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+ I. Introduction end Background X
| ] The Educetional Menagement snd Instructional Devel- |
{ oprnent Project is a result of several important anteced
|

ents in Bolivien education. Chief among these sre the
! Besic (GOB) Law of Executive Fower dsted April 30, 1970
© the signing of a contract with San José State College,
Inc. on November 1, 1971; and the GOB report to the
Inter-Americen Cammittee of the Alliance for Progress !
(CIAP) in June, 1972. i

The Besic Lew mandated that the Ministry of Educe-
tion and Culture (MEC) incorporete the rursl school
gystem, which until then had been a part of the Ministry
of Cempesino Affairs. It also mendated that the MEC
should streamline (rationalize) its administrative
functions.
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! The Sen José State contract provided technical
.agaistance to the MIC, with funds provided by USAID/B.
iWith the assistance of San José personnel, the MEC on
‘April 17, 1972, created the Administrative Reationslizn-
ition Council (CRA) to serve os e counterpart institution
|to Sen José and to carry out the MEC's adrinigtrative
iprogram. In its first phese, the CRA-Sen Jogé pertoer-
ship drew up plans for the MEC orgenizational end func-
tioning structure, and implemented several legal and
administrative dispositions. In its second phase, CRA/ |
San José created four Integreted District Administration
Service centers (SIDAs, in Cochsberbe, Senta Cruz, Oruro
and Sucre) os a first effort st decentralization. Before
terminating its contract in August, 1974, the San José
group worked with CRA to identify nine Program aresg of
MECs Administrative Reform, which would serve as g bese
for a new GOB-U,S.A. contract in educstion.

_ Neanuhlle, the Bolivien report to CLAP in June, 1972)
stressed the GCB's plan to accelernte the educstional
reforn end integrate the educetionsl system. Paramount
was the transformsticn of MEC's administrative rpparstus
to meet the exigencies of Bolivian socio-economic devel-
opment and the country's rapidly growiug school-age
populetion.

-With these precedents in August, 1974, s Loan Agree-
ment was signed between the GOB snd the U.S,A. for e
total of $16,592,000 ($9,650,000 in loen funds, $1, 529, 000
contemplated in grents, and $5,413,000 in GOB support to
the Project). To begin the Project » Contract was sig
in July, 1975 between the GUB end the Acedeny for Edu-
cetlional Develorwent, Inc. (AED) to provide technical I
assictunce to the MEC's Aduind strative Reform. The AED
begen its work in Bolivia in October, 1975, and by
Nenucry, 1976, hed the nucleus of its advisory group :
(zix out of ¢ pPresent totsl of nine technicians) working i
side-by-scide with CRA personnel.

I

The CRA-AED Contract is to work towerd the three
general objectives developed by CRA and the San Jogé
Tenk severel yeors ago: :

1. to rationnlize the vdministrative functions of
the MEC, with ¢ better utilization and applica-
ticn of its resources,

2. to integrate rurel «nd urbsn educetion and to ;
elleviate the greet qualitative fnd qusntitative
differences between the two, end

—\
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! , f 3. ‘to decentralize certain administrative and pede- |

!
gogical servicee and decision-making to the i
district and locsl levels. |

i | The Educstionesl Menngement and Instructional Devel- |
: ‘opment Project encompasses nine different fields or
progrems, which are besically thoge developed by CRA and
San José State. The prograus sre aimed at enabling the

‘MEC to;

1. establish District Educationsl Development
Centers (CEDEDs);

2. provide professional training for educstiomsl
edrdnistrators;

[}
i
|
i
: 3. strengthen the MEC's Tlanning end evaluation
! capacity;

|

4. develop a resesrch capability;

2. develop an information manngement system;
G. improve financial nensgement
7. lncreanse the capability of *he MEC to develop

end produce curriculsr end instructionsl
materialss

e e e —— s 0

8, establish e capability for educetionsl facilitieg
Planning; &nd |

9. provide for the edrinistrative and program sup-
} port of CRA itself.

II. Generel Observeticns

; 1. The asctivity was slow in developing. Whilc the
1Loan Agreement wes signed in August, 197k, » coutractor |
wag not celected until July, 1979, and the first teom )
member did not srrive until October, 1975. Loan disvur- .
jsements “lere elrost non-existent until recently, end
-have only lately shown progress. This was due in part
jto » nurber of complex Loan preconditions, which took »

. ileng tire to cauplete.

