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Action(s) Noquired tpontble lor Action  {lo be Conglaled
I: Participant Training
1. Discuss with GOP training needs assessments, A.J. Herriott 9/1991
training plan, document collection and development GOP/EAD w/Pro-
of a pool of pre-qualified candidates starting with vincial P&Ds
DSTP-funded candidates.
2. Discuss with GOP 1ts growing role in taking greater A.J. Herriott 9/1990
responsibility for the collection of candidates'documen- |GOP/F.AD w/
tation, using it for GOP evaluation/selection/nomination |Provincial
process; candidates should he instructed at GOP P&Ds
provincial and/or federal levels {2 take TOEFL and
GRE/GMAT during lengthy GOP clearance process.
3.  USAID should produce a USAID/Pakistan-specific Policies [A.J. Herriott 11/89
and Procedures Manual for the large overall participant |é AED
training program,
4, Given the present size and complexity of the Mission's A.J. Herriott 10/1989
overall participant training program, USAID should take & AED
steps to re-structure the present implementation unit
in order_to achieve greater overall efficiency.
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A.I.D. EVALUATION SUMMARY - PART I

ACTIONS
E. Action Decisions Approved By Mission or AID/W Off. Dir. Name of Officer Date
responsible Action
Action(s) Required for Action to be
Completed

5. Quality of the description of training objectives A.J. Herriott 3/89
(page 2 of PIO/Ps) should be improved; seminars have been & Mission Proj.
held with POs and final PIO/P clearance requires review Officers
of training objectives,

6. Phase II should have a separate "Wamen's Private Sector A.J. Herriott 10/89
Training” project with a target of 25% participation by
women in the 1990 Participant Training Plan.

Comment: Missior believes it is best to continue to
integrate training for women in all USAID projects with
participant training elements. HRD will continue to
seek a higher percentage of women through DSTP private
sector scholarships,

7. USAID and contractor should develop a comron, unified A.J. Herriott 2/90
data base to provide, more efficiently, up-to-date & AED
financial and programmatic information on participants
to all concerned parties,

8. HRD should have periodic informational meetings with A,J. Herriott 3/89
USAID's technical offices to explain policies, procedures & AED and yearly
and discuss participant training implementation
problems,

9. EIL Sub-contract should be amended to provide more A.J. Herriott 9/89
clerical help for PPTP staff€ as the number of
Long-term trainees continues to qrow.

1n. Impact of Training study should be implemented to A.J. Herriott 9/90

rovide relevant informatiori to GOP and USAID Froject
fficers.

& AED
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A.I.D. EVALUATION SUMMARY - PART I

ACTIONS
F. Action Decisions Approved By Mission or AID/W Off. Dir. Name of Officer Date
responsible Action
Action(s) Required for Action to be
Completed
11, The HRD Private Sector Cell shou:d verify the validity A.J. Herriott 4/89
of documents received in support of training & S. Gunning ongoing
applications.
II. English Language Training
1. The CIELS coordinator position should be added to AED N/A N/A
staffing pattern instead of being filled by a dependent
spouse,
Comment : The USAID PSC ceiling will not permit this
recomendation to be carried out at this time.
]
2, Funding of MA-level English as a Second Language A.J. Herriott 11/89
Fellowships should be included in Mission s yearly
pParticipant Training Plan,
3. CIELS sessions should be lengthened from 8 to 10-12 A.J. Herriott Completed
weeks, & CIELS 1/89
4. EIL should conduct needs surveys of long-term trainees A.J. Herriott 10/90
in the US with a view to improving the CIELS curriculum (EIL/CIYELS)
and methodology.
5. The CIELS data-base should be integrated with the A.J. Herriott Completed
existing HRW/AED system, (CIELS)
6. Phase II should continue to support the National A.J. Herriott 12/89
English Language Institute (NELY) with ESL fellowships. (EIL)
7. ‘Mission should continue to work with local institutions N/A N/A

involved in teaching English. USAID has determined funds
are insufficient to make any difference and therefore,
except for NELI, USAID is not in agreement with the
recommendation,
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A.I.D. EVALUATION SUMMARY - PART I

ACTIONS

E. Action Decisions Approved By Mission or AID/W OfF. Dir. Name of Officer

responsible
Action(s) Required for Action

Date
Action
to be
Completed

IIT.

1.

In-country Training

Phase IT should increase the funding of an additional A.J.Herriott
four management training related positions (wamen,

private sector, training materials development, and

public sector institutes,)

DSTP should contract out for the development of A.J. Herriott
Pakistani case studies, manuals, guides (and other (AED)
materials), to enhance institutionalization.

Phase IT shoulii include consultant time for assisting A.J. Herriott
the Civil Service Academy and the Pakistan Adminis- (& AED)
trative Staff College to improve their training of

elite civil service personnel,

Phase II should increase support to NIPA Peshawar and A.J. Herriott
NIPA Quetta. ! (& AED)

Assistance to Disadvantaged Frovinces

Political or Development. Objectives: USAID should Ongoing
decide in planning future area-specific training

programs, whether the political or development objective

has priority. USAID has decided both objectives are

important and USAID will continue to work cut an

appropriate balance for these twr objectives. EIL

training will be providaed in palistan and technical

and academic training will be piovided in the U.S.

for those who qualify,

Women Candidates: The 20% set aside for women candidates Ongoing
should be increased, as quickly as possible, to 33%.

USAID agrees, and to the extent that there are female

candidates who qualify, they will be given every

consideration and highest priority in the selection

process,

8/89

3/90

12/89

12/89
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A.1.D. EVALUATION SUMMARY - PART I

ACTIONS
E. Action Decisions Approved By Mission or AID/W Off. Dir. Name of Officer Date
responsible Action
Action(s) Required for Action to be
Completed
3. Job Placement on Return from Training: Planning should Ongoing

tnclude measures to increase the |ikelihood that trainees

will return to the province of Balochistan and find

appropriate private sector jobs. USAID has begun to meet

with GOB officials to help them stay abreast of
developments.

4. NWP: This province, also disadvantaged, appears to merit

a similar private sector program to the Balochistan

sub project. If more funds are provided, staff can be

expanded to include this province.

5. Recommended Program: Because of excessive cost, workload

and development consideration, a Pakistan program is
recommended over futher overseas training. USAID
disagrees with recommendation.

N/A

N/A
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The DSTP was designed to uparade the managerial and technical expertise of Pakistan's
public and private seccors which are involved in planning, development and implementation
of socio/economic programs, DNSTP is composed of four complementary and inter-related
components: A, overseas participant training; B. English Lanquage for academic purposes
(i.e. graduate degree programs); C. in-country management training and institutional
strengthening; and D. management and technical training for the private sector, and less
advantaged provinces. The evaluation was conducted on the basis of personal interviews
with representative client groups of each element involved in the project,

The prime contractor is the Academy for Educational Development, which.has a sub-contract
with the Experiment in International Living (placement, administration and monitoring of
participants, and English language training), and Arthur D. Little for in-country
Management training. At the time of the =valuation DSTP had just completed the fifth and
final year of phase I (12/83 to 12/88) and was about to start Phase II.

Originally designed for $10 million, the project grew to $75 million, which predaminantly
included the overseas participant training component. Phase II of the DSTP will be
‘ncreased to $140 million because of the GOP's interest in providing technical and
academic training, in-country and abroad, and because of its interest in strengthening
management capabilities in the country's public and private sectors. LOP will be extended
to December 1993.

The evaluation team concluded that the project's performance (and that of the contractor)
during the five year period of Phase I had been most satisfactory, i.e. all project output
targets were exceeded by a wide margin as shown in Table I. The evaluation assessed Phase
I and provided gquidelines for the design and operation of Phase II. Despite the successful
outcome of Phase I, the evaluation team recammended that the following improvements be
considered in the design and activities of Phase II:

* Gystematizing and streamlining the total participant nomination processing system with

a view toward building the GOP's capability, over time, to manage the program improvements
in public and private sector managemen{ training institutes, as well as more efficiently
determining critical training needs and articulating these to international donor agencies;
* Focusing increased priority on institutionalizing and expanding private sector and
wamens' training programs; strengthening additional key management training institutes; and
focusing on issues of institutionalization and sustainablity of programs already developed.

Lessons lLearned: ' Communications, written and oral, are key to any large people
focused, labor-intensive project.

* It takes a minimum of 3 and frequently many more deliveries of a new training course
Fsgfore it can be ipplemented adequately, by local trainers.
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USAID/PAK ISTAN JUNE 17, 1989 LVALUATION OF PUASE | OF TIE DEVELOPMENT
- SUPPORT TRAINING PROJECT (DSTP 1-0474)

The purpose of the evaluation was to assess Phase I of the DSTP and provide quidelines
and recommendations for the design and operation of Phase II (1989-1993), Tke
methodology and technical approach utilized, in addition to a thorough review of DSTP
related documents, consisted of 144 structured interviews with present and
ex-participants and supervisors, directors, faculty and students at GOP training
institutes, contractor personnel, USAID, and GOP officials involved with the project
and/or the services it provided.

The DSTP was designed to upgrade the managerial and technical expertise of Pakistani
men and women in the public and private sectors who are involved in planning,
development and implementation of Pakistan's priority social and economic programs.
Project components consisted of: ‘

(1) in-country training of public and private sector managers and institutional
strengthening of local public and private sector management training institutions;

(2) participant placement/training for all USAID projects (including buy-ins tc the
DSTP) through which participants are sent for Tong and short-term training in the
USA and Third countries:

(3) training in English as a Second Language (ESL) to (a) increase candidates' English
language proficiency for U.S. institutional placement, and (b) increase the
effectiveness of national institutions to teach ESL: and

(4) management and technical training for special target groups including the private
sector, women and less advantaged provinces (including vocational/technical
training and institutional development in Balochistan and NWP).

Originally the planned funding for the project was set at a rather modes: $10 million
and the life of the project was set at five years, to terminate ir 1988. However, due
to the DSTP's success over the first few years, as assessed by an interim evaluation,
the identified needs of Pakistan and further requests by the GOP, project funding was
increased through five amendments during the period April 1986 to September 1988 by a
total amount of $65 mil11ion, resulting in a new funding level of $75 million and an
extension of the 1ife of the project to December 31, 1991, Most of this additional
funding provided for the project, it should be noted, was earmarked for overseas
participant training, with the exception of $10 million which was set aside in
September 1988 for construction costs, equipment and some operating expenses for the
new private sector Lahore University of Management Sciences.

In Detember 1983, USAID entered into a contract wity the Academy for Educational
Development (AED) to provide the technical services called for under each component of
the profect. AED in turn entered into sub-contracts with Arthur D. Little (ADL) for
In-country management trainfng and the Experiment in International Living (EIL) to
provide services in the areas of ESL training and administering participant training
placements, etc.

AlD 1330-8 (10-07) Page 3
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\ The initial contract with AFD was for three years and was subsequently amended on

1 June 3N, 1986 to cover an extension of another two years with an expiration date of
December 18, 1988, Following the solicitation and examination of proposals by USAID
for the first two year portion of Phase TI of the project (December 1988 - Decemher
1990), the present contractor, AED, was awarded the contract with the option for an
extension to three years (to December 1993). Under the new contract, Winrock
International joined EIL and ADL as a subcontractor to provide placement and in-country
training services for trainees from USAID's agricultural projects.

In the original project paper of March 1983, initial output targets and measures
were established for the first five years (of Phase I). These were revised upward
with the project amendment of June 30, 1986 and additional increments of funding
were provided,

Table 1 compares initial and revised project output targets with the actual cutputs
achieved in Phase I of the project. The project has been very successful in not
just meeting, but in exceeding by a iarge measure, all of the output targets that
were established for it. Additionally, the project has produced some very useful
outputs (e.qg,, women trained, Pakistanis trained in English for academic purposes,
TOEFL tests given) for which separate targets were not set initially. The
Evaluation Team concluded, based upon interviews and reviews of DST Project files,
that the project's performance (and that of the contractors) over the five year
period of Phase I has been most satisfactory: i.e. "scholars have been and are being
trained which will contribute much to the long-term development of Pakistan."™ The
following summarizes sub-sections of the DSTP Evaluation Team findings:

A, Participant Training: Of those participants interviewed, 69% stated they
were satisfied with their training and the subject; 73% stated support to
their training was positive; over 90% stated they were using their training
in their work; and 51% have been promoted.

B, English Lanquage Training for Academic Purpose: ESL/CIELS has increased its
effectiveness and is reaching a broader spectrum of GOP candidates; 51% of
CIELS students attained adequate test scores: progress has been made in
reducing the mismatch between those qualifying at CIELS and those actually
nominated by the GOP for foreign training; CIELS costs are $7.46 per teaching
hour compared to US$13.10 in the U.S.; and the TOEFL testing mechanism used
by DSTP/CIELS is efficient and flexible for examining English lanquage
capabilities.

C. Management. Training (in-country) Institutional Strengthening: The resurgence
of the GOP's public administration training institutes enabled the in-country
management training and institutional strengthening camponent (ICMT) of the
DSTP to play a complementary role to overseas Participant Training; 107 new
or improved (redesigned) programs were delivered; training included 215
women, 659 private sector persons and 297 professional trainers. The ICMT

' went from being the central thrust of the DSTP to playing a more secondary
role predominantly because of the expanded participant training activity .

Principal recommendations are not repeated here as they can be found in part 1
Section E. The following are recommendations to improve the project design and
activities of phase II.

Y
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(1)

(2)

(3)

The project was originally designed at a level of $10 million and included
participant placement and ronitoring of all USAID participants., DSTP has arewn at
a phenomenal rate. The omission of not building into the project an instifutional
development /host country capability to manage participant training, as an integral
part of project implementation within EAD, may limit the developmental impact of
the overall project. USAID plans to work on this problem vis-a-vis an impact
study and training needs assessments., Phase IT also includes systematizing ind
streamlining the participant processing system through restructuring the present
USAID/Contractor relationship, and, helping the Gop, over time, to increazs its
effectiveness ang efficiency with respect to scholarships offered by donor
agencies, :

Phase II should increase the priority on improving in-country management
training, institutionalizing and expanding private sector and wonen's
training programs, and focusing on institutionalization and sustainablity of
programs, already developed.

Lesson learned: The Evaluation Team listed the following:

The press and urgency of the operational needs of a program often push the
harder work of institutional development and cagabilltx building activities
to the sidelines, 1In the case of overseas participant training during the
first three years of phase I, the constant pressure to send an ever
increasing number of Pakistanis to the U.S. for training, has not allowed
enough time to help build cop capability to plan and manage the program,
Simiiarly, the demands of operating the CIFLS and TOEFL testing programs have
required most of the energies of the concractor's (CIELS/EIL) staff in this
area, thereby reducing time available to help develop sustainable Pakistzni
institutions to take over English language training for the long term. The
lesson here is that while operational requirements must certainly be met as
the first step, parallel activity aimed at institutional development and host
country capability building must be an integral part of project
implementation from the beginning. As this objective was not an integral
part of Phase I, the project's long~-term develommental impact may be limited.
Comment: USAID believes the GOP will never plan and manage this program nor
do we expect them to,

Private sector organizations and associations can do many things previously
Teft only to Govermment., The DSTP provides good examples of this point as
witnessed by the vital role of private organizations (e.q., EDAS, LUMS,
Enterprise Forum, etc.) in the Private Enterprise Training Initiative and
Womens' Programs, and by the role of the PACCs and SPELT in English langquage
training. The lesson is that resource allocation and operational
responsibilities are best made based on a pragmatic assessment of the

comparat ive capacities of the public and private sector.

A.I.D -~ funded development projects should be given higher visibilit¥ within
the recipient ocountry. Many Pakistanis, both on the street a n high
places, are not at a¥1 aware that. USAID is contributing slgnificantly to

national development by providing funding to train thousands of Pakistanis
abroad and in-country and by providing technical assistance in this area.
Increased publicity for this project and its benefits, and a more visible
presence on the part of American staff, would no doubt better serve both the
developmental and the political objectives of the U.S. in Pakistan.

'y
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TABLE 1

DSTP PHASE I OUTPUTS, 1984-88

Initial Revised
Output OUtput Actual
Output Indicator Target Target Output
1. Public and private sec.or managers 1,622 1,622 2,072
trained in-country in new or revised
management programs
2. Short courses and workshops designed, 34 78 107
developed, tested and integrated into
hust country institutions
3. Pakistanis from both public and 50-75 50-75 725
private sectors trained in-country as
professional trainers
A4, Training institutions strengthened 4 4 13
through techinical assistance, faculty
development and commodities
5. Participants trained in management or 228 3,725 4,080
technical subjects in U.S. or third
country training programs
6. Women trained in-country in management None None 215
and entrepreneurship
7. Pakistanis taught English for academic None None 669
purposes {preparatory to academic
training overseas)
8. Number of tests of English &s a None None 8,500
foreign Language given (estimated)
9, Secondary school graduates from None None 51

Makran Region of Baluchistan
offered special ESL and vocational/
academic training programs in the U.S.
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1. Volume I, II, and III EVALUATIN OF PHASE I OF THE DEVELOPMENT SUPPORT TRAINING PROJECTY

COMMENTS
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The evaluation team's research verified USAID's own observations; their recommendations
reinforced future directinns for the program, i.e. Data Rase consolidation between PPTP,
AED/ISLM and HRT; restructuring of HRT & AED/ISLM's participant training processing
units; and negotiate with the GNP/EAN the need for and importance of more structured
training needs research; and the appropriateness of lengthening the CIELS program to
increase CIFLS outputs.

The team underscored the need to improve communication linkages between all parties
involved, e.g, Policies and Procedures Manual and the merged data base which enhances
statistical, financial and participant status reporting.

This evaluation activity was timely in-terms of Phases I and IT of the DST Project. For
the next evaluation however, an effort should be made to reduce evaluation costs and
ensure technical hackground of ESL evaluation team merber. This evaluation, as all
external evaluations that AID funds, had to balance the requirement for employing
experts in the field under review and the need to have an unbiased and relatively
objective assessment. The recommendations for the future operation of DSTP, especially
the relative priority among the components of the project, at times reflects unduly the
presence of two public administration experts on the team. 1SAIN/Pakistan took this
into account when trying to adjust priorities within a constant and possible shrinking
budget over the next five years.

{GOP's Economic Affairs NDivision of forefgn affairs commented on the evaluation and
included the following points:

1. We generally aoree with the Project Evaluation Summary for Phase-1 of the DSTP
except for the recommendations for Phase-I1 concerning increase in the private sector
training programs. We feel that it would not be appropriate at this stage to accord
increased priority towards private sector training programs by substantially reducing
the public sector training programs,

. You would kindly appreciate that the public sector is playing a leading role in the
conomic development of our country. This 1s also evident from the fact that during the
urrent fiscal year the Government has embarked upon an ambitious Public Sector
evelopment Programs with a capital outlay of Rs.56000 million. However, it 1s felt

hat due to lack of proper expertise in the relevant discipline, projects in the public
ecter are efther delayed at desianing stage or in tha execution stage. This not only
elays the achievements of project objectives at stipulated time but also results in

ost over runs, In the circumstances, we would suggest that the DSTP should primarily
erve to enhance the capabilities of GNP officials working in the public sector,

B. I shall he greateful 1f the Project Evaluation Summary 1s suitably revised to
Incorparate the views of Government of Pakistan recommendations for Phase-I1 of DSTP,

\
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CSA

DSTP

DSTP Core
E&E

EAD

EDAS
EIL

EL Specialist

ELT
ESF
ESL

GMAT
GOP
GRE

HB-10
HBCU
HRD
HRT

IAP 66A
IBA

ICMT
ILO

LoP
LUMS

MOE
MOST
MS
MSI
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ACRONYMS AHD ABBREYVIATIONS

Arthur D. Little, Inc.

Academy for Educational Development

Academic Enrolliment and Term Report

Application for Training

Agency for International Development

Bureau of Asia and the Near East (of A.I1.D.)

