9,650,00o in loan funds,$,529,
contemploted in grents, and $5,413,000 in GOB support tothe Project). To begin the Project p Contract was signd
in July, 1975 between the GOB and the Academy for Edu--stional Development, Inc. (AED) to provide technical
a=isntvnce to the MEC's Administrative Reform. 
The AED
begpa± 
 its work in Bolivia in October, 1975, and byp fnury, 1976, hd the nucleus of its advisory groupI(2ix out of c 
present total of nine technicians) working

side-by-side with CRA personnel.
 
| The CRA-AED Contract is to work toward the three
 
(ener l objectives developed by CRA and the San Jose
 
feni several years ago:
 

1. 
to rstiorwlize the edministrative functions of
the IfMIC, with v,better uitilizeqtion and apl1ication of its resources,
 

2. 
to integrate rural c6nd urban education and to

alleviate the grept qualitative rnd quntitative
differences between the two, end 

C. PIOPOSEM .. ACTIC 
COM OLNII0DAT
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3. 	 to decentralize CO)IPLETIOB DATZcertain 	administrative and 	pedagogical 	services and decision-making to the


district 	and local levels. 

The 	 Educational Management and Instructional Devel
'opment Project enccmpasses nine different fields orprogrems, which are basically those developed by CRA 	andSan JosA 	State. 
The 	programs are aimed at enabling the

MEC 	 to: 

1. 	 establish District Educationi Development
Centers (CEDEDs); 

2. 	 provide professional training for 	educational 
administrators; 

3. 	 strengthen the Ecv'scapacity; planning and evaluation 

4. 	 develop a research capability; 

5. 	 develop an inforwation management system; 

6. 	 improve financial ricnagement; 

7. 	 increase the crpebility of kbe MEC to develop
vnd produce curricular end instructiocnl
materials;
 

3. establish a capability for educational facilitieA
 
planning; and 

9. 	 provide for the administrative and program support of CRA itself. 

III. General Observatin 

1. The 	 activity was slow 	 In developing. Whilc the!Lonn Agreement wi-s 	 signed in August, 197 1, P contractor
lwas not 	oelected until July, 1975, and the first teen.Oembcr did not 	arrive until October, 1975. Loan disbursements -iere elr:ost non-existent until recently, end:have only lately shown progress. This was due in part 
:to t- nurber of complc-c Loan preconditions, which took a:long time to complete. 

2. 	 Positive growth has been made in the 	firstyeir's octivities rnd accomplishmentr by Cb/AED. When:one considers the magnitude of the professional andtechnicr:l tasks, es well as the corplicted inter
:personal relationships 
 th.-t can 	be nffected by this 
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reform, one comes to the clear conclusion that progress

;has been m de.
 

The project 
.s ambitious but necessary if the
'reform is to be effective. Time frames for accomplishling 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 nct
treated as such. 
 _Exa
ples 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 institution, 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 with those established for
 
the educational reform project, nor can they be expected
*to do so. They can, however, 1,e expected to cooperate


Iwith and aid in accomplishment of the administrative
reform goals. 
The required eoordinaticn is, of neces:sity, time consuming and must be considered in activity

;scheduling.
 

A number of important area:i merit special:attention 
for overall project management.

anagerent functions and responsibilities at
 

:all levels rust be clarified as soon as possible. Linesof responsibility; and delegations of authority to carry
out those responsibilities a7'e not clear, thus causing
some confusion and loss 
f etfectiveness.
 

Job responsibilities should be clarified for
:all personnel. Pfeleations of rthority allowing them
:to acconrplish these reuponsibilities 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 operational level.
 

Better coordination is needed within CRA/AED
departments. 
A number of instances were noted where
independent actions were taken without consideration of
the effect on overall project goals.
 

4. The management system within CRA/AE. should be
strengthened and utilized so as to avoid duplication of
&ctivities not directly related to project goals.
 

http:ACTIONOo,.AL
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Project complexity requires that many activi-ties be conducted. It must be assumed that some aremd important than others., however no Priority settingsystem was discernible. 

