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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 Lome, Togo. RR4TC -- 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 reviedCERFER's
 
training effectivene:3s and analyze the Cente.-'s ability to meet
 
probable and/or projucted needs; review its :egional character and 
administrative struci:ure; and analyze its financial and budgetary 
requirements. Because the evaluation takes 'lace at the close of
 
a 13-year period of AID support during which CERFER has become 
known as a successful intra-African training institution, the
 
PIO/T for the evalua.ion states that "the primary aim of this final 
evaluation (should concentrate) ... above all, on 'lessons learned' 
which the (Council of the) Entente, member countries and AID might 
apply in the design and implementation of similar training or
 
related institution Duilding projects in ci.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 plar.ning of AID/LA.
 

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

* Le Centre Regional do Formation pour 1'Ertretien 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 m-nagement, instructional, financial and
 
-apply staffs; and members of Entente Fund's Council of Adminis­
trators, the Aero-Ford contract team, REDSO anCd 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 cf the assumed key sources of final accomplish­
ment of both the Aer)-Ford contract team and achievements of the
 
Center -- the Final Draft Report of Aero-Fo:-d -- was not made
 
available to the evaluation team. We under-stand 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 deveJopment and management
 
of the project. CER7'ER is located in Lome, where the AID Project
 
Officer was based...RDO, the overseeing regional AID organization
 
is in Niamey...4e recipient of AID assistance, the Entente Fund,
 
is in Abidjan. . and CERER' s Council of Administration is scattered 
among the five Entente states. No problems -f Lmport that have 
arisen would not have occurred had all entities and pertinent 
parties been located together. The availability of telephone and 
cable communication lithin the Entente appea::s to have overccme sig­
nificant differences attributable to locatio2al disparity. Mis­
understandings that ".iave existed throughout all or a large part of 
the project (sec Sec-tion 5 of this report), have 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 Etats do l'Afrique do l'Oucst -- the so-called "CFA 
francs." We have used the same rate of 220 CFA francs to the dollar 
that is found in AID project documents. This: decreases dollar 
values shown for 1976, when the CFA franc wa% closer to 250 to the 
dollar. 
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2. SUMMARY OF MAJOR FIN'DINGS AND RECO 1%ENDATIONS 

At the end of N7ovember, 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 is an operational and reasonably self-sufficient African 
heavy equipment and rDad maintenance traininc, center.* The Center's 
sole and limited purpose is to prepare mechanics, foremen and 
warehouse/maintena .! Dersonnel -- primarily of Entente-country 
Public Works Depart -lcnts (PT1'Ds) -- in practical skills for their 
day-to-day jobs on se:condarv (unpaved) road e.quipment. Heavy 
equipment operators z.re 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 bright financial outlook to continue
 
without AID a. sistance. Its operational budget will be (zovered by 

'% . from En:ente its budget from non­(,revenues the states; investment 
, Entente students financed by other African c:untries, outside donors 

and, as needed, by services rendered. (4-A('2,)
 

Practically all of C*'.'R-ER's key institutional outputs were developed 
in the last 18-24 moiths of the project. (4-3(2)) 

The Center's staff, at all levels, is surprisingly confident of its
 
ability to operate independently of AID advit:e (i.e., contract
 
advisors). This appears to be a reasonable assumption. (4-B(l))
 
The techniques 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 (Tcqo/AID) effort from 
1964-1970, it has Teen, from inception, a pan-African institution -­
training students from most Francophone and several Anglophone 
Africain 	 stat,( s. (3-!3) 

** _h- sym]-oi t.h,-.t - in pmnrntheso.- after statements in this 
isun u.mry indicate the. .-..!ct.ion o: the repor in which Lilo findinjs 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 normal training costs. (4-C(2))
 

CERFER does not pretLend to provide referral or extensi.on services 
to develop or trans2.?r new technology. Nox is an attempt made to
 
develop conumon stand:'.rds for the Entente or to represent it at 
international confere2nces. CERFER's managemnt resists change and 
does little or no evaluation of internal operations or of the impact 
of its gra--duates on T..s sponsoring coun-tries. its initiative has 
been hindered by the relationship of the Council of Administraticn 
(CERFER's Board of r irectors) to the Directcr General, and the 
Center's historic dependence on AID and other donors. (4-B(1)) 

k.,tCERFER returning graduates significant proportions 
2 their specialties. Little financial advantage appears to accrue to 

graduates because of training. (4..D) 

: 	 hold of jobs in 

A. 	 Competition does not exist among Entente states for equal shares
 
of CERFER's instructional services. The proportion of Togole-e
 
students remains hich, but Togolese reoresercation is decreasing
 
and those of other Fntente countries are increasing. (3-B)
 

With minor exceptions, every important specific action Proposed in 
the 1974 PAR and the 1975 PROP has been taken: Africanization of 
CERFER staff; effective operational and budgetary controls; 
installation of equipment-use and oreventive, maintenance systems; 
repair and sale of usable equipment; evaluazion (then abandonment) 
of the mobile unit c:)ncept; revision of cou.-ses to make them more 
practical; and prompt palyment of contributions 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 or disburse­
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 hinidered or slowed project growth include:
 

o 	Lack of burden-sharing and self-help requirements in the
 
Grant Agreemen:-s deterred initiative. (5)
 

-"" . Lack of participation of the recipients at the Council-cf-
Administration and Director-GZr.eal-level reduced incen­

tives to meet specified objectives. (5) 

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

o Requirement that equipment be of U.S. origin, and decision
 
to use Sectior 608 surpolus eauipment, reduced training
 
efficiency and diverted instruction. 'Much of th'e eauipment 
was not compatible with PWDM stocks. (4-B (5)) 

o. Desire of Entente states to keep expe.:ts at home generally 
restricts CERT-'ER's staff to Togolese . (4-B(5)) 

o 	 Differences in 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 years. A-F (a) did not 
recruit on tiir,:; (b) had unusually hi,:h turnover of advisors 
(e.g., four Chiefs-of-Party since 1970); (c) lacked specific 
objectives :n: procedures at the begining; and (d) did nor 
develop syst_2rs and counterparts unti late in the .ontract. 
Correspondincgly AID failed to hold contractor to the agree­
ment. (5) 
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o 	Changing number and personalities of CERFER Directors
 

General reduced continuity. The high turnover of both
 
contractor C-O-Ps and CERFER Directors created organiza­
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 entry and exit reports fo.: all contract advis­
ors, consistent with Agreements. (4-B(2))
 

It 	would have been w.ser to have staggered thie phase-out of Aero-

Ford advisors so tha- one management/systems advisor could remain
 
through CY 1977, as a sounding board to CERF2R'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 ex.sts in _2rancoohone African states. for road 
equipment maintenance training, CERFER should be considered. ZID 
might include a clause to that effect in pertinent loan agree-:
 
ments. (5)
 

*, ?CERFER,when oracti.7able, should create position of Deputy Director
 

of 	Operations, for s:noother functioning and :ontinuity. (4-B(1)) 

CEIRFER should emphasize evaluation, internally and of graduates, to
 
provide basis for tailoring courses and systems. (4-C(I))
 

CERFEP. should public:.ze itself more. (4-B(3)) It should consider
 
Sseminars and demons:ations of its systems "or PWD supervisors, to
 

C." increase dissemination of systems it teaches, and enable returned
 
graduates to increcDZ.r application of technicues learned. (4-C(l)) 

Overall conclusion: Despite failure to obtain maximum performance 
during earlier years, CEPFEIR -- at project end -- represents a 
worthy AID achievement, measured by other similar institutions and 
PROP objectives. (4) 
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3. BACKGROUND: HISTORY OF THE PROJECT 

CERFER, as a training institution financed by the Council of the 
,Entente, concentratEs its attention on the needs of its five 
member states: Beni-i, Ivory Coast, Niger, Togo and Uqoer Volta.
 