0ffice of Agriculture and Rural Development (of USAID)
Arid Zones Research Institute

Center for Intensive English Language Studies
Civil Service Academy
Development Support Training Project

Training activities financed by the DST project

(as distinct from training financed by other USAID projects)

Office of Energy and Environment (of USAID)

Economic Affairs Division (of Ministry of Finance and
Planning)

Entrepreneurial Development and Advisory Service
Experiment in International Living

English Language Specialist

English Language Training

Economic Support Fund

English as a Secs.! Language

Graduate Management Aptitude Test
Government of Pakistan
Graduate Record Examination

AID Handbook Ter (regulations-on participant training)
Historically Black Colleges or Universities

Office of Human Resources Development (of USAID)

Human Resources and Training (a division of HRD)

A U.S. Government form required to obtain a visa for
study in the U.S.

Institute of Business Administration (of the University
of Karachi)

In-Country Management Training

International Labor Organization

Length of Project

. Lahore Univerzity of Management Sciences

Ministry of Education

Ministry of Science and Technology
Graduate degree, Master of Science
Management Systems International



NELI
NIPA
NWFP

00
oIT

P&0s

PACC
PAD
PARD
PASC
PETI
PhD
PIET
PIM
PIO/P
PPTP
PSIC
PT
PTA
PTMS

PTP
S&T/EY

SPELT
SslIC
TCT
TOEFL
TOTP
UGC
UNDP
USAID
USIS
WAPDA

YIPS

1383-F.002

National English Language Institute
National Institute of Public Administration
North West Frontier Province

Organizational Development

Office of International Training (of AlD)

Planning and Development Departments (of the provincial
governments)

Pakistan-American Cultural Center

Pakistan Audit Department

Pakistan Academy for Rural Development

Pakistan Administrative Staff College

Private Enterprise Training Initiative

Graduate degree, Doctor of Philosophy

Partners for International Education and Training
Pakistan Institute of Management

Project Implementation Order - Participant

Pakistan Participant Training Program

Punjab Small Industries Corporation

Participant Trainees

Participant Travel Authorization

Participant Training Management System (data base used
by OIT)

Participant Training Program (the HRD data base)

Office of Energy, Bureau of Science and Technology (of
A.1.0.)

Society of Pakistan English Language Teachers
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REFAC

Management Systems International (MSI) of Washington, D.C. was

commissioned by AID/Washington to conduct this evaluati

on study during the

last few months of the fifth and last year of Phase I of the Pakistan

Development Support Training Project.

The evaluation accordingly took place over the period of September

12, 1988 to January 13, 1989 within the following time
wevks in Washington, D.C. preparing for and initiating
weeks in Pakistan conducting the study and writing the

frame: three-plus
the study; ten
draft report; and

two-plus weeks back in Washington, D.C. editing and completing the final

report for submission to USAID.

The evaluation was both retrospective, assessing Phase I, and forward
looking, providing guidelines for the design and operation of the

forthcoming Phase II of the project.

The entire evaluation is contained in three volumes.

I. SUMMARY REPORT. This discusses all aspects of the team’s findings
and recommendations and can be treated as a free standing document.

I1. DETAILED REPORT. This provides readers with information supporting
the team’s findings, analyses and recommendations.

II1. APPENDICES. Includes additional detailed information useful for

someone desiring a full understanding of the tea

The evaluation team was composed of four senior as
Robert Abramson (Team Leader), John Blumgart, Robert Mo
Cooper, all of whom had substantial overseas experience
developing countries, including Pakistan. The fifth me
Esch of AID/Washington Office of International Training
team for the last four weeks of the study in Pakistan.
for the team was provided by MSI President, Lawrence Co

m's work.

sociates of MSI:
rris and Samuel
working in

mber was C. David
, who joined the
Technical support
oley, Vice-

President, Anthory Schwarzwalder, and staff members Timothy Alexander and

Bonnie Danijels.

The evaluation study could not have been completed
considerable help and cooperation, herewith gratefully
was provided to the evaluation team by the following:

s The staff of USAID/Pakistan (especially Andra
Chief, and David Sprague, Chief, Office of Hum
Development);

s The staff of the contractor and subcontractors

without the very
acknowledged, which

Herriott, Deputy
an Resources

(especially Peter

Boynton, James Frits and John Tabor (and his team) of AED; Bonnie

Barhyte, Laurie Emel and Janet Paz-Castillo of
Terry of ADL);
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s The Government of Pakistan and its training institutes and other
involved Pakistani organizations and individuals (especially A.
Ghafoor Mirza, Joint Secretary and Nargis Sethi, Section Officer,
Economic Affairs Division, Ministry of Finance);

s The Secretary to the evaluation team, Mrs. Catherine Williams,
and the Data Entry Specialist, Mrs. Luz Merkel;

a The local hire interviewers of the evaluation team: Dr. Shamsa
Riaz Ahmad, Or. Mohammed Aijaz, Mr. Anis Ahmed and Ms. lara
Ahmad; and

s The MSI office staff in Washington, D.C., including Joan Favor,
Mimi Coleman, Dan Conway, Rose Johnson and Deborah Dub.

1353-F.003 ey -



I. INTRODUCTION AND OVERVIEW

In the 1950s and 198:is USAID provided substantial funding and
technical assistance to Pakistan in establishing its major management
training institutes, and in the 1970s continued assistance for training of
public managers through the Government Administrative Staff Improvement
(GASI) Project. Thus, the Development Support Training Project (DSTP),
begun in December 1983, should be viewed as a contined expression of
USAID’s interest in helping Pakistan to develop its managerial resources.

The DSTP project was designed to upgrade the managerial and technical
expertise of Pakistani men and women in the public and private sectors who
are involved in planning, development and implementation of Pakistan’s
priority social and economic programs. This very large and couplex
project is composed of four complementary and inter-related components,
each of which could have been a project in itself. They are:

@ Overseas participant training
s English Tanguage training
@  Ia-country management training and institutional strengthening

s Management and technical training for special target groups
including the private sector, women and less advantaged
provinces.

The project has just now completed the fifth and final year of bhase 1
(December 1983 to December 1988) and is abou* to enter the second
five-year period of Phase II (December 1988 to December 1993).

The project has undergone spectacular growth over the last five
years, jredominantly in the component of overseas participant training,
with the level of project funding increasing from an original $10 milijon
to $75 million and the 1ife of the project extended to December 1991. [t
is now anticipated that the project will be extended to December 1993 (for
a ten year life) and that total funding of $140 million might be provided.
A major reason for the project’s expansion is its strategic importance in
the development of Pakistan’s human resources and the further
strengthening of management in the country’s public and private sectors.
In this connection, the DSTP has been included in USAID’s 1988-1993
Country Development Strategy Statement, which is related to GOP’s Seventh
Fifth Year Plan.

The prime contractor for the project is the Academy for Educational
Development (AED), which has sub-contracted with the Experiment in
International Living (EIL) to provide services in the participant English
language training and Arthur D. Little (ADL) to provide ‘assistance in
management training.
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In 1985, an interim evaluation of the project concluded that the
performance of the project and the contractors was satisfactory or better
for all components. The present Evaluation Team has also concluded, based
on its extensive investigations, that the project’s performance (and that
of the contractors) over the five year period of Phase [ has been most
satisfactory, especially considering some of the constraints which had to
be faced.

A11 but one of the project output targets for Phase I have been
exceeded by a wide margin as shown in Table 1.

Despite the successful outcome of Phase I, certain major improvements
could be made in the design and activities of Phase II of the project.
Recommendations have therefore been made directed at the following areas:

m Systematizing and streamlining the total participant system with
a view toward building the GOP’s capability, over time, to
manage the program, and installing the necessary policies,
procedures, systems and computerized data base;

m  Focussing increased priority on improving in-country management
training; institutionalizing and expanding private sector and
women’s training programs; strengthening additional key
management training institutes; doing more in the way of
consulting for organizational change; providing new assistance
in project management training; and focussing on issues of
institutionalization and sustainability of programs already
developed; .

®  Strengthening the English Language Training program and the
staffing and operations of the Center for Intensive English
Language Studies; and provision of options for institution
building during Phase II which would strengthen the long-term
viability of Pakistan’s English language training capability.

Chapters II through IV summarize the team’s wain findings and
recommendations on the various components of the project: Participant
Training, English Language Training, In-Country Management Training,
Assistance to Disadvantaged Provinces. Recommendations are listed in
approximate priority ranking within each of the project components. Each
recommendation also includes the estimated cost, staffing implications
and timing associated with its implementation. For the most part,
recommendations were measured against their contribution to the three
themes outlined in the previous paragraph. Chapter VI discusses some
general lessons learned from this evaluation study.

1353-F. 004 2.



TABLE 1
DSTP PHASE I OUTPUTS, 1984-88

Initial Revised
Output Output Actual
Output Indicator Target Target Output

Public and private sector managers 1,622 1,622 2,072
trained in-country in new or revised
management programs

Short courses and workshops designed, 34 78 107
developed, tested and integrated into
host country institutions

Pakistanis from both public and 50-75 50-75 725*
private sectors trained in-country as
professional trainers

Training institutions strengthened 4 4 13
through technical assistance, faculty
development and commodities

Participants trained in management or 228 3,725 4,000+
technical subjects in U.S. or third (estimated)
country training programs

Women trained in-country in management None None 215
and entrepreneurship

Pakistanis taught English for academic None None 669
purposes (preparatoery to academic
training overseas)

Number of tests of English as a None None 8,500
Foreign Language given (estimated)
Secondary school graduates from None None 51

Makran Region of Baluchistan
offered special ESL and vocational/
academic training programs in the U.S.

Includes some who attended more than one program.
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II. OVERSEAS PARTICIPANT TRAINING

A. Background and Findings

The overseas participant training component has grown at 2 phenomenal
rate over the last few years in sharp contrast with original targets.
Originally anticipated outputs for the five years of Phase I were for only
228 public and private sector managers to be trained in management and/or
technical subjects within the USA or third countries. However, by the end
of Phase [ the USAID's participant training unit (HRT) had processed over
4,009 participants for training overseas, an increase of almost twenty
fola oves the project’s initial output target. If participants continue
to be processed for overseas training at the current rate of 1,300 to
1,500 per year, some 11,000 to 12,000 Pakistanis will have been trained
overseas by the end of Phase II making the DSTP one of the largest
training projects in the world.

More than two-thirds of the participants go for short-term training
(often of less than three months duration) and fewer than one-third for
long-term academic programs. Other training statistics of importance are
the following:

" About 10 percent of participants are from the private
sector (and the figure is growing);

[ Fewer than 8 percent are women (a figuré needing to be
enhanced, mainly from the private sector);

] About 15 percent are trained in third countries;

» Almost 50 percent are studying public administration,
management, economics, or related subjects, with the
remainder studying technical subjects;

[ Over 300 participants from Ministry of Sc¢ienca and
Technology and Ministry of Education are in academic
programs (Masters, PhD) funded by the GOP;

. About 40 percent of all participants are buy-ins to DSTP’s
processing/placement capability from USAID technical
projects, thereby making the project responsible for all of
the USAID’s participant training activities; and

] It is estimated that in Phase II, 50 percent of all DSTP
participants will be buy ins from USAID’s agriculture
projects alone.

The project’s participant training component has been: quite
successful and has made good progress towards upgrading Pakistan’s
managerial and technical skills. A great number of managers and scholars
have received (or are receiving) academic training which will contribute
to the Tong term development of the country. The skill level of managers
and technicians has been enhanced through short term training programs.
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And good will for the U.S. has been built through the training and study
tours provided. Furthermore, the team’s interview survey of some 144
participants and supervisors revealed that, by and large, overseas
training was related to participants’ jobs and is being utilized.

The rapid, almost explosive, growth in the number of overseas
participants, although impressive, has also produced a number of problems
in its wake. For example, the almost unremitting pressure to process and
place great numbers of participants as quickly as possible has tended to
crowd out the time needed to adequately plan and develop the formal
policies and procedures (and computerization) required to systematize and
manage operations properly,

Unfortunately, the project design for Phase I did not provide for a
sustained long term effort to strengthen Pakistan’s training institutions.
Consequently, 1imited attention has been given to building Pakistan’s
capability to manage its international training program and to do proper
needs assessment and training planning.

More work also needs to be done at streamlining and shortening the
GOP’s system for nominating and USAID's processing of participants. Both
systems are very lengthy and complicated and can result either in delays
of placements by as much as one to two years or else in extremely short
lead times for finding proper (and quality) placements.

To cope with these problems and to improve systems and management of
the process, a number of significant innovations have been made by
USAID/HRD over the past year. They include:

s Expanding involvement of GOP/Economic Affairs Division in
training planning;

s Holding regular monthly meetings with AED to resclve
outstanding issues;

s Developing a computerized participants data base;

w Establishing nomination deadlines and minimum TOEFL and
GRE/GMAT scores in the annual training plan;

a  Reducing the number of PIO/Ps processed with less than
miniwum TOEFL scores; and

» Initiating a follow-up survey of returned participants.
B. Conclusions and Recommendations

Within the context of the issues and problems summarized above, and
keeping in mind the actions already being undertaken, the evaluation team
makes the following recommendations. The top five recommendations are
considered to be of greatest priority. Many are integral parts of a
broader package. Therefore, the impact of individual recommendations will
be diluted if the other parts are not implemented. This is particularly
true of recommendations 3, 4 and S.
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(1) Building GOP capability in Managing Participant Training: In
Phase II, continue with the process, already started in Phase I,
aimed at building GOP capability over time to plan and manage
its own participant training program, including responsibility
for needs assessment, preparation of training plans, document
collection and development of a pool of pre-qualified
candidates. The approach taken should emphasize collaboration
and policy meetings and dialogue with the GOP and should provide
technical assistance and training to GOP counterparts. The
process should start with the DSTP core group of participants
and be expanded to other USAID funded projects once a realistic
system is established. It must be recognized that this .
capability building process will be a gradual one that will
probably take two to three years to complete.

(2) Docuyment Collection: The long range goal should be to build
Pakistani capability in this area and to streamline the
participants processing system. An important element of this
should be that ‘the collection of documents should be fully
completed before any documents are forwarded by USAID/HRD to AED
for placement. The team’s strong preferaence would be that all
necessary documentation be collected by GOP and sent to
USAID/HRD along with nomination letters. A second choice, which
would be considerably less desirable, would be that the minimum
documentation be collected and sent by GOP, including
candidates’ TOEFL and GRE/GMAT scores. Under a third option,
USAID/HRD would continue to collect 411 documentation of
candidates before forwarding complete sets to AED; however this
is not recommended by the team.

(3) i mmynication: Through
a collaborative effort with AED, and involv!ig the GOP wherever
appropriate, HRD should develop a complete set of formai written
policies and procedures to provide guidance for operating the
participant processing system. Furthermore, at the outset of
Phase II, HRD and AED should Jointly clarify and demarcate in
writing their respective areas of respons ibility, including
establishment of appropriate channels of communication to be
utilized, monitored and revised as the project evolves.

Professional r : Because
of the enormous growth and complexity of the project and the
expansion of participant training as a component of most of
USAID’s projects, a new position of deputy/assistant to the DSTP
Project Officer should be established. This professional
position calls for a person, preterably American, skilled in
office administration who would provide the daily supervision
and training of the HRT processing staff which is currently
-Hcking.—The-asststant would also have a major job to do
initially in developing new systems and procedures and an
dutomated data base as management tools.

(4)
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(5)

(6)

(7)

(8)

(9)

(10)

Automated Data Base: A common and unified participant data base
should be developed for HRD and AED, building on the strengths

of the systems already being used. It is suggested, in this
connection, that a systems analyst be retained to do the
necessary development work in building the joint data base and
that plans be made to add two data entry clerks, when needed, in
order to maintain the data base. The new data base could be
used to create and fil11 out standard forms and cogld also result
in a very useful reporting system that would utilize diskettes
rather than written reports to provide relevant and timely
financial and other information to USAID project officers and
other concerned persons.

formation ngs: A series of informal meetings should be
scheduled with USAID Technical divisions and projects in which
HRD/AED services, functions, policies/procedures and reparting
systems will be clarified and subsequently modified as needed.

W ton : EIL/Washington, D.C.
should be allowed to expand its placement staff immediately by
some six positions (5 program specialist and one senior program
specialist) so that the desired case 1oad of 85 participants per
specialist can be reached. The current case load of over 100
participants per specialist does not allow adequate time to
provide the quality placements and participant support and
program monitoring that are the aims of the DSTP project.
Furthermore, any future staff adjustments called for should be
25 ti?ely as possible and based on systematic review and agreed

ormulas.

Nell-written PIQ/Ps: A procedure for producing well-written
PIO/Ps should be firmly established as the basis for quality
placements of participants. Regarding placements from technical
projects, the training section of the PI0/P should be written by
the USAID project officers and contractors who have expertise in
the subject area and knowledge of the appropriate U.S.
educational institutions.

- v ¢ The extremely valuable
program of follow up surveys of participants should be continued
but the relative roles and responsibilities of HRD and AED
should be clarified to avoid duplication of effort. Further, a
career tracking element should be added to current activities to
determine the impact of training on individual careers and on
the Pakistani institutions/organizations involved.

HRD Private Sector Cell: The HRD Private Sector Cell should
verify the validity of the documents that it receives in support
of applications for training and it should collect all
documentation (to save time) before forwarding the packet to the
case officers,

1353-F.004 -7-



(12)

(13)

(14)

(15)

(16)

Participant Orientation: Pre-departure orientation in Pakistan
should be expindad t~ two full days with USAID paying for any
participant travel expenses involved. Also, the orientation in
Washington, D.C. should be expanded to a minimum of three days
to better prepare participants for their educational experience
and to develop more in the way of cross cultural and U.S.
survival living skills.

Participant Debriefing: There should be more emphasis and

promotion given to end-of-training debriefings for academic
participants in Washington, 0.C. Debriefings are important not
only for revealing any unresolved participants problems
(financial or otherwise) but also for identifying the strengths
and weaknesses of the study/academic programs Just completed and
of AED’s placement and support systems.

r Training for Women: As a means of focusing
attention and raising the priority of private sector training
for women, HRD should establish a special sub-project within
DSTP ("Vomen’s Private Sector Training"), with its own
sub-budget and training targets. This step should be
accompanied by a vigorous policy dialogue with the GOP to secure
cooperation directed towards achieving the target of 25 percent
participation by women in the 1990 Participant Training Plan.
Also, the Women in Development officer in HRD should become a
full time position to give impetus to the effort.

ning: Improved monitoring and support
services should be provided for participants in third countries,
especially if the number of such participants continues to
increase. Additionally, waivers must be sought from AID/OIT
before sending participants for training to countries not
included in AID’s Geographic Code 941.

1 . A separate unit within the
project is not recommended at this time. ' This assumes that the
team’s recommendations which are relevant to the objectives of a
unit will be accepted and implemented. If this is not the case,
HRD should review the situation in a year and reconsider the
advisability of establishing a unit.

