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1. INTRODUCTION AND BACKGROUND

Under the terms of Work Order No. 3 to Indefinite Quantity Contract
No. AID/otr-C-1381, AID requested Wolf and Company to

conduct a final evaluation study of the Regional Road Maintenance
Training Center (RRMTC; located in Lomé&, Togo. RRMTC -- or CERFER,
as it is called in French* -~ has received support from AID under
Project No. 698-11-999-135. AID support is now being phased out.

Work Order No. 3 calls for Wolf and Company to review* CERFER'Ss
training effectiveness and analyze the Cente:'s ability to meet
probable and/or projccted needs; review its regional character and
administrative strucuure; and analyze its financial and budgetarv
requirements. Because the evaluation takes »lace at the close of

a l1l3-year period of AID support during which CERFER has beconre
known as a successful intra-African trainine institution, the

PIO/T for the evaluation states that "the primary aim of this final
evaluation (should concentrate)...above all, on 'lessons learned'
which the (Council »f the) Entente, member countries and AID micht
apply in the design and implementation of similar training or
related institution building projects in tl.e Entente, elsewhere in
Africa and other regions worldwide."

The Wolf evaluation team consisted of two Senior Evaluation
Generalists:

Herman L. Myers, international evaluat:on specialist, formerly
director of evaluation design and plarning of AID/LA.

Stanley A. Barnett, for the past 14 years director of Wolf and
Company's national socio-economic development planning divisior.

* TLe Centre Régional de Formation pour l'Entretien Routier.
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The evaluation team worked in the project area from November 6
through 26, 1976, performing primary and secondary research in
Benin, the Ivory Coast, Niger and Togo. Discussions were held
with Ministry of Public Works officials in the four countries:
members of CERFER's management, instructional, financial and
.apply staffs; and members of Entente Fund's Council of Adminis-
trators, the Aero-Fcrd contract tecam, REDSO and RDO. We also
spoke with representatives of FAC and FED (other CERFER donor
agencies), and supervisors of graduates of the Center. In addi-
tion,project and other CERFER-related documentation were reviewed
in the four Council of the Entente countries visited, and at AID/
Washington.

Unfortunately, one c¢f the assumed key cources of figal accomplish-
ment of both the Aers-Ford contract team and achievements of the
Center -- the Final Draft Report of Aero-Fo::d -- was not made
available to the evazluation team. We understand that it will be
submitted to AID by the end of CY 1976.

The team considered the question of divided location and the extent
to which it may have adversely affected development and management
of the proi=zct. CERYER is located in Lom&, where the AID Project
Officer was based...RDO, the overseeing regional AID organization
is in Niamey...the racipient of AID assistance. the Entente Fund,
is in Abidjan...and {(ERFER's Council of Administration is scattered
among the five Enten*e states. No problems »f import that have
arisen would not have occurred had all entities and pertinent
parties been located together. The availabiiity of telephcne and
cable communication vithin the Ententes appea:’s to have overccme sig-
nificant differences attributable to locatio~al disparity. Mis-
understandings that ave existed throucghout all or a large part of
the project (see Sec:ion 5 of this report), hLave been personality,
experience and semantically based.

* % ®* % %

Note: Throughout the report we have convert¢d into dollars sums
originally expressed in terms of francs issu:d by the "Banque
Centrale des Ltats de 1l'Afrique de 1l'Oucct -- the so-called "CFA
francs." We have used the same rate ©f 220 CFA francs to the dollar
that is found in AID project documents. This decreases dollar
values shown for 1976, when the CFA franc was closer to 250 to the
dollar.
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2. SUMMARY OF MAJOR FINDINGS AND RECOMMENDATIONS

At the end of Hovember, 1976, as AID prepares to phase out its
technical assistance to CERFER (some equipment and minimal tech-
nical assistance will be provided in CY 1977), the following
situation exists:

CERFER 1is an operational and reasonably self-sufficient African
heavy equipment aznd road maintenance traininc center.* The Center's
sole and 1limited purpose is to prepare mechanics, foremen and
warehouse/maintenz .G personnel -- primarily of Entente- -country
Public Works Departments (PWDs) -- in practical skills for their
day-to-day jobs on secondary (unpaved) road equipment. Heavy
equipment operators ire no longer trained at CERFER. (3-a and

3-B) **

Logistically, CERFER is capable of training approximately 160
students annually and could probably train up to 180. (4-B(4))

CERFER has a sufficiently bhright financial onutlook to continue
R without AID acsisctance. Its operational budget will be wcovered by
v\ revenues from the Entente states; its investment budget from non-

‘<L9 Entente students financed by other African cohuntries, outside dcnors
' and, as needed, by services rendered. (4-2(2;)

Practically all of CiRFER's key institutional outputs were developed
in the last 18-24 moaths of the project. (4-3(2))

«_ ., The Center's staff, at all levels, is surprisingly confident of its
);v" ability to operate independently of AID advice (i.e., contract
‘ advisors). This apprears to be a reasonable assumption. (4- B(l))
The technigues used by CERFER to achieve Africanization may have
validity for similar transfers of responsibilities in analogous
situations. (4-B(5))

* Even though CERFER was a bilateral (Tcgd/AID) effort from
1964-1970, it has heen, from inception, a pan-African institution --
training students from most Fr ancophonc and several Anglophone

African states. (3-13)
**  dhe "vm%ﬁ]" thot aprear in parentheses after statements in this
sunmary indicate the sectlon orn the report in which the rfindings or

recommendations are developed.
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AID's assistance from 1964 through 1976 totaled $6.5 million,

of which $4.5 million was obligated during 1970-1976, the

period of sponsorship by the Entente Fund. Assistance frcm two
major European donors raised the total received by CERFER to
$9.0 million.* (4-A(2))

During the entire period, the Center graduated 1,370 students;
919 of them between 1970 and 1976. Present cost per student -
month approximates $500 at optimum student levels. AID assistance
between 1970 and 1976, including heavy equipment and contract
costs, was $4,930 per student and $740 per student-month. These
costs compare favorably with AID's norxmal training costs. (4-C(2))

CERFER does not pretand Lo provide referral or extension services

to develop or transier new technologv. Nor is an attempt made to
develop common stand:rds for the Entente or :o represent it at
international confer=nces. CERFER's managem:nt resists change and
does little or no evaluation of internal operations or of the impact
of its graduatés on ..Cs sSpoONsoring countries. Its initiative has
been hindered by the relationship 2f the Council of Administraticn
(CERFER's Board of l'irectors) to the Directcr General, and the
Center's historic dependence on AID and other donors. (4-B{1l))

?f& "CERFER returning graduates hold significant proportions of jobs in

.Y MW their specialties. Little financial advantzge appears to accrue to
) graduates because ot training. (<£.-D)

& Competition does rot exist among Entente states for equal shares
i of CERFER's instructional services. The proportion of Togolzze
students remains hich, but Togolese represercation is decreasing
and those of other Fntente countries are increasing. (3-B)

With minor excepticns, every important specific action proposed in
the 1974 PAR and the 1975 PROP has been taken: Africanization of
CERFER staff; effective operational and budgstary controls;
installation of equipment-use and preventive: maintenance svstems;
repair and sale of usable eguipment; evalua:ion (then abandonment)
of the mobile unit aincept; revision of cou.-ses to make them more
practical; and prompt payment of contributicns by the Entente
states. (4-B(8))

* Data estimated from grants of CFA francs and rounded to the
nearest $100,000.
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Goals and subgoals of the project as stated in the PROP have
little meaning to the Center at its present stage of development.
These goals are difficult to define and measure, and may prove
meaningless because important assumptions are erroneous.

(4-D and 5)

Specific factors assisting project achievement include:

(a) impositicn by AID of implementation conditions orn disbkburse-
ment in 1974/1975; (b) an improved basis for instruction and
elimination of unfit candidates, through standardized admission
requirements and written examinations: and (c) personality and
ability of Aero-Ford's last Chief-of-Party. (4-B(4))

Bottlenecks which hiuadered or slowed project growth include:

0 Lack of burden-sharing and self-help reguirements in the
Grant Agreemen:s deterred initiative. (3)

. . L .
Lack of participation of the recipilents at the Council-cf-
AR Administration and Director-Gzreral level reduced incen-
tives to meet specified objectives. (5)

\(o Lack of continuing contact with user-countries hampers
‘ CERFER's ability to meet their needs. (4-B(4))

0 Requirement tl.at equipment be of U.S. origin, and decision
to use Sectior 608 surplus equipment, reduced training

efficiency and diverted instruction. , Much of the equipment

was not compatible with PWD stocks. (4-B(5))

o . Desire of Entente states to keep experts at home generally
restricts CERVER's staff to Togolese. (4-B(5))

o Differences ir donor philosophies resulted in divergent
approaches to .instruction. (4-B(4))

O Aero-Ford represented AID, but generally failed to meet con-

tract objectiv:s during first four vears. Aa-F (a) did not

T recruit on tiir2; (b) had unusually hi.h turnover of advisors

J

(e.g., four Criefs-of-Party since 1970); (c) lacked specific

objectives =zl procedures at the beginning; and (d) did noc
develop systens and counterparts unti late in the contract.