Table 1 atop the ne::t page reveals that, although the states have 
many similarities rcusulting from geographicil contiguity and a
 
common Franconhone, 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 aij improve them. 

There is a difference of more than 22 between the size of 
Togo, the smallest, and Niger, the largest countlry. Tne Ivory 
Coast's population is almost three times that of Tog6, andis.
 
more than twice that 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 ivory Coast and the 
other countries is especially marked. Togo has only 764 miles 
of secondary (dirt) roads. Benin, Niger anJ Upper Volta possess
 
somew4hat larger networks, from 1,573 to 2,'6 miles, but still 
relatively small i'i terms of country size End need. (It will be 
noted that Niger, because of its large size. has the least ad­
vanced secondary road system of all.) Yet the Ivory Coast's 
19,885 miles of secondary roads surpass the combined totals of the 
other four nations by more than three time.. 

Diversities in cour..ry size, population, annual PCI and road net­
workrs result in di-.'ering country needs. 
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T'-rile 1.. PERTINENT STATISTICS, COUNTRIES OF THE COUNCIL 
OF ThE ENTENTE 

Size, !Popula- Per Road Network for which Pub­
lic Works Depts Responsible


square tion in Capita
 
miles millions Income Paved Dirt Piste* Totals
 

Bl013.n 43,483; 2.9 $85 477 1,573 - 2,050 

Ivo:y Coast 124,500 6.2 602 1,243:19,885 6,835 27,963 

N ij,r 490,000 4.5 93 1,1701 1,626 - 2,796 
Toto 21,854 2.2 170 7081 - 1,472 

UPP, r Volta 106,000 5.7 60 311; 2,486 - 2,797 

* Seasonally' usable dirt roads. 

Sources: Size, population and Per Capita Income - Depart­
ment of State country "Background Notes"; road network 
mileage - Co:.TDte Rendu de Mission AuLres du CERFER, J.L. 
Frejacques/F1C, July 1976.
 

3-A. Project Aims
 

Th' l-ogical Framewcrk Matrix (henceforth Logframe) of the 1975 
PROP presents as or-ject goal: Lmprovement of the Entente states' 
c;} Icity to maintaini their road network; aJid as project purpose: 
eSt-iblislhent of a viable regional training institution (CERFR) 
for Entente road maintenance personnel. The 1971 PAR presents as
 

P"Or,-1:umming goal: reduction of the cost of transportation through
i Iplrovement of the capability of the Entente states to maintain 
their road network with their own resources. The 193-4PAR cites 
as -3oal: a more efficient and less costly t-ansportation system 
in and between the Entente states, includin; improved maintenance 
of (secondary) roads. 

The Aero-Ford Chief-of-Party states the goal in similar terms, 
although in a wider context: to teach the necessary skills re­
quired 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 does not train 
trainers and has minimal multiplier effect. 

3-B. Changes in Project Emphasis, 1964-1976
 

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

(1) International Road Federation, 17,64.-1966
 

The Center was established in the spring of 1964, when AID con­
tracted with the International Road Federat:ion to assist in the 
establishment and organization of an institution to train govern­
ment and other personnel from newly indepeident Africi.n countries 
in the operation, maintenance and repair of various types of 
heavy earth-movin - equipment. According tc the final report of 
the African ;VnAmericai Institute, AID's second contractor, the
 
original conce pt w--s international in scope, even though bilateral 
in AID/Togo contract terms. 

Table 2 (next page) confirms the pan-Africin nature of the Cen­
ter's earliest days. During the International Road Feaeration 
contract period, only 26 (180,%) of the 148 graduates were Togolese 
and 67 (45%) were from non-Entente African States. (Analysis of 
student oriain shows that only nine of the 52 graduates in the 
first two classes of heary equipment opera:Drs and mechanics -­
the two subjects taught at the Center -- w'3L-e from Togo.) AID 
provided grants for equipment and the minienance and i:ransporta­
tion of the students. Togo made a substand:ial contribution in
 
the form of land and buildings. 

Class(;s began in Sentember 1964, with the first group of heav-y 
duty equil~iUL LL (bu!].o.:ars, . . r. and _Iuv,',lrs)_.." ..... . grc.d-. 
uL.1CJ four months later, and the mnch aiics 13 months laler. 
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Table 2. ORIGIN OF CERFER GRADUATES* UNDER DIFFERENT 
CONTRACTORS, 1964-1972 - By Entente Country 

1 4J I I 

0 0 44 4 

4JI 4J 

H0 - o 0 oO- 4Jr1 0 

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

African American
 
Institute,1966-70 45 8 11 183 31 278 159 
 437
 

Aero-Ford,1970-76 1i164 52 87 216 7r 595 164 759
 

TOTALS 230 60 115 425 124 954 3SO 1,344 2/
 

1/ Totals for Aero-Ford do not include 2nd Session, 1976.
 
2/ Two graduates, one French and one American are ex­

cluded from the totals.
 

Sources: CERFER; Final Report of African American institute
 

(2) African American Institute, 1966-1970
 

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

It was a teaching a.1d operating center.** AAI's instructors did 
the teaching; they were not trainers of African instructors. AAI
 
also assisted in student recruiting.
 

• CERFER files r_2cortedly show a student dropout rate of less 
than 2% -- a surpr. singly low figure whch could result from thL 
fact that the great majority of students are government (Drimari3., 
PWD) employees who are selected for training in specialties they 
know, and who return upon graduation to the workshops from which 
they came. 

•* During the ecarly d,7ys of the project, th2 C'entor gencrated 
revenues by performing services for outsidcrs and by renting 
equipment. The pra7ctices were later abandoned, primarily because 
of their advcrse effects on instr-uction. 
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Aero-

Figure 1. 	ORIGIN OF CERFER GRADUATES Ford
 

UNDER DIFFERENT '70-' 76
 
CONTRACTORS, 1964-1976
 

African / 22% 
American / 
Instit // 
'66-'70 / 

',/ 50/3=/5 0Internatl / 36 / 

Road / 3 
'64-'66 / "1/
Fed / 2228% 

Non-Entente African Countries x- 45% / 28%
 

Other EntentE Countries xI42%
 
Togo -	 _--_-_
 

Number o-2 Graduates 148 437 	 759
 

Table 2 and Figure 1 confirm the pan-Africa-i coverage of the 
Center frcm its thi..d through sixth years. Thirty-six percent of 
its graduates came .rcm 12 non-Entente states,* while an addition­
al 22% came from Entente states other than'Togo. During AA's 
contract, however, -he percentage of Togolese did rise markedly to 
42% of total enrollment, more than twice tL. proportion under the 
previous contractor. 

