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I. BACKGROUND
 

Due to the increasi.nqly excessive administrative and technical demands
 

placed on the Chief of Party of this Project, in 1984 it was decided that
 

the position of Deputy Chief of Party, or Administrative Director, would
 

need to be created in order to pexmit the COP to dedicate most of his time
 

to the technical planning and progress of the project. Until this time,
 

the COP deperidd upon local ad:li*nistrative staff as well as on frequent
 

consultation with the Project ;upervisor and Proiect Administrator of
 

Chemonics/Vlashinqton, D.C.
 

The nupport from Washington was reauired primarily for the purposes of
 

drafting and negotiating amcndments to the contract, of maintaining and
 

reworking thu contract budget, at-d of recruiting new advisers for technical
 

assistancc, in addition to rcqu'ir project back-stopping. All other
 

administrative matters, such as the hiring of support staff, supervision of
 

local account ing operations and clay-to-day administrative needs were
 

handled by the COP, in conjunction with local support staff. 

NeverthE:les;, by 'qV4, thet.ecrhnical assistance contract had been 

amplified to include nin:e diff'-.cnt advisers, and three regional support 

offices an6 teins in Santa Cruz, Sucre and Yacuiba, (in addition to the 

central office in La Paz). The staff was strained to meet the extensive 

accounting and administrative needs of the greatly augmented technical 

team. The COP found himself buzened with the demands of overseeing 

administrative matters and LLqted more responsibilities to local staff 

as restraints were placed upon him, particularly by the need to travel and 

coordinate bc:twecn the advisers in different cities. 

Conscauently, Dr. Bernard Delaine, a former Chemonics employee who had
 

worked on 1 proiect in Senegal, was contracted on a short-term basis in
 

July of I:iP4 to take upon the anministrative functions of DCOP. The
 

results of Dr. DelrJne's work with the Project convinced both the COP and
 

the Super,7isor in Washington that a permanent position would need to be
 

established. Dr. Delaine was aile to deal with several important issues
 

during hin stay, including.
 

1. The hirinq of additional support staff to sustain the increased
 

work loads both in the interior and in La Paz.
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2. The establishment of salary adjustments and authorization of U.S.
 
dollar sal3rv payments.
 

3. The creation of a database computer programming system by which
 
monthly accounts could be classified, thus replacina the system of hand
written ledgers.
 

4. -he extension of insurance premiums for contract-purchased
 
vehicles id equipment.
 

V. The creation of a Training Plan as part of the technical assist
ance component of the project and coordination of planned events, including
 
courses given locally by advisers or foreign instructors, as well as
 
assistance for Bolivian participants in courses held abroad.
 

As a result of Dr. Delaine's work, in April of 1985, Amendment 15 to
 
the Contract was drafted and approved in July 1.9R5. This amendment estab
lished the Administrative Director (DCOP) as a long-term permanent posi
tion. Among the responsibilities for this position set forth by the amend
ment were:
 

1. Administer the resources of the Contractor, including carrying out
 
disbursement of funds, supervision of accountinq, budqetary control, inven
tory control and local procurements.
 

2. supervise local support personnel, including administrative per
sonnel and drivers.
 

3. rTake charge of the administrative support for the technical per
sonnel of Chemonics.
 

4. Provide supoort in report production and other publications.
 

5. Coordinate with local institutions involved in the T-059 Proljct
 
in identifying training needs and in identifying and selecting candidates.
 

6. Inform the institutions and notential candidates about the oppor
tunities of training outside the country. Facilitate presentation of
 
candidates to MACA and USAID.
 