Correspondingly AID failed to hold contractor to the agrec-
ment. (5)
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o Changing number and personalities of CERFER Directors

v*i General reduced continuity. The high turnover of both
0% L™ contractor C-0O-Ps and CERFER Directors created organiza-
9 tional instability and slowed the process of

Africanization. (4-B{(5) and 5).

o Service work and rental of equipment adversely affected
instruction. (3-B)

AID in similar projects should coordinate project objectives
(PROP) and Technical Service Agreement conditions to assure de-
velopment of counterparts and systems from the start...(4-B(2))

AID should require ertry and exit reports fo.: all contract advis-
ors, consistent with Agreements. (4-B(2))

It would have been wiser to have staggered the phase-out of Aero-
Ford advisors so tha: one management/svstems advisor could remain
through CY 1977, as a sounding board to CERFIR's staff. (5)

More directly project-related use of participant training grants
probably would have provided AID with greater returns on its
investment. (4-B(4))

Insofar as a need exl.sts in Trancophone African states. for road
equipment maintenance training, CERFER should be considered. QAID
might include a clause to that effect in pertinent loan agree-
ments. (5)

xﬁ“J(CERFER, when practi. :able, should create position of Deputy Director
f:\(p” of Operations, for shoother functioning and :ontinuity. (4-B(1l))

Qi

AL

CERFER should emphasize evaluation, internally and of graduates, tc
provide basis for tailoring courses and systems. (4-C(1l))

CERFER should public .ze itself more. (4-B(3)) It should consider
) }rw“‘seminars and demonst:rations of its systems j{or PWD supervisors, to
o increasc disseminaition of systems it teacher, and enable returned

graduates to incrciza application of technicues learned. (4-C(1))

-

Overall conclusion: Despite failure to obtain maxim r
during carlicr vears, CEFRFER -- at project end -- reproso
J-'t

worthy AID achievement, measured by other similar insti
PRCP objcctives. (4)
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3. BACKGROUND: HISTORY OF THE PROJECT

CERFER, as a training institution financed by the Council of the
JEntente, concentrates its attention on the needs of its five
‘member states: Benin, Ivory Coast, Niger, Togo and Upper Volta.
Table 1 atop the ne:it page reveals that, although the states have
many similarities resulting from geographicil contiguity and a
common Francophone, ex-French-colony herita.je, they differ more
widely in matters that relate directly or iidirectly to secondary
road systems and ab:lity to support ard improve then.,

There is a differernce of more than 22 tifi.- between the size of
Togo, the smallest, and Niger, the largest countrv. The Ivory
Coast's population is almost three times that of Togd, and-is..
more than twice tha%t of Benin. Per Capita Inccme varies from
$602 in the Ivory Coast to $60 in Upper Vol:a, with three of the
states having a PCI under $100.

The disparity in road networks between the iIvory Coast and the
other countries is especially marked. Togo has only 764 miles
of secondary (dirt) roads. Benin, MNiger and Upper Volta possess
somewhat larger networks, from 1,573 to 2,086 miles, but still
relatively small i1 terms of country size end need. (It will be
noted that Niger, b:cause of its large size. has the least ad-
vaaced secondarv road system of all.) VYet the Ivory Coast's
19,885 miles of secondary roads surpass the combined totals of the
other four nations Ly more than three time:.

Diversities in cour-.ry size, population, :nnual PCI and road net-
works, result in dif’‘ering country needs.

(8
I
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Table 1.. PERTINENT STATISTICS, COUNTRIES OF THE COUNCIL
OF THE ENTENTE

Size, nPopula— ' Per fRoad Network for whlch Pub-

square tion in Caplta ' lic Works Depts Responsible

|

5 ! Paved Dirt |Piste* Totals

i miles mllllons Income ‘ :

: S iasiag . 5 '
Bonin 43,483, 2.9 | $85- | 477 1,573, - | 2,050 |

| | | |
Ivory Coast 124, soo 6.2 | 602 !1,243:19,885 6,835 27,963 |

| : | ‘ | 2
Nijor i49o ooo 4.5 i 93 1,170! 1,626 - i 2,796
Toyo ' 21, 854 2.2 . 170 | 708{ 764! - i 1,472
Upper Volta 106,000 5.7 60 ' 311: 2,48 = ' 2,797

* Seasonalliy’ usable dirt roads.

Sources: Size, population and Per Capita Income - Depart-
ment of State country "Background Nozes"; road network
mlleage - Compte Rendu de Mission Avgcres du CERFER, J.L.
Fréjacques/FiC, July 1976.

3-A. Project Aims

The Togical Framewcrk Matrix (henceforth Logframe) of the 1975
PROP presents as pr>ject goal: improvement of the Entente states'’
capacity to maintain their road network; and as project purpose:
establishment of a viable regional training institution (CERFRER)
for Entente road maintenance personnel. The 1971 PAR presents as
provramming goal: reduction of the cost of transportation through
improvement of the capability of the Entente states to maintain
their road network with their own resources. The 1274 _PAR cites
as goal: a more efficient and less costly t--ansportation svstem
in and between the Entente states, includiny improved maintenance
of (secondary) roads.

The Aero-Ford Chief-of-Party states the gceal in similar terms,

although in a wider context: to teach the necessary skills re-
auired to maintain the secondary road system in west Africa.
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Article 1.2 of the 1970 statutes of CERFER states that the Cen-
ter's aim is the training of public works personnel in coordina-
tion with the various (related) schools that operate in the
Council of the Entente.

Privileged users of the Center are the Public Works Departments
{PWDs) in the Entente states, with CERFER open to "all other
African states", as training slots are available. CERFER's sole
aim is teaching various PWD specialties. It dves not train
trainers and has minimal multiplier effect.

3-B. Changes in Project Emphasis, 1964-19756

We summarize below the nature of the Center and project effort
under the three suc:zessive AID contractors:

(1) International Road Federation, 1964-1966

The Center was established in the spring of 1964, when AID con-
tracted with the International Road Federatvion to assist in the
establishment and organization of an institution to tiain govern-
ment and other personnel from newly indeperdent Africin countries
in the operation, maintenance and repzir of various types of
heavy earth-mcving equipment. According tc the final revort of
the African Amesrican Institute, AID's second contractor, the
original concewt wes international in scope, even though hilateral
in AID/Togo contract terms. i

Table 2 (next page) confirms the pan-African nature of the Cen-
ter's earliiest days. During the International Road Feceration
contract period, only 26 (18%) of the 148 graduates were Togolese
and 67 (45%) were from non-Entente African states. (Analysis of
student origin shows that only nine of the 52 graduates in the
first two classes of heavy equipment opera:drs and mechanics --
the two subjects taught at the Conter -- were from Togo.) AID
provided grants for equipment and the mainienance and transporta-
tion of the students. Togo made a substancial contribution in
the form of land and buildings.

Classus began in September 1964, with the first group of heavv

duty ecquipment (bulldouers, graders and levelers) operatoss Grud-
uating four months later, and the wechanics 13 months later.
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Table 2. ORIGIN OF CERFER GRADUATES* UNDER DIFFERENT
CONTRACTORS, 1964-1972 - By Entente Country

| U ] ‘o

IU) 4+ ;-HU')

M - = )

- 0 0] LS

O > U '« m©

. ES | By 147]
o] 31 H H ~ g HW® |
'~ 1 Qo 0 Q g v} ¥
g + 0 o o Q P oo H
g > ori o] , 0 g Y wm (@]
m voH ] 3] (o] HERl O v &=

International ; , : :
Road Fedn, 1964-66 21 0 17. 26 17 81 67 148

1

African 2American ~ ) : ! ! ,
Institute, 1966-70 45 ' 8 11 183 31 278 159 437

| ~

Aero-Ford,1970-76 £/164 52 87 216 7% 595 164 759

l
TOTALS 230 60 115 425 124 954 350 1,344 2/

1/ Totals for Zero-Ford do not include 2nd Session, 197¢.
2/ Two graduates, one French anc onc American are ex-
cluded from the totals.

Sources: CERFER; Final Report of African 2Zmerican Institute

(2) AaAfrican americarn Institutes, 1956-1970

Under AAI, the Center was called CEFEL (Centre de Formation pour
Equipments Lourds) in French, and RHIC (Regicnal Heavy Equipment
Training Centser) ir English.

It was a teaching aud operating center.** AAI's instructors did
the teaching; they were not trainers of African instructors. AAI
also assisted in student recruiting.

* CERFER files ragortedly show a student dropout rate of less
than 2% -- a surprisingly low figure which could result from the
fact that the grecat majority of students are government (brimarily
PWD) employees who are selected for training in specialties they
know, and who return upon gracduation to the workshors from which
they came.

** During the rarly days of the project, th2 Center cenerated
revenues by performing services for outsiders and by renting
equipment. The practices were later abandoned, primarily because
of their adverse effects on instruction.
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Figure 1. ORIGIN OF CERFER GRADUATES Ford
' UNDER DIFFERENT '70-'76
CONTRACTORS, 1964-1976
Afri?an / 229
American /
Instit /
'66-'70 / /|
;S
, / // 503
Internatl v/ 36% | / ‘
Road // /
Fedn / ;
'64-'66 / // 22 -
/ 7/ Vs -
Non-Entente African Countries = 45%, /’#/’ 420, 28%
Other Entente Countries »= 575 7 e
TOgo = S
Number o: Graduates 148 437 759

Table 2 and Figure 1 confirm the pan-Africaa coverage of the
Center fram its third through sixth years. Thirty-six percent of
its gracduates came frcm 12 non-Entente states,* while an addition-
al 22% came from Entente states other than Togo. During AaIl's
contract, however, the percentage of Togolese did rise markedly to
42% of total enrollment, more than twice th2 proportion under the
previous contractor.

* CERFER course/student records reveal thatl: Africans from the
following 17 non-Entente countries have at:ended the Center:
Burundi, Cameroun, lentral African Republic, Chad, Congo
(Brazzaville), Gabvoa, Gambia, Ghana, Liber:.a, Malagasy Republic,
Mali, Mauritania, MNigeria, Ruanda, Senegal Sierra Leone and Zaire.



(3) Aeronutronic Ford, 1970-1976%

During the latter part of AAI's stewardship, AID, seeking in-
digenous sponsorship for the Center rrom among functioning Afri-
can agencies, entered into discussions with the Cour.cil of the
Entente. On 30 June 1969, AID and the Council of administration
of the Entente signed an agreement focusing the Center's atten-
tion on the Entente states. CERFER was created by the five
states in May 1970. BAero-Ford ccmmenced contract services later
that year with a complement of 1l4. Its contract called for the
firm to build a self-sufficient African institution.