* CERFER course/student records reveal that Africans from the
 
following 17 ton-Entente countries have at-:ended the Center:
 
Burundi, Cameroun, 'entral African Republic, Chad, Congo
 
(Brazzaville), Gaboa, Gambia, Ghana, Liber.a, Malagasy Republic,
 
Mali, Mauritania, .igeria, Ruanda, Senegal Sierra Leone and Zaire.
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(3) Aeronutronic Ford, 1970-1976* 

During the latter part of AAI's stewardship, AID, seeking in­
digenous sponsorship for the Center from among functioning Afri­
can agencies, entered into discussions with the Council 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. Aero-Ford commenced contract services later
 
that year with a complement of 14. Its contract called for the
 
firm to build a self-sufficient African institution.
 

Figure 1 shows that the proportion of non-Er tente-state African 
graduates has diminished during Entente direction to, 2% of the 
total. Student vacancies are offered in descending priority to 
(1) personnel of the PWDs of the Entente stEtes; (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 Entente states rose to 78's of total, from 55%" 
and 64% respectively1 under the first two AID contractors. How­
ever, the proportiorn, of students from Togo nas dropped markedly
 
under Entente control: from 42% of total in 1966-1970, to 28% 
in 1970-1976.
 

The governments senc*.ing students to CERFER decide who will apply. 
,A Recruitment in the Entente states is superv'sed by the two local 

members of the Council of Administration (se 4-B(l)) . Since, as 
we note, they hold .esponsible positions in their country's PW-Ds, 
they are in a positi.on to provide candidate; according to their 
country's needs and its PD program.
 

Over the 13-year hi tory of the project, 6..' of CERFER graduates 
have come from PV'Ts, and 11% have come from other non-military
 
governmental services. Almost 18% of graduetes have come from
 
the armed forces of the countries sending students; many of these
 
have taken the heairy 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 to 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 t6 date.
 

Table 3 (next page) shows the number of graduates by year. A
 
total of 1,346 have graduated, through the first session of the
 
1976 school year. 
Beginning in 1974 the method of instruction
 
(discussed in Secti:n 4-B(4) changed, resul-ing in an enrollment
 
that is inferior to the average for the preceding four years.

The total for 1974 Is particularly low, because the change took
 
place 	at that time. 

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

o 	 The Entente und: The Entcnte states pay equal 
portions of the operating budget. See Section 4-A(l). 

o AID: The contract services of Aero-Ford; scholarships
 
(stipends for students attending CERFER, U.S. partic­
ipant training, Scholarship Trust Fund), commodities 
(heavy ea-.ipment, spare parts, training commodities), 
and train:ng sup-port aids. 

o 	 FAC (French 'bilateral aid): Instructors, scholarships
for studeit- attending CERFER, and commodities. 

o FED (European Ccmmunity aid): construction of dormitory
for CERE'E.! students, instructors and technical assis­
tance.
 

o 	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.
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Table 3. NUMBER OF GRADUATES AT CERFER, BY YEAR, 1965-1976 1/
 

1965 - 61 1969 - 107 1973 - 171 Total, 1965-1976:
 
.966 - 95 1970 - 149 1974 - 47 1,346 students**
 
1967 - 103 1971 - 155 1975 - 115
 
1968 - 85 1972 - 156 1976 - 102* 

* 1976 total does not include tho-3e attending the 
secoad session of the school year. 'VV 

** Include:; two non-Africans, one ?rench, one American. 

Source: CERFER 

1/ Student totals appearing in this report come mainly from pub­
lished statistics covering CERFER. Spot checks with lists show­
ing student enrollment by name by course rc veal 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.
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4. LESSONS LEARNED: CEP'FER'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 from 
the CERFER ex.perience 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 irn icators 
showing achievement or performance by CERFE1, at the end-of­
project (1976) and those performance indicators not intended to 
be met by CERFER, but which other, related ID-sponsored training 
institutions miciht 'ind desirable. 

The Logframe is sho.n in Figure 3, which covers the last four 
pages of this report. Its shaded parts co'yer the performance 
areas that might have been expected of othe.. AID-sponsored train­
ing institutions, but are not anticipated in the case of the
 
atypical Center at Lomb: 

o 	 Training institutions generally provide instruction, refer­
ral services and difusion of technology (extension), and 
research or n _w technology. CERFER differs from the norm 
because it is only intended to provide instruction. 

o 	Regional t-_raiing centers often help bring about standard­
ization in their members' operations, systems and/or con­
trols. CERFER 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 c f the Logframe) as 
the baseline for the subsequent five-year t.Lrgets (which appear 
in Column 3 of the Logframe). 

Finally, through use of the device of shaded areas, the Logframe 
concurrently prov.des a quide for AID in the larger sense, describ­
ing additional indic.auors tit agoncy can use when considering 
future training and/or regional projucu~s. 
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4-A. Inputs (Page 4 of Logframe)
 

4-A. (1). 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-sufficic-nt African institution, AID provided a net


'Msum of about $4,500,000. 


For the preceding F.' 1964-1968 period, AID -.
: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 13-year life of the Center tozals almost $6,500,000.*
 

In May 1974, FED signed 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 year. The cost of the building, now almost com­
plete, is estimated at some $320,000 below that figure. FED addi­
tionally has given $116,000 for instructors' salaries and training
 
aids, thus having provided to date approximately $800,000.** FED
 
has indicated willingness to continue assistance into the future.
 

FAC is the third major foreign donor to CERIFER. Over the life of 
the project, it has supplied $675,000 for ".nstructors' salaries,
 
student scholarshipi and equipment. FAC is thought willing to con..
 
tinue assistance at its present rate of $45,000 per annum. In total
 
FED and FAC have provided almost $1,500,000 between 1970 and 1976.
 

From 1972 -- when the Entente Fund countries began giving posicivc 
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 1972 to $80,000 each ir
 
1976. The 1977 contribution will be $90,OlO each.
 

* RDO, using U-203 reports, shows total obligations through Septem­
ber 1976 as: Ccntxi-ct So:'vlicus $3, 299,000, Co,-.irodi tic.s ,;2,059,CW', 
Traininj $ .,000a, tho:- .,33,000 -.. for a total of ^16, ,O , 00. 
** It is not clear whether the .$1]'6,000 is included in the origirinl 
agreement, or is in addition to the agreement. 
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Table 4. AID ASSISTANCE TO CERFER, 1970-1976 (in thousands of dollars)
 

Total echcaluimnL
Services pare Parts "cholarahips

(S tulent 3pjund ) 
Participants
to tie U.S. 

Other 

Fiscal Grant Grant Grant Actual 608 Grant i 608 Grant Grant Grant 
Fisc 
Tear 

harle-a,Actual 
Ii 

_-____' 

i,.ree-
etent 

Actual 
Imed 

Agrou- ActuwlSur-
lw 

_ 

Agree-
m|t 

A 
lwrr-Mwe. 

Sur- jigree-

me1A 

Actual 

tualt 
A_.ree-

eet 

Actual 

A 
Ar 

e n 
c
At 

ual 

616815 815 570 570 - - - - - 11 115 60 60 70 71 

19"#5 1,53B 1,538 695 695 570 570 - 100 100 - 173 173 - - -

1974 120 120 120 120 -. . .. .. .. 

1973 746 4461 / 
300' 300 300 125 125 21 21 

1)72 950: 640:/ 425; 425 310 -2/ - - - - 130 130 35 35 50 50 

1971 b98 773 3601 310 - - - 343 125. 208 l50 130 - - 65 -

1970 2GO j, - -75 -:j75 125j1 -1 - - -
1970-76 *5,2b67 4.>_21 2,4"; 225j 283 798 79Q 16 116 18A 100 

1/ 5300,000 of mobile unit eqeiprr_.t deobligatcd in FY 1973.
 