7. Fzupport in the organization of courses in Bolivia and in recruit
ing instructors.
 

II. STATUS OF PROGRAM AT BEGTNNING OF ASSIGNMENT
 

I waa recruited from the Chemonics/Washington, D.C. office--a situa
tion which provided the advantage of familiarity with the personnel and
 
procedures employed by Chemonics' Home Office. In addition, I had worked
 
with the Ag Sector TI Project in Washington and was familiar with the
 
Project's history, its technical work and with standard AID regulations and
 
procedures.
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Upon arrival in May 1q85, t encountered a situation of relatively
 

smooth administrative operation with some minor problems. Unfortunately,
 

the local accounting/administrative staff had become accustomed to direct

ing most of their responsibilities with little or no prior consultation
 

with the ?dministrative Director. 
This condition made it difficult to
 

What was most evident was
determine initially where problem areas existed. 


the lack of adequate communication channels by which different levels of
 

personnel could receive information--a problem complicated by the informa

tion flow from each of the three interior offices. There was also a need
 

to reorganize and redefine job responsibilities amonq personnel, as well as
 

to instill some systematization to establish procedures which would result
 

in better communications, within and among offices in Bolivia, and also
 

with the Home Office in Washington.
 

The problematic communication system impeded initial definition of
 

specific problem areas, but through personal visits to each of the field
 

offices and periodic meetings with La Paz staff, a clearer picture was
 

obtained. Nevertheless, it was not until the departure of the two local
 

Administrators in La Paz that a truly accurate review of the administra

tive/accounting system could he made.
 

The training component of the Project had been duly defined and
 

scheduled, but the frecuent occurrence of labor and transport strikes had
 

prevented the completion of the original training plan.
 

III. PROGRESS
 

A. ADMINISTRATIVE AFFAIRS
 

After a month-long "orientation" period with the Project in La
 

Paz, during which time I worked as a short-term employee, I returned to
 

Chemonics/Washinqton to prepare for a permanent move to La Paz and also to
 

attend a week-long in-house seminar on Project Manacrement and Administra

tion. The seminar proved to he extremely useful for the discussion and
 

establishment of policy as well as for the presentation of general USAID
 

procedures and rules. T discussed particulars of the Project with account

ing and supervisory chiefs. They expressed concerns about the lack of
 

appropriate financial documentation from the La Paz office. Recommenda

tions were received for improved systems that would provide greater answer

ability to Chemonics/Washinqton.
 

Unfortunately, the proposals presented to the local administrative
 

office in La Paz were not well-received. In fact, there was an alarming
 

resistance to any sort of change in procedures utilized for hoth accounting
 

and administrative matters. Given this resistance, T turned instead to
 

closer analysis of procedures in use and issued a series of administrative
 

memorandums for all staff on matterz that had proven to he confusing or
 

problematic. Among the areas addressed were: establishment of new per
 

diem levels (including a new level for local-hire professional .dvisers)
 

and instruction in the calculation to be used in Expense Reports; new forms
 

and procedures for procurement requests; definition of company policy on
 

the personal use of project vehicles; definition of benefits conceded to
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0 

local:-hi r6; adviscrs manaqent ofI ctty cash',,ds andothers. E di 
tio, amcot'ng be twcn,,eaho he",regional book~keepers, and't a a 

adninstraive -off e was~ La- Paz Dun th1ed inn- sc've6ra 
ques t ions nd p1o~ clrfctos cc de on) various. issues 'and uni-r 
f1~it ws sta lshed.for' differet procdures 

LThfiprincipa Iadni 
nrized below: 

istra ivec accomp'lishie ts of. this'tu r smia 

*ofthe 

1.~~udqct, Analysis:. While, in Wqashington, the' Proje'ct Mrministratarl, 
and, T rcv.ee t contract buidget and up dacd cost pro jections. Consult'a
~tion~ with the Cop C(Ieto further-hnc in rjcin tyn ihnte 

cB.~c npoe o15sT hriq witi th 
~buidget' st: bl hcd 1-y, Tnendmcnt 05~ mIhogory~tour,. Ir continued to 
modify these budget projections when si nificant changes were mnade in' 
tch'nic l work or financial planning that wo6uld inf1-ence the budget bal

ance. By, trimnming tthcbde to nearly exact costs during the f inal1 month-7 
Project, we ~vi1dhvng to draw up~ an'mndmnt~ 16 for, the pur-~ 

poses of reassigning funds hetwcen 1inc items. Asignificant advantage was 
aciee f the; Project by havinr this type of analysis carried out di-

ec , ,nscadof n henLPamonics/Wshinqcton.