Figure 1 shows that the proportion of non-Ertente-state African
graduates has diminished during Entente direction to,22% of the
total. Student vacincies are offered in de:cending priority to
(1) personnel of the PWDs of the Entente st:tes; (2) other agen-
cies of those states; and (3) departmental personnel of other
African countries. During the past six years, the proportion of
students from the Encente states rose to 785 of total, from 55%
and 64% respectively under the first two AID contractors. How-
ever, the proportion of students from Togo nas dropped markedly
under Entente control: from 42% of total in 1966-1970, to 28%

in 1970-1976.

{/The governments sencing students to CERFER rdecide who will apply.
§ Recruitment in the Entente states is supervised by the two local
members of the Council of Administration (zce 4-B(l)). Since, as
we note, they hold .-esponsible positions in their country's PWDs,
they are in a positicn to provide candidater according to their
country's needs and its PWD program.

t
AL

. v
ry l

Over the 1l3-year hittory of the project, 6% of CERFER graduates
have come from PWDs, and 11% have come frcm other non-military
governmental services. Almost 18% of graductes have come from

the armed forces of the countries sending students; many of these
have taken the heavy equipment operator courses which (see Sect-
ion 4-B(4) of ‘this report) will no longer be offered by the Center.

* Originally Philco-Ford
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In order to fill classes tc optimum size. CERFER, mainly between
1967 and 1974, admitted students who worked for private firms
(many in the Lome area) or who enrolled as individuals. Although
such students paid for their instruction, their presence was
deemed unproductive to the instructional effort, and few private
students have attended the school since 1975. Most private
students enrolled for the operators' and mechanics' courses;

they account for 10.5% of graduates to date.

Table 3 (next page) shows the number of graduates by year. A
total of 1,346 have graduated, through the firsi session of the
1976 school year. Beginning in 1974 the me“hod of instruction
(discussed in Secticn 4-B(4) changed, resulcing in an enrollment
that is inferior to the average for the preceding folr years.
The total for 1974 is particularly lcw, because the change took
place at that time.

Major CERFER donors during the period of th: Aero-Ford contract
have been:

© The Entente Fund: The Entcnte states pay equal
portions of the operating budget., See Section 4-2(1).

O AID: The contrzct services of Acrc-Ford; scholarships
(stipends for students attending CERFER, U.S. partic-
ipant training, Scholarchip Trust Fund) , ccmmodities
(heavy egiipment, svare parts, training commodities),
and train:ing suctoc: aids. ‘

© FAC (French »ilateral aid): Instructors, scholarships
for students attending CERFER, and commodities.

© FED (European Community aid): construction of dormitory
for CERFE. students, instructors and technical assis-
tance.

© Entente countries: Council of Admini.tration and some
instructor personnel free-of-charge. Togo also has
provided CERFER's original land and facilities and
administrative personnel paid by the Center.



Table 3.

1965
1966
1967
1968

“*

%* %

NUMBER OF GRADUATES AT CERFER,

61 1969 -
95 1970 -
103 1971 -
85 1972 -

107
149
155
156

1973
1974
1975
1976

BY YEAR, 1965-1976 1/

171 Total, 1965-1976:;
47 1,346 students**
115

102%*

1976 total does not include those attending the

secoad session of the school year.

Y

Include: two non-Africans, one 7rench, one American.

Source: CERFER

1)
1/ Student totals appearing in this report come mainly from pus-
Spot chacks with lists show-
ing student enrollment by name by course reveal that accepted
global statistics are occasionally in error. The evaluation team
did not have time to thoroughly check such data with source
material, but suggests that care be observed in relying on them
too closely.

Tished statistics covering CERFER.
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4. LESSONS LEARNED: CEFFER'S AND AID'S FUTURE OBJECTIVES

We noted earlier that, because the CERFER project is ending in
terms of AID commitment -- and this analysis is ex post facto in
nature -- we also have sought to draw more general lessons frcm
the CERFER experience for related projects. Accordingly we have
redesigned the Logframe, basing it on the project design of the
1975 PROP, but adapting it to distinguish between indicators
showing achievement or performance by CERFER at the end-of-
project (1976) and those performance indicatiors not intended to
be met by CERFER, but which other, related iID-sponsored training
institutions might »ind desirable.

The Logframe is shovmn in Figure 3, which covers the last four
pages of this report. Its shaded parts cover the performance
areas that might have been expected of othe: AID-sponsored train-
ing institutions, hbut are not anticipated in the case of the
atypical Center at Lomé:

O Training institutions generally provide instruction, refer-
ral services and difZusion of technclogy (extension), and
research or n3w technology. CERFER differs from the norm
because it is only intended to provid: instruction.

0 Regional traziiing centers ofiten help bring about standarad-
ization in their members' operations, systems and/or con-
trols. CERFEE is not conceived as an organization to bring
this about.

To assist CERFER in the future, as well as to provide AID with a
conceptual framework of the past, we use the 1976 end-of-project
indicators (which would appear in Column 2 ¢ £ the Logframe) as
the baseline for the subsequent five-year t.rgets (which appear
in Column 3 of the Logframe).

Finally, through use of the device of shadcd areas, the Logframe
concurrently provaides a guide for AID in the larger sense, describ-
ing additional indicators the agency can use when considering
future training ands/or regional projucts.
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4-A. Inputs (Page 4 of Logframe)

4-a. (l). External Assistance 1970-1976

AID assistance to the Entente Fund for CERFER was scheduled at
slightly over $5,250,000 from FY 1970-1976. Half of the total
was in technical services through Aero-Ford; slightly less than
$1,700,000 was for equipment and spare parts; and almost
$1,000,000 was for scholarships to cover tuition and student
expenses. (See Table 4, following page). Over the seven years,
AID deobligated $610,000 when an unsuccessful mobile equipment
training course was dropped, and an additional $125,000 in other
categories. Thus, for the period when CERFER was being formed
into a self-sufficient African institution, AID provided a net
sum of about $4,500,000. o

For the preceding FV 1964-1968 period, 2ID >rovided CERFER's pre-
decessor CEFEL with $484,000 in cash and in kind on a bilateral
basis. When combined with $1,400,000 provided in FY 1969, AID sup-
port over the 1l3-year life of the Center to:zals almost $6,500,000.*%*

In May 1974, FED sisned a grant agreement with the Entente Fund to
provide $1,000,000 for the construction and equipping of a dormi-
tory/restaurant with capacity to house and feed 150 to 160 students
during the school vz2ar. The cost of the building, now almost com-
plete, 1s estimated at some $320,000 below that figure. FED addi-
tionally has given $116,000 for instructcrs' salaries and training
aids, thus having provided to date approximately $800,000.** FED .
has indicated willingness to continue ascsistance into the future.

FAC is the third major foreign donor to CEIFER. Over the life of
the project, it has supplied $675,000 for :Instructors' salaries,
student scholarship; and equigment. FAC is thought willing to con.
tinue assistance at its present rate of $43,000 per annum. In totzl
FED and FAC have provided almost $1,500,000 between 1970 and 1976.

From 1972 -- when the Entente Fund countries began giving posicive
and increasing financial support to CERFER--through 1976, the five
have contributed a joint total of about $1,)00,000. Annual con-
tributions increased from $13,500 each in 1372 to $80,000 each ir
1976. The 1977 contribution will be $90,900 cach.

* RDO, using U-203 reports, shows total obligations through Scptem-
ber 1976 as: Ceontract Serzwvices $3,299,000, Commoditics 62,059,000,
Training $5G1,000 and Other $423,000 - for a total of 36,452,000,

** It is not clear whether the $1J6,000 is included in the original
agrcement, or is in addition to the agrcement.
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Table 4. AID ASSISTANCE TO CERFER, 1970-1976 (in thousands of dollars)
!
- Techanical N . " Scholarships Participants
Total Services Equipment Spare FParts (Student Stipends) to tae U.S. Other
: —
. grant Crant Grant 608 | grant | 608 | Grant Grant Grant ,
Fxscal‘ Arree— , Actual | apree- |Actual | Agree— GACLual ur-1| Agrece- :ACL"QI Sur- | agree- Actual | Asree- Actual | Agree- 4Actual
Year - ' New i -Hew
~ent nent ! ment - plua | ment l plusg | ment, ment Tent
1976 815 815 570, 570 - - - - i - - 115 115 60 0 70 19
1975 1,538 1,538 695 695 5710 570 - 100 10 - 1730 173 - - - -
1974 120, 120 120 120 - - - - - - - - - - - -
. : 1/ . ) oY : . .
1373 746 446 i 300 300 300 -= - - - - 125 125 21 21 - -
1972 950:  640% 425 425 310 -2/ - - - - 130 130 35 35 50 50
] , .
1971 u98 13 360 310 - - - 343 125. 208 150 130 - - €5 -
. ; ! f
1970 260° __200 - - - - = 75 - _15 125 __125 - - - -
¢ H ] |
1970-76 5,267 4,432 2,470 2,420 1,180 570. - v1l6 225; 283 198 798 126 116 _185 120
1/ $300,000 of mobile unit equipr.nt deobligated in FY 1973,
2/ $310,300 of nwwise unit eguipment deobligated in FY 197zZ.




In total, therefore, the assistance received by CERFER from fore-
ign donors and the Entente states amounted t some $7,000,000
from 1970 througlt 1976. With the revenues formerly received by
the Center for contract work (which paid for new and remodeled
buildings) -- but not including the value of the donation of land
and original buildings by the Government of Togo -- the amount
received by the Center since its inception as an AID project
reaches $9,000,000.