2/ $310,G0O of fliu. unit equipment deobligated in FY 1972.
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In total, therefore, the assistance received by CERFER from fore­
ign donors and the Entente states amounted t some $7,000,000
 
from 1970 througl 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 1977-198l*
 

We note above that the 1977 contribution of each Entente state
 
will be $90,000. This amount is expected to cover t e operating
 
budget for the Centetr 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 1981, CERFER 
projects no increase in Entente-state contributions, anticipating 
instead that increased costs will be covered from other sources. 
Its financial projections for the period fellow:
 

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

1977 1978 1979 1980 1981 
Expoenses 
Operational 459 506 555 622 695 
Amortization of 'qauipmt 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 9-55 

Source: Aero-Ford
 

Had the Entente states opted to cover all o: CERFER's operational 
needs by 1981, each would be contributi.ng $139,000 that year. 

* The subject of potential sporadic and hoc AID assistance to 
CEPJ&ER 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 ;overed by payments for non-
Entente students. We note above that this means 50 to 60 in 
addition to the 100 expected 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, although
 
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., B .nin recently paid in one lump sum its past 
three years' contributions), 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 
accumulated after AID in those countries phased out of third­
country participant training programs. Until the debts are paid
 
CERFER will accept no new students from th: four cited nations.* 

CERFER's projected operating budgets consist of three major ex­
pense categories: administration (57.5% of the total), instruc­
tion (22.5% of total) , and equipment (20% cf total) . Admininis­
trative costs incklde student rocm and board at the dormitory, 
and salaries of adninistrative and support staff. Aero-Ford 

.:- placesG&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 o'portunity to develop atl 
the basic organization and management, systems, training programs 
and physical infrastructure common to training institutions. We 
indicate in the Logframe those elements wh.;.ch are successfully in 
place as of the end of the AID project and (in shaded areas) those 

*If CEf-7111 dovolops £nglish-lancjuaqe course capability in the 
future, Anglophono countries might be likely applicants for student 
slots. At that time, AID may wish to work out an arrangement with 
CErER and the countries 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 orq'anized along functional lines -- see Figure 2,
 
next page. The Ente3nte Fund provides a political ba.%e for the
 
Center and other joint activities of the five states. The Errnte 
basically serves as a conduit for the receipt 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, recruits major personnel.,
 
approves budgets, and determines changes ii instruction from year t:o
 
year. It consists of two representatives from the PWD of each
 
member state. The CERFER Council meets annually in October and
 
reaches common agreement on policy decisions. Formal votes are not
 
taken. Observers from donor organizations are present at the annu­
al meeting. The chairmanship of the Cour1cil rotates annually.
 

The Council h.as a 1.anaging Committee -- composed of one Council 
member frcm Benin, the Ivory Coast, and Toco -- .ihose mand.ate is to 
keep in contact wit i 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-naking body. It has kept the functions of CERFER
 
simple and strictly limited to instruction Ln basic maintenance an,
 
repair, for the most part. Its part-time w:mbers have shown no
 
interest in involving themselves in day-Lo day activities of the
 
Center or in formal evaluation.
 

By statute, the Director General must be a qualified civil engineer. 
Ile administers policy and is the on-site managerial auLhority a'-
CERFER. By tacit agreement, he is Togolese, selected from that 
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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 P.Ds, 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. In 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 Deportment is the heart of The Cente, providing 
instruction to trai.nees. The Logistics Department maintains 
CERFER's equipment ond provides on-the-job :raining in repairs, 
procurement, warehousing and maintenance. All department heads 
are Togolese civil bervants, 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 operations of CERFER and discussing with CERFER
 
personnel their funr.tions within the institution, we were impress­
ed by their confidence in their ability to perform assigned
 
duties, especially at the departmental level. In practice, the 
departments appear to operate fairly independently of the Director, 
with little direction from him. In the past, this may have reflec­
ted their easy access to the AID contract team which is scheduled 
to depart at the end 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 advatnced and varied instruti­
tion, and is assured of revenue at its budg.ted levels, it should
 
consider recruiting a Deputy Director for Goerations to release the 
Director from his preoccupation with detais and permit him to 
pursue with greater vigor the creative aspects of his position. 

Further internationalization of CERFER's acinistrative and 
support snafts -- and uho concomiuant rise in thn proportion of 
contract personnel -- will give Lhe Dir-ctor greaLUr control ov, 
staff quality and enable 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. Aero-Ford has devoted
 
much of its effort during the last 18 months to the 'dlaboration of
 
information retriev.il systems and installaLion of preventive main­
tenance schedules.
 

Budgets are now prepared on a monthly basis. rather than every
 
four months as befo:e. The budget for the year -- prepared in 
early January -- is tied to monthly projections o:: expenses and 
outputs for each department. Actual versu planned figures are 
gathered monthly by the Accounting Departmenit and submitted to the
 
Director for review and action. Significant differences are then
 
discussed with those responsible, and adjustments made as desirable.
 
This innovation has proven particularly helpful to CERFER, which 
has cash flow problems arising out of intermittent receipts of 
revenues. The detailed data also ease re.,iew of budget submissions 
by the Council of Aininistration.
 

A new Aero-Ford-dev loned system to ensure proper maintenance of 
vehicles and eauirm7.nt is now a regular part of the daily activity 
of the Logistics Department. It includes simnlification of stockec. 
spare parts; statistically measured downtime for each piece of 
equipment; and required use of standardized_ procedures and forms.
 
The system also has been integrated into the instructional activity. 

It is unclear why the systems and training of counterparts were no­
instituted from the start. It was only .h:: their development and 
implementation were made E condition of AID's release of funds, 
that they were finally evolved. Much :coe:tproaress also must be 
attributed to Aero-Ford's last Chief-of-Pa'-ty, who is heavily 
systems oriented and who established close working relationships 
with his staff and counterparts. 

We recommend that AID in the future require all 1.S. contrractors to 
provide detailed written proceaurcs, i-or each major nct:ivitv ar,_a 
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for which they are responsible from inception-of-project; and
 
that grant agreements require acceptance and iPnplementation of
 
such procedures and systems within a reasonable period (e.g.,
 
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 reports -- 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 '.n the redirection) of ineffective/unproductive 
AID contract employees.
 

The evaluation team found that the PW' s of the Entente countries 
use maintenance systems that, although based on French practice, 
vary somewhat from one to another state. In some cases, the sys­
tems have been developed recently by e:*-atriate technical advisors 
attached to the PW.'Mz through IBRD-funded ccntracts. The IBRD­
funded advisors focuis on operations as distinguished from training, 
and have developed different standards of organization and 
different types of inventory control.
 

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

The Center has not yet installed a methodical periodic review of 
its new management and equipment maintenance systems. This may be 
too early to extec,. at this tVme. Te develcu;ment of a review 
methodoloy in a .,car or so may require outside assistance. 

It appears to us that the specificity and d.etail with which CERFEA s 
new management and equipment maintenance systems have been develooed 
is a main factor underlying the confidence expressed by the support 
staff (from Department Chiefs down) in their ability to carry on 
after the imminent departuro of the remaining Aero-Ford advisors.
 
(Other bases of confidence also reside, of zourse, in the Center's 
lack of funding problems, and in the limited instructional objec­
tives of the institution) 
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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 statei. 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 simnilar activity. 