! ! 2. Positive growth hes been mede in the first '
| year's activities ond sccamplizhments by CRA/AED. When
f ‘one congiders the magnitude of the professionnl snd

; {technics1 tasks, es well as the coxplicsted inter-
:personel relestionships thrt can be atfected by this

S : . e
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reform, one comes to the clear conclusion that progress
ihns been made.

!
|
i ! The project .ls ambitiocus but necessary if the
’ jreform 1s to be effective. Time frames for accomplish- .
| {ing the goals stated however have been proved to be un- !

'realistic for reasons that include, but are not limited

ito the following:

f ‘ Many of the necessary activities should have
been sequential, hot concomitant, yet these were nct

5 ‘treated as such. Examples are information and training
needs, neither of which can be adequately determined

| ‘unt11 the administrative educational nceds are defined,

|

1

!
i Reform of an established and complicated insti-
;tution, such as the Ministry of Education angd Culture,
; -requires a considerable amount of work with other insti-
{ tutions and/or ministries. Their priorities and needs
f {do not necessarily colncide with those established for
!the 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 edministrative
ireform goals. The required ccordinaticn is, of neces-
‘sity, time consuming and must be considered in activity |
‘scheduling. l

! A number of important areas rerit special
iattention for overall project management.

i

; i‘anagerent functions end respousibvilities at f
a1l levels rust be clarified as Soon A8 possible. Lines i
.of responaibility; and delegations of suthority tc carry ,
‘out those responsibilities aye not clear, thus causing :
.8ore confusicn and loss cf effectiveness. X
! !
' Job responsibilities should be clarified for

‘all personnel. Delegations of nwthority allowing ther !
‘to acconplish these responsibilities should be made in :
. writing and honored. These delegations are necessary at f
all levels starting from the Ministry, including CRA and _
continuing all the way dowm to the cperationsl level.

Better ccordination 1is 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/AED should ve
strengthened and utilized so as to avold duplication of
‘activities not directly related to Project goals.
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jlogistical support and little if eny delegated authority

: Project complexity requires that many activi-
i ties be conducted. It must be assumed that some are -

| more important than others, however no priority setting |
ixyutem wvas discernible.

! A work priority system should be initiated. It
;is further suggested that the system define the differ-

jence among "essenﬁial", "important”, and "nice tc do,
I'but not necessary”.

5. Deconcentration cannot be i:plemented by
 atarting branch offices such as Integrated District
;Administration Service centers with little or no

lto carry out assigned responsibilities,
|
i A budget for each Integrated I'istrict Adminis-
ftration Service center should be granted with actual
.peso outlays.

: Authcrity to carry out assigned responsibilities
ishould be delegated in writing,

! 6. Bolivia has recently initiated a number of

ispecial programs aimed at improving the educational level
Eof its populace., Thege projects are diverse in subject |
matter and funding sources but they all impect on !
‘Ministry of Educatior and Culture functions. ;

!
i
i
]
!
i

It is essential that these diverse projects be '
.coordinated by some management system which makes 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 parallel educational system that
may not be in accord with overall Minlstry objectives.

7. Effective implementation of ectivity objectives i
invelves ¢ number of other entities, €.8., the Mnistry
of Fipance and the National Computer Center, The Ministry
of Education requires support from these other organiza-
tions.

€. Some aspects of this project are related to
other A.I.I'. education projects, and some have practic-
ally no relation. This is vnderstandable in q Project
which has asg many as eight larg- sub-projects. Problems
of finance have an effect on every transaction that the
Ministry makes, so improvement in this fleld has a bear-
ing on the Rurnl Education Projects. Nearly as much can

be said of developing a br..e fcr Lilingwal instruction.
The other Sub-projects have a mere ind{rect relationship -
to Rural Education.

‘%
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| While the Loan coverant puts a rather heavy |
evphasis on curriculum and instructional materials, this.