Qther USAID Training Operations: Some USAID technical divisions
(e.g., Agriculture and Energy) have set up training cells or
training manager positions to take care of their unique
requirements. However, the evaluation team does not recommend
that these training operations be combined or merged with HRD
since there is no real duplication of effort and since these
?per?tlgns cater for special purpose needs of the projects
nvolved.
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TABLE 2

SUMMARY OF RECOMMENDATIONS

PARTICIPANT TRAINING
“
ESTIMATEDCOST
(in doflars) ADDITIONAL IMPLEMENTATION
RECOMMENDATION® UNIT TOTAL STAFFING TIMING
1. Bullding GOP Capabiiity 21,845 pm 240,295 TA: Advise on 11 pm** over
Implementing 2 years
program starting 3/89
2 DocumentCollection RIpm 47,473 3 file clerks 147pm S yr
start 3/89
3 Policies and Procedures 21,848pm 21,848 TA: Advise on 1pm start
writing policies /89
and procedures
4. Staff Assistant 1,666-8,333pm | 100,000-500,000 Assistant to 60 pm start 3/89
Deputy Chief
8. Automated Data Base
Common Data Base 4,833 pm 7,250 TA: Local hire 45 days start 2/89
Needs Analysis &000/pm 5,000 TA: Local hire 25 days start 2/89
6. Information meeting None None Use EIL staff 2/89
7. Elt staffing 4.183/pm 242,647 1 Sr. Prog. Spec. 358pm Syr
3,984/pm 1,189,395 $ Program Spec. start 2/89
8. PIO/Ps written None None None Start 3/89
8. Career Tracking None None None Start 3/89
10. Private Sector Cefl None None None Start 2/89
11. Participant Orientation
Pre~depart 98/participant 127,400 None Start 4/89
Arrival 440/participant 308,000 None Start 4/80
12. Participant Debriefing 23S/participant 64,000 None Start 6/89
13. Private Sector Females 1,000/pm 54,000 1/2 time person S4pm/Syr
, becomes full time Start 6/89
14. Third Country Training None None None None
15. Monitoring Unit None None None None
18. ARD and E&E None None None None

High priority recorr.mendations are shown i boid print.

Person months.
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ITI. ENGLISH LANGUAGE TRAINING

A. Background and Findings

English language proficiency in Pakistan has experienced a long term
decline since Independence due to: (a) shifting GOP policies regarding
the status of English in the educational system; (b) quantum increases in
demand for and enrollment 1in instructional programs at overtaxed
facilities; and (c) a deterioration in English language educational and
trairing standards.

Therefore, the DSTP includes a strong English language training
component as a means of preparing Pakistani candidates for participant
training. For reasons of suitability and cost, it opted to conduct such
training in Pakistan rather than in the U.S, After two years of
unsuccessful experimentation with local facilities, USAID established a
special purpose American facility in Islamabad, the Center for Intensive
English Language Study (CIELS) to serve the needs of DSTP. It also
settled on Test of English as a Foreign Language (TOEFL) as the basic
means of measuring proficiency for CIELS trainees.

CIELS 1s the heart of the ELT program. It is managed and staffed by
native English sreakers under the supervision of an ESL specialist. While
emphasizing language training, its’ sessions of 8-10 weeks also help to
introduce trainees to American culture, customs and 1ife styles. Counting
both CIELS and pre-CIELS sessions, some 669 trainees have gone through
the program since 1984.

The TOEFL testing system is used to determine eligibility for
entering CIELS (minimum score of 440) and for graduating (530 for MA-bound
candidates and 550 for PhD). The TOEFL team is staffed by part time
expatriate employees under the direction of a Coordinator and arranges to
give tests at varfous locations of GOP candidates, as required by their
agencies. Testing has risen dramatically over the course of the project;
8,500 potential candidates will have been tested by the end of 1988.

The demands of operating CIELS and the TOELFL testing program have
absorbed most of the energies of DSTP’s ELT staff. Accordingly,
institution building activities already given low priority in the Phase I
design, have been undertaken only as time permitted.

Major findings as regards the ELT component of the project are the
following:

s The output of quaiified CIELS graduates has expanded to
accommodate increases in the participant training program itself
and as a result of improved monitoring by USAID.

o--- The effectiveness of this very successful program has increased
and {s now reaching a broad spectrum of applicants. The
proportion of CIELS trainees qualifying for study abroad has
increased from 35% to 51%. Moreover, trainees with lower entry
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scores are being accepted because gains per session in
proficiency have increased.

s The failure rate at CIELS is still quite high but is due in part
to extenuating circumstance. For example, high potential lower
scoring candidates including lower eschellon GOP officials have
been admitted, thus making DSTP a less elitist program.

s CIELS costs are reasonable in comparison to estimatad U.S. costs
(§7.46 vs $13.10 per teaching hour).

s Turnover of CIELS staff is a chronic problem due to the spouse
status of most of the instructors.

s There is a mismatch between those who qualify for study abroad
and those who are actually nominated and sent. For the first
eleven sessions, only 46% of successful graduates were nominated
for training following completion of ELT.

s CIELS graduates in the U.S., according to a 1988 "needs survey,”
give it high marks for not only preparing them linguistically
but for scholastic and cultural preparation. Interview results
suggest that more emphasis on comprehension and spoken English
may be required.

s The TOEFL mechanism is an efficient and flexible testing
procedure.

s Institutional developmert of ELT in Pakistan has received very
modest but useful atte .ion.

B. Conclusions and Recommendations

These are organized in two sections: those applying to the existing
CIELS and TOEFL activities and those dealing with institution building
opportunities which are strongly recommended for inclusion in Phase II.

(1) Strengthen Existing Programs: Recommendations (a), (b) and (c)
below are considered to be of highest priority.

(a) CIELS Coordinator: The position of CIELS Coordinator, now
filled by a spouse, should be added to the AED staffing
pattern to strengthen the stability und depth of CIELS
staffing.

(b) Mismatch: Steps being taken by USAID to reduce the
mismatch between successful CIELS candidztes and candidates
selected for participant training should continue to be
pursued vigorously.

(c) Eellowships: OSTP should negotiate with the GOP for the
inclusion of MA-level ESL fallowships in support of the
Eza}ua;ion Team’s institution building recommendations

elow).
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(d) Length of Sessions: CIELS Sessions should be lengthened to

10-12 weeks subject to an evaluation after two sessions.

(e) Needs Survey: EIL should conduct additional "need surveys"
of trainees in the U.S. as a means of further improvirg
CIELS curriculum and methodolagy. _

(f) Data Base: The CIELS data base should be integrated with
that of AED/HRD.

(2) Institution Building for Phase 11

The recommendations below are designed to support the strengthening
or establishment of Pakistani ELT capacity over time. Criteria for
selection of options are: (a) probability to make improvements in
Pakistan’s basic ELT system or (b) continue support to successful ELT
centers and potential new ones. The recommendations should be viewed as
points of departure for further investigation, analysis and costing. A
more detailed assessment of the team’s recommendations should be carried
out early in Phase II by an EIL consultant over a 3-4 month period. This
assessment should serve as a basis for Phase II project output and funding
decisions. The following recommendations are in order of priority.
Recommendations (a), (b), (c) and (d) are considered to be of highest
priority:

(a) L.D. Coordinator: Implementation of the following
recommendations would require the services of a full time
person to plan, negotiate and monitor the activities. The -
position should be designated as Institutional Development
Coordinator and be filled preferably by a Pakistani with an
appropriate background in ELT, behavioral sciences and
project design.

(b) University Enqlish Lanquage Centers: Continue support in
conjunction with the Asia Foundation for the successful
completion of the program to establish five or six English
Language Centers at selected universities. The Centers,
headed by an expatriate director, are providing remedial
instruction for college and university students. Current
emphasis on math and science majors is broadening to other
disciplines. The Centers are mostly separate from the
English departments aiig are achieving department status
with budget and staff integrated into those of the
universities. The first of the Centers is in the process
of shifting to Pakistani leadership. Continued AID/Asia
Foundation support over some 4-5 years would complete the
institutionalization of the Centers at five or six
universities.

(c) SPELT: Strengthen the work of the Society of Pakistan
English Language Teachers (SPELT) to serve the needs of the
ELT profession throughout the country. On a shoestring,
voluntary basis, SPELT is pioneering with seminars,
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(d)

(e)

(f)

(9)

in-service training, specialized workshops and a
professional newsletter. DSTP support would permit it to
expand and enrich its services to the ELT community at all
levels of the profession.

NELI: Encourage and support, as necessaiy, the mission of
the National English Language Institute (NELI) to improve
and modernize the teaching of English in the secondary
school system. NELI, created less than two years ago by
the federal Ministry of Education, has a staggering task to
arrest and reverse the system’s decline through teacher
training, modernization of textbooks and materials,
curriculum reform, etc. " Its first major effort is focussed
on teacher training and it is conducting a course for
"master teachers" (trainers of teachers). NELI is
currently receiving assistance from USIS, the Peace Corps
and ELT fellowship through DSTP. USAID should encourage
the MOE to provide NELI with adequate staffing and budget.
In addition, USAID should monitor NELI's progress and
provide, in consultation with USIS, further assistance as
may be possible.

PACCs: Continue assistance to the privately run Pakistan-
American Cultural Centers in Baluchistan and NWFP. Their
afternoon and evening programs offer high quality
instruction to large numbers of younger, middle class
Pakistanis and Afghan refugees. Both are headed by dynamic
and enthusiastic directors whose MA-level training has been
financed by DSTP. Priorities for USAID assistance are
funding to permit the centers to expand programs to more
fully meet demand and to upgrade program quality (build or
rent larger facilities, increase the number of qualified
teachers, fund teaching materials, library and rescurce
center). To accomplish the foregoing, USAID would need %o
allow funding to expand vacilities and negotiate
arrangements with the PACC’s headquarters in Karachi to
assist the two branches directly.

New ELT Program: Initiate an evening ELT program using the
facilities at CIELS. With the CIELS facilities vacant
after 4:30 pm each day there is the opportunity to
establish a high quality ELT facility in the evening hours
for the Islamabad/Rawalpindi area. The feasibility of this
idea, probable market for its services and prospects for
self financing after the completion of DSTP should be
explored in the follow-on assessment proposed in the
introduction to this section.

in ings: The practice of Holding fairly

regular coordinating meetings on ELT activities by the
relevant donor agencies should be resumed.

- 13 -



TABLE 3

SUMMARY OF RECOMMENDATIONS

ENGLISH LANGUAGE TRAINING
_“

‘ Highpﬂoriyreoommendaﬂomareshownhboldpdm.

1383101

~14-

ESTIMATEDCOST
(in doilars) ADDITIONAL | IMPLEMENTATION
RECOMMENDATION® UNIT TOTAL STAFFING TIMING
1. Strengthening Existing
Programs
a. Recruit CIELS Coord. 110,000/yr 550,000 8 psrson years | Full time from 4/89
b. Lengthen CIELS session3 None None None Start 2/89
. Reducegraduate/selection None None Oneperson Continuepresent
mismatch month ner year| efforts
d. Conduct *needs surveys” None None None Annually each April
€. Integrate CIELS/HRD None None One person Start 3/89
data base month
2. InstitutionBullding
& In-depth asssssment 21,845 65,535 3-4 person Start 3/89
monthe
b. LD.Coordinator 22,000/yr 110,000 S person years | Full time from 4/89
¢ Englishianguage None 800,000 None 4 yrs starting 6/89
centers
d. SPELT None 100,000 None 4 yrs starting 6/89
e. NELU None To be None To be determined
determined
f. PACCs at Quetta and None 200,000 None 4 yrs starting 6/89
Peshawar
g. Provide ESL 15,000/ 150,000 None 2 per year/5 yrs
felowships for M.As scholarship
h. Supplementary ESL None 50,000 None 4 yrs starting
program at CIELS 6/80
L Coordination maatings None None 1/2 per month 4 meetings per
per year year starting
3/89




I¥. IN-COUNTRY MANAGEMENT TRAINING AND INSTITUTIONAL STRENGTHENING

A. Background and Findings

The In-Country Management Training (ICMT) component focuses on the
strengthening of Pakistan’s public and private sector management training
institutes, many of which were established in the 1950s and 1960s with
USAID assistance. After an initial boom period, these institutes went
into a state of relative decline in the 1970s for various reasons related
to the turbulent environment and upheavals that Pakistan was confronting
during that period.

However, these institutes did experience a very positive turn around
in their importance and impact in the early 1980s. This was related to:
the linking of promotion to in-country training; the emergence of a major
program of assistance provided through DSTP; and the funding by USAID of
the foreign exchange costs of foreign study tours of the institutes’
advanced management programs.

The resurgence of the training ins:itutes enabled the ICMT to play a
very important complementary role to the overseas Participant Training
component which was afforded the highest priority during Phase I
implementation. During Phase I, 2,072 managers have been trained through
107 programs, including 215 women, 659 private sector persons and 297
professional trainers.

The ICMT element has gone from being, originally, the central thrust
of the DSTP to playing a more secondary role. Nevertheless, the
evaluation team found the ICMT component of the project to have been
exceptionally successful and one which it believes has returned
substantial impact for the investment involved. One of the major reasons
for the excellence of this program has no doubt been the very strong and
competent team of Pakistani management specialists and outside short-term
expatriate consultants fielded by AED to plan, develop and manage each
major area of focus of the ICMT program.

The ICMT has very successfully organized its activities into various
program elements including: (1) Public Sector Institutions; (2) Private
Sector; (3) Women’s Programs (Managerial and Entrepreneurial); and,

(4) Training of Training Professionals Programs. The institutional
strengthening assistance for its target institutions (e.g., the four
NIPAs, especially those at Lahore and Karachi, the Pakistan Institute of

Management, and the Training Wing of the Pak;stan Audit Department) {s
very rightly focused on the following:

(] Program (curriculum) development--modernizing existing programs
(such as the Advanced Management Courses) or installing new
programs/modules (e.g., MIS, project management training); also
included 1s enhancement of research and consulting capability;
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8 Faculty development--through training of trainers, internships
with visiting consultants and overseas training placements, both
academic and short term;

. Commodity assistance--computers, books, Jjournals, training
equipment;

. Strategié planning/institutional improvement exercises
(completed for three institutions to date).

Of special importance is the fact that over the last two years the
ICMT program has moved very extensively into the special USAID target
areas of private enterprise training and women’s programs. Women managers
and entrepreneurs have been very enthusiastic about these programs. Also
the private enterprise training program has been well received and there
s great demand for more programs in the areas of family business,
strategic planning for smi11 businesses, and training for the managers and
district officers of the development finance institutions (resource
organizations) who make loans to and advise budding entrepreneurs.

Indicators of the positive impact of the ICMT program include:
(a) the very favorable responses of trainees/participants, heads of
training institutes and senior Government officials; (b) the number,
variety and quality of the training programs offered (exceeding al?
targets); and (c) signs of the building of institutional capability
through transfer of responsibility for the delivery of new training
programs and modules to local institutions.

The ICMT program has reached a stage of development where the
impressive gains of the last few years need to be consolidated. Thus,
serious planning and activity must take place to ensure the
institutionalization and long-term sustainability of the various programs
that have been initiated. This will be necessary to ensure both the
quality and quantity of training provided in Pakistan. Continued progress
1gjth1: direction should be the DSTP’s most important development
objective. ’

B. Conclusions and Recommendations

The follewing recommendations are listed in order of priority.
Recommendations 1-7 are considered to be highest priority.

(1) ¢ In order to build upon the -
excelient progress made in Phase I, it is recommended that there
be some increase in funding and staffing in Phase II beyond the
presently planned levels of support to ICMT. Additional
resources in Phase II should come from all of the following:

(a) The shift of a modest amount of funding from the DSTP's
Participant Training component to ICMT to finance four
additional Pakistani professional staff who are needed in
the areas of women’s programs, private enterprise
training, consulting and organization development, and
training materials development;
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(2)
(3)

(4)

(5)

(6)

(7)

(b) The reservation for ICMT of additional required person
months of expatriate consulting services that have already
been set aside for Phase II;

(c) Increased use of Pakistani trainers who have been prepared
fn earlier iterations of ICMT programs;

(d) Reduction of AED/ICMT professional staff time as some of
the present programs are progressively institutionalized in
Pakistani organizations; and

(e) Similar release of time as the new AED field staff
positions release AED/ICMT professionals from some of the
logistics burden involved in mounting progranms.

v nterpr raining: Give high priority and expanded
assistance tp entrepreneurial and managerial development through
enhanced Private Enterprise Training Initiative programs,

‘s Pr ms: Give similar high priority and expanded
assistance to building an institutional base for women’s
managerial and entrepreneurial programs.

Consylting and Organizationa) Change: Widen the ICMT mandate
beyond training only to combine this with more of the consulting
and organizational change activities which have played such an
essential role in institution strengthening in Pakistan. Try to
develop a few government centers of excellence (e.g., Pakistan
Audit Department).

n ntr : Give high
priority to and expand activity in the area of project
management training, with stress on financial management
aspects. Consider the feasibility of partnership arrangements
and/or contracting out to local management consulting
organizations of management training courses.

H : Target more research, training of
trainers, consuiting and followup and other institutional
strengthening activities in order to identify and prepare
institutional homes for transfer of the various ICMT programs
and activities.

: As taryets of opportunity open up, fnitiate
modest programs of assistance to the Civil Service Academy and
the Pakistan Administrative Staff College in order to reach the
very important top and entry levels of the elite Federal Civil
Service. The foregoing needs to be done to enhance the overall
strategy for modernization of the Pakistan Civil Service and its
capability for planning and managing priority development
programs and projects.
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(8)

(9)

(10)

(11)

(12)

(13)

1353-F.004

Quetta and Peshawar NIPAs and PARD: Increase somewhat the very
modest present involvement with the NIPAs in Quetta and
Peshawar, which serve the disadvantaged provinces. In this
connection also try to initiate working relationships and some
assistance to the Pakistan Academy for Rural Development and its
programs for rural development administration and provinciai
civil servants. Of advantage is the fact that the Director of
PARD is also the Director of NIPA/Peshawar.

h nagem raini nsti : Continue current
levels of support for the established public and private sector
management training institutions presently recefving assistance
(NIPAa at Karachi and Lahore, PIM, PAD Training Wing).

Loca] Trainers: Increase the utilization of local trainers,
especially ICMT/TOTP alumni, as a central element in supporting
other ICMT programs and in preparing for transfer of ICMT
capabilities to Pakistani institutions in Phase II.

n r P ¢ipan ining: Through coordination
and discussion, bring the ICMT and Participant Training
components of DSTP into greater supportive roles of each other,
e.g., participant training support of overseas training needs of
faculty of public and private institutions with whom ICMT is
working; and ICMT support of recruitment and selection for
better use of private sector business and management
scholarships provided under DSTP.

Implement, through
consultation and joint planning, greater use of ICMT
capabilities and programs in support of the in-country
management training needs of the other USAID projects.

Increase attention to development of
lTocal cases and other materials, manuals and self-study guides,
and audio-visuals in support of capacity-enhancement and
institutionalization. ,
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TABLE 4

SUMMARY OF RECOMMENDATIONS
IN-COUNTRY MANAGEMENT TRAINING AND INSTITUTIONAL STRENG THENING
“

.10,

Tl T
es rMAm qmos ADDITIONAL | IMPLEMENTATION
RECOMMENDATION® UNIT TOTAL STAFFING TIMING
1. Funding and staff support for
recommendations 5-9and 11*
& Pakistanprofessionals 4
b. Shortterm U.S. TA 296 person
months
2 Private enterprise programs 1,458 pm 83,106 1 full time 57 pn/5 yrs
expansion local prof, start 4/89
3. Women's programs 1,458 pm 83,106 1 full ime 57 pnv/Syrs
institutionalization local prof. start 4/89
4. Consulting and original 1,458 pm 83,106 1 fuil time 57 pm/5 yrs
change initiatives local prct. start 4/89
8. Project management - To be None*’ Start /89
training & contracting out determined
6 Institutional homes for -— Tobe None* Start 2/89
activities determined
7. Assist ClvServ Acad. & None None None* Start 6/89
Pak. Adm. Staff College
8. Additional assistance to Queta None None None’ Start 4/89
Peshawar NiPAs & PARD
9. Continuation of current level None None None* Continuing
of assistance to NIPA/K, activity
NIPA/L, PIM & PAD
10. Develop local case materials 1,450/pm 83,108 1 full time 57 pm/Syrs
local prod. Start 4/89
11. Incountry management None None None* Start 3/89
training for USAID projects
12. Utilization of local trainers None None None Continuing
activity
13. Coordination of ICMT and None None None Continuing
overseas pmidpmt training activity
y Hid\pdodymommendaﬁmurostwnhboldprn
*  Addiional staffing to implement ICMT recommendations will be provided: (a) by 4 local professionals
recommended to be hired, and (b) from the Phase !| budget provision of an additional 81 person months of short
term U.S. consultants (296 person months total) above and beyond Phase | budget.
1263-101



V. ASSISTANCE TO DISADVANTAGED PROVINCES

A. Background and Findings

OSTP has provided appreciable assistance to strengthening the
management training institutions, the NIPAs, in Baluchistan and NWFP. In
addition, the project has been the vehicle for firancing a highly
experimental private sector training activity for young residents of
Baluchistan Province.