We reconmend that C.7RFER prepare a still-inexpensive but more 
comprehensive brochare citing the various -. reas of information 
which prospective stbudents and student-sponsors want to know.
 
The brochure should be sent in quantity to PWDs and other poten­
tial governmental zgencies throughout Francophone Africa; to all 
African USAID' s, AID regional offices in Africa, AID/W/AFR and 
Training; to other .onor and potential-donor agencies; and to 
road equipment-oriented organizations and essociations.
 

The brochure should invite inquiries about specific courses, for
 
which detailed syllabi should be prepared for followup distribu­
tion.
 

CERFER counts upon AID to fill up to 15 stuident 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
CEPRER-connected projects pay for particular students oly if they 
choose to attend CERF'ER. There is no assuiance in advance that 
planned-for numbars of students will apply or, being available, 
are proficient in French and can pass tihE 'enter's forinal entrance 
examination. 
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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
 
11-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.
 

o 	 For Heavy Equipment Mechanics:
 
Heavy Equij~ment M:echanics, Level 1
 
Heavy 	Equipment Mechanics, Level 2
 
Mechanic-F remen (Chief Mechanics) 

o 	For Mechanical Specialties
 
Engine Spezialist
 
Machine Shoo
 
Mechanics/Auto Engine Motors 
Diesel Inj2ction & Hydraulics
 
Spare Parts Supply and Warehousing
 

o For Road Specialists 
Road Sectizn Chief 
Soils 	Lab Technician
 

o 	 For Heavv Duty Eauiz'ent Operation
 
Operator - Bulldozer/Scraper
 
Operator - Grader
 
Operators' Crew Chief 

All except the two Operators courses and that for Spare Parts
 
Supply and warehousing are of 11 months duration. The cited
 
three 	have been five-month courses.
 

Table 	6, on the following page, 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 earlier:, to provide practical 
instruction to personnel (primarily PWD,) of Entente and other 
African countries in skills needed to maintain secondary road sys­
tems. Tqhe Administrativo S, crr.tarv of th, Council ol1 the Entcte,­
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states that the Center is used to each spec'alized courses to
 
unspecialized personnel who have been trained in their country
 
of origin; and to teach courses where exoertise 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 Entente states"French 
cultural and educational heritage. 

In the latter part of 1973, Aero-Ford recomiended (1) adoption
of a unified entry date, with courses beginning in September, (2)
inauguration of a policy of one instructor ,)er course, and (3) 
concomitant elimina-:ion of the system of cycles. The change took 
place during Calendar 1974. The multiple-entry, 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 for the low student enrollment (47) for that year.*) At
 
present, the academic year runs from January through November,

with all courses 11 months long, except foi the five-month
 
courses, which have had two sessions per year.**
 

-Examinations have been developed and are used for all except the
 
operators courses, ..hose students have been asked to demonstrate 
ability to read and write in French, and to possess a truck 
driver's license. 'he previous CEUFER practices of accepting 
nominated applicants and/or "leaning over Laccwards" in order to 
help equalize country representation has been 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 yeir, the FAC-sponsored 
instructors alone received a 2-month vacation (July-August), caus­
ing advisor doublinj-up in July. A potential danger in multi­
donor itu-,tions, nd - .rl..
in K2 case of.- C,- P.2:." , is ,-2-lU,1
 
control .adv'sors one have avi'.'ors of
from don.r o.L'-,r :c,,..,.--­
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been set and are reportedly adhered to. Neither the Aero-Ford 
nor Council of Administration members with whom we talked report 
significant dissatisfaction when specific-country applicants are
 
rejected in favor of more qualified candidates elsewhere. Class
 
size generally runs between 8 and 12, a number that enables
 
instructors to work closely with students, and personalize in­
struction.
 

In face of the inuinent 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, ei-her at national
 
centers or on-the-job. Perusal of student-origin-by-course data
 
reveals that high proportions of Operator course enrollment for 
the past several ye.2rs at least have consisted of military per­
sonnel and individuals from the private sector, and indicating to
 
the evaluators that the courses might well have been dropped 
earlier.* (1977 will be the first year during which the Center 
has lacked an Opera zors' course). 

The Frejacques repcrt confirms our finding, after discussions with 
members of the Council of Administrators aiLd 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 o.a the Supply/warehousing course (even in Togo, 
we found DPW criticism of it), and that fot Road Section Chiefs. 

Criticism concerning length of courses revc,lves surprisingly, 
around a feeling tiat some of the ll-mont.h courses are too short. 
The Director of Torp's ProD says that the :.*'echanic and Mechanic-
Foremen courses should be 2-3 months longer; a recent communica­
tion to REDSO reporting Gabon's opinion of 2ERFER suggests that 

* The two countries most affected by the climination are Togo and 
Benin, both of which have provided man stidents for the Operators 
courses -- large numbers of them from the a.rmed forces. 
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the Operators' Crew Chief course should be two years in length.*
 
Niger's PWD feels the warehousing 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 reauires 
longer training in CERFER-tyvpe courses than the Center offers. 
The result: Gabonese graduates do not qualify for higher positions 
and salaries. 

'- Perhaps the most consistent 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 P'D of Togo itself. The dir ctor of Togo's PWD 
mechanical repairs and spare parts warehouse -- 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 PIDs, to better learn their needs, and country-realities in
 
terms of course content, in order to be mo.:e helpful. The Gabon 
critique reports tLat information about tr .ining at the Center has 
been incomplete and that it has not responded to correspondence 
requesting clarification and additional information' CERFER can­
not reach its full potential unless it improves its back-and-forth
 
contact with users. 

* Gabon's reply is equivocal and course-related criticism must be
 

discounted inpart. Records indicate that only one Gabonese has
 
taken the Operators' Crew Chief course, anf that was in 1971, 
before CERFER's instructional methodology .as changed. Gabon's
 
PWD says that Opt-_rator graduates ha7e impr.)ved ability to organ­
ize work, but nave aversion to actually op_rating eauipment.
 
Gabon appears to have had 21 Operator studunts at CERFER (none 
after 1971) , but omits mention of 37 Mechanic & 9 Mechanic-Chiefs 
who attended. It says it is ending participation in CERFEIR by 
October 1.977, L%y,.f w cA _,i i >, c.:...- ..:;i..n t-. 
ccnter.r. ct, it cL.l i mons. of it. c":lnd1c &.ray i 

and plans to forward 20 applications to CERFER in 1976 ;Ind rernap!­
in 1977. 
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We did not interview CERFER graduates. However, Frejacques, who 
did on his recent survey for the Council of the Entente reports 
that students are positive. Those with whom he spoke recognize
 
having learned 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.S. The $116,000 expenditure thus~had no direct 
connection with the project. A more projnc_-related use of the 
funds (e.g., to tra.n CERFER staff and pote:.tial staff in the U.S.) 
probably would have represented a more remunerative investment. 

Future Training Reaiirements 

Approximately 115 students have been graduated annually from
 
CERFER during the last two years. The FED-donated dormitor-y 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 capacity of the institution.
 
There are two sets Df Supply/Warehousemen graduares per year; thus 
annual capacity of the dormitor-y is about 160. In view of the fact. 
that students from .'cme and Togolase milit=.ry have not been permt. 
ted to lodge at the dormitory, the Center :an be considered to hay'r 
a housing capacity in excess of 180. The physical plant of the 
school requires little if any expansion to hiandle the increased 
enrollment. 