4-A(2) . Future Inputs and Budget 1977-1981%

We note above that the 1977 contribution of each Entente state
will be $50,000. Tiis amount is expected tw cover the operating
budget for the Center and to cover the cost of 100 students from
the five countries -~ their projected train.ng requirements (see
Section 4-B(3)). For the period from 1978 through 1931, CERFER
projects no increas: in Entente-state contr..butions, anticipating
instead that increased costs will be covered from other sources.
Its financial projections for the period £fcllow:

Table 5. CERMER's FINANCIAL PROJECTIONS, 1977-1981
(in thousands of dollars)

1977 1978 1979 1980 1981

Expenses '

Operationail 459 506 555 622 695

Amortization of ‘Iquipmt 268 262 258 256 260
Total 727 768 813 878 955

Revenues

Member States 455 455 455 455 455

Non-Entente Students 272 313 358 423 500

727 768 813 878 955

Source: Aero-Ford

Had the Entente states opted to cover all o CERFER's operational
needs by 1981, each would be contributing §139,C00 that year.

* The subject of potential sporadic and hoc AID assistance to
CERFER in 1977 is covered in Section 3 of the report.
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CERFER's investment budget (i.e., its reserve for replacing equip-
ment) is expected to be more than covered by pavments for non-
Entente students. We note above that this means 50 to 60 in
addition to the 100 expacted from the five Entente states. There
are several sources from which the non-Entente student payments
can be obtained: directly from African governments which pay their
students' tuition; from AID regional organizations and Missions;
from other donor agencies; and from private firms. At worst,
CERFER can seek road and equipment-repair contracts in Togo which
are consistent with its training requirements. No outside con-
tracts are contemplated at present; the Center had an unfortunate
experience with that revenue source in the recent past, althcugh
the practice was an important source of revenue during its earlier
phases.

Because of a recent bunching of collection of overdue accounts
receivable (e.g., Bz2nin recently paid in one lump sum its past
three years' contrisutions), cash on hand going into CY 1977 is
expected to be about $65,000 -- a sum that will be available to
cover shortfalls that may occur in 1977 and possibly in 1978, be-
fore the regular receipt of funds covering non-Entente students.

As of October 1976, accounts receivable from Chad, Ghana, Nigeria
and Sierra Leone amounted to $60,000. The debts appear to have
accumulataed after AID in those countries phased cut cf thixrd-
country participant training prcgrams. Until the debts are paid.
CERFER will accept ao new students from th¢: four cited nations.*

CERFER's projected operating budgets consist of three major ex-
pense categories: zdministration (57.5% of the total), instruc-
tion (22.5% of total), and equipment (20% cf total). Admininis-
trative costs include student rccocm and board at the dormitory,
and salaries of adninistrative and suvport staff. Aero-Ford
placesﬂé&A overhead at 10%-15%; we could rot verify this.

4-B. Outputs: CERFER as an Institution (Page 3 of Logframe)

From 1970 through 1976, CERFER has had an ojportunity to develop all
the basic organization and management, systams, training programs
and physical infrastructure common to trziring institutions. We

indicate in the Logframe those elements which are successfully in
place as of the end of the AID project and (in shaded areas) those

* IL CERCIR dovelops Dnglish-language course capability in the
future, Anglophone countries might be likely applicants for student
slots. At that time, AID may wish to work out an arrangement with
CERFIR and the countrics involved, to settle the matter.
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which have not yet been achieved -- providing both a picture of
accomplishments and of remaining desirable indicators for 1977-
1981.

(See Section 4-B(8), below, for an exposition of the major actions
and achievements for FY 1975 and FY 1976 called for in the last
PAR and PROP).

4-B(l). Organization and Management

CERFER is simply orcganized along functional lines -- see Figure 2,
next page. The Entiente Fund provides a political base for the
Center and other joint activities of the five states. The Enﬁénte
basically serves as a conduit for the receist of funds from
external and internal sources, and provides a forum for discussion
of common actions aid problems.

The first active level of CERFER authority-and responsibility is

its Council of Administration. The Council is the policy making
body which determines what CERFER will do, vecruits major personnel,
approves budgets, and determinas changes iu: instruction from year t.o
year. It consists of two representatives from the PWD of each
member state. The ZERFER Council meets anrually in Octoker and
reaches ccmmon agreament on policy decisions. Formal votes are not
taken. Observers from donor organizations are present at the annu-
al meeting. The chtairmanship of the Council rotates annually.

The Council has a Managing Committee -- composed of one Council
member frcm Benin, the Ivory Coast, and Toco -- whose mandate is tn
keep in contact witn the Director General on a continuing basis.

In practice, it appears to limit its contact to an annual February
meeting. '

To date, the Council of Administration has been a strong initiator
and decision-making body. It has kept the functions of CERFER
simple and strictly limited to instruction in basic maintenancs znd
repair, for the most part. Its part-time inzmbers have shown no
interest in involving themselves in dav-Lo day activities of the
Center or in formal evaluation.

By statute, the Director General must be a qualified civil engincer.

He adminicters policy and iz the on-site managerial authority at
CERFER. By tacit agrecment, he is Togolese, seclected from thatb
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country's PWD. Organizationally, the Director plans and reviews
the activities of CERFER, and provides liaison with the Council
of Administration, Entente-state PWDs, and donor organizations.
He provides the Center's primary link to the Government of Togo,
site of the institution. He is responsible for developing the
annual budget. 1In his absence, the de facto acting director is
the Chief of the Administration Department, who makes no major
decisions on his own. There have been four Directors of the
Center since its inception -- three of whom have served while it
has been sponsored by the Entente Fund. The current Director has
headed the school for three years.

CERFER is organized into four functional departments, two of
which are pure support operations: Accounting and Administration.
The Educational Department is the heart of the Centex, providing
instruction to traiiees. The Logistics Department maintains
CERFER's equipment «nd provides on-the-job :raining in repairs,
procurement, warehousing and maintenance. .11 department heads
are Togolese civil gervants, seconded from -heir country's PWD.

The head of the Repair Section of the Logistics Department is a
Nigerien. The role and composition of CERFER's instructional
staff are discussed in 4-B(3), below.

In reviewing the oparations of CERFER and discussing with CERFER
personnel their funntions within the institution, we were impress-
ed by their conficdence in their ability to verform assigned

duties, especially at the departmental level. 1In practice, the
departments appear to operate fairly indevendently of the Director,
with little direction from him. In the pas%, this mav have reflec-
ted their easy access to the AID contract tsam which is scheduled
to depvart at the enl of November, 1976.

The organization is weakened at the Director's level because the
diverse functions imposed on him may require the talents of more
than a single person. He is supposed to head public relations,
liaison, and planning, while at the same time being the key
decision-maker and controller of daily operations. Some time in

the future, when CERFER introduces more adv.nced and varied instrua-
tion, and is assured of revenue at its budqg:ted levels, it should
consider recruiting a Deputy Director for Ooerations to release the
Director from his-preoccupation with detail!s and permit him to
pursuc with greater vigor the creative aspects of his position.

Further internationalization of CERFER's administrative and
support staffis -- and th2 concomitant rise in the provortion of
contract personnel -- will give the Direclor greatel control ovey
staff quality and cnable him to make systematic reviews of position

functions.
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His technical background, personality and the alternatives avail-
able to the Director, play a key role in his relations with the
Council of Administration and the initiatives he undertakes. By
statute, however, he is the policy implementer, while the

Council is the initiator. A stronger Director might equalize
these roles somewhat.

4-B(2) . Management and Equipment Maintenance Systems and Standards

Underlying the Center's attainment of self-sufficiency and effi-
ciency is its institutionalization of systematic financial manage-
ment and equipment raintenance controls. sero-Ford has devoted
much of its effort auring the last 18 months to the ¥laboration of
information retrieval systems and ;nstallau_on of preventive main-
tenance schedules.

Budgets are now prepared on a monthly basis. rather than every

four months as before. The budget for the ear -- prepared in
early January -- is tied to monthly vrojections of expenses and
ou:puts for each department. Actual versu: planned figures are
gathered monthly by the Accounting Department and submitted to the
Director for review and action. Significart differences are then
discussed with those responsible, and adjustment:; made as desirable.
This innovation has proven particularly helonful to CERFER, which
has cash flow problems arising out of interaittent receipts of
revenues. The detailed data also ease review of budget submissions
by the Council of Administration.

A new Aero-Ford-devzloped system to ensure proper maintenance of
vehicles and equirm:nt is now a regular part of the daily activi
of the Logistics Department. t includes simplification of stoc
spare parts; statistically measured downtim2 for each viece of
equipment; and required use of standardized procedures and forus.
The system also has b=2en integrated into the instructional activity.

Ly
kec.

It is unclear why the systems and training of counterparts wers no:
instituted from the start. It was only whco their development and
implementation werc made @ condition of AID's release of funds,
that they were finally cvolved. Much xczont nrogress also must be
attriinted to Rero-Ford's last Chiecf-of-Pa.ty, who is heavily
systems oriented and who established close working reclationships
with his staff and counterparts.

We reccmmend that AID in the future require all U.3. contractors Lo
provide detailed written procecaurcs ror each major activity aren
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for which they arc responsible from inception-of-project; and DZ
that grant agreements require acceptance and implementation of '
such procedures and systems within a reasonable period (e.qg.,

the second contract year). This is one of the most important
lessons to be learned from the CERFER experience.

We further recommend that agreements with contractors require that
every advisor prepare written entry and exit reports which detail
problems to be solved, objectives to be attained, and degree of
success achieved. Where the country or regional situation is un-
clear initially, entry reports might be required after an orien-
tation period. Such r2ports -- never required of Aero-Ford --
would have been of help to AID in evaluating progress during the
life of the project, and in a wider context, can help avoid the re-
tention (or assist in the redirection) of ineffective/unproductive
AID contract employzes.

The evaluation team found that the PWDs of the Entente countries
use maintenance systems that, although based on French practice,
vary somewhat from one to another state. 1n some cases, the sys-
tems have been developed recently by expatriate technical advisors
attached to the PWDhz through IBRD-ifunded ccntracts. The IBRD-
funded advisors focus on operations as dis:zinguished from training,
and have developed different standards of organization and
different types of inventory control.