In 1986, in response to the growth of anti-American influence among
Baluch students and youth, USAID initiated a private sector scholarship
program in the remote and impoverished Makran Division. Given the low
educational standards of that region, the scholarships provided for two
months of in-country orientation and language studies, a further year for
English language instruction and strengthening of academic skills, and
two years of undergraduate or vocational schooling leading to a vocational
certificate or a two year associate degree. 250 Makrani responded to
scholarship publicity of whom 55 were selected and 48 departed for
overseas training in April 1987.

In 1988 the program was handled somewhat differently owing to
pressure by local, provincial and federal officials to extend the
competition to the province as a whole. In the second program
(Baluchistan II) nearly 1,100 applicants competed for 55 scholarships
(allocated among the six Divisions of the province in proportion to
population with ten scholarships reserved for women). The winners
gfgarted for the U.S. in July-August 1988 and most of them are now in

Major findings are as follows:

s In political and publicity terms, the two programs appear to be
4 success and additional training cycles of this kind enjoy
support within the province and the GOP. -

w The development impact of the program cannot be assessed until
more of the trainees have returned and resumed their careers.

s The Makran program was extraordinarily labor intensive for both
USAID and AED due to its experimental nature and special
requirements. Despite these efforts, it is unlikely that more
than 50% will reach their originally planned academic goals,
which, by and large, were overly ambitious.

B. Conclusions and Recommendations

(1) : . USAID should decide, in
planning future area-specific training programs, whether the
political or development objective has priority. U.S. training
is important for the former, while in-country training seems
preferable for the latter.
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(2)

3)

(4)

(5)

(6)

(7

Qverseas Training. If overseas training is to continue, more

realistic planning is required so that: (a) the selection
process can be completed in time to allow for careful placement
and (b) a more rigorous in-country ESL/cross cultural ana
academic preparation program can be organized. This in-country
program should serve a screening as well as training function.
Also, .in the 1ight of previous experience, USAID needs to lay
out precise standards, procedures and achievement objectives and
be prepared to defend them. Given the lead time necessary to
accomplish the above, USAID may need to consider skipping the
1988/89 cycle and begin laying plans for the following year.

T Paki . If provincial development is the main
objective of future programs, this aspect of the DSTP should be
restructured to provide training in Pakistan rather than the
U.S.; thereby by-passing cultural and linguistic hurdles and
offering probably a more relevant training experience. Such
restructuring would require, among other things, renegotiation
of the activity with the GOP, identification of appropriate
training (probably private) training facilities and agreement on
training objectives as well as the levels and length of each
program. Negotiation and planning a Pakistan program would also
necessitate its postponement to the 1989/90 calendar.

P . For cost, workload and development
considerations, a Pakistan program is recommended over further
overseas training.

ing. Planning should include
measures to increase the 1ikelihood that trainees will return to
the province and find appropriate private sector jobs.

NWEP. This province, also disadvantaged, appears to merit a
similar private sector prograa.

¥omen Candidates. The 20% set aside for women candidates should
be increased as quickly as possible to 33%.
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TABLE *

SUMMARY OF RECOMMENDATIONS

ASSISTANCE TO DISADVANTAGED PROVINCES
“

eESTIMATEDCUST
dollars " ADDITIONAL |IMPLEMENTATION
RECOMMENDATION® UNI TOTAL STAFFING TIMING
1. Baluchistan Il agreed upon:
Special 8-month in-country 1,200,000 | 3,800,000 | U.S. Coordinator Start 11/89 for
language/orientation program 8 person months Fall '90
for 100 candidates placement—
3 cycles
2 Hin-country training option
agreed to:
College/vocational training in 2,000/student/ 220,000 | Pakistan Start 890 for
Pakistan; 55 trainees for year; 1,200/ plus | Coordinator Fall '90 place-
2 years month for 14,400- | 12-24 person ment—3 cycles
coordinator 28,800 | months for
subprofects
The following three recommendations
apply to either options 1 or 2:
3. Bonding and job identification None None | None—part of See above
measures task of
Coordinator
4. Repest programs for NWFP 226,000 452,000 | See 1.8nd 2. Start 11/90
In-country (same as 2 above) above or 591—
; 2 cycles
& Increase participation of None None | None—part of Same as
women task of Program above—
Coonrdinstor 2 cycles

Hv\miymmmﬂmhboum
Rough estimate extrapolated from Baluchistan

training (funded in FY1080 Training Plan).

1383-101
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Assumes fellowships of $2,000/student/year (Pakistan Embassy est.) pius cost of Program Coordinator.



VI. LESSONS LEARNED

Among the important lessons learned from this evaluation of the DSTP
project are the following:

(1)

(2)

(3)

The pr n n

e press and yrgency of the operational needs of a proqram
often push institytional development and capability building
i idelines. In the case of overseas

participant training, the constant pressure to send an ever-
increasing number of Pakistanis to the U.S. for training has not
allowed for enough time to help build GOP capability to plan and
manage the program. Similarly, the demands of operating the
CIELS and the TOEFL testing program have required most of the
energies of the contractor’s CIELS/EIL staff in this area,
thereby reducing time available to help develop sustainable
Pakistani institutions to take over English language training
for the Tong run. The lesson here is that while operational
requirements must certainly be met as the first step, parallel
activity aimed at institutional development and host country
capability building must be an integral part of project
implementation from the beginning. "Unfortunately this objective
was not an integral part of Phase I, thus limiting the

project’s long-term developmental impact.

) i n
previoys] . The DSTP provides good
examples of this point as witnessed by the vital role of
private organizations (e.g., EDAS, LUMS, Enterprise Forum, etc.)
in the Private Enterprise Training Initiative and Women’s
Programs and by the role of the PACCs and SPELT in English
language training. The lesson is that resource allocation and
operational responsibilities are best made based on a pragmatic
assessment of the comparative capacities of the public and
private sector. ‘

v
. Many Pakistanis, both
on the street and in high places, are not at all aware that
USAID is contributing significantly to national development
through funding and technical assistance provided for the
training of thousands of Pakistanis abroad and in country. As
another point, many participants sent overseas for training
perceive USAID/HRD as strictly a local Pakistani run operation.
Mere publicity for this project and its benefits and a more
visible presence on the part of American staff would no doubt
better serve both the developmental and the political ¢njectives
of the U.S. in Pakistan. :
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(4)
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Significant improvement activities within a project can be
initiated, based on initial findings, even while the evaluation
study is still underway and the final report not yet completed.
In the DSTP, for example, various improvements recommended have
already been acted upon before submission of the final report.
Examples are:

m CIELS English language training sessions have been
lengthened;

s Official steps are already underway to reduce the mismatch
between those trained at CIELS and those sent abroad for
training;

s The USAID/HRD participant follow-up survey questionnaire is
now being extensively revised;

s USAID/HRD has -already scheduied, starting in February 1989,
informational/clarification meetings on participant training
with USAID technical divisions, contractors and AED;

s The GOP Economic Affairs Division is initiating steps to
secure more involvement of the provinces in needs assessment
and training planning; it is also holding meetings with the
Establishment Division to simplify procedures and
clearances. :

Thus, the evaluation process itself can and does set in train

important improvement actions which should be encouraged and not
held up awaiting formal submission of the final report.

- 24 -
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ACRONYMS AND ABBREVIATIONS

Arthur D. Little, Inc.

Academy for Educational Development

Academic Enroliment and Term Report

Application for Training

Agency for International Development

Bureau of Asia and the Near East (of A.I.D.)

Office of Agriculture and Rural Development (of USAID)
Arid Zones Research Institute

Center for Intensive English Language Studies
Civil Service Academy
Developmert Support Training Project

Training activities financed by the DST project
(as distinct from training financed by other USAID projects)

Office of Energy and Environment (of USAID)

Economic Affairs Division (of Ministry of Finance and
Planning) ‘
Entreprencurial Development and Advisory Service
Experiment in International Living

English Language Specialist

English Language Training

Economic Support Fund

English as a Second Language

Graduate Management Aptitude Test
Government of Pakistan
Graduate Record Examination

AID Handbook Ten (regulations on participant training)
Historically Biack Colleges or Universities

Office of Human Resources Development (of USAID)

Human Resources and Training (a division of HRD)

A U.S. Government form required to obtain a visa for
study in the U.S.

Institute of Business Administration (of the University
of Karachi)

In-Country Management Training

International Labor Organization

Length of Project
Lahore University of Management Sciences

Ministry of Education

Ministry of Science and Technology
Graduate degree, Master of Science
Management Systems International



NELI
NIPA
NWFP

0D
OIT

P&Ds

PACC
PAD
PARD
PASC
PETI
PhD
PIET
PIM
PIO/P
PPTP
PSIC
PT
PTA
PTMS

PTP
S&T/EY

SPELT
SSIC

TCT
TOEFL
TOTP

UGC
UNDP
USAID
USIS
WAPDA

YIPS
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National English Language Institute
National Institute of Public Administration
North West Frontier Province

Organizational Development
Office of International Training (of AID)

Planning and Development Departments (of the provincial
governments)

Pakistan-American Cultural Center

Pakistan Audit Department

Pakistan Academy for Rural Development

Pakistan Administrative Staff College

Private Enterprise Training Initiative

Graduate degree, Doctor of Philosophy

Partners for International Education and Training
Pakistan Institute of Management

Project Implementation Order - Participant

Pakistan Participant Training Program

Punjab Smal?! Industries Corporation

Participant Trainee

Participant Travel Authorization

Participant Triining Management System (data base used
by OIT)

Participant Training Program (the HRD data base)

Office of Energy, Bureau of Science and Technology (of
A.1.D.)

Society of Pakistan English Language Teachers

Sind Small Industries Corporation

Third Country Training

Test of English as a Foreign Language
Training of Training Professionals
Uriversity Grants Commission

United Nations Development Program
U.S. AID Mission (to Pakistan)

U.S. Information Service

Water and Power Development Authority

Youth Investment Promotion Society

- i -



TABLE OF CONTENTS

Page
LIST OF ACRONYMS AND ABBREVIATIONS . . . . . . ... ... .. . i
TABLE OF CONTENTS . . . .. .. ..., ............ ifi
LISTOF TABLES . . . ... ... o v
LIST OF APPENDICES . . . . . .. .. .............. vii
PREFACE . . ix
[. INTRODUCTION . . . .. ................. . 1
A. Purpose and Scope of the Evaluation . ... .. . . .. 1
B. Methodology and Technical Approach . . . . . ., . . . . | 1
C. Background and Overview of the Project . . . ..., .. . | 4

II.  PARTICIPANT TRAINING: UNITED STATES AND THIRD COUNTRY . . . . 12

A. Overview . . . . . R T 12
B. Project Environment and Growth . . . . . .. ....... 16
C. Participant Processing System . . ., ., .. . . .. '° 18
D.  Survey Results . .. . . 7 [ 26
E. Needs Assessment and Training and Plans . . ... .. . | 38
F. USAID/HRD Organization and Operations . . ... ... . . 4]
G. Findings and Recommendations: USAID/HRD . . . . . .. .. 46
H. AED/EIL Organization and Operations . . ... ... ... 56
I. Findings and Rcommendations: AED/EIL . . . ... .. .. 64
J. DataBases . . ..... .0 It 66
K. Participant Training for Private Sector Women . . . . . . 70
L. Participant Training Costs . . . . ..., ., ... " ° 71
M. Third Country Training . . . . . ., ., . . .. > " 77
N. Monitoring Unit . .. . . [ 0ol 79
0. Other USAID Training Operations . ., ..., . . .. ' ' 81
[I1. ENGLISH LANGUAGE TRAINING . . . . ..., .. .. ... 83
A- Background . . .. ... .. . . 83
B. The English Language Training Program (ELT) . ... .. . 85
1. Center for Intensive English Language
Studies (CIELS) .. ..., °"7 . ... .. . 85
2. Evaluation and Testing . . . . ..., . . ... '~ 86
3. Outreach and Institution Building . . ... ... .. 86
C. Findings ., . .. 0 T 87
D. Conclusions and Recommendations for Phase II . . . . . . . 89
1. Strengthening the Existing Program . . . . . . . . | | 89
2. Institution Building Recommendations . . . . . . . . | 90

1353-F.001 - 1ii -



Iv.

IN-COUNTRY MANAGEMENT TRAINING (ICMT) AND

INSTITUTIONAL STRENGTHENING . . . . . . . . . ... ... .
A. General Background and Overview . . . . .. .. ... . .
1. Historical Considerations . . . ... ... ... ..
2. Major Areas of ICMT Activity . . . . . .. ... ...
3. General Level of ICMT Activity . . . . .. ... ...
4. Level of Support to ICMT . . . . .. ... ... .~
B. Public Sector Institutions . . ... .. ... ... "'
1. Overview . . . . . . ., ., . .. .. . ...
2. NIPAs at Karachi and Lahore . . . .. ....... .
3. NIPA/Quetta . . . ... .., .. . . . . ... "
4. PARD/NIPA/Peshawar . . . . ... ... ...... ="
5. Civil Service Academy . . ... .. ...... . '
6. Pakistan Administrative Staff College . . . .. ...
7. Pakistan Audit Department . . .. . ... ... .. |
8. Consulting/Organizational Change - Dimensions
of Institutional Strengthening . . . . . .. .. .. .
C. Private Sector Initiatives . . ... ... ...... "
1. Introduction . . .. ... .. ... . . ... .. "
2. Pakistan Institute of Management . . . . . . .. .. .
3. Lahore University of Management Sciences . . . . . . .
4. Institute of Business Administration, University
of Karachi . . . . . ... ... .. ..... ...
5. Private Enterprise training Initiative . . . . . . . .
D. Women’s Management and Entrepreneurship Programs . . . . .
1. Overview . . . . ... ., ., . .. . ... . "
2. Sample Survey of Trainees . ... ... .. ... . °
3. Findings . . . . .. ... ... ..., 7
4. Conclusions and Recommendations . . .. .. .. . ..
E. Training of Training Professionals . . . . . . . . . . . .
1. Introduction . . . ... .. .. ... ... """
2. [Impac of TOTP Program . . . . ... ... ... 5 "
3. Improving the TOTP Program . . . . . ... ... ...
4. Materials Development . . . ... . ... .. . 5 >°
5. Institutionalization . . ... .. ... . ' 7 °°
6. Conclusions .. ..., L, . ., . . .. . .. >
7. Recommendations . . ... .,.,.. .. ... "
F. Priorities for Phase I1 ., . .., ., . .. . . ' '> "
ASSISTANCE TO DISADVANTAGED PROVINCES . . . . .. . ... . .
A.Background . . .. ... ... ... ...
B. The Makran Project . . ., . . ... ... "
C. BaluchistanII . . ..., , . . .. """
D. Future Area-Specific Programs . . . . . ... ......
E. Firdings . . . . . ., . ...l orones
F. Conclusions and Recommendations . . . . ... ... ...

1353-F.001 -y -



LIST OF TABLES

Table
Number

1 DSTP Phase I Outputs, 1984-1988 . . . . .. ... .. ..
2 Number of Participants Processed for Training in U.S.

or Third Countries, 1984-1988 . . . . .. ... .. . . .
3 Number of DSTP In-Country Training Programs Conducted and

Persons Trained, 1984-1988 . . . . . . . ... .. ..
4 Questionnaires -- Type of Respondent . . . . . . ... ..
5 DSTP Training Placements by Year . . . . ..., ... ..
6 Participant Characteristics . .. ... ... . ... ..
7 Lead Time Interval by Academic and Non-Academic

Participants . . . .. . L
8 Participants in Orientation by Location and Academic

and Non-Academic Training . . . .. .. ... ......
9  Trainees Satisfaction with Training Subject by

Academic and Non-Academic Participants . . ., ... ...
10 Academic Trainees Opinion of Quality of Support

Provided by EIL . . . .., .. L
11 Relationship of Training to Job by Academic and

Non-Academic Participants by Sector . . . .. ... ...
12 Purpose of Training . . . . .. ... .. ...... .

13 Utilization of Training in Current Job by Academic
and Non-Academic Participants and by Sector . ... . . .

14 Impact-of Training on Career by Academic and Non-Academic
Participants and Sector . . .". . ., ., .. .. . .

15 Usefulness of Training in Managerial and Technical
Areas by Sector . . . .. T . 00

16 Impact of Training on Performance (Supervisors Survey) . .

1353-F. 001 -V -

10

11
14
17
27

28
29
30
30

k)|
32

33
34

35

W



Table

Number
17 Participant Performance Relative to Non-Trainees
(Supervisors survey) ..o
18 Supervisors Preference for Academic vs. Non-Academic
Training . . . . ... .
19 Supervisors Preference for In-Country vs. Overseas
Training . . . . . ... T
20 Sample Size of Participant Expense Data . . . . . . . .
21 Doctoral Partricipant Costs, Time and Averages . . . . .
22 Masters Participant Costs, Time and Averages . . . . . .
23 Non-Academic Participant Costs, Time and Averages
1353-F.00] - vi -

36

37
72
72
74
75



II.
I1I.
Iv.

VI.
VII.
VIII.
IX.

XI-A -
XI-D

XII.
XIII.
XIV-A
and
XIv-B
Xv.

XVI.

XVII.

1353-F.005

LIST OF APPENDICES
(included in Volume II1)
Scope of Services
Outline of Major Issues
Major Materials Reviewed
Four Interview Questionnaires
IV-A Participant Call Record Sheet
IV-B  Academic Training Participant Questionnaire -
Currently Training in U.S.
IV-C Call Record Sheet
IV-0 Supervisor Questionnaire
Two In-Country Short Term Questionnaires

V-A  In-Country Short-Term Participant Questionnaire
V-B  Women Management and Entrepreneurial Trainees

Questionnaire for AED and its Subcontractors
Questionnaire for Private Contractors and Universities
List of Persons Interviewed

A Brief Resume on the Problems and perspectives on 0/ARD
Training, Report by Bedh P. Upreti

Excerpts of 1989 Training Plan

USAID Letters to Participant Candidates Advising of GOP
Nominations and Requesting Required Documents

USAID Follow-up Letter Requesting TOEFL Scores
AED Letter Requesting Restatement of Training Goals
Examples of Inadequate Training Descriptions in PIO/Ps

Example of USAID Response to Nominee Inquiry

USAID Follow-up Survey of Returned Participants; Letter and
Questionnaire

Tabulation of Replies to USAID Survey

- vif -



XVIIT.

XIX.
XX.
XXI.
XXII.
XXIIT.
XXTY.
XXV.

1353-F.005

AED Follow-up Survey of Returned Participants; Letter and
Questionnaire

Pre-departure Orientation, Letter and Programs
Washington QOrientation Program

Student Address Reply Form

Program of Study

Average Monthly Cost of Academic Training Programs
Follow-up of CIELS Graduates

Sample Survey of In-Country Workshops for Women Managers and
Entrepreneurs

- viii -



PREFACE

Management Systems International (MSI) of Washington, D.C. was
commissioned by AID/Washington to conduct this evaluation study during the
last few months of the fifth and last year of Phase I of the Pakistan
Development Support Training Project.

The evaluation accordingly took place over the period of September
12, 1988 to January 13, 1989 within the following time frame: three-plus
weeks in Washington, D.C. preparing for and initiating the study; ten
weeks in Pakistan conducting the study and writing the draft report; and
two-plus weeks back in Washington, D.C. editing and completing the final
report for submission to USAID.