-L 

Asiche contract de to an end,~T ,prepared~ mionthly control summariesi.~~ 
wihindicatedtotal amount ivicd amount projected and rem~ainder. 

These summnicxs~enabled the COP to make appropriate technical plans, based~ 
on~rup-to-date financial informa ton. '' 

v, 

S. Ncw., Erniployment:- Withthie sinngo Amendment 15 bky MAC;% and& 
SUSAID in 71wqust,~ 1lP5, cmIplovmcnt letters forVnew loncT term sce'd adviser 
Tng. Di6gsChivcz and for short-term sccd ad~viser Tnn9 Julio ILore'do 
were signed. \\n admpinistrativ briefing was also given( to Dr. Claudio 
B<ragantin i, lonq-t.crm -sedadvi scr recruited froniBrazidl~incut 

~ Other new cmployces airdde1to 
trtr(xa)an ertr for 

thc local staff included 
the Ija Paofc.~i~~ 

a new adnmini s 

'Insurance: In fulfiLmcnt of ii long. standinq promise~l; 
to~ augment the dcficicnt insuronc provided-by national'zsocial security, in 
Se6opter adctact signed with a l'al' insurance company to provide ' 

'comlctcmcd c overage for..all 16cal.staff,., Aloug soewa reicn 
inp&mcnt. -~~ ny hcist provided scome 7 advantaqe iAn obtaining, superior:.: 

%medical attention at reduced cost.~ A survev~ was conducted 4 of personnel ~A~ 
~opin~ions regarding thAe q'ualityo coverage, and service. V.C7-L5'

;, Employment Tcmination Durng th cro seven local 
support~?enployccs andl one local advi'ser terminated-their empovment wth; 

Cheoncs'neac cse trnbation followced the legal- procedures ,estab-

:lished by law. 

d. ~-g11 Consultatin anIile adviser, was con

'tr'ac'ted in La:Paz- to ad'sist',with intcnrprctatlon of consteinty-channing 
go6vernment decrees, that' dir6ctly aif f c c d tr -t.mcnt of pesonnel and: pay-: 
roll calcuia'tions n a so to a sist wit :close-out' procedures. 

, . 
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3. Rp r1Pro01ucti1on D'urn th tou nueos ,rcports'crc, pub
lshed loca1'l1 -us nqa F-ystem, of -mi'mc aha- r, d-o'ain di'tin 

- "?,wasdone by ,the- P nn DOP -,4,ranslatlon 9 were .alS prIcdloalb 

* succcssfu ly ,completed: 

a.e i nnualProgres's Report Tor the r, e~s~e fl 

(English 'and, Spanish). 

(E im . Scmi-AnnuAl Progress: Report fo Ch Accndseinestcr~o 

c. End of'Tour Report hy Dr 7Ali' E'. Ga raon the seed *proaran 
in Santa Cruz (English and Spanish). 

d .Endofour Rcport by, Dr. Edgar R. Cahrcra on 'the sced, 
4program n,nChuquisaLca- (English and Sp;anish).< 

C.ovmbr19 insrailcreor n~h soil conservation course ~of-

PrliminarY Rcport onSilCnevto nBlv b Mr.~ 
*Frederick C. Tracy, and Ing. Juan Aran~lia (0;panish) *- 

q. Re>~'port on~ the Seed Proam Deveopment. in variou~s Countries, 
~by Mr.Nichcolax Minot (SpanishY~ ~-, 

h~ . ae nqc Mrciq r Preston S. Pattie and Lic. 

-~ ~ ~Gover Barja (S pa nis h -A'tV"*" 

i. Summar Repor ofLcTTNtinlRudTable on Seeds ~
(Spanish).~~.. ~.