CERFER has made little attempt to compare its systems with those
of the PWDs, or to expose its systems to tl.em.

The Center has not yet installed a methodical periodic review of
its new management and equipment maintenancsz systems. This mav be
too early to exrect at this time. The develocment of a review
methodology in a year or so mav reguire ou“side assistance.

It appcars to us that the specificity and <Fetail with which CERFER' s
new management and equipment maintenance systems have been developed
is a main factor underlying the confidence expressed by the support
staff (from Department Chiefs down) in their ability to carrv on
after the imminent departure of the remaining Aero-Ford advisors.
(Other bases of confidence also reside, of course, in the Center's
lack of furnding problems, and in the limited instructional objec-
tives of the institution).



4-B(3). Public Relations, Communication and Recruitment

If CERFER depends on non-Entente student fees to fill its capa-
‘city, reduce its cost per student-month, and compensate for depre-
ciating equipment (see 4-A(2)) what is it doing to induce other
African countries to use its facilities? The answer is "practi-

cally nothing". CERFER has been so dependent on AID and other
international donor agencies since its inception that it appears
to expect those agencies to continue providing students and
other forms of assistance as the normal course of events.

CERFER's management has not publicized the availability of its
courses and facilities to non-Entente states. While the school
has developed a ter:e mimeographed description of courses offered
‘during 1977, it is taking no steps to build a mailing list, dis-
tribute the listing to pertinent governmental organizations, gain
recognition through participation in pertinant African confer-
ences, or similar activity.

We recommend that CIRFER prepare a still-inexpensive but more
camprehensive broch:re citing the various rreas of information
which prospective students and student-sponsors want to know.
The brochure should be sent in quantity to PWDs and other poten-
tial governmental cgencies throughout Francophone Africa; to all
African USAID's, AIL) regional offices in Africa, AID/W/AFR and
Training; to other Joncr and potential-donur agencies; and to
road equipment-oriented organizations and ¢ssociations.

The brochure should invite inquiries about specific courses, for
whlch detailed syllabi should be prepared for fcllowup distribu-
tlon.

CERFER counts upon AID to £ill up to 15 stndent slots annually
under the African Manpower Training Project, and perhaps an equal
number of students from the Sahel rural road program. It does not
realize that, unlike the past -- when AID scholarship funds paid
for a quantity of students from Entente states, these new, non-
CERFER-connected projects pay for particular students oaly if they
choose to attend CERFER. There is no assurance in advance that
planned-for numb=rs of students will apply or, being available,
are proficient in French and can pass tiie “enter's formal entrance
examination.



4-B(4) . Instruction, Courses, and Future Training Requirements

When the Aero-Ford contract .team arrived in 1970, courses were
still limited to the two with which instruction at the Center had
begun: a short (3-4 month) Heavy Duty Equipment Operators course,
and a 14-15 month course for Mechanics, plus three others. The
ll-month Operators' Crew Chief course was added in late 1967, one
for Diesel Injection Pumps (8 months) in mid-1969, and one for
Electricians (6 months) in early 1970. Under Aero-Ford, addition-
al courses were developed, until, at the time of the contractor's
departure, 13 were offered. '

0 For Heavy Equipment Mechanics:
Heavy Equipment Mechanics, Level 1
Heavy Equipment Mechanics, Level 2
Mechanic-Foremen (Chief Mechanics)

o For Mechanical Svecialties
Engine Speczialistc
Machine Shop
Mechanics/Auto Engine Motors

Diesel Injaction &% Hydraulics
Spare Parts Supply and Warehousing

o0 For Road Svecialists
Road Section Chie:Z
Soils Lab Technician

0 For Heavyv Dutv Egquizment Operation
Operator - Bulldozar/Scraper
Operator - Grader
Operators' Crew Chief

All except the two Operators courses and that for Spare Parts
Supply and warehousing are of 1l months duration. The cited
three have been five-month courses.

Table 6, on the following vage, details the 13 courses into ma-
jor subject areas, and indicates hours of iastruction in each
area.

The role of CERFER is, as we noted earlie:, to provide practical
instruction to personnel (primarily PWD) of Entente and other
African countries in skills nceded to maintain secondary road sys-
tems. The Administracive Socretarv of the Council of the Entento
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states that the Center is used to each specialized courses to
unspecialized personnel who have been trained in their country
of origin; and to teach courses where expertise is lacking in-
country (e.g., Road Section Chief, Soils Lab Technician) .

During the first half of Aero-Ford's contract, the same course
used different instructors, each of whom taught a "cycle" or
related group of subjects. Courses and cycles had staggered
starts, enabling students who failed a particular cycle to re-
peat it at another time. The system, however caused great log-
istical and pedagogical problems -- especially in light of Aero-
Ford having expanded the number of courses to 14 after a 1970
colloquium on training. Aero-Ford reports that it had inherited
what was essentially a French instructional system that stressed
knowledge rather than practical skills, and that the change had
to be achieved slowly because of the Entent: states'French
cultural and educational heritage.

In the latter part of 1973, Acro-Ford recomnended (1) adoption
of a unified entry date, with courses beginaing in September, (2)
inauguration of a pslicy of one instructor wer course, and (3)
concomitant eliminazion of the svstem of cyecles. The change took
place during Calend:r 1974. The multiple-cntry, cycled courses
phased out during the first seven months of that year. The uni-
fied-entry date courses began in September 1974. (That is the
reason ror the low student enrollment (47) for that year.*) At
present, the academic vear runs from January through November,
with all courses 11 months long, except for the five-month
courses, witich have had two sessions per year.**

Examinations have been developed and are used for all except the
operators courses, whose students have been asked to demonstrate
ability to read and write in French, and -o possess a truck
driver's license. ‘''he previous CERFER practices of accepting
nominated applicants and/or "leaning over rackwards" in order %o
help equalize country representation has becn abandoned as unfair
to the instructors, who must have relative homogeneity in student
ability; or the participating countries, which lack sufficient
road maintenance skills. Realistic entrance requirements have

* See Table 3.

** Under the September-thru-July school yeur, the FAC-sponsored
instructors alone received a 2-month vacation (July-hAugust), caus-
ing advisor doubling-up in July. A potential danger in multi-
donor situations, snd trus in thoe case of ChRPER, 1Ls tho tonuonc
control advisors from one donor have over advicors of anobhos.
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been set and are reportedly adhercd to. Neither the Aero-Ford
nor Council of Administration members with whom we talked revort
significant dissatisfaction when specific-country applicants are
rejected in favor of more qualified candidates elsewhere. Class
size generally runs betwcen 8 and 12, a number that enables
instructors to work closely with students, and personalize in-
struction.

In face of the imminent end of U.S. aid, the Entente states
raised their contributions to CERFER's operating budget, and the
Council of Administration decided to drop the two Operators
courses (bulldozer/scraper, and leveler) which, because of their
heavy investment in required equipment, are relatively costly.
Operators tend to be: trained in-country, eizher at national
centers or on-the-job. Perusal of student-origin-by=course data
reveals that high proportions of Opzrator course enrollment for
the past several years at least have consisted of military per-
sonnel and individu:ls from the private sector, and indicating to
the evaluators that the courses might well have been dropred
earlier.* (1977 will be the first year during which the Center
has lacked an Opera:ors' course).

The Fréjacques repcrt confirms our finding, after discussions with
members of the Council of Administrators aid PwDs of the Entente
states, that users are generally positive in their estimate of the
worth and nature of the courses offered at CERFER. Thev report
that graduates have better technical ability than before. Dissat-
isfaction centers oa the Supply/warehcusing course (even in Togo,
we found DPW criticism of it), and that for Road Section Chiefs.

Criticism concernirg length of courses revalves surprisingly,
around a feeling that some of the 1ll-month courses are tco shoret.
The Directcr of Toy»>'s PWD says that the i#achanic and Mechanic-
Foremen courses should be 2-3 mcnths leonger; a recent communica-
tion to REDSO reporting Gabon's opinion of ZERFER suggests that

* The two countries most affected by the c¢limination are Togo and
Benin, both of which have provided many students for the Operators
courses -- large numbers of them from the armed forces.
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the Operators' Crew Chief course should be two years in length.*
Niger's PWD feels the warechousing course is too short.

A significant and valid criticism of CERFER -- yet one that is
beyond its control -- concerns its inability to provide a recog-
nized diploma, which under the French educational system enables
the holder to rise to a higher position and reap £financial advan-
tages more easily in most Francophone African states.

Other criticisms result from the differing career requirements of
countries which send students to the Center. Thus Gabon, not a
member of the Entente, has a PWD salary structure that requires
longer training in CERFER-type courses than the Center offers.

The result: Gabonese graduates do not qualily for higher positions
and salaries.

Perhaps the most coasistent charge leveled against CERFER is its
lack of communication with users. The Center appears to have no
olicy of keeping in touch with users, ever with PWDs of Entente
states, or the PWD of Togo itself. The diractor of Togo's PWD
mechanical repairs and spare parts warchouse -- located directly
adjacent to CERFER -- reports that he knows little of the Center,
and that his contact is chiefly limited to hosting CERFER
students who visit his warehouse. He, and others we interviewed,
indicate that CERFER must be in close, con:inuing contact with
user PWDs, to better learn their needs, and country-realities in
terms of course content, in order to be mo.;e helpful. The Gabon
critique repvorts that information about trrining at the Center has
been incomplete ané that it has not responded to correspondence
requesting clarification and additional iniormation! CERFER can-
not reach its full potential unless it improves its back-and-forth
contact with users.