The evaluation was both retrospective, assessing Phase I, and forward
looking, providing guidelines for the design and operation of the
forthcoming Phase II of the project.

The entire evaluation is contained in three volumes.

I. SUMMARY REPORT. This discusses all aspects of the team’s findings
and recommendations and can be treated as a free standing document.

I1. DETAILED REPORT. This provides readers with information supporting
the team’s findings, analyses and recommendations.

II1. APPENDICES. Includes additional detailed information useful for
someone desiring a full understanding of the team’s work.

The evaluation team was composed of four senior associates of MSI:
Robert Abramson (Team Leader), John Blumgart, Robert Morris and Samuel
Cooper, all of whom had substantial overseas experience working in
developing countries, including Pakistan. The fifth member was C. David
Esch of AID/Washington Office of International Training, who joined the
team for the last four weeks of the study in Pakistan. Technical support
for the team was provided by MSI President, Lawrence Cooley, Vice-
President, Anthony Schwarzwalder, and staff members Timothy Alexander and
Bonnie Daniels.

The evaluation study could not have been completed without the very
considerable help and cooperation, herewith gratefully acknowledged, which
was provided to the evaluation team by the following:

s The staff of USAID/Pakistan (especially Andra Herriott, Deputy
Chief, and David Sprague, Chief, Office of Human Resources
Development);

o The staff of the contractor and subcontractors (especially Peter
Boynton, James Frits and John Tabor (and his team) of AED; Bonnie
Barhyte, Laurie Emel and Janet Paz-Castillo of EIL; and Robert
Terry of ADL); :
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The Government of Pakistan and its training institutes and other
involved Pakistani organizations and individuals (especially A,
Ghafoor Mirza, Joint Secretary and Nargis Sethi, Section Officer,
Economic Affairs Division, Ministry of Finance);

The Secretary to the evaluation team, Mrs. Catherine Williams,
and the Data Entry Specialist, Mrs. Luz Merkel;

The local hire interviewers of the evaluation team: Or. Shamsa
Riaz Ahmad, Dr. Mohammed Aijaz, Mr. Anis Ahmed and Ms. Zara
Ahmad; and

The MSI office staff in Washington, 0.C., including Joan Favor,
Mimi Coleman, Dan Conway, Rose Johnson and Deborah Dub.
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I.  INTRODUCTION

A. Purpose and Scope of the Evaluation

As indicated in the official Scope of Services (see Appendix [) the
purpose of the evaluation was two-fold. First, review project progress
and goal achievement to date, including an update of the 1985 interim
Evaluation and an assessment of current constraints and opportunities.
Second, and probably most important, provide quidance for the design of
Phase II of the project including practical recommendations for improving
the project’s operations and delivery of services.

The scope of the evaluation was to cover all of the project’s major
components: management training and institutional strengthening,
participant training and English language training. Special attention was
to be given to determining how the project could be modified to make
in-country training and participant training more effective for women, the
private sector, less advantaged provinces and other special target groups.
The major issues to be addressed are shown both in the Scope of Services
and in a brief outline of Major Issues developed by the evaluation team
(see Appendix II).

B. Methodology and Technical Approach

The methodology and technical approach utilized by the evaluation
team was comprised of the following elements:

l. Review of Documents: A multitude of documents were reviewed by the
team, including project paper, amendments, various reports (e.g. the 1985
Interim Evaluation), planning documents and studies, and related papers,
books and articles. These documents were provided by AID/Washington,
USAID/Pakistan, the contractor and sub-contractors, government agencies,
the training institutions, various private sector and women’s
oraanizations and bodies and other concerned organizations and
individuals. A 1isting of the main materials reviewed is contained in
Appendix III.

2. ; Four structured interview
questionnaires were employed, as listed below, with all interviews in
Pakistan conducted by a well qualified high level team of trained
Pakistani interviewers:
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No. of

Category of Questionnaire Interviews
Academic Training Participant Questionnaire (Returnees) 42
Academic Training Participant Questionnaire (Currently 19

Training in US) (telephone interviews conducted by
evaluation team and two Washington-hired interviewers)

Non-Degree Training Participant Questionnaire 63
(Short-term Overseas Training)
Supervisor Questionnaire (supervisors of returned 220
participants)

Total (versus 107 called for in the Scope of Services) 144

The interviews conducted in Pakistan were apportioned more or less evenly
among the major centers of Islamabad, Lahore, Karachi, Quetta and
Peshawar. Although scientific random sampling was desired by the team, it
proved impossible since selection had to be made from incomplete lists of
returned participants, and not all returned participants were that
accessible.

Copies of the four questionnaires are displayed in Appendices IV-A through

3. In-Country Short Term Partici ionnaires: Two questiannaires
were employed. First, 26 former participants from DSTP sponsored
In-country Management or Trainer Development Programs were interviewed
(in Islamabad, Lahore and Karachi) by the same team which interviewed
returned overseas participants. Second, a sample of 30 women
participants, evenly split between OSTP-sponsored Management and
Entrepreneurial Programmes was interviewed (in Islamabad, Lahore and
Karachi) by an experienced interviewer who was hired for that purpose.
Copies of the two questionnaires are displayed in Appendices V-A and V-B.

4. Questionnaire A nd_the Syb-Contractors: Seven camprehensive
questionnaires on various project issues were filled out in writing by
Academy for Educational Development (Boynton, Frits, Tabor), Experiment in
International Living (Redlinger. Barhyte, Emel) and Arthur D. Little
(Terry). A copy of one such questionnaire is displayed in Appendix VI.

5. Other Questionnaires: Six university or private contractors for USAID
projects filled out a questionnaire which dealt with the issues of USAID
project buy-ins to participant training under the DSTP Project. A copy of
this questionnaire is displayed in Appendix VII. Also the Deputy Chief

of the USAID/Office of Human Resources Development and Training (Project
Officer, DSTP Project) completed a special questionnaire dealing with
project issues.

6. Interview Gyides; Several interview/discussion guides were develuped
for use in the data gathering process with Government agencies, training
institutions, USAID Officials and private sector representatives.
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Experience showed the advantage of making selective (rather than
comprehensive and page by Page) use of them as tools and checklists for
the interviews. This latter procedure was then followed.

7. [nterviews and Field Visits: A great number of interviews were
conducted with key individuals who have been involved with the project and
its various components and activities. Interviewees included people

from Government and its agencies, training institutions, private sector
representatives, USAID and project personnel, other donor agencies, the
contractor and sub-contractors angd many cthers who were related to the
project. Interviews were held in Washington, D.C., by telephone to other
parts of the U.S., and in Pakistan through visits to Lahore, Karachi,
Peshawar and Quetta as well as in Islamabad. Among the main institutions
and bodies visited were all four National Institutes of Public
Administration at Lahore, Karachi, Quetta and Peshawar, the Pakistan
Institute of Management, Pakistan Audit Department, Audit and Accounts
Training Institutes at Lahore and Quetta, Civil Services Academy,
Pakistan Administrative Staff College, University of Karachi Institute of
Business Administration, Lahore University of Management Sciences,
University of Peshawar, NWFP Agricultural University and University of
Engineering and Technology, Pakistan Academy for Rural Development,
National Bank of Pakistan Management Development Center, Pakistan Society
for the Advancement of Training, Pakistan American Cultural Centers at
Quetta, Peshawar, Karachi, National English Language Institute, Society of
Pakistan English Language Teachers, British Council, USIS, Asia
Foundation and University Grants Commission. A list of the persons
interviewed in each organization is displayed in Appendix VIII.

8. + This
included a careful scrutiny and analysis of such areas as needs
assessment, training planning, nomination, selection, clearances required,
documentation, orientation, placement, management of the U.S. and third
country participant training program and suppert services, post training
management, re-entry, utilization and follow-up. Buy-in

arrangements were also looked at. This examination included many
discussions with the following: GOP, EAD and Establishment Division,
Federal Ministries including Ministries of Science and Technology and
Education, Provincial Planning and Development Departments and other user
Departments, training institutions, USAID/HRD and USAID Technical
Divisions and Projects, AED and EIL personnel both at the Home Office and
in Pakistan, and other related organizations and individuals.

9. n:1gf1ng;_;nd_ﬂgxigg_!gg&jgg;; After the initial meeting on

October 13, 1988 with the USAID Mission Evaluation Committee to discuss
the scope and approach of the evaluation study, informal weekly meetings
to report on progress were held with USAID/HRD. A formal mid-term review
meeting was then held with USAID’s Evaluation Committee on November 20
where progress to date and possible areas of recommendations were
discussed. Communication with the Mission in this respect was very good.

Following submission in the second week of December of portions of
the draft final report along with a debriefing susmary, review and
briefing sessions were held with the GOP/EAD on December 13, and with
USAID management on December I3 and 14. The Team subsequently received
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comments from USAID which have been fu]Ty taken into account in the
preparation of this final report.

C. Background and Overview of the Project
Historical Antecedentsl

Since its birth as a nation in 1947, following the partition of
Eritish India, and continuing on up through the years to the present time,
Pakistan has been piagued with a dearth of well trained and experienced
senior civil servants. Consider that at time of partition only about 100
members of the former elite Indian Civil Service and Indian Police Service
elected to cast their 1ot with Pakistan.

Furthermore, the Pakistan Civil Service followed the British
generalist tradition of giving preference to bright young persons with an
academic background in 1iberal arts and the humanities. Over the years
only a very small percentage of the new recruits had a background in
public administration, business administration, economics or the hard
sciences. Also, experience or training in development administration was
virtually non existent as the stress was on the traditional subjects of
law and order administration, tax collection and Judicial administration.

However, since the 1950s the Government has taken a number of steps
to build the managerial competence of its officials both through training
abroad as well as through in-country training following the creation of a
national network of educational and training institutions in management
and public administration. USAID has played a signal role in this
institution building process since, throughout the late 1950s and early
1960s, it assisted the GOP with funding and technical assistance in
establishing the National Institutes of Public Administration (Lahore,
Karachi, Dacca), the Pakistan Administrative Staff College, the Pakistan
Academy for Rural Development, the Institute of Business Administration at
University of Karachi and the Department of Administrative Sciences at
University of the Punjab. At the same time, in a parallel development,
the UNOP/ILO and Ford Foundation, in the 1950s and 1960s, assisted in the
creation and development of the Pakistan Institute of Management in
Karachi, catering for private and public enterprise sector managers.

In the period between 1969-1980, USAID continued to provide training
assistance for civil servants in the public administration field through
the Government Administrative Staff Improvement (GASI) Prcject, but on a
somewhat reduced scale. During this tumultuous period, especially in the
early 1970s, it should be noted that the scope of Government operations
and services changed and expanded dramatically when the Bhutto
administration nationalized a large segment of private industry. This
drastic action placed a heavy burden of new managerial responsibility on
the shoulders of an insufficiently manned and trained civil service and
also put more demand and great stress on Pakistan’s inadequately funded

1 This section of the report on historical background is based, in
large part, on DSTP project documents including the latest request for
proposals for Phase II of the project.
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also put more demand and great stress on Pakistan’s inadequately funded
and staffed management training institutes who were supposed to carry out
the daunting task of training many more new managers and upgrading
existing ones. Needless to say neither the civil service nor the
management institutes found that they had the capability and the resources
to cope satisfactorily with their added responsibilities.

Another important factor that should be kept in mind is that over the
years the environmental context of Pakistan has not been favorable to the
emergence of a stable and development oriented system of public
administration and management. Witness the traumatic series of events
including the 1965 and 1971 wirs with India and subsequent loss of the
eastern wing of the country ‘which became Bangladesh), the instability of
the Bhutto period of the 1970s with the forced nationalization of many
private sector institutions, and, finally, the martial law era under
President Zia (1977 - 1988) which inhibited not only economic growth but
also the development of democratic institutions and a sense of national
unity and purpose.

Additionally, Pakistan at present is confronting the severe problems
of excessive population growth (3.1%) an archaic and tradit‘on-bound
education system, structural problems in the economy and the national tax
system, inadequate agricultural productivity, energy problems and short
falls, a very low literacy rate (27%), and until recently, only a
half-hearted commitment to allowing the energy and creativity of the
private sector to contribute to national development. A1l of the
foregoing are constraints to development that public and private sector
Mmanagers must become better equipped and trained to handle. In this
connection, some public and private sector leaders have noted that the
recent five year plan (1983 -1988) partially failed to meet its targets
because of the shortage of trained managers and technical personnel with
the ability to plan  implement and evaluate development initiatives and
programs.

However, on a more encouraging note, the GOP in the same Sixth Five

Year Plan (1983 - 1988) gave due recognition to the importance of human
resource and manpower development as critical to initiating and sustaining
economic growth. Recently the private sector has also been

encouraged to play a more significant development role and to share in the
training opportunities afforded through the OSTP Project. It also appears
that the GOP is committing more of its own resources and alleviating some
of the constraints to the development of the private sector.

irth an ve n the DST 0]
It is against this historical background outlined above that in 1983

the GOP and the USAID Mission entered into an agreement, as part of
USAID’s Economic Assistance Package to Pakistan, which established the

Development Support Training Project (DSTP). i h
roject w igne upgr rial a rti
Pakistani men and women in the public and private sectors who are involved
in planning, development and implementation of Pakistan’s priority social
and_economig prog.ams.
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The DSTP Project comprises the following four complementary and
interrelated components:

(1) in-Country training of public and private sector managers and
institutional strengthening of local public and private sector
management training institutions;

(2) participant placement/training for all USAID project (including
buy-ins to the DSTP) through which participants are sent for
long and short term training in the USA and third countries;

(3) training in English as a second language (ESL) to (a) increase
candidates’ English language proficiency for U.S. institutional
placement, and (b) increase the effectiveness of national
institutions to teach ESL; and

(4) management and technical training for special target groups
including the private sector, women and less advantaged
provinces (including vocational/technical training and
institutional development in Baluchistan and NWFP).

Originally the planned funding for the project was set at a rather modest
$10 million and the life of the project was set at five years, to
terminate in 1988. However, due to the DSTP’s success over the first few
years as assessed by an interim evaluation, the identified needs of
Pakistan and further requests by the GOP, project funding was increased
through five amendments during the period April 1986 to September 1988 by
a total amount of $65 million resulting in a new funding level of $75
million along with an extension of the 1ife of the project to December 31,
1991. Most of this additional funding provided for the project, it should
be noted, was earmarked for overseas participant training, with the
exception that $10 million was set aside in September 1988 for
construction costs, equipment and some operating experses for the new
Lahore University of Management Sciences.

In justification of the present and proposed levels of funding and
effort, both the GOP and USAID during 1987-1988 determined that successful
priority USAID prrjects such as DSTP should be continued in the 1988-1993
development program since DSTP is considered of strategic importance in
the development of Pakistan’s human resource and the further strengthening
of the country’s public and private sectors. In this connection the DSTP
project was therefore included in USAID’s 1988-1993 Country Development
Strategy Statement, which is related to the GOP’s Seventh Five Year Plan.
It is further anticipated that the project will ultimately be extended to
December 1993 and that total funding of $140 million will be provided.

In December 1983, USAID entered into a contract with the Academy for
Educational Development (AED) to provide the technical services called for
under each component of the project AED in turn entered into
sub-contracts with Artnur D. Littlc (ADL) and Experiment in International
Living (EIL) to provide services in the areas of management training and
ESL training. An earlier sub-contract with the Institute of Public
Administration of Pennsylvania State University, as regards management
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training services, was terminated by mutual dgreement in December 1986
after two years of work.

The initial contract with AED was for three years and subsequently
amended on June 30, 1986 to cover an extension of another two years with
an expiration date of December 18, 1988. Following the solicitation and
examination of proposals by USAID for the first two year portion of Phase

AED, was awarded the contract with the option for an extension to five
Years (to Decemher 1993). Under the new contract, Winrock International
has joined EIL ..ad ADL as a subcontractor to provide placement and
in-country training services for trainees from USAID’s agricultural
projects.

An interim project evaluation, carried out in Tate 1985 with its
report issued in April 1986, concluded that project progress was
satisfactory or better for alj OSTP components. The principal
recormendations of the evaluation were that the project termination date
should be extended to 1990 or later and that additional funding should be
provided for all components, with relatively more emphasis than in the
past to be given to in-country training, institutional strengthening and
English Tanguage training.

The interim evaluation also identified constraints to project success
that needed to be addressed such as inadequate staffing for the existing
level of effort: policy, jurisdictional and procedural nroblems within the
GOP; lack of a comprehensive hiiian resources development planning process
or needs assessment; vagueness of private sector objectives; and the need
to focus training on USAID’s priority sectors and involve USAID’s
technical divisions more in training planning.

D. Phase I Outputs

In the originail project paper of March 1983, initial output targets
and measures were established for the five years (of Phase I) and then
revised upward with the project amendment of June 30, 1986 and the
additional increments of funding provided.

Table 1 compares initial and revised output targets with the actual

outputs of Phase I of the project. As can be readily seen, the project
has been very successfui in not just meeting but in exceeding by a large
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TABLE 1

DSTP PHASE I OUTPUTS, 1984-88

Initial Revised
Output Output Actual

Output Indicator Target Target Output
Public and private sector managers 1,622 1,622 2,072
trained in-country in new or revised
management programs
Short courses and workshops designed, 34 78 107
developed, tested and integrated into
host country institutions
Pakistanis from both public and 50-75 50-75 725%
private sectors trained in-country as
professional trainers
Training institutions strengthened 4 4 13
through technical assistance, faculty
development and commodities
Participants trained in management or 228 3,725 4,000+
technical subjects in U.S. or third (estimated)
country training programs
Women trained in-country in management None None 215
and entrepreneurship
Pakistanis taught Enclish for academic None None 669
purposes (preparatory to academic
training overseas)
Number of tests of English as a None None 8,500
Foreign Language given (estimated)
Secondary school graduates from None None 51

Makran Region of Baluchistan
offered special ESL and vocational/
academic training programs in the U.S.

Includes some who attended more than one program.
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TABLE 2
NUMBER OF PARTICIPANTS PROCESSED FOR TRAINING IN
U.S. OR THIRD COUNTRIES, 1984-88

Project: Academic Non-Academijc Grand Total
Male female Jotal Male Female ota Male female TJotal
1 DSTP 493 82 575 1598 239 1837 2091 321 2412
2 On Farm Water Mgt. 54 0 54 218 0 218 272 0 272
3 Irrigation Systems Mgt. 101 1 102 421 | 422 522 2 524
4 Popula. Welfare Plﬁg. 2 0 2 20 14 34 22 14 36
5. Tribal Areas Dev. 0 16 0 16 16 0 16
6 Malaria Control 1] 3 0 3 67 0 67 70 0 70
7 Rural Electrifica. 13 0 13 226 0 226 239 0 239
8 Primary Health Care 0 0 0 21 3 24 21 3 24
9. Energy PIlng. & Dev. 26 0 26 69 1 70 95 1 96
10. Baluch. Area Dev. 23 0 23 "3 0 3 26 0 26
11. Forestry PIng. & Dev. 11 0 11 73 0 73 84 0 84
12. Mgt. of Ag. Res. & Tech. 96 1 97 233 1 234 329 2 331
13. Food S:curity Management 47 0 47 182 5 187 229 5 234
14. Frontier Area Dev. 0 0 0 2 0 2 2 0 2
15. Energy & Environ. 0 0 0 5 0 5 5 0 5
16. Ag. Sup. Serv. Proj. 26 3 29 - 88 5 93 114 8 122
17. Min. of Education 52 14 66 0 | 53 14 67
18. Min. of Sci. & Tech. 303 20 323 0 0 0 444 20 464

Grand Total 1250 121 1371 3243 269 3512 4493 390 4883

* Source: USAID/Pakistan HRD Participant Data Base. These figures show the number of participants for whom
PI0/Ps were prepared by HRD and forwarded to AED. The number of participants actually placed in educational
institutions will be somewhat lower, however, since some PIO/Ps are cancelled or not acted upon for a variety
of reasons (e.g. the participant cannot be spared, etc., etc.).
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TABLE 3

NUMBER OF DSTP IN-COUNTRY TRAINING PROGRAMS CONDUCTED

Years

Programs

Public Sector

PIM & PETI

TOTP

Women’s Development

Total

Years

Programs

Public Sector

PIM & PETI

TOTP

Women’s Development

Total

Notes: 1)  Sour

¢) TOTP programs include programs specially conducted for

Inst

AND PERSONS TRAINED, 1984-1988

Programs Conducted During 1984-1988

1984 1985 1986 1987

] 8 2 4
1 3 2 10
1 3 7 11
0 0 1 4
3 14 12 29
Persons Trained During 1984-1988

1984 1985 1986 1987

18 148 39 74
21 8l 46 325
21 42 133 204
Q 0 21 34
60 271 239 657

ce: AED, Islamabad

itutes and women

1988

11
11
19

49

1988

194
186
325
-140
845

Total

26

27

41

107

Total

473

659

125

2072

3) One PIM/PETI conference in 1987 inlcuded 160 participants

4) PIM

5) PETI = Private Enterprise Training Initiative
6) TOTP = Training of Training Professionals

1353-F.008
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IT. PARTICIPANT TRAINING: UNITED STATES AND THIRD COUNTRIES

A. Overview

As is the case with other components of the evaluation, this section
both reviews the work done in Phase | and provides recommendations for the
operation of Phase Il of the DSTP. Therefore, the evaluation contains
some recommendations that were not issues in the first five years, (e.q.
institutionalizing needs analysis and training plans within the GOP). As
a forward looking evaluation, this document, although concerned with what
has happened in Phase I, is much more concerned with what should be the
shape and design of Phase II. As another starting point, the evaluation
has attempted an assessment of the impact of training on the participant’s
careers as well as on their sponsoring organizations.