18 not reflected in the CRA or Academy staffing (excep:

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

It 18 to be
education, commmity

questioned that the flelds of rural
education, and bilingual education

tive reform. At the conclusion
advisors in these three flelds,
i given to dropping the positions.
]

f 9. The Capital Assistance Paper (page S4) makes
| the point that certain major indicators that woulg
,denote achievement of Project Purposes should
i Among the points were changes in personnel attitudes,
]which would require gatherlng certain baseline data,
,Thin has net been done, and it is suggested that 1t be
1done before the next eveluation,

of present tours of
consideration should de

III. Accomplishment and Recommendations

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

Program 1. DIistrict Conters

1. 7This Program i{s entrusted with establishing on
the district level a system of basic administrative
services and instructional development, support functiensg
required to serve properly all teachers andg students
(both youths and adults) in any ore Department.

have major signifdcance in a project aimed at adminiatra-

i

|

be examineq.

!

[}
t

mechanism, as developed in
|built and utilized is the T
jment Center (CETED), which

Support Service (SAE'), and

The

censtitute the largest

of the totel, $3,565,000 of
censtiuection.,

Some positive activities have already beer:
cerried out under this Program,

the Loan Agreement, tc be ‘
istrict Educational lFevelop~ |
wvilll house the Integrated {

‘Tlstrict Administration Service (SIPA), the Instruetionaﬂ

other officinls. The SAETs |
services and in-service train-

The Iistrict Fducational Tevelcpment Centers
single Program in the Zducational .
Management and Instructional Pevelopment Proj
jas slightly over $6,000,000 in losn funds, or about 60% !

ct. It :

whick are for focilities

Four Integratcd Mstrict
|

'

i
‘a%-
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Administration Service centers (Senta Cruz, Oruro, Su-
cre and Cochabamba) have been cstabliahed and are
functioning with varying degrees of efficiency. "Ma-
nules de Funciones” have been drawan up for the SIDAs
‘and distributed, as well ag helpful guides for the SITAs
work with MEC employees! stores (pulper{as), general ,
‘services, personrel, and financial administration. Pro- |
.gram personnel have arranged training opportunities and
.8elected persons for training in SIDAs (80 participants
'in a course conducted by the Superior Institute of Public
Administration, ISAP), as educational administrators (80 -
iparticipants in a course 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
‘in loan funds prograrmed for training activities under
‘this Program, slightly over $25,000 have been disbursed
‘(and nearly $140,000 of a total of almost $U400,000 in i
.loan funds for engineering services have been disbursed),:

i
|

i
{
H

Hovever, the Program is considerably behingd
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
expleined to SIPA personnel in the districts. This is '
adversely affecting the efficient operation of the SIDAs,,
The establistment of coordination and inter-relatlonships
of' district support services for adninistration, instruc--
tion, and rural ang urban supervisory services has been
insufficient and behind schedule, In-field, on~the-job
training courses are urgently needed and requested by .
SIDA personnel. CRA/AKD has done a good Jjob in theoriz-
ing sbout the SIDAs and in drawving up useful Plans, '
manuals and charts, but much more needs to be done in
‘establishing the CEDED and the SAED,

2. While the project emphasizes deconcentration or
decentralization, it is not specifically clear as to the
degree, type, or kind of decentralization that should
talte place, t should be determined at an early date as
to vhat is to be decentralized and whkat ig not, and how
it 15 to take nlace.

3. The selection of all CEDED brofessional person-
nel should begin now, and should proceed on the basis of
determining technical competency. Special training
should be provided for the candldates. An adequate
salary schedule should alsc be established,

L. Every employee (tenchers and others) should be
paid at his place orf employment. The bresent system of
"habilitados”, where a local merchant pays a teacher his
salary - after taking a high percentage cut - should be

ﬁ%
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abolished. The system discriminates against those

; teachers who work in the more {salated rural areas. By
: having Ministry persounel deliver the pay, the Ministry
iitselr would gain the advantage of being bvetter acquaint-
[ed with local conditions, would be more closely tied

| into textbook and materials distribution, and basic

'data gathering.

|
{ 5. The pre-design work of the CEDEDs is running
'behind schedule. Every effort should be rade to make up
ithis loat time, complete the site selection, and obtain
‘legnl title tc land. The relationship between profes-
‘sional requirements and building design should have been
imore closely related.

t

i 6. The $400,000 for instructional equiprent should
'be examined to see if that arount is actually needed, or
11f a portion cf it would nct be better used at ISER.

i

! Program 2. Professional Teveloprent for Educa-
i tional Adrinistrators
|
!