*. j~- Proposed~plno act-tvties for CICTAR fo uueyears,- bv---
*Mr. Migue~l~ 11)Tbcz and Dr.' Pros t on S. Patic (Spanish).'-

k--. Pro~lect 4 for D.ACI to oht~an fnding foracitesoth 
productionl i the Gran Chco by Ing V-trGnA n*-tcontton ora 

SlmiyRepor~t of teSmnro aktn 
-~.-Certificatin, lDr rstnS Pttcancl r. uiA A. L-and~va (Saih). 

As~ofm lAatr ate, the reports left to publishi to complete the 
Project- rcqurmnts were:-'i 

a. umry.a Report of theA TVRudi~ cc 

h.- iEnd of Tour Reports (English and Spanish)-'for-: 

-Dr.' IrestonS9. Pattie ' 

0Dr.. Juan A.' Land~var
* - Dr..Claudio Braqg tn 

Dr.-t- 5 
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,; i 6gcn s ' d cz1 
L'.r"~do .... L 6 

of' Cc onhi.*6M o n. (Eii an'dSpan i's (to fulil 
roiemets otss Rport'for 'secod smdogfSre.fud 


XI, d Summar Rcpoi.t ofE Soil1 Co'nscryation_ in Bol ivia, by Mlr_
Frderick C. Tr'a y ani Juan Aranda(pns 

* 	 The distribution; of eachof these reports varied' according 'to 'Project
 
diet es an th~ dand within the aqcjor. S8ome were publ'ished for pre-~


scntation at one of the RoundTab61es on Seeds, 4others wiee the result of
 
couses6r o ars. Mlany wr aveisd i the CICT.R bulletin to 

roach a w der 7udicncc. 

fud f~CICTR Su'o:withi the apprvalbof Amcndmezit,,5,, operating'ifudo TTRwere 'to he dra'n' dire tly~ fr heinic' ugt. 
rcuIlCTCTAR transferrcd~issp isad 2vefriom4 cnt.oa (cemoni&


Office and began operating une t 'onbudqct"'with'dishursmentsmd 
4directly from the La P, petty cash fund. T5he ytwlanexid-	 z~W ytm cotworked quite wlan 
at the edo ahcnhIprpedabudgTet c~ontrol summary ' nal h 

*'adviser& of 'the qropt pla trvl ucaeec.Thi s4 support ttermni

5. Pccuemet: 	 requestsiniiatd aconrolof procurement made 
on behalf of Cinncorohrisiuistolaing~on Few arge
items wcyre puirchased as mostmjor cjuipmernt purchascs had already, been 

* 	 >%< made Asitnew-- rvddwt h scc'f ictions an rcponof: 
~ seed3 plant .equipment purchnascr~nl bytePoet optr~ceisaldi

eachof~the, Chemonics regional~ off ices and mn3.ntcnancer cdntra'cts wcre
signed for them.. 

. 'Audits:~ 	After disciuss'lng with N1Tshinqton supervisory ~pcrsonne 
* the sta e f,acounting, inctois etc. of Chemonics/Rol ivDi it was ~ 

:' ~ and/or Project Aminitator'woul 'D rrd:hfr terminati.on of theA~'6 


~contract-. 'In prcpalatiov for this au d t,4 i i~~luIti(wsdsqac
~~as the~ rcsponsihilitv o[ th lca-iadiuY~tr ho hadj been with the~' 
o~roicct4 forV s.ad tcacotn5 fo 

'However, *due to the lia7k~of proarss, -T alsof became .involved~ ini the u'pdat 
of~accountin'q documnents Ifor poto of th cotrc peid innil
 

Chmnc/ahn jc 
and other'- _ybsdi 'Accounts,%qcre,also rcconstrute 

reors fo 	 wer 1rinstituted as were check. registries 
pr 	 rand' fpeccal

for the duratdin of th cotat Inetrisofthecont~ictM.. o .Inento eswcre' reconstructed wihthe
assistance o.M NelsonSaaedrcployccof the WIKC , Coordinatic'nUnt. 
Prsonne1l records were aso uIprdated, inldl n ti status an d fi'l

rewcnsrnercords we're u pdated to iJnclude the fin, 1 policV' exten
son-,for vchicls and edifice-contents f ro'' 'Janua'ry throughV 'September I26 