* Gabon's reply is egquivocal and course-related criticism must Le
discounted in’'part. Records indicate that only one Gabonese las
taken the Operators' Crew Chief course, an< that was in 1971,
before CERFER's instructional methodologv vas changed. Gauon's
PWD says that Operator graduates have impruved ability to organ-
ize work, but nave aversion to actually op2rating equipment.
Gabon appears to have had 21 Operator students at CERFER (none
after 1971), but omits mention c¢f 37 Mechanic & 9 Mechanic-~Chie#:
who attended. It says it is ending participation in CERFER by

]

Octobaer 1977, Ly which tim> it will bho cooraving 1os own trainin s

. RPN Ty e K [ N v ey e 13y o e s 3- - ~ oyl e - 4m < e 1
cenber.  Web, it cooplainc that most of Lte candidates are reloacond
Al

)

and plans to forward Z0 applications to CERFER in 1976 and pernans
in 1977.
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We did not interview CERFER graduates. However, Fréjvaues, who
did on his recent survey for the Council of the Entente reports
that students are positive. = Those with whom he spoke recognize
having learnced much from the courses. A certain number of CERFER
graduates have always returned to pursue more advanced courses.
These repeaters attest to continually improving courses and
equipment.

'Table 4, "AID Assistance to CERFER", reveals that the agency

spent $116,000 between 1972 and 1976 to send participants to the
U.S. for training. Analysis of the figures shows, however, that
the participant training grants under the project did not go to
CERFER instructors, or even to its support and administrative
staffs. Instead the funds were used to send middle management PWD
officials to the U.5. The $116,000 expenditure thus ™had no direct
connection with the project. A more projec:z-related use of the
funds (e.g., to train CERFER staff and poteatial staff in the U.S.)
probably would have represented a more remunerative investment.

Future Training Regiirements

Approximately 115 students have been graduated annually from
CERFER during cthe last two years. The FED-donated dormitory was
built to house 150 students. Until its recant opening, the billet-
ing of non-Togolese students had been a logistical problem that, at
times, served to circumscribe the capacitv of the institution.
There are two sets >f Supply/Warchousemen graduates per yvear; thus
annual capacity of the dormitory is about 160. In view cf the fact.
that students Zfrom Lcme and Togolose militzry have not been permit..
ted to lodge at the dormitory, the Center =an be considered to have
a housing cavacity in excess of 180. The physical plant of the
school requires little 1f any expansion to .andle the increased
enrollment.

Current needs of the Entente countriss appenr to be significantly
lower than the above totals. The Council o the Entonte asked
Fréjacques to investigate current nceds amoag the PYDs of the

Entente States for skills covered by tie 1D courses whic

R
offering during 1977. Ile arrived at the fcllowing totals:


http:milit=.ry

Specialty Need per Year

o

Level 1 and 2 mechanics
Mechanic foremen
Hydraulic/injection
Engine specialists
Auto engine electrical spec.
Machinists
Supply warehousemen
Road maintenance specialists
Operator team chiefs
Soils lab technicians

Total
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Frejacques concluded that his figures prove that space exists
for personnel from other services in the governments of the
Entente states, and for students from other African countries.

4-B(5). Africaniza‘ion

From its earliest days, a primaxy objective of the six-year-old
AID/Aero-Ford contract has been the institutionalization and
Africanization of CHERFEZR. It has been derc-Ford's mandate to

train Africans to take over the Center's operations and eliminate
‘the need for foreigners. During the past 13 months of the contract,
institutionalization and Africanization hav: proceeded under
"forced draft". The 1975 PROP calls for a 'full African instructor
and management stafi in place" by the end cf FY 1976 (three years
after project life 'vas first to have ended). Subseguently, the
contract was extended to the close of Caleadar 1976. This evalua-
tion was timed to enable us to confer with dero-Ford personnel
before their departure.

The Center's African staff is essentially in place

o The four management slots -- Directoi; of the Administrati
Educational, Logistics, and Accounrcing Departments -- are
filled by Togolese.

© Ten of the 1l instructors -- eight Tcgolese and two Nigeriens
-~ are present and actively teaching. Negotiations are
under way with a civil servant in Benin to teach the Soils
Laboratory Technicians course.
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0 The support staff is in place. It includes a Nigerien Chief
Mechanic, a Togolese Supply Officer, plus other Togolese.

(See Figure 2, Section 4-B(1l), for CERFER's Organization
Chart.)

CERFER's African staff consists of contract emplovees and persons
on loan from Togo's PWD. Numerous sources agree that the pre-
ponderence of Togolese on the staff is a function of proximity,
Togolese pride in the "home institution", cost-of-living and
related problems faced by non-Togolese, and unwillingness/inability
of the other Entente states to part even temporarily with their
scarce reservoir of gualified PWD personnel, The Center appears to
have little difficulty recruiting Togolese staff.

We found that quaiified observers in the main expect Africanizaticr
to work, although there is more concern over the ability of manage-
ment to carry on eflectively than the instructional or support
staff. It is almos’ universally agreed that the focal point of
weakness resides in the person of CERFER's Jirector General, a
gentle "leader". Tne Director General reportedly was hand-picked
for the position by the President of Togo; he comes from Togo's
PvwD.

Some voice serious doubt over the success cf Africanization, tying
their fears to the rapid recent pace at which it has taken place.
The comments come fcom some members of the Council of Administra-
tion and French observers. A Council member's lack of confidence

in the ability of che African staff to carry on at this point
without expert techiical aid results from what he calls the chronic
instability of CERFZR -- it has suffered tco many changes of
direction and excatriatzs advisors. Fréjacques, in nis 1976 repori
to the Council of thie Entente notes that, arfter the U.S. administri-
tion and technical zdvisors depart, the Director will need "elements
to furnish equivalent skills", and that foreign aid cannot yet be
entirely replaced.

A FAC representative, stating that CERFER has been too spoiled wita
foreign aid to navigate suddenly by itself, notes that centinuing
technical assistance is required unless thaece is a change in Cento.:
management. He impliecs that, out of concern, FAC will continue to
support the Center by providing student sciiolarships and a limited
number of instructors.

CERFER's African administrative and instructional staffs cxpircss
few doubts aboub their abllity to continue without cxpatrigtes.
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Their concerns center about future changes in the make of equip-
ment with which they have to teach; their feeling that instruction
from "expatriate experts" is generally better received than the
same teaching from Africans; and the danger that instructors may
favor compatriot students. :

Qur analysis of the Center, its staff, and recent history leads us
to the conclusion that Africanization of the institution has not
led and will not 1lead to insurmountable difficulties. Africaniza-
tion has been working during the past year and should continue to
work. Aero-Ford's remaining personnel (they are scheduled to de-
part at the end of November 1976) and AID's former long-time
Project Director express confidence in the ability of CERFER to
function effectivel:s as an all-African institution.*

Supplementaryv assis:zance and advice, or dirz=¢t strengthening of
CERFER can be provided in at least four ways, including:

(1) AID's Aid Affairs Officer at Lomé, whea reguested by CERFER
to provide occasional short-term visits of financial,
budgetary and/or administrative couns~l and advice, should
pass along the regueste to REDSO for hrlp on a "when
available" basis.

(2) PForeign advisors: Fréjvaues recommends that, to maintain
courses at their present level, a min/mum of two foreign
mechanics advisors and one foreign roed specialist will be
needed. (The three FAC advisors currently at the Center
cover these ar=zas. The courses for which they advise include:
Equipment Operators' Crew Chief; Diesel Injection/KHvdraulics;
Electricity; end Road Section Chief. Their contracts concinue
into 1977.) A consultant to FAC calls for the presence of
advisors for tne Accountant, the Sunply Officer, and for the
Educational Director. We do not believe these latter positions
require full-time advisors.

(3) Direct-Hire of Foreign Consultants: PWDs of the Entente and
other African states generally have foreign technical advisors.
Those which do not receive the aid frcn foreign donors hire
the technical firms directly. If CERFZR's Council of Admin-
istration is sufficiently concerncd ahout the effects of

* The Acro-rord Educational Director was formerly in charge of the
Africanizatvion program chrouch which the missionary schools of the
White Fathers in cast Arrica were transierrced to local dirceccion.
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of Africanization now, it should seek additional finan-
cial support from the Entente Fund, or from a special
assessment on the member states, or use the foreign
advisors to the PWDs.

(4) Provide More and Better PWD Personnel: There is a
reservoir of potential administrative, instructional and
support talent in the PWDs of member states which has not
yet been put at CERFER's disposal. The countries them-
selves should expend more energetic efforts to furnish
some of their better people, to provide the Center with a
solid, experienced staff.

* * Kk Kk %

A final word on the methodoloqgy by which Aero-Ford reports having
achieved Africanization; the technigue may ":ave validity for
similar transfers oy responsibilities in other regional situations.

Aero-Ford's Director of Education states that training for tran-
sition began with a series of in-service programs in September
1974: seminars were held on teaching technigques, techniques of
adult education, and visual aids. These were found useful in fill.
ing gaps in what the Africans had already learned. Intensive prac-
tical training of th2 African was then instituted by the instructor
he was to replace. It was found that, in ¢eneral, the Africans had
good theoretical beses, but lacked practicel experience. Through
1975, the Africans and foreigners were called "co-instructors".

As of 1 January 1975, the Africans became the instructors anéd the
expatriates the advisors. African instructors have run the entire
last training cycie. The Aero-Ford Educat:onal Director reports
that the expatriates have been surprised zt how well the Africans
have done.

To help ensure that Aero-Ford would not depart before an adequate
African instructional staff could be assembled, CERFER'Ss Director
and its Educational Director made a recruiting visit to other Enteite
states which, for the first time, came fortlh with candidates. as

the Director of Education succinctly put it: "Nothing was really
done until the red warning light of imminent AID-pullout went on".

Figure 2, "Organization of CERFER", shows by Entente country the

positions formerly held by expatriate countcrpartq viich are now
held by Africans. Sce 4-B(1).

4-21



4-B(6). Physical Facilities

CERFER is a complete training Center with more than adequate
physical facilities. Most of its buildings were constructed
between 1964 and 1970. They are well maintained. The student
dormitory is still being eguipped and has been in partial use
since January 1976. The school has a library and books are cata-
logued.