1. Given the fact that there is only one post-
‘graduate training facility in rural Bolivia, and A.I,D.
.and other donors are investing heavily in this sector,

!it 13 suggested that the fu.ds available under this part
:of the Loan be directed heavily towsrd the fucility at
Tarija., In addition to sharing space with the CEDED, 1t
‘1s suggested that dormitories end a dining facility bde
constructed to serve the needs of the students. The
;future role cf Tarija could be critical for the improve-

-ment of rurnl education in Bolivia.

2. The curriculum at Tarija should provide not
.only regular academic trnining, but elso a hesvy concen.
tration of short courses for in-scervice personnel.
Emphasis 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. Innsmuch as training cuts accross all functions,
closer cooperation and coordinaticn is needed among the
other sub-componenta of the project, in order for the
‘training function to be carried out mere effectively.
While ad hoc training programs have a function, they
should be the exception rather tnan the rule. An early
submirgion of a comprehensive in-comtry training pro-
gran is a necessity.

4. The training function sheuld take greater ad-
vantage of the other resources of the country, e.g.,

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

. Program 3. Planning and Evaluation

, 1. Within the project there appears to be no '
clear-cut role that has been established for the Planning:
'Office. Its participation has been slight. This should :
Pe corrected, and an active Planning Office should begin |
to serve the needs of the Ministry.

i
: 2. Vhether or not textbook policy should be :
considered a Planning Office responsibility should be i
n-u&mtned .

'

i 3. There 1s nc evidence of disbursements under j
this part of the Loan. :

Program L, Resenrch and Anelysis f

; 1. This would seem to be a logical area for Plan-
ning Office participetion. There is no evidence of 1its
participation. The Loan Agreement indicates responsaibility
to "Create an institutional capability within the MEC,
with the Flanning Office as coordinator between the dif-
ferent technical orgenisms of the Direccién General de

Educacion, for the use of resea:ch and analysis techniques

in both program planning end instructional development
activities”,

2. There 1s little evidence of disbursements under .
this part of the Loan. Perhaps the Rolivian and American
Commnity Education and Rursl Education advisors could be
more closely involved in this function.

3. Research cepability should be built into exist-
ing instituticns and departments.

Program 5. Informetion end Menagenent

1. There is still no real design for an informa-
tion management system, though some funds have been
cbligated 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 cach CFDED.

2. Some good work has been dcne in utilizing
CINACO facilities for payroll purposes. Given the fact
that there 1z rdequate corputer hardware capacity in the
country, the primary problem lies elsewhere. TIn order
to utilize effectively +the equipment, the following
needs to be done:




A 1008 1A (7-71) {MARRATIVE Of CCRIFPTION!?

+ s+ e ———————

TR T - _-_: “;._“;..,.‘,.I_\_‘&.-__..;.-..--... T .(.{.:;’.h.'_‘. ‘..‘a\r—‘.gm TUSIIET sum e e, e ree—————

( 511-0'450 Ej\u.'n-.m.\t L_] A — LO 1.1/1 T PAGE_.I.-I.-._.. o . cooceee FAGES
AACTIN (X) 7T T T T o ' 7 77C.” PROPOSED ACTIC
UBAID, AID /W. HOS} B. LIST OF ACTIONS CQMPLETIQH DAT!

i

i
i
|
|

i
i
!
i
|

|
!
I
|
|
|

a) Develop the basic concept of what kinds of
specific information the Ministry needs; ?

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

¢) 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 computer faci-i
1lities 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 CENACO will therefore
‘be reflected in how extensively the MEC can use the ser-
vices. From the national point of view, the costa of )
‘operation need to be ccmputed - whether charged to the
MEC or CENACO.

L, Given the costs of computer prograrming, the
MEC pay schedule is inadequate to attract qualified per-
.sonnel. Consequently, Bome positions are now vacant. The.
recomnendation is made that expertise be contracted on a
long terr basis from the United States, or from a Latin
American country, that has experience in developing
gsoftware 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 MEC in la
Paz. It is recommended that some equipment funds be
nuged for technical services (described ebove). Money
saved in this area should b: used in training (such as
in the training of computer persomnel and ISE staff
memrbers ).