' 

A work priority system should be initiated. It1is further suggested that the system define the difference among "essential"', "important", and "nice to do,but not necessary". 

5. Deconcentration cannot be ,1.0lemented bystarting branch offices such as Integrated DistrictlAdministration Service centers with little or no'logistical support and little if any delegated authority'to carry out assigned responsibilities. 

A budget for each Integrated ristrict Adrrinis1tration Service center should be granted with actual 
.peso outlays. 

Authority to carry out assigned responsibilities;

;should 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 impact on
:Ministry of Educatiot, and Culture functions. 

It is essential that these diverse projects be.coordinated by some management system ihich makesresponsible themand accountable to the Ministry of Educationand Culture. To do less than this runssetting up the real risk ofa de facto parallel educational system thatmay not be in accord ith overall Ministry objectives. 

7. Effective implementation of activity objectivesinvolves v nunber of other entities, e.g., the Vinistry
of Finance and the National Computer Center. 
The Ministry
of Edu.cation requires support from these other organiza
tions.
 

P.. Some aspects of this project are related to
other A.I.P. education projects, and some have practically no relation. This is understandable in a project
which has 
as many as eight large sub-projects. 
Problems
of finance have an effect on every transactionMinistry makes, so that theimprovement in this field has a bearing on the Rural Education Projects. Nearly as much canbe said of developing
The other sub-projects 

a b-..-e fcr billngpial instruction.have a more indirect relationshipto Rural Education. 
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 Wdile the Loan covenant putslemphasis on curriculum and instructional

a rather heavy
materials, thimis not reflected in the CRA or Acadeny staffing (exceptin aspects of bilingual education, commity education,and rural education).
 

It is to be questioned that theeducation, fields of ruralcommunity education, and bilingual education 
have major significanceitive reform. in a project aimed at administralAt the conclusion of present tours ofjadvisors in these three fields, consideration should begiven to dropping the positions. 

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

III. Accomplishment and Recnw.endations
The discussion that follows coincides with 9separate subsections contained in the Loan Agreement. 

r a rstrict Centers 

1. This Program is entrusted with establishing on
the district level a system of basic administrative
I services and instructional development suppoirt functionsrequired to serve properly all teachers and students 
(both youths and adults) in any one Department. The
mechanis, 
as developed in the Loan Agreement, to beJbuilt and utilized is the ristrict Educational revelopment Center (CEDED), which will house'District Administration the IntegratedService (SIPA), the Instructions 
Support Service (SAM'), and other officials, Tie SAErs
re to Provide educational services and in-service train4ing for rural and urban supervisors, school principals
;and teachers. 

TheI The 7istrict Educational Devel~oment Centers
Iconstitute the largest single Program in the Educational 
!Management and Instrlctionalhas slightly over Pevelopment Proj ct.of the total. 4- 6,O,000ooo in loan Itfunds, or about 6C0*ofnte t~cti,) $,565,000 of which are for facilities
 
jccnstruectior. 

Some positive activities have already bem
carried out under this Program. Four Integrated District: 



-------- ---- 

AID 1021-14 (7-711 (NARRATIVE OE'!RIPTION)
PROJECT ,o. 511.-0450 aU ' T.--77,1_"' 

E l CR IESIA 0L1 1 7 PAG 'P A G ! S
C. PROICK (X) FAGS 

:T B. LIST 01' ACTICKS C. PROPOLS ACTICH 
Anisatio Service centers (Santa Cruz, Oruro, Suere and Cochabsaba) have been established and are
functioning with varying degrees of efficiency.
niles de Funciones" 'Mahave been drawn up for the SIDAsand distributed, as well as hel.pful guideswork with MEC for the SI.Asemployees, stores (Pulperfes), generalservices, personrel, and financial administration..gram. personnel have Proarranged training opportunities andselected persons SIDAsfor training in (80 participants,in a course conducted by the Superior Institute of Public
Administration, asISAP), educational administrators (80iparticipants in a course conducted'tute of Education, ISE), 

by the Superior Insti-_and a short-term for 300courseeducational administrators, also run by ISE. Of $66,200in loan funds programed for training activities under

this Program, slightly over 
$25,000 have been(and nearly $I40,000 of a disbursedtotal of almost $4oo0;loan funds infor engineering services have been disbursed).: 