Current needs of the Entente countries appear to be significantly 
lower than the above totals. The Council (j' the Entente asked 
Frejacques to investiqate current needs amo.ng the P1;Ds of the 
Entcnte Statcs For skills covered by tore :: coul-scs wv.icin CL1?13, i 
offering during 1977. lIe arrived at the F£llowing totals: 
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Specialty 	 Need per Year
 

Level 1 and 2 mechanics 17.0
 
Mechanic foremen 8.5
 
Hydraulic/injection 12.0
 
Engine specialists 7.5
 
Auto engine electrical spec. 7.0
 
Machinists 6.0
 
Supply warehousemen 9.0
 
Road maintenance specialists 16.0
 
Operator team chiefs 10.0
 
Soils lab technicians 5.0
 

Total 98.0
 

Fr~jacques concludei 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 clays, a primary objective of the six-year-old 
AID/Aero-Ford contract has been the institutionalization and 
Africanization of CERFER. It has been Aerc-Ford's mandate to 
train Africans to take over the Center's operations and eliminate 
the need for foreigners. During the past 3 months of the contract, 
institutionalization and Africanization have proceeded under 
"forced draft". Th, 1975 PROP calls for a 'full African instructor 
and management staff in place" by the end cf FY 1976 (three years 
after project life as first to have ended). Subsequently, the 
contract was extendud to the close of Calandar 1976. This evalua.. 
tion was timed to enable us to confer with Aero-Ford personnel 
before their departure.
 

The Center's African staff is essentially in place:
 

o The four management slots -- Director; of the Administrativa, 
Educational, Logistics, and Accoupcing Departments -- are 
filled by Togolese. 

o 	 Ten of the 11 instructors -- eight Tcgolese and two Nigeriens 
-- are pr-esent and actively teaching. Negotiations are 
under way with a civil servant in Benin to teach the Soils 
Laborato , I'f2chnicians course. 
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O 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(l), for CERFER's Organization
 
Chart.)
 

CERFER's African staff consists of contract employees 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 qualified PWD personnel. The Center appears to
 
have little difficulty recruiting Togolese staff.
 

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

Some voice serious doubt over the success cf Africanization, tying 
their fears to the -apid recent pace at which it has taken place. 
The comments come from some members of the Council of Administra­
tion and French observers. A Council member's lack of confidence 
in the ability of the African staff to carry on at this point 
without expert techiical aid results from wiat he calls the chronic 
instability of CERIER -- it has suffered tco many changes of 
direction and ex-atriate advisors. Fr6 jacques, in his 1976 r_ or 
to the Council of tte Entente notes that, -after the U.S. administrz.­
tion and technical advisors 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 wit-i 
foreign aid to navigate suddenly by itself, notes that continuin­
technical assistance is required unless thece is a change in Canto..: 
management. He implies that, out of concern, FAC will continue to 
support the Center by providing student sc~lolarships and a limited 
number of instructors. 

CEPTER's African administrative and instructional staffs exprcss 
few doubts abou thi . ability to continue without expatriates. 
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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.
 

Our 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 lead 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 effectively as an all-African institution.* 

Supplementary assistance and advice, or direct strengthening of
 
CERFER can be provided in at least four way3, including:
 

/ 

(1) 	AID's Aid Affairs Officer at Lome, whea reauested by CERFER
 
to provide occasional short-term visits of financial,
 
budgetary and/or administrative counsal and advice, should
 
pass along the requests to REDSO for halp on a "when
 
available" basis.
 

(2) 	Foreign advisors: Frejacques 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 areas. The courses for which they advise include: 
Equipment Operators' Crew Chief; Diesel Injection/Hydraulics; 
Electricity; End Road Section Chief. Their contracts conninuc. 
into 1977.) A consultant to FAC calln for the presence of 
advisors for the Accountant, the Su-:mly Officer, and for the 
Educational Director. We do not believe these latter positions 
require full-time advisors. 

(3) 	Direct-Hire of Foreign Consultants: PWU-s 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 CERTER's Council of Admin­
istration is sufficiently concerned W)out the effects of
 

* The Aero-Ford Educational Diroctor was formerly in charge of the 

Africanization program hrough which the missionary schools of nu. 
White Fathers in cast Africa were transzerrd to local direccion. 
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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. 

A final word on the methodology by which Aero-Ford reports having
 
achieved Africanizat-ion; the technique may :'ave validity for 
similar transfers of 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 techniques, techniques of
 
adult education, and visual aids. These we-e found useful in fill­
ing gaps in what the Africans had already learned. Intensive prac­
tical training of th32 African was then instituted by the instructor 
he was to replace. It was found that, in cieneral, the Africans haa 
good theoretical bases, but lacked practical experience. Through 
1975, the Africans and foreigners were called "co-instructors". 

As of 1 January 1975, the Africans became the instructors and the 
expatriates the advisors. African instructors have run the entiru
 
last training cycle. The Aero-Ford Educat..onal Director reports
 
that the expatriates have been surprised :,t 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's Director
 
and its Educational Director made a recruiting visit to other Enteite
 

states which, for the first time, came forth with candidates. As 
the Director of Education succinctly put if-: "Nothing was really 
done until the red ;arning light of irm-J.niLe;t AID-pullout went on". 

Figure 2, "Organization of CEIRFER", shows by Entente country the
 
positions formerly held by expatriate counterparts ','.-ich are now
 
held by Africans. See 4-1(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 equipped 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, shipment, mainttnance and
 
replacement by CERFI2R holds lessons for future, similar AID
 
projects.
 

Having to cope with old, not-typical-for-Af::ica equipment for which
 
spares were often unavailable has caused unciue downtime of CERFER's 
equipment, leaving r;achinerv unusable for instruction over long
 
periods of time. I1 has unduly occupied management and contract­
team time which would have been better employed for refinement of
 
instruction techniques and systems of operation.
 

The AID requirement (Reg No.l) that U.S. equipment be purchased has
 
rendered CERFER training less effective than if some French and
 
other European equisment had been allowed.. This is true despite 
the availability cf some U.S. equipment in .7urope, where it is made 
under license agreer'ents, since CERFER trains primarily for the 
country PiDs. The .,ore its equipment duplicates that of the PWDs, 
the more effective ,ERFER's training becomes and the more easily it. 
can be transferred -.o others.
 

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

The procurement and use of Section 603 surr .us property equipment 
has yielded varying results. During the ea.:liest years of the
 
project, when budgets were restricted, aii , available equipment was 
used for instructional and operational pur-loses. Then cut-away 
instructional equipment became available about 1966 and 1967, the 
outdated 608 equipment bccame useful only for operational purposes. 

,
The availability at CEFER unsut-table resulted in 
cessive repairs, and in an increase of downimLe 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 CEPFER. 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, gra-/ers and loaders; Mack trucks; and an Ingersoll
 
Rand compacter (all valued at $500,000), puis $100,000 in spare
 
parts, from final A._D grant funds. These zre similar to equipment

in the PwDs and will form the core of futur2 instruction. They
 

will be depireciated over a 5-year to 8-year period, to assure re­
placement as reauirnd. As AID assistance terminates, most of
 
CERFER's equipment problems appear solved.
 
Procurement and shinping of U.S. equiment and r
 

L.-- ' I.m n ad ma ....als also have 

caused problems over the past seven years. CERFER cites at least 
three orders for spare parts procured thro:igh AID/W which failed tco 
arrive within two %ears. 