5. The MEC and CRA should comsider utilizing
ENTEL's system rather than the proposed twe-way radio
(by necessity point-to-point, then by wire) system which
frequently may not work well. This 18 especially true
if ENTEL plans rapid development; in a fow years its
system will likely overtale MEC's tro-way radic network,
anyvay. The MEC chould discuss this issue with ENTEL.

7. Careful study should be given to advantages of
2 teletype system over voice communication.
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Prograw G. Financinl Management |

j 1. Progress in the financial managenent field hag ;
%een Proceeding satisfactorily. The implementation
aspects should be epplied as quickly as possible.

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

5+ The "Empadronsmiento Presupuesterio”. (Budget-
ing Census, or Survey) effort is very coomendable, and
should be continued and utilized.

k. It is urgent that the MEC's Personnel, Job
Clacsification snd Pramotion System bz approved and ini-
tiated. It 1s central to the success of the financial
ranagement and most other Reform brograms. It would
plleviate much of the tinancial mansgenent Problems
esgoclated with curbersome payroll modificetions. If thﬁ
Miuistry should request outside professional help in

this area it should be accarnodsted under the Loan,

Progrem 7. Curriculum and Instructions2 Materials

1. Vhile the Lcan Agreenent is specific on a
nurber of items relsted to curriculum, the grestest con-
centration of funds is for bublications, which - given
the lead tiwme for text Preparation - must be directed gt
rinting exlsting books. In the Jame sense, the contract
1th AED providcs for only short term technical services
n this field, with the ciception of bilingual education4
Che latter sctivity seems to be procecding on schedule, |

! €. While CRA is concerned pPrincipelily vith Mana- .
pewent, Curriculum ig a lerge arec which should be out-~
ﬁide of itc nore inmedizte objectives. The short-term i
rontractual services should be focused (and soon) towsrd |
the development of SAEDs and possible chinges in MEC re-
Btructure for curriculum development. The Ministry's
Curriculum Orfice siould be iwore closely invelved in the
plnnning ol GAIDs,

|

H
|
H
!
|
b
+
1
'
1

| 3. With respect to rrinting, the capacity of
existing privetely overated shysicsl plants {e.g. news-
peper presses) should be surveyed before additionel
kachinery is purchaced 0y the Ministry cf Zducation,
piven the loan requirepert for the preprration rnd dis-
tribution of roterials, the survey should be undertaken
so00n.

|
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l: L. Curriculum end textbook develoment should be
,conaldered by the Ministry for future development in a
{ceparste activity.

Progrem Y. Plenning of Educational Facilities

l. While plans have been prepared for CONES to
play the role outlined in Annex I of the Lcan Agreement,
the implementation has not taken Place. Implementation
of the plan, with an adeguate budget for nation-wide
construction end maintenance (rural and urban) should be
glven high priority.

2. The closest possible connection should be ests-
blished between the educstors and the facility planners.
This would insure thut the school progrsm and school
plant ere inter-related.

3« The legal snd finsncial status of CCNES shaid
pc chenged so as to permit their construction of rural
(not just urben) schools.

Progrem 9. Project Administration and Implementa-
tion - CRA

project more directly related to administrative reform.
Organivation should be established as to sequence and
pricrities with consideretion for the time lirnits on the
foan. In thig regard, 1t is recommended that such octi-

pliewhere as ench foreign advisor completes his tour),

2. CRA :zhould be strengthened in terms of its co-
prdinnative role, in order to assure thet irplementation
heturlly tekes Place. This will involve the tfull conpe-
ration of other Departments within the Ministry, which
tould be sccomplished, in pert, through a more active
Intea Ministeriel cowdttee,

N

i S+ As en integrsl pert of CRA i-ropousels, there
#houid be an econowic analysis, curplete with indtirl

1. Given the size and senpe of this activity it i
recommended thst CRA put empharis on those sspects of the

vities as rursl educetion, comwunity educetion, bilinguall
education, curriculum, ond Tacilities planniny be shifted

¢osts rod recurrent costs as %o sucply, maintenance, end
renlacement. Alternative methods should be considered
wherever possible co the Minister will have the benefit
of weighing seversl approeches.