1fo.7:ever, the Program is considerably behindschedule, and this time lag is affecting most other CRA/AEP programs. While several guides and manuals havebeen produced, not all have been-explained to SIPA 
delivered or thoroughlypersonnel in the districts.adversely affecting This isthe efficient operation of the SIDAs.1The establishment of coordination and inter-relationships 

of district support services for administration,tion, and rural and instrucurban supervisoinyinsufficient and behind services has beenschedule. In-field, on-the-job

training courses urgently needed and
are requested bySIDA personnel. CPRA/AI
ing about the SIDAs 

has done a good job in theorizand in drauing up ureful plans,manuals nnd charts, but much more needs to be done in
establishing the CEDED and the SAED. 

2. While the project evrihacize, deconcentrationdecentralization, orit is not specifically clear asdegree, type, to theor kind of decentralization thattalle place. shouldIt should be determined at an early date asto what is to be decentralized and what is not, and how
it is to taLe place.
 

3. The selection of all CEDED professionalnel should begin now, and person
should proceed ondetermining technical the basis ofcompetency. Special trainingshould be provided for the candidates. An adequatesalary schedule should also be established. 

4. Every employee (teachers and others) should bepaid at his place of employment. The present system of"habilitados", where
salary a local merchant pays a teacher his- after taking a high percentage cut should be-



AID 10O23IA (7-71) (NARRATIVE EScRIPrT ION) 

PRWLCCT 110. 51-4oSL~SSION Oyni.b.,j IOA7_CJO,( 
_- to5U-01450 ORIGINA L REVISN 3.1l/1~~c IGeP 

SAID AID/WHxT B. LIST OF ACTICrS C. PROP( ACUIN 
-CO(PLE _,I DAabolished. The stem discriminates against those

teachers who work in the more isolated rural areas. By
:having Ministry personnel deliver the pay, the Ministry
iitself would gain the advantage of being better acquaint-
Ied with local conditions, wiould be more closely tied 
into textbook end materials distribution, and basic 
data gathering. 

5. The pre.-design work of the CEDEDs is running!behind schehle. Every effort should be made to make up
this lost time, complete the site selection, and obtain 
legal title to land. The relationship between profes
sional requirements and building design should have been

Smore closely related. 

6. The $400,000 for instructional equipwent shouldbe examined to see if that amount is actually needed,
if a portion of it would nct be better used 

or 
at ISER. 

Program 2. Professional reveloprent for Educa.
tional. Administrators
 

1. (iven the fact that there is only one post
graduate training fhcility in rural Bolivia, and A.I.P.

'and other donors are investing heavily in this sector, 
lit is suggested that the fwuids available under this part
;of the Loan be directed heavily toward the facility atTarija. In addition to sharing space with the CEDED, itis 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
only regular academic training, but also a 

not 
heavy concen.. 

tration of short courses for in-service personnel.

Emphasis should be given to the fields -.here the need is
the greatest, Je., administrators, normal school pro..
fessors, supervisors, and those concerned with bilingual 
education. 

3. InaLsmuch 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 carried out more effectively.

While ad hoc training programs have a function, they
should be the exception rather tnan the rule. An earlysubmission 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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ithe universities, other government agencies, ISAP and
ithe private sector. 

Program 3. 
Planning and Evaluation
 

I. Within the project there appears to be noclear-cut role that has been established for the Planning,:'Office. Its participation has been slight. This should
be 	corrected, and an active Planning Office should begin
!to serve the needs of the Ministry. 

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

3. There is no evidence of disbursements under 

this part of the Loan.
 