As aresult 	of- the interna ud sm nw oice arso including,, 

*teuse of a ,singularexchnqc ratcJin mont ly iaccounts -(the averaq if
 
mnweeUsd ad the, irstitution,.of a notating'fund system,for pettv
 

http:irstitution,.of
http:terminati.on


a shexpo 0sr )b chcc s 77are kdraw n and dra ts".are. ie oec ofi 
baSon Me~hnt o t u a1 expe'nse'"'sWa 6 oiiswrCs 0 -ac *' Othe 

cl~jc~ ptJ.udaz~y1thoseNlated-to-4th-c-poc clos-o -. h 
conratdqew ra yzed ith input o HoC 0fiee ns suhaS 

* 0er cad nd ringc, o-Bncf it' rate&s 

loPrepare _the ac'c6un 
MACAcrreo~ ~ :4c 

h" .aui : f'raud1s 
inIirch 19~adUII c ently 'n 'pro'es
 

This, coinponent of-the technical assitancc program was 'deig'ae

'o the Adrd4njs ciiv duo, to rcstrdinDitrcctob tiimo on thcpart.ofte,
nical1 adviLz- S' Tlwcver , t'he tchnica 1 ad'visers contribute& significantl

1~othe~lbt
 ~o a P nrinnand ini the. dIcicyn -and comple'tioln
*several cl(urscs' conducted",,ithin Bolivi1a. They 'also werc 'responsible for 

the sclec ,jon of, Polivian 'can~didates for, participaition.iiavnced trainingsessions 1'abroad1nCIAT-Colombia an- nEJREIEi~l Bai
-i J Cn s, B.'C'nNd'En Pclooa 
Since rthe latter training was~finaficed',dr ctl b Project,funds and not 

roug.Chcorii 'rsponibilty w's-limited to coorcnationh 
thedvisrs
betwen , canidi'dat'es-, MCApoe
betwen ])c--Av's ACAand USAID for thce rcsin(Tof.
*applicatcscofrainopri' 
 ns.t.
 

Thc role' paeidi ti codrdination,,of localJ courses was mor inii 
~cant, buti local,,support personnel, er succes~sful 1in'coordina'ting travel~ 

r arrangem.rnP 6r 1icmpayments pu7rchses for the co6urses. Two Soi'l 
Conservation coursecs, wh~ch were hcd nCooc n Patacamay7a (L~a Paz, 
DcpartmCnt;e innc extensive coordination since the'courses yore held,~outside Ch ~ off~ ad oin c6Wdcct inintiofi' wl
 

es 
nd 7cc ondcte b intc ainaniaifll 

Locastaff also prvdc infcn sitnci.teoqnzt~of~he~oi~~d>able i~l ~~ed 'Withoeut their support,' these~events~ol
yv.hav proh; ly never$ ocurd - pt fthe intention of montivating'

local" institutions to finane 7a nd'spjEor ft these Round Table', progress
~ ~has ~bccn'. andc ixnd ites that thc.lack f 'hemoics' suppor~tmay be~ 

detimental to th ~tnuneo these events.~ 

.~In Nz-rA:mhcr419R5 a Letter ofUdrtadn a signe~d 'between the: 
MACA Coobiat'ion~office and rcpresentative% of aT-4JO whereby :certain-AVo O~xpenss' incurredi 1hyChcmorics in the1 execution~of.coiursecs or meetings&.Wdealin'g .with the seed. prorm wol he rihsEd,7t -ROfn .'Thei 

evetspp vcdforreimbursement included: 