4-B(7). Equipment

The history of equipment procurement, shipm:nt, main¥enance and
replacement by CERFI'R holds lessons for future, similar AID
projects.

Having to cope with old, not-tvpical-for-Afirica equipment for which
spares were often unavailable has caused undue downtime of CERFER's
equipment, leaving riachinery unusable for iastruction over long
periods of time. It has unduly occupied management and contract-
team time which would have been better employed for refinement of
instruction technicues and systems of operation.

The AID requirement (Reg No.l) that U.S. ecuipment be purchased has
rendered CERFER training less effective than if some French and
other European equipment had been allowed.. This is true despice
the availability cf some U.S. equipment in 3Iurope, where it is made
under license agreenentcs, since CERFER trains primarily for the
country PWDs. The aore 1its eguipment duplicates that of the PWDs,
the more effective (ERFER's training beccmes and the more easily it
can be transferred vo others.

The use of Aero-Ford to centralize the purclase of equipment and
spare parts from many suppliers appears to have speeded the arrival
of CERFER equipment by many months.

The procurcment and use of Section 608 sury'us property eguipment
has yielded varyving results. During the ea-liest years of the
project, when budgets were restricted, any available equipment was
used for instructional and operational purroses. When cut-away
instructional equipment became available about 1966 and 19567, the
outdated 608 cquipment became useful only for operational purposzes.
The availability at CERFER cf urnsuitable eguivment resulted in oi-
cessive repairs, and in an increase of downtime of the equipment
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because of local unavailability of spare parts. Eventually more
of the 608 items became unusable than operational, and cannibal-
ization became prevalent.

Relations between the Center and AID became strained by failure

to procure spare parts and a feeling that the U.S. had dumped
unwanted and unusable equipment on an unsuspecting CERFER. The
better part of two years appears to have been wasted in repairing
the 608 equipment. The experience, however, had one salutary
effect on CERFER. It provided the incentive for the institution

to devise more quickly a standard system of preventive maintenance
and statistical control of downtime than might otherwise have taken
place.

In early 1977, CERFER will receive a basic "package™™ of Caterpillar
trucks, ‘dozers, graiers and loaders; Mack trucks; and an Ingersoll

Rand compacter (all. valued at $500,000), plais $100,000 in spare

parts, frcm final AID grant funds. These :zre similar to equirment

in the PWDs and will form the core of futur2 instruction. They -

will be depreciated over a 5-year to 8-vear pericd, to assure re—";ﬁ>1
placement as reqguirad. As AID assistance terminates, most of Tk,
CERFER's equipment problems appear solved.

Procurement and shipping of U.S. eguipment and materials also have

caused prcblems over the past seven years. CERFER cites at least

three orders for spare parts procured throwigh AID/W which failed to
arrive within two years.

CERFER will continu=2 to depend on local distributors. It ration-
alizes that distrikutor abilitv to stock srare parts and the costs
of direct procurement outweigh disadvantages. Because of the small.
size of CERFER's annual purchases, this apwiocach has merit. In
other situations, dlrect procurement might result in significant
savings.

4-B(8) Evaluation of Actions Required Singa 1975

No evaluation of the project has been undc:ztaken since the authori.-
zation of the latest PROP on May 4, 1975. The last PAR is dated
April 8, 1974.

Bvery important cpecific action provouced in the PAR and additional
oncs which formed the basis of the PROP have been takoen. The more

ey,

difficult actions were those regquired of CERFER:
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Analysis and evaluation of the

Africanization of CERFER staff: wvirtually complete, as noted
earlier.

Effective operational and budgetary controls: virtually com-
plete financial, management and administrative systems have
been developed and are in opcration.

Installation of equipment utilization and preventive mainten-
ance systems: systems have been developed, procedures are
definitive and in written form, and personnel employ the sys-
tems. No data are yet available on reduction of downtime.

Repair and sale of unusable eqguipment: the major unusable
pieces of eguiprent procured under Section 608 have been re-
paired and sold. A few large units rewain; they“~have since
been declared suarplus and are to be solidl. When the 1977
shipment of new eqguipment arrives, virtially all of CERFER's
equipment on haad will be operational aad similar to that used
by Entente-coun:zry PWDs.

Evaluate the mov»ile unit concept: the mobile unit program was
abandoned as counterproductive. It ha¢ raised questions of
unequal benefit among participating states; was relatively
expensive; causcd excessive wear on equipment being transported
long distances; and -- most important -- was inconsistent with
instructiocnal ovjectives of the Center.

Revise courses to provide more practiczl and less theoretical
instruction: courses have been revised to stress practical
work experience, but some Entente state PWDs still complain of
too much emphasis on ithecorv.

Improve coordinition mechanisms with doncrs: no systematic
mechanism to accomplish this is in operation. With the termirn-
ation of AID project assistance, only ©\C, FED and the member
states remain. The latter are represented in the Entente rund
and the Council of Administration. No requirements are normal.y
imposed by the remaining donors as prerequisites to assistance.

Secure prompt pavment of contributions Sy the Entente states
and of accounts reccivable -- the Ccuncil of Administracion ha:
the mecans to follow up on member contr.butions, none of which
are 1n arrears.

ffectivernss, efficiency and colf-

e
sufficicncy (viability) of CLERFER as of mid-MNovermber 1976 follows

below, uncder "Purpose".
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4-C. Purpose: Instruction Capability (Page 2 of the Logframe)

4-C(1l) Effectiveness

The raisoun d'etre of the AID project being evaluated is to provide
CERFER with the long-term capability of preparing well-qualified
graduates, primarily for the PWDs of the Entente states, in the
fields of repair and maintenance of heavy duty equipment and
engines, and -- until recently -- the operation of road main-
tenance equipment.

Through the first session of 1976, CERFER graduates were divided
as follows (%-to-total students shown in pa:entheses):

From Togo 425 (31.6% From Nigor 115 (8.5%)
From Benin 230 (17.1% From Ivorxy Coast 60 (4.5%)
From Upper Volta 124 ( 9.2%) Sousce: CERFER

CERFER at all levels of authority does not expect to become an
institution of wider scope. Nor does the ('suncil of Administra-
tion encourage such a change. Earlier in tlie report, w2 note that,
at project end, no attempt is made to build a capability that
would enable CERFER to provide referral services, to develop and
transfer new techno'ogy or technigues, or to represent its client
-+ atries actively outside the region.

wue Center does not play a formal coordinating role among the
Entente states; such ccordination takes place outside of CERFER
through a joint pubiic works committes or anong representatives
of individual goverments.

Training institutions may opt to include graater service functions
and develop and transfer technology by including the following
among their objectives:

l. Train trainers (multiplier effect);

2. Develop training aids ifor PWDs;

3. Maintain contact with other road mai.itenance
equipment centers;

4. Provide rcpair, maintenance and/or road building
services consistent with uninterrupted instruction:

5. Develop stundards or norms for client countries in
pertinent arceas, including equipment, svstems control
and accountability, purchasing, warchousing, and
maintenance.
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There is a feeling among CERFER staff that the skills taught at
the Centecr will communicate themselves to the PWDs by osmosis,
after graduates return to their jobs.

No evaluation has been made concerning the relative expertise of
CERFER graduates compared to locally trained workers; the atti-
tudes of supervisors toward returnees; or the possible conflict
between CERFER-acquired learning (and CERFER eqguipment) and
those of the Entente-country PWDs. This should be done.

Short seminars for sup=2rvisors and higher functionaries of the

PWDs would pave the way for increased use of the new techniques
that the graduates bring back on their return.

4-C(2) Efficiency

CERFER, like most regional institutions, desends heavilyv on mem-
ber countries and outside sources for reverue. Developing
nations are seldom able to provide unlimit:d support or pay rel-
atively high tuiticn and living costs for tneir students who
attend foreign training institutions such us CERFER. Indeed,
strict cost-control and moderate charges-per-student will be re-
quired if CERFSR is to attract the number ¢f non-Entente students
needed to ensure viability.

CERFER also can help minimize operating cocts by using its instruc-
tional equipnent to the fullest. This derands constant mainte-
nance and adoguat tociing of parts, so that rapid repairs can be
effected, and downtime rzduced to acceptabla levels. Fortunatelvw,
these requirements are also a basis for effective instruction.

[
=

03]

Constant and rapid turnover of administrative, teaching and sup-
port staffs disrupts efficient opcration, often involves added
costs, and could result in lost CERFER income because of course-
cancellation or equipment breakdown.

How does the cost of instruction at CERFER compare with costs in
other institutions? No easy compariscii oX.sts because practically
no data exist on the cost-per-student-monta for similar centers.
From 1970 through 1976, the averayge cost-per-student-month --
using opcrational costs only -- was $383 (see Table 7, next page).
The avarage is raised significantly by the high cost-per-studnent-
montn of 1974 and 1975, whon CERFER abandoned cthe "cycle" form of
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instruction, and adopted the uniform entry date -- temporarily
but seriously impeding the flow of students to the Center. If
the costs for those years ($570 and $566, respectively) are
eliminated, the average cost for the remaining five years is
slightly more than $300 per student-month.

The foregoing figures do not take into account costs CERFER did
not bear -- including depreciation of equipment, cost of advisors
and other overhead items such as dormitory construction, not
included in the Center's operational budget. Moreover, cost-per-
student-month varies considerably, depending on the size of
student enrollment. Manv cverhead costs remain constant irre-
spective of the number of students.

Looking to the future, CERFEZR estimates total operat®ng and de-
preciation costs from 1977 throuch 1981 a: $4,100,000. Assuming
152 students per ll-month zcademic y2ar, th2 cost comes to $5,450
per student-year, or about $500 per student-month.* Depending on
a shortfall in numbzr of s:udents below thet level of capacity,**
cost per student-menth rise more or less starply.