Programh. Research and Analysis 

1. This would seem to be a logical area for Planning Office participation. There is no evidence of itsparticipation. The Loan Agreement indicates responsibility
to 	"Create an institutional capability ithin the ?EC,With the Planning Office ns coordinator between the dif
ferent technical organisms of the Direcci6n General deEducaci6n, for the use of resea -ch 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 AmericanCommunity Education and Rural Education advisors could be
more closely involved in this function.
 

3. Research capability should be built into exist
ing institutions and departments.
 

Program 5. Information and Management 

1. 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 where it would be ad
visable to order equipment for cacb CFPME. 

2. Some good work has been dcne in utilizing

CFNACO facilities for payroll purpones. Given the factthat there is rdequate ecoputer hardware capacity in the
country, the primary problem lies elsewhere. Tn order 
to utilize effectively the equdLipment, the following
needs to be done: 
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specific 
a) Develop the basic concept of what 

information the Ministry needs; 
kinds of 

I. 
b) Coordinate such information needs with 

other users of the system, e.g., the National Planning
Office, Budget Offices, and the Social Security System; 

c) Develop a sequential plan for implementa
tion of the different parts, locking forward to expand
ing the quantity of information to be gathered. 

d) Utilize existing university ccmputer
lities for such purposes as payroll. 

faci

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 CENACO 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, Some positions are now vacant. The, 
:reccmmendation is made that expertise be contracted on a 

I 

long term basis fror the United States, or from a Latin 
American country, that ha-s experience in developing 
software for educational purposes. This should be a 
system adapted for Bolivia wnrked out with Bolivians. 

5. Until the above steps are taken, the purchase 

* 

~ 

of terminals should be limited to one for the VEC in Ta 
Paz. It is recommended that some equipient funds be 
ised for technical services (described a.bove). floney 
saved in this area should b,. used in training (such as 
in the training of computer personnel and ISE staff 
members). 

6. The I.TC and CRA should consider utilizing
ENTF'. system rather than the proposed two-way radio 
(by necessity point-to-point, then by wire) system which 
frequently may not work well. This is especially true 
if ENTEL plans rapid developmen,; in a few years its 
system will likely overtake MEC's two-way radio network, 
nyrwmy. The MEC should discuss this issue with E TEL. 

7. Careful study should be given to advantages of 
a teletype system over voice communication.
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Program 6. Financial Management 
1. Progress in the finamcial management field haseen proceeding satisfactorily. The implementationaspects should be applied as quickly as possible. 

2. The work of financial wmnagerient (as well asshers of the subproject) should be tied in closely with 
the work of the Information System. 

3. The "lkpadronamiento Presupuestario" (Budget-Ig Census, or Survey) effort is very commendable,
should be continued and utilized. 

and 

i. It is urgent that the MEC's Personnel, Joblassificetion and Prmtion System b'., approved and ini
tiated. It is central to the success
anacment and of the financialmost other Reform programs. It wouldlleviate much of the financial management problemsseociated with cumbersoe payroll modifications. If th'nistry should request outside professional help inhis area it should be accimodsted under the Loan. 

Program 7. CurriciLlum andInstructionl Naterials 

i. lihile the Lcan Agreement is .pecific on a,iumber of items rel,'ted to curriculum,, the grentest conentration of funds is for publications, which - giventhe lead tihe for text preparation - must be directed rt Iinting exlst~ri: books. In the .aime sense, the contrac 
ith AED provides for only short term technical services 
n this field, with the cxception of bilingual education.
he latter ,ctivity seems to be proceeding on schedule.
 

2. While CRA is con:erned principally );ith Plana
sewent, Curriculum is a large aree which should be out'ide of ito more ixmediete objectives. The short-termcontractual services should be focuscd (and soon) toward 
Phe development of SAEDs and possible changes in M4EC reotructure for curriculum development. 
The Ministry'sCur -iculmi Office should be more closely involved in the 
lnnaing of SAZDs. 