: . For the protection of the O3 and USAID and as
4n exouple to the MEC there should be a clesrly defined
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f finventory card system established for all purchaseg,
[ Audit trails must be cleerly established, responsibility
' Pinpointed, and authority specified in writing.

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

6. Authority within CRA and to the CEDEDs should
be deleguted to allow Lhe various units %o accomplish
their responsibilities.

IV. Recommendations for Action

X 1. A camplete in-country training program (to the
end of the project) should be submitted, January 15, 1976.
b X 2. With the exclusion of Sucre frcm develomment o3

8 rurel trelning center, the funds budgeted for this
pirpose should be applied to Tarijs (a total of $200, 000

in construction, plus equiprent and weterials), Januery 15, 1976.
b4 3. The MEC Planning Orftice should be reorganized
in order to meet the ob,jectives of the project. February 15, 1977,
X X L. Contractusl servicee should be obtained to as-
sist on the design of the Infor:ation Manngenent System
(using equipr-ent funds). Arril 15, 1977.
. ¢ 5. Printing cepaclty in the privete sector should
i be explored before purchesing cdditlonal new ¢quipment. |rebrusry 1%, 1977,
X | x 5. The plen for leviging the role of CONES should
be implemeuted. Yebruery 15, 1977.
X X T. The project should give principsl euwpbasis to

tdministrative reform; tlhierefore, coununity education,
rurel educaiion, and bilingual education should be ter- End of Iresent Touy
rinated et the 2crliest practical time. lof AED Personmnel,

I

X 4. The tyre ond degree of cecentralization to ipe
‘CEDED’3s (end within the Ministry, where rpplicable)
.should be determined.

i
!Februery 15, 1977.

: ! |
;X 9. bSteps should be teken to get CRA reconmendatiord
| . studied, adopted, end implenented in an orderly feshiou.;Februnry 1%, 1977,

X X ‘X 5 10. Given .he camplexity of the project end the
i .8low rnte of disburserents, & nore reslistic IDD should ;

be assigned. March 1, 1977,

X X 11. CRA und ARD will prepere ¢ realistic implementas
: ‘tion plan in conjunction with the above. ‘March 1, 1977,

R . =)
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X 12. CRA's engineering office shcould be restruc-
‘ tured toimprove communication emong the Contractors and
: USAID, while at the same time speeding up the schedule
for construction. Jaguary 15, 1977.
! X 13. CRA's procurement office should be restruc-
| tured to move more rapidly, given the extreme 8lowness
of pest actions. Januery 15, 1977.
!
|
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studies or repecrts from individual team members; (e)
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wiuld be individuel veriations in achievement. (Cont. on page 2n)
ag In-Country™ @ | LX S STt o
Al ' v ' ' v ' e v b Uisﬂ ’
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Vere 'no contracted Untii July 1975 (cne year after the signing of the Loan Agreement).
However, this has resulted in an implementation delay of the prcject; (b) Most Academy
perscnnel heve been well integrated with MEC perscnnel; (c) The quality of personnel
has been acceptable overall; (d) Results of the Congractor's performence have appeared
principelly thrcugh the Quarterly Repcrts. The Mission has not usually received

A clesr timetable fcr meeting
individual work rbjectives has nct been prepared., In part, this has been explained
by the high degree of integration thet exists between CRA and the Academy; (£) Since
there are sc many subprcjects within the Contract, it would be expected that there

. ) X, ' :
8) While scme pregrams cf high ‘quality have been c

Y
viLU

H

b

p 4

T

X

there has been inndequete planning ¢ f courses; participeticn by CRA and other personnel
hes nct been sufficiently well ccordinated, and nct enough time has been allccated for
implementing the  tasks put £ rth in the lcen Agreement. b) Personnel selected for stud