Table 7. AVERACGE CPERATING COST PER STUDENT MONTH AT CERFER,

1970 - 1976
Operating No. of Student Avg. Cost per
Year Expenseoes Gracuates Months Student-Month
1970 $209,727 149 748 $279
1971 - 302,788 125 1,035 294
1972 239,062 1586 1,155 250
1973 331,32 171 960 345
1974 262.,7¢2 =7 461 570
1975 380,0¢3 115 671 566
1976 L/ 402,095 125 1,069 376
1970-76 $2,175,954 919 6,099 $383
1/ Estimate Source: Aero-Ford

* Compare this figure with AID'
per-student-month f£2r full academ
Evaluation of Dovelonment Associc c., Pg. 5, for other noims.
*%*  The 152-level is a rfunction of tho capacity of the new CERFEK
dormitory. Iliowever, because students who reside in Lome can live
home and members of the Togolese armed forces who attend CERFER

could raside in o Loml military comp or berrcachks, the potoenticl

ard cost of $800 for cost-
es. See Sgerling,

o e N T T T R T P I,
Capacicy ol the Center is LL;J;JJ.‘.-‘\_-L\LLJJ..Y IS DRSSPI N
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Although the figure has little meaning by itself, some interest
has been shown in the estimated 1970-1976 cost to AID per
student and per student-month. ¥inc hundred and nincteen stu-
dents were graduated from CERFER during the seven years -- a
period during which AID invested $4,532,000 in the Center and
6,099 student-months of instruction were provided. Based on
these figures the average cost to AID per student comes to
$4,930, and the cost per student-month is $740.

* % %k % %

The evaluation team had no guide by which to measure acceptable
downtime levels at CERFER. Such data will become available be-
fore the end of 1976 in the Aero-Ford draft final report.

4-C(3) Viability

A changing Congressional mandate, which is not concerned with
maintenance of heav/ equipment and which oniy indirectly touches
on secondary roads as they relate to farm-to-market and access
roads, has placed pressure on AID to speed CERFER's self-suffi-
ciency. AID attempted without success ko iisengage itself in
1973 and again in 1975. Neither the Entent> Fund nor CERFER
appears to have taxken AID disengagemenc seriously, having become
accustomed to recaiving such granc acs1atar 2 from the beginning
without specific performance r°cu1*ﬂxents. In part this reaction
may stem from the experience which African institutions, includ-
ing CERFER, have had with French and other juropean donors, who
do not place conditions on their aid.

The principles of s2lf-help and gradually iacreasing burden-
sharing came late i1. the project, and were forced on both CERFR
and Aero-Ford bv AID's decision to phase cut in 1976. Thus, while
CERFER has been a rngional center for the Entente states since At
1970, it started tc institutionalize in earnest only in 1975. - o

Financially (s2e Se:ztion 4-A(2)), CERFER is viable for at least

the next several years, cven without external assistance. Its
prospects ror cover.ng total expenses are unusually bricht.

Barring unforescen major catastrophies (such as a breakup of the
Entente), we expect CERFER to be able to set aside reserves over
and above its ecxpenses during the next five yecars. Another potan-
tial throat ko CENFER wviability would be a breakdewn in the avility
of present top management to maintain the Center's recently

4-28


http:cover-.ng

installed planning and operating systems. This likelihood is

not great. Indecd, with CERFER realizing that it is now "on its
own", it is not beyond the rcalm of possibility that the instcitu-
tion's management and Council of Administration may eventually
extend the scope of the Center's services and take initiatives

to ensure needed revenues. It may ultimately become a full-
service road equipment maintenance training center.

4-D. Goal and Impact (Page 1 of Logframe)

If the sole purpose of CERFER through 1976 is to train graduates
to function more effectively, what has been their impact on
return? Our survey of four of the five Entente countries reveals
varying eff=acts.

The Center's impact on the Ivory Coast has acdmittedly been small.
Sixty Ivorian graduates are few compared to the count:v's needs
and its ability to train locally* the workmen and foremen it
requires. It finds CERFER useful primarily in a few specialized
areas, and for political reasons.

However, in terms of the proportion of pertinent PWD personnel
who have been exposed to the school's instruction, CERFER has im-
pacted positively with varying degrees of =ignificance in Togo,
Benin and Niger.

Certainly Togo, with 44.5% of total Entente graduates and the
smallest sccondary road system by far amenc the Entente states
(See Table 1), has benefited greatly.

So has Benin. That country's assistant Diirector of PWD repair
and maintenance service: (and an Administrator of CERFER) esti-
mates that 45% of Benin's periinent PWD workforce of 200 has
graduated from tho Center. Our research reveals that Benin's PWD
has had 119 CERFER graduates through tha first session of 1976,
including studenrts who have returned for more specialized courses
~-- a total that ta:lies with the estimate.

* One of the Ivory Coast members of the Council of Administra-
tion, M. Remy Adch, is Professional Training Direcctor fcr the PWD.
His school has & current cnrollment of 147, most in courseos thoat
parallel CERFER's.
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Seventy of the 116 Nigerien graduates of CERFER during the past

12 years -~ some 60% of the total -- have come from that country's
PWD. This may be 15% to 205 of pertinant PWD workforce. The
Ministry of the Plan's Training Division selects the applicants,
unlike the practice in Benin, Ivory Coast and Togo, where rectuit-
ment is PWD-directed. 1In 1975 and 1976, only six of Niger's 38
graduates were of PWD origin, while 21 came from the armed forces.

Lack of available statistics prevented@ us from isolating the
impact of CERFER on the Entente states in terms of directly
attributable incresases in mileage of secondary roads; decreases in
equipment downtime; and effectiveness of spare parts manmgemcnt
(It appears, morecover, that most of the expected benefits frem
increased expertise, which could have resulted in decreased down-
time, are lost because of unavailability in the field of spare
parts, lubricants and other components neeced to apply this
expertise) .

Even under the best conditions, these indicators are dependent for
meaning on highly volatile assumptions (see¢ page 1 of the Logframe) .
In addition, the increasing use of secondary roads by heavier
vehicles and equirmant tends to increase wear ané tear, sometimes
within a short period; and the lack of homozeneity among the
countries road systems make measurement diificult, if nct impos-
sible,

pe)
-
¥

should have a better idea concerning clien“ satisfaction wizh
gracduates. 3
the Entente st
promote CIRTZR gr
tions reflect widesor o
mechanics, suigesut'ng ths po:
increase the pract:cal conte

Once evaluation of returned graduates has teen completed, CERFER
i

of specific-to-ccuntry practices, the PIDs
except for the Iverw Coast) generally do no
ate nizads ¢f PWD maintenance so

CERFER has given little thoucht to its ultimate goal. Considoring
the Center's state of development, its lack of direct responsibili

to the country rwWDs;, and the difliicul:zies of measurement, it
probably could rot have been expected to do so.

At the AID project s end, the goal indicators of CERFER's efforts
have little meaning.
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5. AID/AERQ-FORD RELATION

Slower growth than might have been expected in Africanization
and viability is implied from the achievement of the past two
years, when virtually all of the major institutional elements
were developed. The lack of self-sufficiency also underlies the
inability of AID to terminate the project in 1973 and again in
1975.

The roles of various concerned entities -- including the AID
contractor -- are xXey to the slow institutionalization of the
project:

1. We note in Sect..cn 4-B(l) that the Entente Fund, the signa-
tory to AID General agreements, serves as a mere condult for
AID assistance to CERTIR. The Fund is not an organization
with which a substantives discussion or negotiation concerning
CERFER can be conducted, excent cerhaps on the level of
assistance. This may be why these Agreements, until the lasc
one, did not stipulate conditions tied to a time-frame for the
Center's grewth and institutionalization.

In effect, the Fund interposed a laver Hetween AID and the
action agencies (CEZRFER's management and its Council of 2d-
ministraticn); =he AID vrinciple of seeking self-help and
‘burden-sharing was lacxing in the AID-I'und relationship.

2. Insufficient prior discussion apoears :¢o have taken place
with either th~ Council of Administration or the Director of
CERFER on the Center's cbjectives, performance and related
timing. The PROP was an internal AID cocument that called
upon CERFER to meet stated objectives. However, since CERFE!S
had no official rol2 in develoning the PRCP, the documont doos
not meet the PRIP's test of recnending to a stated need and
related interest in accemplishing objectives.

3. CERFER's limiuved institutional purposc and the dominant
policy-making role o the Council of Administraticn makas
meaningless the goal and ultimate impact features detailed in
the PROP. It alsc helons cxplailn wivy CUEPER hoo gilven Yicel s
attention wo dacve te cevaluaticn of graduaces and ctandardiz.sizon
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of equipment in the PWDs of Entente-member states.

4. The evaluation team has been struck by the realization that
many if not most members of the Council of Administration
and CERFER's staff equate the contractor, Aero-Ford, with
AID. In their eyes, Aero-Ford personifies the Agency and
is part of it, rather than being a firm under contract for
the specific project. This semantic nuance has led to con-
tinuing misapprehension and failure of expectations for the
Africans and AID alike.

5. Aero-Tord had difficulty recruiting qualified personnel for
assignment to CERFER. By 1971, it was a theoretical three
man-years behind schedule. Individual advisors and the
team as a whole had changing and drifting cbjectives for the
first four years. AID's attempts to coaplete the project
were inconsisteat with much of its conti:actor's performance.

We believe that CERPER is viable and will continue to operate
satisfactorily without 32ID assistance over the long-term. How-
ever, it would have been wizer to have leng:hencd the phase out
of advisors, in ord..r to loave one management/systems advisor
through CY 1977 as a sounding bcard to CERIER's staff. (See
Section 3-C for discussion of potential alternate means for
assistance).

as m:ny as 15 ncon-Entente Africans and 20 Szahel
2ct student n

0
tipofu
3

Insofar as a ranceznone Afzican states for road

equipment maintenance training, CERTER should be cconsicderad. AID

might include a clau:isec in to ec

seconcary roads & T !

PVWDs, not mrivate ¢oatra
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