.v Wit. respect to prtnting, the captcity ofk-xisting privately operated 1'hyzical plants (e.g. newsixper presses) should be surveyed before additional
 , achinery is purchased by the hinistry of Mduc.ition.Given the loan requirexent for the preparation ;,ad 
disjribution of irpterials, the survey should be undertaken
 
I soon.
 

* I 

-PAGS , 

.1. PRPOE AC2T1OI 
DA223 
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Curriculum end textbook development should be . 

considered by the Ministry for futIre development in
a
 
Ieeperate activity.
 

Program J. Planning of Educational Facilities 

1. While plans have been prepared for CONES to
play the role outlined inAnnex I of the Lcan Agreement,
the implementation has not taken place. 
Implementation
of the plan, with an adequate budget for nation-wide
construction end maintenance (rural and urban) should be
 
given high priority.
 

2. 
The closest possible connection should be eats,
blished between the educators and the facility planners.

Thin would insure that the school program and school
 
Plant ere inter-related.
 

The legal and financial status of CONES shoid
c changed 0o as 
to permit their construction of rural 
(not just urben) schools. 

Progrrm 1). Project ALdinistration and Implementa
tion - CRA
 

1. 
Given the size and scope of this activity it i
econme ded thont CRA put empha.,is 
on those aspects of th
oject more directly related to administrative reform.

leganilation should be established as to sequence and
 
riozrtieG with consideration for the time liUnits 
on the
roan. In this regard, it is recommended thnt such ectivties as rural education, cmunity education, bilingual
ductio1, curriculum,, rind facilities planniag be shifted-liewhere as each foreign advisor completes his tour).
 

2. CRA should be strengthened in terrms 
of its cokrdinntive role, in order to assure that i!iplen:entation
ctu=11Y takes place. 
This will involve the full cooperation of other Departments within the Ministry, which
 

bould be accomplished, in pert, through a more active
Intra ministc.rit. ccra+ittec. 

2. As an integril part of CRA i roposels, therehomuld be en er:onouic analysis, ccj. ete with initirleostn Pnd recurrent costs as tO supply, amintewance, and 
rc'.laecemeut. Alternative methods should be consideredwhersver possible so the Minister will have the benefit
of weighing several approcches.
 

For the Drotection of the C0.B and USAID andan example to the M asthere should be a clearly defined 
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i A n a _ ,clinventory card system established for all purchases. 
c pP WBTIO N DAT! 

~Audit trails must be clearly established, responsibilitypinpointed, and authority specified in witing. 

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

6. Authority within CRA and to the CEDEDs should
be delegated to allow the various units to accomplish

their responsibilities.
 

IV. Recoumendationa for Action
 

1. A complete in-country training program (to the 
end of the project) should be submitted. 
 January 15, 1976.
Y. 
 X 
 2. With the exclusion of Sucre frcm development vs
a rural training center, the funds budgeted for this
puapose should be applied to Tarijs (a total of $200,000in construction, plus equipment and meterials). 
 January 15, 1976.
 

X 3. The 14C Planning Office should be reorganizedin order to meet the objectives of the project. 
 February 15, 2977.
 
X X 4. Contractual serviceE should be obtained to assist on the design of the Infor,:ation Management System(using equilrent funds). 


April 15, 1977. 
X 5. Printing capacity in the privptc sector should 

jbe explored before purchnsing rddtional nai eqilpment. Pebrunry 15, ]977. 
X 
 X 
 6. The plen for i'evising the role of CONES should
 

be implemented. 
jiebrupry 15, 1977.

X X 7. The project should give principal eu.phasis to
cdministrative 
 refor; therefore, coamunity education,rural education, and bilingual education should be ter-
 End of Present Tom
minated at the earliect practical time. 
 of AED Persounel.
 
.
 The type and degree of decentraliation to the
CEDED's (end within the 11.iistr-y, where rpplicable)should be determined. 

February 15, 1977.
X 9. Steps should be taken to get CRA recoamendtionstudied, 3dopted, end impleented in an orderl.y feshiou. :ebrunry 15, 1977. 

10.
X IiO Given he conplexi of the project ad theslow rnte of disbursencnts, a Lore realistic TDD should
 

be nssigned. 