Since a major goal of this evaluation is to provide future guidelines
for Phase II, it is hoped that some recommendations will be applicable t.
many of USAID’s future training subcomponents of its development
projects. Whether it is within USAID, or within the host government, the
primary objective of training is to develop specific individual skills,
knowledge and attitudes and to modify, for the better, institutional
behavior patterns. Thus, the key element of a good training system is
matching individuals (given their education, work experience and
capabilities) with the proper training program, either academic or
non-academic. All of this effort, and the supporting systems, should
result in improved work productivity..

Ideally, any USAID funded participant training project and/or
activity should be designed to accomplish the following programmatic and
operational objectives:

. The host country, as a result of USAID training activities
and technical assistance, will have developed over time,
the capability to plan and manage its own domestic and
international training program, including the preparation
of needs analysis and formulation of training plans.

[ Efficiently operated training programs will have been
created, built upon complete and timely collection of
participant documentation. The closer to the nomination
that documentation is collected, the more efficient the
nomination process will be. Ideally, full documentation
would be submitted to USAID by the GOP along with the
candidate’s nomination.

] The establishment of a pre-qualified pool of trainees to
draw upon for overseas training will have been created.
The creation of such a pool is a goal that large long term
training projects strive to achieve, whether the
participant goes for academic or non-academic training.
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A procedure for Froducing well written PI0/Ps will have
been developed as a basis for quality placements of
participants. Al training prcjects should produce PI0/Ps
with sufficient specificity to permit those making the
placements to select the training institutions which best
meet the needs of the candidate and the sponsoring
organization.

For countries with a high volume of activity, formal
written policies and procedures will have been established
to provide the operational stability needed. Ideally,
these policies and procedures do not hamper the operation
but rather enhance it by providing the parameters and
guidelines needed by those who serve the system.

Where there are multiple sections and organizations
working on the training project, areas of responsibilities
will have been clarified and demarcated and appropriate
channels of communication will have been established to be
monitored and revised as the project evolves. These
conditions are essential to the smooth operation of
complex organizations such as USAID Missions and their
training projects.

A system for reviewing and adjusting staffing levels will
have been established in order to deal with changes in the
project’s level of operatfon. It is especially important
in labor intensive training projects, that these staffing
adjustments be timely and, if possible, based on agreed
upon formulas.

To evaluate the projects’ operational effectiveness, the team
examined the following:

Training needs analysis, planning for training and
the nomination process.

The degree of utilization and value of the orientation
programs offered to participants.

The quality of AED support to participants.

The relevance of DSTP-sponsored training activities to
participant and institutional needs.

The utilization of training upon completion.

The organization and operations of HRD and AED.

Based on the outcome of each review and the general objectives
outlined above, recommendations were made on the structure and conduct of
the next phase of the DSTP.
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To gather data, two types of interviews were conducted. One series
was based on questionnaires and involved the following groups:

. Participants currently in training in the United States.

. Participants in both long and short term training who have
returned to Pakistan.

] Supervisors of returned participants,

Participants still in training in the U.S. were interviewed via
telephone. Returned trainees were interviewed by a team of interviewers
employed in Pakistan who visited Lahore, Karachi, Quetta, and Peshawar in

addition to its work in Islamabad. The number of questionnaires completed
are shown in Table 4.

TABLE 4
QUESTIONNAIRES BY TYPE OF RESPONDENT

Number %

Currently in Training 19 13
Academic Returnee 42 29
Non-academic Returnee 63 44
Supervisor 20 -4
Total 144 100

The second group interviewed consisted of:

USAID contractors in Pakistan.

USAIN section chiefs and project officers and liaison officers.
USAID/HRD staff.

AED/EIL staff.

O O oo >

E.  Representatives of the GOP.

The USAID staff and contractors were all interviewed in person in
Pakistan. Exceptions to this were interviews with the EIL staff who were
interviewed in Washington D.C. One EIL staff member was interviewed by
telephone in the U.S.  Over 35 persons were interviewed in this phase of
the evaluation.
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The reason for including the USAID contractors in the survey is that
those who have training components in their contracts (except for TIPAN)
are required to use the DSTP placement network. This arrangement is
referred to as a buy-in.

The DSTP involves not only USAID and its contractors in the process,
but also the federal and provincial governments of Pakistan. The GOP
agencies and provinces collaborate with USAID, though in some cases they
act independently, in writing training plans. The GOP is solely
responsible for selecting, screening and processing nominees to the point
where a nomination letter is forwarded to USAID. The participant training
portion of this evaluation is concerned primarily with those activities
that take place on the USAID/AED/EIL side of the training process. There
are several reasons for this. First, the Pakistani side of the process
has been the subject of evaluations and recommendations for years by both
domestic and foreign consultants. Little noticeable change has occurred
as a result of these studies. A recent study by Or. Upreti provides a
current description of the process followed by the provincial governments
(see Appendix IX). He recommends that the process followed by the
provinces, while time consuming and tortuous, be accepted as a given and
allowed for in the training process. Second, given the amount of data to
be collected and evaluated, time simply did not allow the luxury of a
detailed review of an area over which USAID has no functional control.

Another item that falls within the scope to this evaluation is a
review and update of the interim evaluation conducted in 1985. The
interim evaluation made the following recommendations pertaining to
participant training: .

1. USAID seek, through a covenant to the project agreement for the
extension of the project, GOP action to streamline the participant
training nomination and selection process sa as to achieve timely results.

Update: This issue is not best treated in a contract covenant.
However this is an issue that is kept in the forefront of negotiations,
even at the ambassadorial level. HRD has done virtually everything within
its control to affect change in these processes.

2. All short term training activities need much more careful
planning and scrutiny to assure that they will provide worthwhile training
outcomes for the trainees and their employers.

Update: HRD continues to monitor short and Tong term training.
However the volume of short term training slots prevents the type of
scrutiny envisioned in this recommendation. New recommendations are made
2e1$w which expand the monitoring activities for both short and long term

rainees.

3. AID needs to establish who is responsible for monitoring training
impact, and establish a process for insuring that this function is
carried out in a manner that assists HRT, GOP, and the contractor in
assuring that DSTP resources are being effectively utilized.
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Update: HRD has established a full time monitoring office with
responsibilities for follow-up contact with returned participants. The
office is capably staffed and has Just completed its first tranche of
surveys. The findings will soon be evaluated and distributed to decision
makers in the GOP as well as USAID who need the information for policy
decisions. The office continues to survey returned participants on a
regular basis.

4. AID should review its English language requirement for short-term
training to determine if changes could be made without impairing
training effectiveness.

Update: HRD has reviewed its English language requirements for short
term training. The review included discussions with ESL instructors and
those who deliver short term training services. It was decided that the
existing policy is well conceived and did not merit change.

B. ‘Project Environment and Growth

As is the case with most dollar assistance to Pakistan, the DSTP
is funded by the Economic Support Fund (ESF). The overall assistance
Tevel is established based on strategic considerations while individual
projects are to be implemented with development objectives in mind. These
tvo objectives, while not inherently in conflict, often are not
completely compatible. Frequently there are two points of discrepancy.
First, overall funding levels for a project can exceed host country
managerial and administrative absorptive capacity. Second, pressures
build for a rapid disbursement of project funds as an important aspect of
broader political objectives. Not surprisingly, both concerns have been a
feature of the DSTP.

While the need to make a number of placements rapidly has not set
aside the development goal of making quality placements, it has affected
the operation and resuits of the program. For example, short lead time
for finding training opportunities and late enrollments in the academic
year have continually plagued the program’s operation, impinging on the
quality of the placements made. However, although the new USAID/AED
contract still calls for a high number of placements each year, the
emphasis will be on ensuring quality placements.

The project has grown at a phenomenal rate. Its initial budget was
for $10,000,000 for five years. It has now grown to $75,000,000.% By the
third year, placements had exceeded the original five year goals set for
the project by 20 per cent. Buy-ins, placement services provided to
USAID’s technical projects, have accounted for a significant proportion of
the growth in placements over the entire five year period. Table 5 shows
the training goals and placements by year.

1 Of which $10 million is for Lahore University of Management
Sciences. '
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TABLE 5
OSTP TRAINING PLACEMENTS BY YEAR a/

Carried Total Contract Surplus
1984 Placements Forward b/ Enrolled Maximums ¢/ Placements d/

1984 131 0 131 225 -94

1985 331 28 359 300 59

1986 854 715 929 750 179

1987 1,319 307 1,626 1,300 326

1988 1,000 570 1,570 1,600 -30 ¢/

3/ Source AED.

b/ Carried Forward is the number of participants placed in one contract
year who were still in training in another contract year.

¢/ Contract Maximums is the maximum number of placements plus carry

overs called for in the contract for a given year.

Surplus Placements is the difference between the contract maximums and
the total enrolled.

1988 figures are estimates.

SR

Given the motives, political as well as developmental, behind the
OSTP, the continued expansion and the time constraints that 1t has been
implemented under, the numbers show that it has been a highly successful
program. Scholars have been and are being trained which will contribute
much to the long term development of Pakistan. Good will has been created
through the various training activities that have been funded, e.g. long
and short term training and study tours. The skill level of technicians
and managers has been enhanced through short term training programs. The
USAID Mission in Pakistan, AED and EIL can be justifiably proud of
accomplishing such a herculean task. In later portions of the evaluation
the report examines the impact of the program on management and
professional skills.

However, this success has not been without a price. That price was a
measure of i11-will generated by a Tong impersonal process that is viewed
by some participants as cumbersome and indifferent to their needs (see
Table 7 of Participant Survey below). Another problem comes from
placements that do not meet the participants’ needs and/or expectations.
(see Table 9 which shows that over 30% of all participants were
dissatisfied with their training).

The fact is that the nomination process used in international
training is very complicated, and at times appears repetitive. At the
crucial point in the process when a participant is preparing to depart
Pakistan, a number of procedures are imposed by the GOP and the U.S.
Government which can potentially cause the participant to miss his or her
training opportunity 1iterally within hours of departure (see Chart D
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below). The recommendatiors in the balance of this chapter will, it is
hoped, contribute to a diminution of these negative impacts.

C. The Participant Processing System

The in-country participant processing and departure system is very
lengthy and complex. Participants, HRD and AED staff, as well as members
of the GOP do not fully understand all of the steps and processes and
paperwork a potential participant must go through before departing for
training. Everyone seemed to understand a part of the process, e.g. from
whom a piece of paper needs to be obtained or where to send the
participant next. But few people could explain all of the steps to the
evaluators. In order to prepare the reader for discussions and
recommendations which follow in this section, a detailed picture is
presented in the following charts and discussion.

The in-country processing can be divided into four stages for easier
understanding and presentation. The four stages will be presented in four
charts, they are:

(a) GOP nominates the participant;

(b) USAID processes the nomination;

(c) The contractor, AED, processes the nomination; and
(d) The participant prepares to depart Pakistan.

In this section, the evaluation team’s understanding of the complete
process for a public sector academic participant will be presented and
discussed. This is probably the most complex of the four major types of
training, (i.e. public sector academic and technical, and private sector
academic and technical). Each chart is divided into several columns, each
representing the major organizations involved in the processing system.

At the right of each chart is an estimate of the time it takes for
participants or their paperwork to go through each step of the process.

GOP Nominates Participants

The system begins (see Chart A) with USAID developing and issuing the
training plan or annual catalog of USAID suggested training opportunities.
The training plad is received at the Economic Affairs Division (EAD),
where the plan is distributed to the federal ministries and provincial
governments. Also, when USAID issues supplementary letters announcing
selected courses throughout the year, the GOP follows a similar process.

In the case of the provincial governments, once the training plan and
supplementary course announcements are received by a Provincial Planning
and Development Department these documents are then distributed to the
various provincial departments. Then a provincial department proposes a
candidate for training which sets in motion a process which contains at
least 30 different and identifiable transactions at the provincial level.
The process is eloquently described and diagramed by Bedh P. Upreti in
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Appendix IX A Brief Resumé on the Problems and Perspectives on 0/ARD
Training. Upreti points out that the case he followed finally required
30 signatures and was physically handled by 38 people. All of this takes
place before the nomination is processed by EAD.

The ministries and the provincial governments submit ncminations
through EAD and the Establishment Division. From this process comes a
letter nominating one or several participants for an academic program.

The letter names the participant(s), describes the major field of study
and the anticipated length of program. At this point, the participant can
collect the nomination letter and hand carry it to HRD. If the letter is
handled in the normal manner, EAD mails the letter to USAID. The letter
is received and logged in USAID’s C&R office, where a copy is made. C&R
routinely sends a copy to the Project Officer and the original is sent to
the HRD Training Officer. This completes the GOP nomination.

Section E shows how the abovementioned process can be strengthened.
It recommends that USAID work with the GOP to institute a simplified
needs assessment and training planning process for DSTP-funded trainees.
(Projectized participant training is presumably preceded by a needs
assessment and training plan as part of the project design process.)

USAID Process

Chart B picks up with the nomination being received at USAID by the
Project Officer and the Training Officer. If the nomination was hand
carried by the participant, by passing C&R, the Project Officer does not
get a copy, the original goeé to HRT. Once the nomination is assigned to
the proper HRT case officer, the nominee’s name and preliminary data is
entered into the Pakistan Training Program System (the HRT database).
HRT’s case office then determines with the Project Officer, i.e., Health,
Energy, if the nominee fits the training criteria for which he/she has
been nominated. After the record is entered, the nomination goes to the
case officer to start the file and send a letter to the participant
requesting any missing documentation. The letter requests the nominees
for academic training to take the TOEFL, GRE or GMAT examinations, submit
copies of school transcripts (marksheets) and to obtain letters of
recommendation. A copy of this letter, including a copy of the nomination
letter is sent to EAD, the processing contractor, AED, and, if
appropriate, to the USAID Regional Liaison Ofrice.

Upon receipt of the letter, if not before, the participant begins the
process of learning the TOEFL and GRE/GMAT schedules, and then taking the
tests. The single most important score, for processing the academic
participant through the system, is the TOEFL. Some participants take the
test prior to being nominated, and are able to provide HRD their results

2 nCase officer" refers to employees in HRT (for Training) -- a
Division of HRD/USAID and AED/I who are changed with monijtoring and
processing given categories of participants.
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early in the process. When HRD learns that the_score is below the 530 or
550 call forward level for long-term training,® they send the participant
a letter recommending and inviting them tg enter the Center for Intensive
English Language Studies (CIELS) program.* The participant takes this
letter to their department and an official nomination letter to take
English Tanguage training is sent to CIELS and usually the participant
enters the next available session.

While the participant is taking these tests, the case officer
maintains the file in a pending status. The nominations are received by
HRT at various times of the year and with varying amounts of lead time
before a program is to begin. These variations, coupled with the
different test schedules, results in the case officer needing to have and
closely maintain an adequate tickler system in order to manage their
pending files.

When the appropriate TOEFL level is achieved, the HRT case officer
sends a letter requesting the participant to take the required medical
exam. The participant goes to a doctor under contract to USAID, where the
exam is completed and a report sent to HRT. The HRT medical officer
reviews the exam results and approves, rejects or recommends a waiver to
the Project Officer. When the medical clearance is complete the case
officer prepares the PIO/P. If the lead time unti) program start is
short, a copy of the unsigned PI0/P may at this point be sent to AED
marked as "ADVANCE COPY." AED in turn immediately notifies EIL in
Washington, D.C. that action is imminent on this case. At the same time,
the PIO/P moves through the relevant project office and HRD for the
required signatures. This part of the process is completed when the
signed PIO/P and copies of the pertinent documentation are sent to AED/1.

The team’s evaluation presents specific findings and makes
recommendation related to USAID processing in Section F, below.

Contractor Processes

Chart C looks at AED/EIL's role in the processing system. When the
signed PIO/P is received by AED’s Islamabad office (AED/1), a copy is
quickly dispatched via the next courier package to EIL in Washington for
placement.

If lead time is short and a telex has not previously been sent to
EIL/Washington (EIL/W), one is sent. The AED case officer reviews the
documentation and sends the participant a letter requesting any documents
that are still missing at this point. As the participant collects and
sends data to AED, it is usually forwarded to EIL/W on a piecemeal basis.
Experience has taught AED to try not to rreate any delays in the flow of
12fg;T;5ion between the Mission or the participant and the placement staff
a .

3 530 for MA candidates, 550 for Ph.D. candidates.

4 Public sector nominees only.

1353-F.009 - 22 -


http:1353-F.OO

ISP PARTICIPANT PROCESSING

PUBLIC SECTOR

ACADEXIC
CHART ¢
CONTRACTOR PROCISSTS
60 V.S.4.1.), Contractor
PARTICIPANY o ontracte OTHER et
Islamabad Provinieial | HRD 5;;;0:% Other |Academy for Educ. Development EStinate
1eer
EAD  Fed'l  Depts AED ElL
in, Islamabad Vash, D¢
1411V ]
Recetved
Fiio :;lgﬁ
Revicwed Sent To D § days
Letter File
Requests Prepired Letter 2 days
Rissing
Data
Al ‘ A J v ’
Contact, if hita
not Jocated Sent As  —Ppj—p Response
Collects Recieved 5 days -
Kissing Il low T0EFL Take 3 weelks
D‘t‘ - -’ ---------------------- ELI - - e
R R . ELY {~¢ mo,
L o v % V
Applie’ tn
”o pared
] .
Five . .
| Universities University
acceptance
Data {-3 months
Sent A3 Dorr‘ nts
mimd wview
tewa) Fj]o Cormittees
Maint’d Neet
| Acceptance/
Monitor | Regection
Applic’ tal  Letter
eeision s
eceived
(——. - . LEE
[nformed
of Dec'n
| Above May
— ¢ Be Repeated
| Several Times .
Informed . University
Informed of Deciston File J aceeptance
of Decision ‘ Maint' d - reported
o rl 1 week
forward
Call forvard
feter telex { day
; (4 l!‘ fau.;omrd
¢
Merived 123 days
fotal time
VLCHIC J months to
{ year ¢ ?
- 23 -




EIL/W initiates placement as soon as they believe they have adequate
documentation to complete school applications and make an adequate
representation to an academic admissions office. EIL/W will prepare and
submit simultaneously three to five applications; this is a procedure
required by AID training regulations. The number and nature of the
schools chosen will depend on the training objectives and the strength of
the credentials and test scores submitted. For Tong-term trainees, one of
the five applications will go to an HBCU if appropriate training is
offered there.