-'- a~Metingsof the NationalSeed nMI Lr 
b.~urseon Foundation ee (Santa C-(ruz)V ' 

c, course, on t ejUse of~'gri'cultural Machinery ,in Seed Production 

d. Courc .on' Seed Certifi ation (.Sucre 
I.V Round Table oii Seccs' (Yacuiba 

TheL'cconPcz ng f~ice dd duinstra~' Drector wererspn
sble for.col~lectinc "necessary. reccipts an 'orpreparing- the;documcntation 
reurd bvh L-8O 
 icude arerpot from-the instructor-,on

the, object'ives, .proqram'andJ results of the -Course; and a"summary .of expensecs, 
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made. All rcimbursements were maide in pesos in a.:cordiancc with PL-.R0 
regulations. 

The following chart lists all of the courses suzccesfu.ly completed 
during my tcvr:
 

IN-(COUNI2Y TRATNING P.RCGP7AM 

DATE EVPNTP 

1985 

June Usage of Tmproved 5eeds 

June Soil Conservation Course 

August IT National Round Table 
on Seeds 

September Soil Conservation Course 

Octuber Soil Conservation Course 

October Snininar on Foundatior Seed 

November Scd Production and Agri-
r:ultural Machinery 

19R6 

January- Seminar on Seed Marketing 
April ,ind the Role of C,'ri.fi-

cation 

February Basic Course on Seed Cer-
i-i E icat.ion 

April Potato Seed Certification 

June Seed Certification and 
Tnternal Ounlitv Control 

July Soil Conservation C-urse 

July I'l National Round Table 

on Seeds 

-8-

PUI..CE 

Sucre 


Sorata 


Sucre 

Coroiro 

Patacamaya 

Santa Cruz 

Yacuiba 

S Cr c 
Yacuiba 
CochTbamha 
Santo Cruz 
Potos f 
Tari ja, 

Sucre 

Chuquisaco 

Santa Cruz 


Yacuiba 


Yacuiba 


BY PARTICTPANTS
 

C,\ARERA 20 

B.LDERR\MA 2C 

CHEM/MACA 12 0 

T.'1CY 27 

GANDARILLAS 3r,
 

LINDTVAR 

CI ..V1Z 30 
L.'.NDLVAR 

'CTE 197 
LAUDTVAR 

BPAGANTTNT 14 
LOREDO 

BRAGAN'J'INT 45 
MACA 

LANDIVAR 32
 
BRAG'iNT!NT
 
LOREDO 
CHAVEZ
 
PESKE
 

BALDERRkMA 41)
 

CHEM/MACA ]V)
 

http:suzccesfu.ly


TRAINING OrJTSIDE THE COUNTRY
 

DATE 
 EVENT 
 PTACE BY 
 PARTICIPANTS
 

1986
 

March 
 Foundation Seed Production 
 Pelotas IUniv. de 
 2
 
BRAZTL Pelotas
 

July- Management of Seed Pro-
 Cali CIAT 

Auqust cessinc Plants 

2
 
COTOMBTA
 

Projected:
 

Sept-
 Seed Production: 
 Pelotas 
 CENTREISEM 
 7
 
Nov Tropicail 2rops nR, ZT ,
 

Andean Crops
 

In ad-lition 
to formal cnurse prticipation, the traininq component

offered funlinq for a series 7f 
 e chancyc" )s)i
between the leaders of
reqional s-eed certification services ,:s well -s travel to T,- Paz forlegal/administrative work by th;. N'ational 
Sced Director and the head ofADEPACH (Cottn 
Producers' ssociation---Yicuib'j. 
 Four meetings of the
National Seed Commission wcre also sponsored by the Project in various
 
cities of Bolivia.
 

Other "trininq' receive3 ou'tside the normal technical sphere was 
that
provided by alvisers for their support staff in the use of various computer
programs, incluilinq! Wor.Vctar, SuperCalc, DataBase and Basic Proqramming.
Nearly all stafF members learnei! to use at least 
one of these programs,
thereby facilitatina their work.
 