X March ., 1977.Y 11. CRAi and AEU will prepare c reolistil: implen,enta-ition plan in conJ4Uction with the above. March 1 1977. 
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X 12. CRA's engineering office should be restruc
tured toaprove communication among the Contractors and

IUSAID, while at the same time speeding up the schedule 
for construction. January 15, 1977. 

X 13. CRA's procurement office should be restruc
tured to move more rapidly, given the extreme slowness
of pest actions. 
 Januery 15, 197r

* I 

II 
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. 
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weno* co~nracted unti 
July 1975 (one year after the signing of the Loan Agreement).
However, this has resulted in an implementation delay of the project; (b) Most Academy
personnel have been well integrsted with MEC perscnnel; (c)The quality of personnel
has been acceptable overall; 
(d)Results of the Congractor's performance have appeared
principally through the Quarterly Reports. 
The Mission has not usually received
studies 
or reports from individual team members; (e) A clear timetable for meeting
individual work rbjectives has not been prepared. 
In part, this has been explained
by the high degree of integration that exists between CRA and the Academy; (f)Sincethere are so many subprrjects within the Contract, itwould be expected that there
wuld be individual variations in achievement. (Cont. on page 2a) 

In-Country-' ' x ib.U.S , Xi
 
a) While some programs c-f high 'quality have betn conOduftvd-,there has been inadequate planning rf courses; participaticn by CRA and other personnel
has n't been sufficlently well coordinated, and not enough time has been allccated forimplementing the 
 tasks put f'rth in the [.an Agreement. b) Personnel selected for stue
 

6 e r"..oess of procurement has been generally slow, resulting in prcjectimplementation delays. 
As an example, vehicle procurement has taken an unnecessarily
long time, and the specificat *cas were prepared in such a way that the most useful
vehicles were not procured; (c) The process of specifying other commcdities has not beel
initiated, e.g., Educational Equipment as a part of Program 1 (District Centers) 

I6 RTINC. Sx E 
3 4 '"__ 6 7 7 . 3 5 

4 x 

b. t , x 

I essonneL acrs: There has been generally good continuity of persnnel within
 
CRA. 
 Numerical staffing appears to be adequate, except for Information/Management and
Engineering services. 
Greater use could be made of other existing units within the
Ministry, e.g., 
CONES and the Planning Office (assuming their ability to deliver such
services). The personnel directly invclved have a high coitment tc the goals of the
 
project.

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

7. O rEI4R D ON ORS N .A . on -Donors z I 4 5ol 
 5the 


free Next Pnyp for Commnts,, on 'Othe- Donors 
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IV. PROJECT PURPOSE 

A. I. 	 Statement of owsrog 0, cur,,tly envisag.d. ,. Sanme as in PR,-P? E YES O NOThe Project is to support the Administrative Reform in the Bolivian Ministry of Edfestic
and Culture ("MEC") concentrating on strengthening its organizaticn for administration

and instructional development, its financial base, and its performance in the areas ofinformation management, budgeting, and program and policy planning; and providing a
basic, decentralized organizational structure to bring abcut improvement in managementfunctions and instructional system. As stated in the Project Paper, the fcIlowing
 
conditions will exist at the termination of the Project:
 

(1 	 1. Condilo,,- which will xist sh,...

above p,,,pos, is achlieved. t
2. Evdence o date of pr',or s to,,or,I10sccol,,itio,...

a. 	Improved services available 
 CRA/AED personnel have begun to set new standards ofto teachers and papils, 
 technical expertise for all MEC personnel. CRA/AED"o
b. 	Greater percentage of rural various departments have conducted useful studies in
youth enrolling and remaining 
administrative decentralization, financial administra
'in school. tion, training, general services and other fields,
c. 
Ready access to accurate has developed and coordinated a new pay system by 
I,
 

statistics and information. 
 Icomputer which is well-operated and respected by ACd. 	Better trained administrators personnel in two of the four SIDA's. 
 Once the minis
and 	supervisors at all levels. terial resolutions are approved, CRA/AED is ready to
 

help establish and decentralize the 1EC's job classifl 
cation and promotion mechanisms as well as the norms, 
procedures and sequence of the gathering, compilation
and utilization of educational statistics in which 
the NEC is presently greatly lacking. It is to the
credit of CRA and the AED that they have formed a 
closely-knit, multi-national and multi-disciplinary
team which has worked together effectively. CRA 