CERFER will continu:e to depend on local distributors. It ration­
alizes that distributor ability to stock snare parts and the costs 
of direct procurement outweigh disadvantages. Because of the smal_ 
size of CEFER's annual purchases, this an-D oach has merit. In
 
other situations, d.:rect procurement might result in significant
 
savings.
 

4-B(8) Evaluation of Actions Reauired Sinca 1975
 

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

Every important s:), cific action rJvo1)o:2.d in the PAR and addiLionl 
ones which fored the brsisi.s of th, PROP have- ehn taken. The more 
difficult actions wi-e those iecqtiu..ed of CERFER: 
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1. Africanization of CERFER staff: virtually complete, as noted
 
earlier.
 

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

3. 	 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. 

4. 	Repair and sale of unusable eauipment: the major unusable
 
pieces of equipment procured under Sect.ion 608 have been re­
paired and sold. A few large units regain; the,/'have since 
been declared surplus and are to be sol:1. When the 1977 
shipment of new equipment arrives, virtially all of CERFER's 

", 	 equipment on ha.-d will be operational and similar to that used 
by Entente-coun:r-j PWDs. 

5. 	 Evaluate the mobile unit concept: the mobile unit program was 

abandoned as counter-productive. It ha(" raised questions of 
unequal benefit among participating states; was relatively 
expensive; caused excessive wear on eqpmJ.ent being transported. 
long distances; and -- most important -- was inconsistent with 
instructional objectives of the Center. 

6. 	 Revise courses to provide more practicl and less theoretical 

instruction: courses have been revised.to stress practical 
work e:.perience, but some Entente state P,'Ms still complain of 
too much empha~is on theory. 

7. 	Improve coordinition mechanisms with clonors: no systematic 
mechanism to accomolish this is in operation. With the termin­
ation of AID project assistance, only FW C, FED and the member 
states remain. The latter are represented in the Entente Fund 
and the Council of Administration. No requirements are normaly 
imposed by the remaining donors as prerequisites to assistance. 

8. 	Secure prompt payment of contributions by the Entente states 
and of accounts receivable -- the Coun,-i! of Administration ha., 
the means to follow up on member contr.butions, none of which 
are 	in arrears.
 

Analvsi.s and evaluation of the effective.r-ss, efficiency and se!Lf­
sufficiency (viability) o' CEI'TFER as of mid-Novermber 1976 follows 
below, under "Pun:ose" 
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4-C. Purpose: Instruction Capability (Page 2 of the Logframe)
 

4-C(l) Effectiveness
 

The raison 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 PWI-s of the Entente states, in the 
fields of repair and maintenance of heary 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 (%'O-to-total students shown in pa::enthesesw': 

From Togo 425 (31.6%0) From Nigcor 115 (8.5%') 
From Benin 230 (17.1%/0) From Ivory Coast 60 (4.5%)
 
From Upper Volta 124 ( 9.2%) Sou.-ce: CERFER 

CEPFER at all levelLi of authority does not 2xpect to become an 
institution of wider scope. Nor does the Council of Admninistra­
tion encourage such a change. Earlier in the report, we note that, 
at project end, no attempt is made to builct a capability that 
would enable CEPFER to provide referral services, to develop and 
transfer new techno'ogy or techniques, or to represent its client 

itries actively outside the region. 

±aie Center does not play a formal coordinating role among the 
Entente states; such coordination takes place outside of CERFER 
through a joint pubiic works comittee or a:.nong representatives 
of individual govcr.nments.
 

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

1. Train trainers (multiplier effect) ; 
2. Develop training aids for PWDs; 
3. 	 Maintain contact with other road maJitenance
 

equipment centers;
 
4. 	 Provide repair, maintenance and'/or road building
 

services consistent with uninterrupted instruction;
 
5. 	 Develop sLndards or norms for cl±ent countries in 

pertinent ar:aa, includingq e(Tuipment, syrstems control 
and ..cco .nt-.bi.ii,pr wc_.-ehou1.ncg, and 
mainten1ance(. 
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There is a feeling among CERFER staff that the skills taught at
 
the Center will ccmmrunicate 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 equipment) and
 
those of the Entente-country PW'Ms. This should be done.
 

Short seminars for supervisors 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, depends heavily on mem­
ber countries and oatside sources for reverue. Developing
 
nations are seldom able to provi.de unlimit:2d support or pay rel­
atively high tuiticn and living costs for tneir students who
 
attend foreign training institutions such as CERFER. Indeed,
 
strict cost-control and moderate charges-per-student will be re­
quired if CERFER is to attract the number cf non-Entente students 
needed to ensure viability.
 

CERFER also can help minimize operating co~ts by using its instruc­
tional eauipment to the fullest. This demands constant mainte­
nance and adequate stocking of parts, so that rapid repairs can be 
effected, and downtime reduced to acceptab.e levels. Fortunately, 
these requirements are also a basis for effective instruction.
 

Constant and rapid turnover of administrative, teaching and sup­
port staffs disrupts efficient operation, often involves added
 
costs, and could rcsult 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 comparison cx-.sts because practically 
no data exist on the cost-per-student--monti for similar centers.
 
From 1.970 through 1976, the average cost-per-student-month -­
using operational costs only --- was $383 (see Table 7, inext page) 
The averag' is raised -icfniicniuv by "he high cosu-nr-student­
month of 1974 and 1975, .,hiten Ci.ER abandoned the "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-ionth varies considerablv, depending on the size of
 
student enrollment. Many overhead costs remain constant irre­
spective of the number of students.
 

Looking to the future, CERFER estimates total operat_ ng and de­
preciation costs from 1977 through 1981 at $4,100,000. Assuming
 
152 students per 11-month academic year, the to
cost comes $5,450
 
per student-year, oc about $500 per student-month.* Depending on
 
a shortfall in numbs_2r of s-udents below the: level of capacity,**
 
cost per student-month rise more or less sharply.
 

Table 7. AVERAGE CERATI_,G COST PER STUDE'T MOTTH AT CERFER,
 
1970- 1976
 

Operating No. of Student Avg. Cost per
 
Year Expenscs Graduates Months Student-Month
 

1970 $209,797 149 748 $279
 
1971 302,788 155 1,035 294
 
1972 239,062 156 1,155 250
 
1973 331,331 171 960 345
 
1974 262 :7c- 47 461 570
 
1975 380,GC'3 115 671 566
 
1976 I/ 402,095 126 1,069 376
 

1970-76 $2,175,914 919 6,099 383
 

1/ Estimate Source: Aero-Ford
 

* Compare this f'gure with AID's standard cost of $800 for cost­
per- student-month for full academic courses. See Sperling, 
Evaluation of DoveJ onment :Associates, Inc., Pg. 5, for other noims. 
** The 152-level is a function of the capa citv of the new CERFER 
dormitory. However, becaust students who reside in Lome can live 
home and members of the ToCgolese alr.d forces who atLnd CERf[ER 
could :i :.Lo2{Lmil., >- c.".:2 bac]z,the o..cntial 
capacity (l h Cui~ue. l",L" is 2rci 
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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. Nine hundred and nineteen 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.
 

*** * * 

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 only 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 attemted without success to *Jsengage itself in 
1973 and again in 1975. Neither the Entent Fund nor CERFER
 
appears to have taken AID disengagement seriously, having become 
accustomed to receiving such grant assistarce from the beginning

without seci-fic performance requirements. In part this reaction 
may stem from the exprerience which African institutions, includ­
ing CER.ER, have had with French and other ]Turopean donors, who 
do not place condit,_ons on their aid.
 