When a decision by a university is received at EIL/W, usually by
mail, they notify AED/I. If the decision is negative, additional
applications are submitted to other schools. If the decision is positive,
EIL/W will collect responses from the other schools, reach a decision, and
send AED/I the call forward message.

Findings and recommendations on this phase of the process will be
presented in Section H, below. If the participant has made it this far,
he or she has yet to encounter possibly the most complex set of hurdles in
the system. These hurdles and steps are presented in Chart D.

Participant Prepares to Depart

The system continues with AED/I receiving the Call Forward telex. A
Call Forward letter is quickly prepared and sent to seven different
offices, as well as the participant. The participant signs the conditions
of training and mails the letter back to AED/I for the file. A U.S.
immigration application form (IAP 66A) is completed for the visa
application and sent to HRD with a copy of the Call Forward letter.

The HRD case officer pulls the appropriate file and reviews it to see
if it is complete. If the file is incomplete, immediate action is taken
to collect the missing documentation. Wwhen the file is complete, a trave)
request form is filled out and, with a copy of the PI0O/P, is sent to
USAID’s Travel Section. The IAP 66A is signed by the Training Officer and
the DSTP Project Officer, and then returned to AED. The USAID travel
office prepares and sends to AED the Participant Authorization to Travel
(PTA or P form). AED then sends a letter to the Bank of America, in
Islamabad, which then prepares and issues 1 T-Form, i.e. a form required
for State Bank of Pakistan clearance and travelers checks. If the
participant will not be coming to Islamabad, the P and T forms are sent to
the appropriate USAID Regional Liaison Office to assist the participant to
compiete his/her processing. If the participant will ba in Islamabad,
then AED takes the P and T form, with the passport and nomination letter
to the State Bank for endorsement of the P-Form.

The endorsed P-Form is then returned to the USAID Travel Section by
AED for arrangements for the airline ticket. A1l this time, AED is
keeping track of the progress with a tickler filing system, so as not to
lose a case--or a participant in the process. Sometime during the process
the participant has obtained a nec objection certificate (NOC) letter from
the releasing government department. Then he/she collects all of the
endorsed forms and completed documents, proceeding to the Bank of America
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for travelers checks, the Consulate for visa, and the airline ticket
office. At this point, the participant departs for training... if pure
exhaustion hasn’t set in or if something has not gotten misplaced or
misrouted in the process.

As participants receive their call forward telex or telephone call
from AED, they begin the process of departing for their training. Chart
D, presented this complicated and involved process. These last steps are
encountered by both academic and non-academic participants, and for some
have to be accomplished in less than two days. This process is
compounded by limited hours at the State Bank and at the U.S. Consular
offices, as well as the holidays of the two governments (both anticipated
and some which can not be anticipated, i.e. political or religious
holidays being declared). An even further complication arises for those
participants who do not come to Islamabad for final processing. All of
their documents have to be sent to the A.I.D. Regional Office, telexes
sent through Bank America, and they have to process their IAP 66As through
the Consular offices in Karachi or Lahore.

Ouring 1987 and 1988 HRD and EAD discussed the barriers encountered
during departure, including the number of separate organizations which
have to sign-off or endorse the participants documents. EAD has been
receptive to some suggestions offered by DSTP. At two points a proposal
to eliminate the P-Form was presented through EAD to the State Bank, but
it was rejected by the Bank. Overall, there have been few changes over
the past few years and the system remains complicated and involved.

On the HRD-AED side of this problem, the recent physical move to the
same building by both organization will reduce the small time lag which
has existed for the signing of the IAP 66A form. While this has not been
a majer problem, it will improve the system.

Recommendations:
1. At the national level: HRD and EAD should continue to explore

options and alternatives at the national level, which will reduce the
number of separate steps and different organizations involved.

2. At the provincial level: After AED field representatives are in place
for some time, not less than six months, each representative should
develop a s-hematic diagram (similar to the Charts presented earlier) of
the final pirocessing steps in that particular region. The representative
should then develop a set of actions which could realistically be
implemented over the following year to simplify the system and reduce the
number of steps required. This approach builds on the representative’s
new knowledge, requires them to understand and document the nomination
process, and provides a unique set of actions for each region. The
schematic diagrams and plans would then be reviewed by the DSTP Project
Office and a final plan developed and 1mplemented for each region.

3. At the USAID level: For participants being processed by a Regional
Liaison Office, the documents required in the Regional Office can be
prepared before the call forward is sent. The documents can be sealed in
an envelope and sent to the regional office for unopened retention in
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safe-keeping until the call forward is received by the nominee. When the
nominee presents himself for processing for departure the packet can be
opened and departure processing quickly initiated.

D. Survey Results

The following section summarizes the results of the participant
trainee surveys conducted. in the course of the evaluation as noted in
Table 4.

The project has had a positive impact on participants and their
supervisors. This conclusion is derived from conducting 144 interviews
with participants and their supervisors. Individual face-to-face
interviews were conducted, in order to obtain more direct information and
provide the opportunity for responses to be explored and elaborated.
Interviews were conducted with 19 participants in the U.S. who are
currently in academic training and 105 returned participants in Pakistan.
The returned participants inciuded 42 who had attended academic degree
programs and 63 who returned from non-academic training (short term
technical programs or non-degree training). The returned participants
were asked to identify their supervisor. The interviewers were able to
contact 20 supervisors, primarily from the public sector; these
supervisors managed 63 former participants. The following tables present
the findings from the interview surveys.

Table 6 presents a breakdown of the participants included in the
survey. There were a total of 104 males and 20 females (17%); 102
participants <ere from the public sector and 22 from the private sector;
14 people (63%) of the private sector and 49 people (48%) from the public
sector attended non-academic programs.

TABLE 6
PARTICIPANT CHARACTERISTICS

Average Ncn- In
Females Males Age Training

Academic Academic
PU &/ gR b/ PU 3/ PR/ PU3/ PRDB/

Baluchistan 0 9 31.7 7 0 0 0 1 1
Federal Area 4 17 41.0 12 0 9 0 0 0
NWFP 0 11 38.0 2 0 7 0 2 0
Punjab 6 40 8.3 11 1 18 3 10 3
Sind 10 27 35.0 7 2 15 11 1 1

3/ Public sector employee.
b/ Private sector employee.
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Most of the participants, came from two regions, Punjab and Sind
(67%). The oldest participants, on the average, came from the Federal
Areas and the youngest were the men from Baluchistan. USAID participants
in general tend to be in the mid-thirties age group and the above data
supports the Agency norm. Thus, most completed college or secondary
schooling at least 10 years prior to entering or completing their
training. Therefore, they were into their careers and yet have many years
remaining in which to apply their skills and knowledge.

Table 7 presents the lead time participants stated that it took
between significant events in the pre-departure process. The data is
based on the interviewees’ memory (and perceptions in some cases) of time
which elapsed between significant events in processing and departure from
Pakistan. While there may be some inaccuracies, the data does present an
interesting view.

TABLE 7
LEAD TIME INTERVAL BY ACADEMIC AND MON-ACADEMIC PARTICIPANTS

Days Between Approval Days Between Call Forward
an artur an artur

Academic Non-Academic Academic Non-Academic
1-7 10 14 16 17
8-14 5 3 11 12
15-21 4 7 13 16
22-28 0 0 2 0
29-35 6 19 5 4
36-42 1 0 1 0
43-48 3 2 4 1
Over 48 30 18 5 2

The largest number of responses from academic participants came at
either end of the spectrum of the number of days between approval and
departure. The largest number, 30 people, or 51% of the academic
participants, responded that it was over 48 days (just over six weeks).
Forty-eight days is really a rather short period of time between approval
and departure. The minimum call forward for academic.participants
according to HB-10 is 180 days or six months.

Non-academic participants presented a different picture. They fall
into three groupings: 1 - 14 days (27%), 29 -35 days (30%) and over 48
days (29%). This could be anticipated. If the participants were
processed with a very short lead-time, then the ] - 7 and 8 -14 days could
reflect the hasty placement and departure which were referred to by many
people during this evaluation. The second and third groups represent the
more normal and non-crisis situation. The 29 - 35 days represent
participants who are processed with a one month lead time. This is short
and not within HB-10 guidelines of 90 days lead time for non-academic or
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technical training. The third group, over 48 days, is more the norm and
where a larger percentage of participants should be.

The number of days between the cal]} forward and actual departure
from Pakistan presents a different picture. Seventy percent or 40 of the
academic participants who responded (57 responded of the 61 in the
sample), recalled that they had between one and 21 days. While 87% or 45
of the non-academic participants (52 responded of the 63 in the sample)
recalled the 1 - 21 time period. The most noteworthy figure is the 16
academics, (28%) and 17 non-academics (33%) who stated they had less than
one week.

Table 8 indicates where participants attended orientation. AED/I
sends an invitation to attend a predeparture orientation to each
participant. Some participants attend an orientation session in Pakistan
as well as one in Washington, D.C., while other participants don’t attend
either. A remarkable 85% of the academic participants (52 of the 6]
peopie) attended an orientation session in Washington, DC. Twenty-five of
th? academics stated that they had attended an orientation session in
[sTamabad.

TABLE 8

PARTICIPANTS IN ORIENTATION BY LOCATION
AND ACADEMIC AND NON-ACADEMIC TRAINING

(Number)

Location Academic Non-Academic Total
IsTamabad 25 22 47
Washington, D.C. 52 53 105
Other 3 1 4
No response 0 0 0

Returned participants made some practical comments on how the
orientations could be improved.

] More information on financial matters, e.g. costs of food
and housing, how to cut corners by using second-hand books
or using photocopying.

(] How to select university courses and how to find housing.

[ Warnings about homesickness and what to do about it and
information on how to bring my family members over to the
U.s.

. Filas shown in Washington, D.C. orientation would have
been more useful in the Islamabad orientation.
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Turning to the participant satisfaction with the subject in which

they received training, a summary of the responses are displayed in
Table 9.

TABLE 9

TRAINEES SATISFACTION WITH TRAINING SUBJECT
BY ACADEMIC AND NON-ACADEMIC PARTICIPANTS

(Number)

Academic Non-Academic
Satisfied 45 41
Dissatisfied 13 22
No Response 3 0

Of the 124 participants, 69% (86 people) stated that they were
satisfied with their training and the subject in which they were trained.
Of the academic participants, 73% (45 people) stated they were satisfied
with the training. 0f the non-academic participants, 65% were satisfied
and 34% (22 respondents) were dissatisfied.

Table 10 presents the opinions of 61 academic participants on the
quality of EIL’s support while in training (19 in-training and 42
returned). Combining the categories of very good and good EIL was given a
positive rating by 73% of the participants. The in-training people rated
EIL higher than the retusned participants, 89% vs 67%. Participants who
responded very good or good frequently made no specific positive comments.
For these participants, the interviewers usually proceeded to check no
suggestions for improvements of EIL services they checked, it was good.

TABLE 10
ACADEMIC TRAINEES OPINION OF QUALITY OF EIL PROVIDED SUPPORT

In-training Returned Total
Very good 10 4 14
Good 7 24 31
Poor 1 13 14
No response 1 | 2

Thirty percent of the returned participants stated that EIL had
provided poor support during their training. The evaluation team also
looked into the causes for the poor ratings. In most situations, the
participants criticisms were understandabie, i.e. they did not get
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approval for something that they believed they should have received or
they had health insurance reimbursement problems or other non-academic
problems. In one case, the participant stated EIL had not made a correct
school placement. A check of the record revealed that the participant had
to be placed without having taken the GRE. During the first term, the
participant took the GRE, received a good score and obtained his own
acceptance in a Boston area university. The next year, EIL assisted the
participant to transfer, after receiving USAID concurrence. FEIL continues
to experience problems with placements because many Pakistanis do not want
to take the GRE or GMAT. They say, just get me into any school. On the
whole, EIL appears to be doing a very good placement Job, given the
information, records and amount of time it is given.

The survey went on to explore the participants’ perception of their
training and its relationship to their jobs. Table 11 is one part of the
measurement of impact of the training. If the training is not related to
work (as it was for 4.5% of the interviewees) then there is Tittle
possibility of the training having an impact.

TABLE 11

RELATIONSHIP OF TRAINING TO JOB
BY ACADEMIC AND. NON-ACADEMIC PARTICIPANTS BY SECTOR

Relationship Academi Non-academi Total

to work Public Private Public Private APublic Private
Closely related 21 1 22 9 43 10
Somewhat related 17 2 22 5 46 7
Not related 0 0 5 0 5 0

For 92% (106 people) of the 111 responses, their training was
closely or somewhat related to their work. This shows that in only 5% of
the €ases was the training badly off the mark. At the same time, it is

Non-academic training is generally aimed at being more closely work
related and it appears that the DSTP is achieving this goal. Refining the
figures a Tittle more shows that in the public sector, 89%, stated that
the training was closely related or somewhat related for an equal number
of participants, i.e. 22 people. On a percentage basis, 59% of the
private sector stated that the training was closely related to their
work, while only 46% of the public sector stated this, an indication that
private sector placement is more efficient.

This data reflects what the respondents are experiencing at that
time. Most Tikely their response is strongly related to their current
position/assignment. Collecting data over time and from random samples of
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participants would help to establish more accurately trends and norms.
Hopefully, this data will be provided through the follow-up surveys now
being undertaken by HRT.

Responses of participants and their supervisors to questions related
to the purposes, utilization and perceived impact of training on careers,
are presented in the next six tables. The twenty supervisors were asked
the purpose for which they usually send participants for training. The
responses of the supervisors, who together supervised 63 participants, are
presented in Table ]2.

TABLE 12
PURPOSE OF TRAINING - (SUPERVISORS SURVEY)

Purpose Number a/
Improve performance 16
Prepare for promotion 4
Other 5

4/ The total is greater than the
number of respondents because
several made multiple responses.

Sixty-four percent of the supervisors stated that the purpose
participants were usually sent for training was to improve performance.
Sixteen percent of the supervisors stated the purpose of training was to
prepare the person for promotion.

Table 13 presents the returned participants perception about the
level of utilization of their training in their current job. The data in
this table is based on answers to would you say you have used your
training in your current Job? Eighty percent of the returned
participants, academic and non-academic, stated that they utilized their
training very much or somewhat. Only 11% (12 people) mostly in the
public sector, stated that they were making very 1ittle utilization of
their training. Only one person from the private sector, who had received
academic training, stated very little utilization of training.

One public sector employee gave two responses to a question about how
helpful the training was to carrying out their management
responsibilities. The person stated that the training was, very helpful
personally as an individual; and no help at all as a trained individual
of the organization.

Another public sector participant stated that the training was only

somewhat helpful because differences in environment do not allow full
application of the training in work here.
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TABLE 13

UTILIZATION OF TRAINING IN CURRENT BY
BY ACADEMIC AND NON-ACADEMIC PARTICIPANTS AND SECTOR

(Number)
Academic _Non-academic =~ ___ Tota]
Utilization Public Private Public Private Public Private
Very much 8 0 14 4 22 4
Somewhat 24 2 22 10 46 12
Very little 3 1 8 0 11 1
None 3 1 5 0 8 1

On the more positive side, another public sector participant from a
university stated: It has improved my quality of performance and
teaching. While a non-academic private sector participant stated that he
has not had time/opportunity to use his technical skills.

Responses, on a percentaqe basis, were more positive (either very
much or somewhat) for the private than the public sector. This may be
due to the fact that private sector participants may feel, and be, more in
control of their careers and work, than people in the public sector.
Public sector staff members appear to be frequently assigned positions or
transferred to positions, with little regard for previous experience or
training. The public sector responses to this question may reflect this
situation. This does not mean that the value of the training is lost, for
it may well be more fully utilized in a future position.

Returned participants were next asked to assess the impact training
has had on their career. They were asked would you say that the training
...received has advanced your career a lot, somewhat or not at all.

Table 14 presents their responses. Fifty-one percent (54 people) stated
that the training had advanced their careers a Jot or somewhat, while 49%
(51 people) stated that there had been no impact on their career
advancement. The public sector, again, responded stronger in the negative
to this question tha, the private sector. Of the public sector, 39% of
the academic participants (15 people) and 59% of the non-academic

(29 people) stated that the training had no impact on their career.
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TABLE 14

IMPACT OF TRAINING ON CAREER
BY ACADEMIC AND NON-ACADEMIC PARTICIPANTS AND SECTOR

(Number)
Academic Non-academic Total
Advanced Career Public Private Public Private Public Private
Much 5 0 3 1 8 1
Somewhat 18 2 17 8 35 10
None 15 2 29 5 44 7

The length of time a participant has returned from training may
change his response to this question. However, 43% (45 people) public and
private sector participants siated that their careers had been somewhat
impacted by their training. Fifty-five percent (10 people) of the private
sector participants answered somewhat, while only 40% of the public sector
was able to make the same response. The high proportion of public sector
employees (51%) who indicated training had no effect on their careers
contrasts with 39% of private sector employees who similarly responded and
suggests that overseas training is better recognized and rewarded in the
private sector.

Returned academic participants were also asked to rate the helpful-
ness of their training to their current management responsibilities and
to their current technical responsibilities. Their responses are
presented in Table 15. Seventy-nine percent (33 people) stated that the
training was very helpful or helpful in carrying out their management
responsibilities. A similar percentage (76% or 32 people) stated that
they found the training was very helpful or helpful in carrying out their
technical responsibilities. Eight people (19%) stated that the training
was not helpful in carrying out their management responsibilities.
However only § people (12%) made a similar statement that the training was
not helpful for carrying out their technical responsibilities. The fact
that 79% of the public sector participants found the training useful
contrasts with the 51% who said it had no impact on their careers and
suggests that the public sector does not integrate training with career
development. If this conclusion is valid, it further suggest a need for
changes in GOP personnel regulations.
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TABLE 15
USEFULNESS OF TRAINING IN MANAGERIAL AND TECHNICAL AREAS BY SECTOR

(Number)
Academic Non-academic _ Total
Public Private Public Private Pii%ic  Private
Very useful 10 0 18 0 28 0
Useful 20 3 12 2 32 5
Not useful 7 1 4 1 11 2
No response 1 0 4 1 5 1

That almost 17% of the respondents found their training not useful ip
carrying out their management responsibilities may be related to the fact
that these were academic participants and their training may not have
contained much of a managerial focus. This negative response suggests
that short-term management training might be includzd as a part of all
academic training, However, the percentage and the number of participants
is not large enough to support a strong case for more management training.

Most supervisors, (75%) stated that returned participants were in the
Jjob for which they were trained. This percentage is very close to the
participants response in Table J-9, where 80% responded that they utilized
their training very much or somewhat. The study design did not provide
for interviewing all of the returned pa-ticipants under a particular
supervisor. This would have allowed for cross tabulation between
supervisors and returned Participants. Subsequent evaluations or
specially designed follow-up studies should includa this tabulation.

Table 16 presents the supervisors responses on the impact of
training.

TABLE 16
IMPACT’OF TRAINING ON PERFORMANCE - (SUPERVISORS SURVEY)

Performance Number g/
Greatly improved 5
Somewhat improved 15
No improvement 1

4/ There was one questionnaire with
two responses.
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Does training have an imgact? According to the twenty supervisors it
does. In Table 17 the supervisors rate the performance of returned
participants against that of non-trainees. A notable 95% of the
supervisors stated that the relative performance was either much better
(24%) or somewhat better (71%).