85 Be YT O VoM O Ol e et o B BB AE458, 685 AoRARERE BT 0 B REL

x'x]i4

S -

(3 IALLA TR B & FIEN |

\

-

-

tinds;' (b)" ' the "Protesd’ of procurement has been generally slow,

T

»
rcsulting in preject

Y

implementaticn delays. As en example, vehicle procurement has taken an unnecessarily

long time, and the specificaticas were prepared in such a vqg
The prccess of specifying o

vehicles were nct procured; (c

her

that the most useful

ccmmedities has nct beer

6 COOPERATING

STOUNTRY

initiated, e.g., Educational Equipment as & part of Program 1 (District Centers)
1 - 3 4 T 4 7 U N 3 4 5
0. PFRSONNEL b 4 b 4
b.oruer x, x

C rpningt , key | o ¢ \ rate R N
e)" “PeRsonnel FotrE™ There has been generslly gocd continuity

of perscnnel within

CRA., Numerical staffing appears to be sdequate, except for Informaticn/Management and
Enginecring services. Greater use cculd be made of other existing units within the
Ministry, e.g., CONES and the Plenning Office (assuming their ability tc deliver such
services). The personnel directly invclved have a high commitment tc the goals of the

prcject.

(b) oOther Factcrs: Clese integraticn has been achieved with members of the contract
team. The Minister has been given high priority to achieving project cbjectives.
The ccntrector has been hendicapped by the paucity cf accurate data and research

findings.

N.A.

7. OTHER OONORS 'l

tsee Next Page for Coamments on Dthe - Oonors
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Il 7. Continued: Comment on key foctors determining rating of Othar Donors A
No other Donor has been involved directly with the project.
S IlI: KEY OUTPUT INDICATORS AND TARGETS
| i & B TARGETS (Percentage Rate Amount)
A, QUANTITATIVE INUICATORS O R B 76 77 8 T
FOR MAJOR OUTRUTS | AEATIVE s o= Fy L FY_]_ RE, ECT
i 0 ’4 4 ! - -
SIDA implementation ARG ! 2 g { | 2
ST i i | e
F'F"e% i L i 0
- n]“r‘ _! J‘ .
VIERLANNE r-l ; I 1 i L | ' 9
i L b S AR T S SRR e s
SAED implementation el = 0 @ | 9 9
“}}-nb ol 0 i '
{-~< l. —— ; - - — —— ———
Troining i i Lo%  50% 50% - 100%
e ,._"” : | ‘o 10 s e TR t._. o o :..- | pop—————
A Mt s { 5 ' 2% | g , i
oot o — - — | mem meieee s e ) e e meit mee——. : . : :
. L BUANNY ' | 30% | 5% | 20% lm
: Ll —p e el 4 -
Equipment and Instructional FLANNLD | &4 20% 5% l 50 | 25% i 100%
|
Materials AT i i T T
PERFORM: | - 0 l |
ANCE l ‘ l
|REPLANNED 10% j' Log 4 50% ' 100%
B, QUALITATIVE INDICATORS COMMENT: :

FOR MAJOR OUTPUTS

! MEC Planning and evalusation|
capacity

There is a lack of a legsl implementation plan and
personnel are needed to develop it and execute it,

2. Management system

o order to clarify the plan, technical assistence should

be recruited.

3. Curriculum development

&iaf@?ication as to CRA's role is required.

Coordination

with the other educational programs of the dMinistry is

necessary.
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IV. PROJECT PURPOSE

A. 1. Srarement 3f owpase os currently envisaged. Same as in PRZP? U YES DNO

Tbe Prcject is to support the Administrative Reform in the Bolivian Ministry of Bducatic
end Culture ("MEC") concentrating on strengthening its crganizaticn for administratioa
and instructionmal develomment, its financiasl base, and its performence in the aress of
information mansgement, budgeting, and pregram and pclicy planning; end providing a
besic, decentralized crganizationel structure te bring abcut imprcvement in management
functions and instructional system. Ag stated in the Project Paper, the fc llowing
conditions will exist et the terminaticn of the Project;

n 1, Conditione whi'c.;-\;.i-l—ln:i";—' v:h.‘w T T
uhg:eiwposv is oc.fifvsi._. . ___2._E-vudcnce to date of praarecs toware hese conmdition ..

a, Improved services asveilable CRA/AED perscunel have begun to set new standards cf
to teachers end pupils. technical expertise for all MEC personnel, CRA/AZD'B

b. Greater percentage of rural vericus departments have ccnducted useful studies in
youth enrolling end remaining |administrative decentralization, financial administra-
‘in schocl, tion, training, genersl services asnd other flelds., It