IV. CONCII.S ON ,"ID RECOMMENDT.TTONS 

\. ',DMIr r!TRATT VE MATTER!-


Although the Chemonics/Rolivia officcs hadI developed a wellestablishcd 1adminjstra,-ive and accountinq syvtcrm 
over the six-ye ir life of
the Project, there were some areas 
ripe for change due principally to the
auto-managerial attitude of the local support staff. 
 The initial systems
set up for the accountinq office, for instance, were well-organized and
simple. However, insufficient attention was civen to this area on the part
of the supervisory staff. 
 This situation can be explaine- by the unexpected rapid growth and extension of the contract, which malc close supervision

difficult, if not impossible.
 

Thus, the most important recommen ]ation is 
that for projects that lack
a designated Administrative Director position, the COP or Project Adminis
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trator should maintain close contact with local operation, includinq spot

checks of books, registries, invenhorics, etc. For a project of this size,
however, the administrative management has proven to be 
a task too demand
ing for a single COP; 
still many issues cannot be haniled "from afar" by

the Home Office. Unier such circumstances, a DCOP is rcfinii-ely 
a neces
sity.
 

To alleviatc the communication problems that 
ilso arise from such a
 
situation, a series of measures should he implemented, includinq:
 

- monthly information letters to all staff that elaborate on policies,
(could include a Schedulc of Events for the following month);
 

- constant interaction with and between the COP, advisers and local
 
staff throuah verbal or written messagcs ( estimate that 70 percent

of my time was spent on this)?
 

- distribution of "Meeting !otes" from inter-institutional or 
techni
cal meetings to administrators:
 

- open discussion or surveys of staff members concerning certain
 
policy issues through which different opinions may be solicited;
 

- close contact with Home oflice personnel by which they are kept

abreast of important is~ucs so 
their alvice may be solicited when
 
necessary.
 

The person who assumes th rale of 10dministrative supervisor should bewell aware of the funolions nnrl neenIs of the Home Office, particularly theaccounting office. Without th)i  insight, ir is difficult to prepare or
 
improve upon locl. systems whi-n must answer 
 the Home Office's needs. 

*As for recommendlations in particular task areas, I would emphasize thesalience of legal consultation. 
 i1 projects, especially ones of this size
and duration, shoull contract a local lawyer to interDrete local labor law
 
for application in: 
 employee hiring and termination, pay-oll calculations

and contributions to state instil:utions, taxes, an
A close-out procedures,

etc. 
 Such advice is invaluable in a situation in which the team does not

have the leqal infristructurc of an institution such as is AID and where 
the local law is undier constant nr-idiication.
 

In general, systems 
should he adopted whereby personnel can rely on
and be expected to follow certain procedures for areas such as procurement
requisition and accounting tasks. 
 Specific practices in the latter area
 
that were of particular assistance were 
the use of a single exchange rate

for monthly reporting and the implementation Df rotating funds for

individual office expenses. 
These measures were made necessary by the
uncontrolled local inflation rate and the daily fluctuation of exchange

rates. The processing of local accounts was 
also greatly simplified by the
DataBase program which also proviled accuracy in classification and calcu
lation. Naturally, the systems adopted for a project depend to 
some extent
 
on local conditions, but in any case, flexibility 
is the key.
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Finally, there is no substitution for direct participation as a me.thod
 
of learning about and modifying local procedures. By actually doing the
 
work, I was able to supervise it better and understand when confusion or
 
suggestion for better procedures arose.
 

B. TRAINING COORDTNATION
 

In this area I have few recommendations since this component was
 
fairly trouble-free. It was definitely an asset to have a Traininq Plan
 
with which to work, even if subsequent changes brouqht on by time re
straints or strikes partially transformed it. Flexibility also permitted

the addition of previously uncontemplated courses as other institutions
 
came up with new proposals and plans.
 

As for traininq abroad, we were able to send participants fairly

easily once the requirements of USAID were understood by applicants. 
 It is

important that these requirements be explained clearly to avoid serious
 
timing problems in the processing and approval of applicants by USAID.
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