,and AED personnel have held administrative and
pedagogical seminars end training courses in La Paz
and several interior sites which have been generally
applauded by YSC personnel. Perhhps -ast (cQt.p.4a.) 

V. PROGRAW-iNC GOAL.
 
Stan-
 'IC.- - - _"'~2~ - - - -To establish institutions with a capability to train the hman 	



reacrzces required forsocio-ecr nc ic develpment. 

8. Will the achevement of the proec t Purpose mae a sgnificont contrbuton to the progromn ,ng oal, given the magnitude of th, national
poblem' Cite evidence. 

The 	achievement of the project purpose would make a significant contribution to the
 program goal. 
At the same time, other A.I.D. projects and other donor projects are
also directed toward the program goal. Inasmuch as this project is aimed at cverall
administrative reform, its successful accomplishment would result in a more efficient
operation of the Ministry of Education. Specific evidence includes the fact that the
Ministry of Education is revising (a) its administrative/institutional structure;

(b) its allocation of resources (directing more assistance to the rural areas); (c)
its budgetary procedures (in terms of efficiency); (d) its training of administrative
leaders; and (e) cooperating more closely with other government organizations in the 
training of human resources.
 

http:cQt.p.4a
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when above PAzpoee is achieved, 2. Evidence to date of roes toward these conitin s . 

MENC to develop and produce bilingual Linguistics and Education was held in La Paz in

materials, curricula and instruc- January, 1976.
 
tional materials.
 

8. An established capability for bovn % f ze~e1W& h cbeen prered.educational facility planning. 

1. Nine District Iducationsl 
Develoyaent Centers ("Centers")
established. 

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

3. Planning and evaluation capa-
city of the =EC strengthened. 

4. A research capbility developed 

5. An information management 
system developed, 

6. An improved financial manage-
ment system. 

7. An increased capability of the 

catalyst, accelerator and facilitator or MC fwiotiM,
rather than trying to add new entities to an ulvedf 
overcrOwded and c=plex educational bureaucracy. 

1. Four SIDAs are established and functioning. Tzuin
ing of personnel is in progress to open the five othe
 
BIDAs in 1977. CWS-Stanley is in the proces

of completing pre-design work for eight CEDIs.
 
Ministry of Education is in the pcess of obtaining
 
title to the sites.
 

2. Training is now being provided 25 Bolivian adminis
trators at the University of New Mexico. Twelve train
ing courses have been. conducted in-country for SD 
personnel and Ministry employees (enrolling 1087 
persons) to assume other administrative positions. A 
contract employee is on board, end a cooplete in-gervice
training fut is in the process of preparation. 

3. A non-formal education policy document vas submitted 
and approved. A printing and textbook policy vas
 
adopted. A socio-linguistic study was initiated in
March, 1976 (due for coepletion early in 1977) ard a 
seminar for rural teachers was held on thin subject in 
Cochabamba in July, 1976. 

4. A time-phased plan for implementation was prepared
in March 1976. After detailed discussions among the 
Ministry, Contractor and USAID, suggestions for revi.
sion were made, and a new plan was submtted in 
October 1976. 

5. A computerized payroll system has been developed
and applied. Basic school and personnel date are 
being collected on a systematic basis for the first 
time. 

6. The Ministry of Finance has been included in dis
cussions with senior Ministry personnel to design a 
new system. For the first time a systematic analysis
has been made of the budgetary structure, with the 
view for implementing a new system in 1977. The 
Finance Office of the Ministry of Education has been 
reorganized. 

7. The first national level seminar on Socio