Cc. Ready access tc accurate has developed and coordinated a new pay system by
stetistics and information. camputer which is well-operated and respected by MEC

d. Better trained esdministrators | persconel 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 MEC's Job classifl

cation snd promotion mechanisms as well as the norms,

prccedures and sequence of the gathering, ccepilation

and utilization of educetional statistics in whieh

i the MEC is presently greatly lacking. It is to the

; eredit of CRA and the AED that they have formed a

' closely=imit, multi-national and multi-disciplinary

! team which has worked together effectively, CRA

!and AED personnel have held administrstive and

pedagogicel seminers end training courses in Ia Pag

and several interior sites which have been generally

epplauded by MEC personnel. Perheps neet {cent.p.la,)

- V. PROGRANINC GOAL
A, Stgtemer: of Progr, nmir- =T - /= ——

To establish nstitggicns with a capebility to trein the huna;_}encurces required for
soclo~-eccnemic develcpment.

8. Will the achievement of the project purpose moke a significant contribulion to the programn'ing goal, given the magnityde
problem? Cite evidence.

The achievement of the project purpose would make & significant contribution to the
progrem gcal., At the ssme time, other A.I.D. projects and other donor projects are
also directed tcward the program goml. Inasmuch as this project is eimed at cverall
administrative refcrm, its successful accomplishment would result in a more efficlent
operation of the Ministry of Educstion. Specific evidence includes the fact that the
Ministry of Educstion is revising (a) itas administrative/institutional structure;

(b) its ellccation of resources (directing more assistance to the rurml aress); (c)
its budgetary procedures (in terms of efficiency); (d) 1ts training of administrative

leaders; and (e) cooperating more closely with cther government organizations in the
training cf mman rescurces.

of the notiongl
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B.l. Conditions wvhich will exist
vhen above purpose ia achieved

1. MNne District Bducationsl
Development Centers ("Centers”)
established,

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

3. PFPlanning and evaluation cspa-
city of the MEC strengthened.

L. A reseerch cepadility developed

. An information management
system developed.

6. An iuproved financiel manage-
ment system.

7. Au incressed capability of the
MEC to develop snd produce bilingusl
paterials, curricula and instruc-
tional materials.

8. An established capability for
educationsal facility planning.

L

2. Evidence to date of toward these conditions.
; B2 13 ) Bama—

0 a
catalyst, accelerator and facilitator of NEC functiouns,
rather than trying to add new entities to sn alresdy
overcrowded and complex educaticnal buresucracy.

l. Four SIDAs are established snd functioning. Train~-
ing of persounel is in progress to open the five other
8IDAs in 1977. CQHBA-Stanley is in the process
of completing pre-design work for eight CEDEDs. The
Ministry of Education is in the process of obtaining
title to the gites.

2. Training is now being provided 25 Bolivisn sdminis-
trators at the University of New Mexico. Twelve train-
ing courses have been. conducted in-country for SIDA
personnel and Ministry employees (emrolling 1087
persons) to assume other administrative positions. A
contract employee is on boerd, end a complete in-service
treining progrem is in the process of preparation.

3. A non-formal educstion policy decument wvas submitted
and approved. A printing and textbook policy vas
adopted. A socio-linguistic study vas initiated in
March, 1976 (due for completiocu esrly in 1977) ard a
seminar for rural teschers was held on thias suwbject in
Cochebambe in July, 1976.

4. A time-phased plan for implementation was prepared
in March 1976. After detailed discussions emong the
Ministry, Coutractor and USAID, svggestions for revi-
sion vere msde, and a new plan was submitted in
October 1976.

5. A camputerized payroll system has been developed
end spplied. Basic achool and personnel date sre
being collected on a systematic basis for the first
time,

6. The Ministry of Finance has been included in dig-
cussions with senior Ministry personnel to design a
new system. For the first time a systematic analysis
bas been made of the budgetary structure, vith the
view for implementing e new system in 1977. The
Finance Office of the Ministry of Education has deen
recrganized.

7. The first netional level seminar on Socio-

Iinguistics and Education was held in lLa Paz in
January, 1976.

st B TR, S A iR,
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