The principles of slf-help and gradually i:creasing burden­
sharing came late ii.the project, and were forced on both CERF2,R 
and Aero-Ford by AID's decision to Phase out in 1976. 
 Thus, while 
CERFER has been a rrgional center for the Entente states since fr 
1970, it started tc institutionalize in earnest only in 1975. ." 

Financially (see Se::,tion 4-A(2)), CERTER is viable for at least 
the next several yu-rs, even without external assistance. Its 
prospects for cover-.ng total exenses are unusually bright. 
Barring unforeseen iajor catastrophies (such as a breakup of the 
Entente) , we expect CERFER to be able to set aside reserves over 
and above its exopnses during the next five years. Anothcr potLen­
tial threca to CrP:.ER viabilit v would be a Irceakdon in the ahili.t-L 
of present top manacement to maintain the Center's recently 
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installed planning and operating systems. This likelihood is 
not great. Indeed, with CERFUER realizing that it is now "on its 
own", it is not beyond the realm of possibility that the institu­
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 ii;act on 
return? Our survey of four of the five Entente countries reveals
 
varying effects. 

The Center's impact on the Ivorv Coast has admittedly been small. 
Sixty Ivorian gradutes are few compared to the count.-yvs needs 
and its ability to train localiy* the workmen and foremen it 
requires. It finds CERFER useful prLmarily in a few specialized 
areas, and for political reasons. 

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

Certainly Too, with 44.53%' of total Entente graduates and the 
smallest secondary road system by far amcnc; the Entente states 
(See Table 1), has benefited greatly. 

So has Benin. That country's assistant Diiector of PW.D repair 
and maintenance service: (and an Administrator of CERFER) esti-­
mates that 453' of Benin's pertinent PWD workforce of 2G0 has 
graduated from the Center. Our research reveals that Benin's PWD 
has had 119 CEP-ER graduates through the first session of 1976, 
including students who have returned for more specialized courses 

a total that t lies with the estimate. 

* One of the Ivory Coast members of the Council of Administra­
tion, M. Remy Adeh, is Professional Training Direct:or for the PTD. 
His :,chool hjis -, current enrollment of 147, most in coures that 
parallel CEiRFER'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 count-y's 
P. Th may bc 150 to 20% of Drti.ent PWD1workforce. The 
Ministry of the Plan's Training Division selects the applicants,
 
unlike the practice in Benin, Ivory Coast and Togo, where rectuit­
ment is P;'D-directed. In 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 increases in mileage of secondary roads; decreases in
 
equipment downtime; and effectiveness of spare parts management.
 
(It appears, moreover, that most of the exDected benefits from 
increased expertise, which could have resulted in decreased down­
time, are lost because of unavailability in the fie]A of spare
 
parts, lubricants and other components neeC.ed to apply this
 
expertise).
 

Even under the best conditions, these indicators are dependent for
 
meaning on highly volatile assumptions (sec page 1 of the Logframe).
 
In addition, the increasing use of secondary roads by heavier
 
vehicles and erruitcr-nt tends to increase wcar and tear, sometimes
 
within a short period; and the lack of homoceneity among the
 
countries road systems make measurement difficult, if not Lmpos­
sible.
 

Once evaluation of returned graduates has leon completed, CEPJER
 
should have a better idea concerning client satisfaction with its 
graduates. Because of speci-fic-to-country practices, the P,;Ds of
 
the Entente states (except for the Ivo_ Coast) generally do not 
promote CPTZR ;raauates. Hlowever, heads cf PWD maintenance sec­
tions re.ier-_wid' pr-ead satisfaction ".ith the 
mechanics, su2ec..ng the positi--- ,er=--cts of i

Center's 
ts recent 

inng 
e:forts 

of 
t: 

increase the pract-cal content of courses. 

CERFER has given little thoucht to its ultimate goal. Considering 
the Center's state of development, its lack of direct responsibilitv 
to the country FD , and the difficulties of measurement, it 
probably could not have been expected to do so. 

At the AID project s end, the goal indicators of CERFER's efforts
 
have little meanin..
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5. 	 AID/AERO-FORD RELATIONS 

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 variou:s concerned entities -- including the AID 
contractor -- are k,'y to the slow instituti-nalization of the 
project: 

1. 	We note in Sect.'.on 4-B(!) that the Entente Fund, the signa­
tory to AID General ..:remerants, serves as a mere conduit for 
AID assistance .o The Fund is not an organizationCI- IR,. 
with which a sul)stantive discussion or negotiation concerning 
CERFER can be rcnduczed, except perhaps on the level of 
assistance. This may be whyv- these Agr!e2ments, until the last 
one, did not stnuazie conditions tied to a time-frame for the 
Center's grcw.th and institutionalization. 

In effect, the Fund interoosed a laver between AID and the 
action agencies (CE'PE":s manage..nt and its Council of A.d­
ministraticn) ; -he AID principle of seek:ing self-help and 
burden-sharing -...as lac:-:ing in the AID-Fund relationship. 

2. 	Insufficient prior discussion appears to have taken place 
with either th- Council of 'dinistration or the Director of 
CERFER on the Canter's objectives, cerforinance and related 
timing. The PROP was an internal AID (ocument that called 
upon CERFER to meet stated objectives. However, since CESFER 
had no officia. role in developing t:-, PROP, the document does 
not meet the P.UP's test of reoocndina, tn a stated need and 
related intrrest in accomplishing objectives.
 

3. 	CERFER's limiid institutional purpose and the dominant 
policy-makinq role of the Council of Administration 
meaningless the goal and ulimateiact features detail in 
the C)P . T2:.e e" 
attetio LO dace to evaluation of ...... ' and.....­
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of equipment in the PW'Ds 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 eves, 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 CEPER. By 1971, it was a theoretical three 
man-years behind schedule. Individual advisors and the 
team as a whole had changing and driftng objectives for the 
first four years. AID's attempts to comrnplete the project 
were inconsistent with much of its conL:actor's performance. 

We believe that CE1PER is viable and "ill co.ntinue to operate 
satisfactorily withuut AID assistance over -he long-term. How­
ever, it .ould have been wiser to have leng:.hened the Dhase out 
of advisors, in ord..r to leave one manaceme t/s-,stems advisor 
through CY 1977 as a sounding board to CzRL*ER's staff. (See 
Section 3-C for discussion of potential alternate means for 
assistance). 

CERFER exm.nects as miny as 15 non-Entente Africans and 20 Sahel 
rural road project .3tudents annually during the next five years.
Insofar as a need e:iszs in Franco1.one African states fr roka 

equipment maintenance training, CERTER s]hould be considered. AID 
might include a clause in loan acreements to that effect ..;here (a) 
secondary roads ar-m specified, (b) work is to b1e accomiolished by 
PV s, not r; r i v eo'actors, 	 and (c) other schools do not meet 
needs better.
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. ,Fgur3 t cocuded) P.,OI.CT DESIGN1 SU:.IIARYLOGICAL FRA.!.ORK 
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I" 

" 

./ 

Sec Table I1 for detai Is. 

Considered likely for 19"1-iil if ottaur nourcea fail. 
Assumes tnal FED makea available remainder of $1,000,00 
in FED/Eritente gratit agruei fit. 
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Figure 3. (continued)
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