TABLE 17

PARTICIPANT PERFORMANCE RELATIVE TO NON-TRAINEES
(SUPERVISORS SURVEY)

Relative

Performance Number
Much better 7
Somewhat better 12
About the same 1
Worse 1

Tables 16 and 17 are perhaps the most significant indications of the
value of DSTP funded participant training in terms of its impact on the
productivity of the trainees and, by the same token of the GOP. The
results are particularly noteworthy in that their source is more critical
and dispassionate than.the views of the trainees themselves.

The survey also asked the supervisors if they preferred academic or
non-academic training. Table 18 presents the responses. Sixty-five
percent stated that they preferred non-academic training to academic
training. The 35% - 65% (non-academic vs academic) response is remarkably
close to the ratio which the project currently is experiencing.

TABLE 18
SUPERVISORS PREFERENCE FOR ACADEMIC VS. NON-ACADEMIC TRAINING

Preference Number
Non-academic 13
Academic 7

The 65% non-academic rate may also suggest that most supervisors need
and want well trained people on their staff at the earliest opportunity.
This percentage is higher than the team anticipated since several GOP and
some USAID Project Officer interviews indicated a desire to shift more
training slots to academic training. This difference may indicate that
supervisors are more concerned about the day-to-day operation while some
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people in the GOP and USAID are more concerned about institutionalization
and the long term value of training in Pakistan.

Supervisors made the following comments about preferring non-academic
training:

] If trainees are sent for long term training, their positions
cannot be filled due to long recruitment process, so this causes
dislocation of government work; and

(] not able to rslease the incumbent for long time...the one
senior level officer in the unit; and

. most of the people who go from this organization have
already basic and post-graduate qualifications and
therefore need concentrated or intensive training in
particular fields; and

. the availability of man-power makes it necessary to send
fewer to receiva long-term training.

The supervisors were requested to indicate their preference for
Tn-country training vs. overseas training (Table 19). Eighty-five percent
preferred overseas. This high percentage supports what the team heard
throughout the study, i.e. Pakistanis prefer and value the experience of
overseas training. The questionnaire did not relate the above response,
academic vs non-academic, to overseas vs. in-country; they were asked as
separate and distinct questions. The relationship brtween the two could
be revealing.

TABLE 19
SUPERVISORS PREFERENCE FOR IN-COUNTRY VS. OVERSEAS TRAINING

Preference Number
In-country 3
Overseas 17

Supervisors said the following things about their preference for
overseas training:

. training within country is limited and scope can be widened by
sending them overseas, (frog in the well); and

] in-country training is budgeted, no need for any
assistance, need USAID help for overseas training; and

(] foreign training has wider horizon and this experience 1s very
useful.
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On the other hand, another supervisor favored in-country training by
telling the interviewer that: a person can only perform well if he has
adequate knowledge of his job requirements and therefore in-country is
favored.

In summary, the survey results provide the evidence and support for
declaring that overall, DSTP is having a positive impact and is well
received by participants and their supervisors. The surveys also point to
changes which can be made in Phase II. Specific recommendations for
improvement of DSTP will be made in the following sections of this report.

E. Needs Assessments and Training Plans

Developing a country’s human resources includes manpower planning,
m.tching the individual’s needs with a planned program (both academic and
non-academic), placement in an appropriate training program, and improved
performance in the workplace. If the investment in human capital is to be
fully effective, the decision making process should reflect informed
Judgments, knowledge of needs (current and future), as well as awareness
of the available supplies and resources to meet the needs. DOonors may
play a critical role in assisting a government to develop a modern human
resource development process; however, the system must become over time
the responsibility of the host government.

This section will exaniine the current procedures being followed by
the GOP and USAID with respect to identifying participant training needs
and the formulation of training plans to meet those needs. Each of the
team’s findings in this respect is followed by recommendations for
improving the process.

Findings:

Development of the training needs assessment and planning process as
it is now carried out by USAID and the GOP is primarily the responsibilit:
of the technical project officers and their contractors in collabora::on
with their Pakistani counterparts. Within the i3 to 18 projects serv.d by
HRD, the number of training slots is generally specified in the project
paper. The specifics of the annual plans are then worked out between the
contractor/project officer and their counterparts in the GOP ministries
and provinces. The discussions involved in working out the trainin: plan
are as close as most projects get to making needs assessment:. Two
exceptions to this are the Ministry of Agriculture, Seed Certification
Section and the Agriculture University at Faisalabad which undertook the
assessments at the urging of USAID/ARD. However, DSTP {:nded participant
training usually based its training plan on requests received in previous
years and no needs analysis is involved.

The technical project plans and the DSTP plans are then written into
a single USAID annual training plan by the HRD office. (Excerpts of the
1989 Training Plan are shown in Appendix X.) The annual plan is then
presented to the Economic Affairs Division (EAD) of the GOP for review and
approval. It is then forwarded through FAD to the ministries and the
provincial Planning and Development Departments (P&Ds). The P&Ds in turn
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forward the relevant parts of the plans to the involved department
secretaries. From here they are distributed, through a training section
officer, to the offices responsible for the nominations. GOP ministries
and departments do not take any responsibility for doing a needs analysis
or developing the training plan. :

To assist the GOP to develop improved skills in training needs
assessment and trainirg planning, several changes should be considered for
Phase II of the DSTP.

Regommendgtion;;

A priority objective for Phase II should be that within two years,
the GOP, will have increased its capability and responsibility for
conducting training needs analysis and preparing training plans. While
the process should be started with DSTP Core, once a realistic system is
established, it can be expanded to other USAID funded projects.
Beginning with the DSTP Core, it would:

] Maintain the momentum of the technical projects (i.e. non-0STP)
implementation schedules while introducing the concept of
planning and training into the departments where projects are in
place.

" Introduce planning and needs analysis at the ministerial level
as well as at the departmental level beginning a top down
acceptance of the process. .

Such a step would, of course, encounter problems. Three approaches
which will reduce the problems are: collaboration, training and technical
assistance. A collaborative approach between USAID and the GOP should be
used for defining (later refining) and implementing a new system with
ministries and departments. They should understand the benefits of the
new system, how it will assist them in working with all donor funded
training, and how they can propose realistic and operationally useful
training plans. Providing in-service training sessions to develop
departmental needs analysis skills and knowledge of training plans will
also reduce the problems.

HRD currently does not hav: the capacity nor the manpower to under-
take the additioral tasks required to implement this system or assist the
GOP. Thus, technical assistance should be utilized to focus GOP and USAID
efforts, with emphasis on system definition, implementation steps and
procedures; as well as to assist with meetings and conduct the necessary
in-service training, both for the GOP and USAID. HRD discussed this
approach with Sind P&D in 1987 and they accepted in principle a technical
package. However, EAD established a commission to review the proposal and
no further action has been taken. All of this may not be accomplished in
one year or two; this is a long term process. It will require a long term
commitment on the part of both USAID and the GOP to achieve this goal.

The first product of the new system should be a GOP generated 1990

training plan for DSTP-Core participants. If the process begins early in
1989, a 1990 plar will be developed during the year through a series of
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meetings and training sessions. The first participants could depart
Pakistan in early August 1990 under the 1990 training plan (academic and
non-academic).

The actions shown below are recommended to initiate a process which
will result in an improved GOP manpower planning process including needs
assessment and training plans. The actual sequence will have to be
determined jointly by the USAID, the GOP and individual provinces. The
guiding principle in establishing a new system is: keep it simple and
uncomplicated.

step ]. Meet with the GOP (Islamabad and the Provinces) to set
expectations and give a vision of what the new system will look like, i.e.
needs assessnients, developing a poo] of candidates and training plans.
(February - April 1239)

Step 2. Meet with GOP Section Officers (Foreign Training) to
introduce them to training needs assessment and the model for a practical
and simplified system for the 1990 training plan. This would be a 2 - 3
day workshop to review skills needed in needs assessment, how to develop a
training plan and establish time standards regarding participant training
processing. (April - June 1989)

Step 3. Submit Plans to EAD (1 August 1989); EAD reviews and makes
nominations in final 1990 Training Plan (1 September 1989). Participant
documentation collected by GOP. The 1990 Training Plan and completed
participant documentation submitted to DSTP (30 September 1989);
incomplete files not accepted.

Step 4. Establish participant files in HRD and begin processing for
placements to start mid 1990.

Step 5. Review meetings between HRD and EAD to evaluate the
successes and problems on the 1990 Training Plan (March - April 1990) and
announce the 1991 Training Plan process and progress. This review may be
combined with a second training session (see Step 2) on needs assessment
training plan development and academic credential analysis.

3tep 6. Submit Training Plans to FAD (1 August 1990); EAD reviews
and makes final 1991 Training Plan. Training Plan and participant
documentation submitted to DSTP Project Officer (1 September 1990).

Step 7. Establish participant files in HRD and begin processing
placements to start in August 1991. (October - December 1990).

This system has several key annual events. They are: (a) review
annual expectations and provide some training in a March meeting,
(b) submission in August to EAD of the draft Annual Training Plan and its
finalization by the GOP by September, and (c) DSTP processing of the
participants from October to December for placements starting in August
the following year. This system should reduce many of crises currently
experienced throughout the system and bring a more systematic approach to
DSTP training. It will also establish a planning and nomination process
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within the GOP to prepare participants for overseas training with more
complete documentation.

F. USAID/HRD/T Organization and Operations

Overview Process

The HRD office has the primary mission of managing the DSTP and the
training activities of the technical divisions in USAID. While operating
within the guidelines of Handbook Ten (HB-10), HRD has considerable
latitude to set training policy, establish and enforce deadlines, draft
and implement procedures and, when circumstances so Justify, to make
exceptions to its procedures. HRD is the contact point with the GOP on
training related issues. As described in section E above, HRD puts the
annual training plan together and negotiates its acceptance and
implementation by the GOP. HRD receives training nominations from the
GOP, screens them, collects documents, handles their processing through
USAID and forwards them to AED.

Operations and Organization

The organizational relations between HRD and its participant training
organization (HRT) is shown below in Schematic 1. The staff have the
following major responsibilities in the area of participant training.

Mr. Ahmed, Ms. Sufi, Mr. Butt and Mr. Nasir are responsibie for

processing the nominations that are assigned to them. Each staff member
is assigned specific projects for which that person is responsible with
respect to that project’s participant training activity. This is to
provide continuity to the process. Mr. Nazir is also responsible for
automatic data processing. Mr. Butt doubles as the office manager and Ms.
Sufi has general responsibility for women’s programs. Dr. Jaffar directs
the TOEFL testing program, integrating it with the GOP nominating
procedures, and conducts the returned participant follow-up survey. Dr.
Quddus is responsible for reviewing and clearing the medical reports. The
private sector project coordinator is responsible for complete management
of the recruitment, screening and processing of participants and
forwarding their nominations to the case officer of the private sector

participants.
HRD Operations

Academic Training:

The flow of paper, in USAID, pertaining to academic training
nominations is shown in Schematic 2.
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SCHEMATIC 1

HRD/HRT ORGANIZATION CHART

David Sprague

Office Chief (HRD)
Andrs Herriott

Deputy Chief (HRD)

Amna Wamchoo
Admin. Asst.
Zahld Zaheer
Division Chief of Participant Trainir.g
(HRT)

] | | _
Iftikhar Ahmed Asma Sufi LiaquatButt Kanwar Nasir
Participant Program Training Training

Training Specialist Assistant Assistant
Speciatist (HRT) (HRT) (HRT)
(HRT) L
S. M. Jaffar FauziaQuddus ProjectCoordinator
Eng.Language Medicaf Doctor Assistant P.C.
& Project (HRT) Privats Sector Cell
Coordinator (Temporarypositions)
(HRT) {(HRT)
The organization is supported Dy six secretaries.
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SCHEMATIC 2

PROCESSING STEPS FOR NOMINATIONS TO ACADEMIC PROGRAMS
MORE THAN THREE MONTHS IN DURATION

STEP
1. EAD -- (nomination letter)
2. C&R -- Copy to project officer
3. lahid Zaheer HRT -- Reviews for appropriate field of training,
duration and etc.
4. Kanwar Nasir -- Enters in data base; assigns computer.
5. Case officer -- Reviews for missing documents.
- (Letter requesting missing documents,
Appendices XI and XII)
6. Applicant -- Documents
7. Case officer -- Writes PIO/P (PIO/P plus all documentation)
8. Technical project officer )
F&M office ) Review and sign PIO/P.
Deputy Chief HRD
(Document package)
9. Zahid Zaheer -- Reviews and signs PIO/P.
(Document package. )
10. Case officer -- (Document package) -- Copy of PIO/P to file
11.  AED sends documents to EIL for placement when EIL informs AED
placement is made
12. HRT case offirer -- (Medical authorizations form)
13.  Applicant -- (Applicant gets physical and mails forms)
HRT medical offize; -- (Reviews and clears. Informs case officer.)
14.  Case officer -- Informs AED
15.  Medical cable sent out
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The letter sent in Step 5 asks the candidate to submit all of the
documents required for placement. These documents are:

- TOEFL score

- GRE/GMAT score

- Mark sheets (notarized)

- Application for Training (AFT)
- Diplomas (notarized)

- Letters of recommendation (3)
- Photographs (4)

Step 6, the collection and submission of documents by the candidate,
requires from three months to in excess of a year depending entirely on
the candicate. At this point progress in the nomination process is
entirely up to the candidate. If no response is received from the
candidate, follow-up letters are sent. If after one year no response is
received the candidate’s department is notified that his scholarship has
been cancelled. However, if any response is received the time for
submission of documentation is extended. Thus this step can take more
than a year.

Nominations are managed under the following policy guidelines:

TOEFL score minimums:
500 for non-academic programs more than three months in duration and
self placed academic candidates. (Note: self placed academic
candidates scoring below the minimum for the degree sought must agree
to pay for any required language training.)

525 for MS candidates.
550 for PhD candidates.

GRE/GMAT score minimums:
1000 GRE for MA/MS scientific

550 GMAT for MS Business Administration and Finance
1000 GRE for PhD

Medical Reports
A medical report is required of all candidates. Those who do not
pass the medical examination are permitted to attend training upon
their signing a waiver concurred in by EAD and USAID.

Deadlines

The deadline for a short course is three months before its
commencement date if it is listed in the training plan.

Or:
If training commencement Nominations are required
date falls between: at USAID by:
1 March and 1 June 1 January
1 June and 1 September 1 March
1 September and 1 December 1 June
1 December and 1 March , 1 September
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The deadline for academic nominations to arrive in USAID is April 15,
Exceptions:

Self placements occur when a candidate secures his own admission to
an acceptable university program. Upon presentation of his letter of
acceptance, HRD confirms the nomination. When the confirmation is
received HRD waives all of the documentation requirements except the
TOEFL and medical clearance. -Candidates who are self-placed and who
have a TOEFL score of less than the minimum required by HRD must sign
an agreement that if they need ELT they will pay for it themselves
and take it on their own time. The agreement also states that if a
participant loses his full time graduate student status for English
Language Training (ELT) or any other reason, he/she also looses his
maintenance allowance until he is re-instated or the scholarship is
cancelled.

Occasionally, TOEFL minimums are waived at the request of the GOoP,
the project officers or the HRD executives. GRE/GMAT tests
requirements are sometimes set aside for the same reasons.

Short Term:

The organization and flow of work on short term training is
practically identical to that of long term training except the
amount of documentation is reduced. For training activities of
less than three months duration no TOEFL is required. There is
no requirement for mark sheets, diplomas, letters of
recommendation or GRE/GMAT score. The main document that short
term training requires is an application for training (AFT). It
is sufficient for the issuance of the PIO/P and forwarding the
candidates packet to AED for placement. Often this is
accomplished in a matter of days.

Private Sector:

HRT has a special cell that handles the promotion, recruitment
and screening of the DSTP private sectcr placements. These are
the unstaffed Project Coordinator/Private Sector positions in
Schematic 1. These two slnts are usually staffed on a
contractual basis for the time necessary to compiete the
aforementioned tasks. The steps that the cell follows are:

. Advertise in Pakistan’s English language newspapers offering
merit-based academic scholarships and non-academic training
opportunities. The advertisements detail selection criteria,
appl;cation procedures, documentation r~quired and application
deadlines.

. Review applications for complete documentation and drop
incomplete applications.

(] Sort files by sex and provincial capital and enter them in data
base.
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" Submit a complete 1ist of nominees and their firms to EAD.

. Conduct a first screening of candidates to determine whether or
not the training requested fits DSTP private sector goals.

s Invite candidates who have been accepted for further screening
to take a TOEFL test. Regret letters are sent to the remainder.

a Conduct the TOEFL test.

. Contact those who pass the TOEFL test and invite them to an
interview. An AFT is included in the letter. Regret letters
are sent to those whose scores were below the cut of f point.

" Interview candidates with a team consisting of one or two
representatives of EAD and one from HRD.

» Evaluate interviews using a scoring system and make selections,

] Submit the list of recommended/approved candidates with field of
study and TOEFL score to EAD for review and GOP approval.

" Send letters of acceptance following receipt of the approved
list of candidates from FAD. Those applying for academic
training must take the GRE/GMAT and have their scores sent to
USAID/HRT.

. Forward the files to the case officers.

The foregoing procedures are generally completed in six months time
and with some modifications can provide complete nomination packets to the
case officers allowing them to draft the PIO/Ps and forward them to AED
for placement immediately. The program for participant training for women
in the private sector is discussed in Section K below.

6. Findings and Recommendations USAID/HRD
Findings: Project Development and Implementation Status

The DSTP, has expanded dramatically and provides services beyond
initially anticipated levels. There are reasons for this. The project,
which started with a $10,000,000 budget for five years has evolved into a
$75,000,000 project with the LOP extended for another two years with the
expectation that this represents the start of a full Phase II of an
1dditional five years. Needless to say, it is difficult enough to manage
this type of growth, let alone simultaneously plan and develop systems.
Therefore, expansion has frequently been ad hoc, reactive and without a
long range plan. Some responsibilities among staff members have been
undefined and shifting to accommodate emerging circumstances.
Occasionally, compromises were made to resolve management and
administrative problems. However, a remarkable number of participants --
between 1,500-1,700 each year -- have been processed|
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The Tevel of activity has now stabilized. Even though it is at a
project high, now is the time to regroup, systematize operations and
correct the omissions of the past. That is not to say that this process
has not begun. Under the present leadership, major advances have been
made in the operations and management of the project. The following
changes have been made in the past year and have not only had a
significant impact on the project but indicate the direction that cnange
can be expected to take. The most significant innovations in the past
year are:

a Development of a team concept related to USAID projects.
] Initiating monthly staff meetings between HRD and AED.
n Developing and operationalizing an electronic data base.

. Expanding the involvement of EAD in the planning prccess,
including planning sessions involving srovincial persannel.

" Including nomination deadlines and minimum score requirements
for TOEFL and GRE/GMAT tests in the annual training plan (an
innovation which has been accepted by the GOP).

] Initiating a follow-up survey of returned participants.
. Reducing the number of PI0O/Ps that have inadequate TOEFL scores.
Conclusion:

The participant training unit of the DSTP has grown very fast. HRD’s
ability to plan and implement the needed management systems has been
stretched. DSTP is now at a point of convergence of need, opportunity,
and leadership dedicated to improved management. This bodes well for the
future of the DST Project, their GOP counterparts and the implementation
of the recommendations in this evaluation.

Document Collection Finding:

Upon receipt of a nomination from the GOP/EAD and its entry into the
data base, the HRT case officer sends the candidate a form letter
(Appendices XI-A and XI-B) informing hm of his nomination for training
and asking him to submit the needed documentation (see section C above for
a diagram of these activities). Enclosed with the letter is an
Application for Training if one has not been submitted with the
nomination. HRT also sends follow-up letters, but they only ask for the
TOEFL and GRE/GMAT scores if the nomination is for academic training but
not for any of the other documentation (Appendix XII). There are two
points to be made at this Jjuncture:
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First, the initial letter asks for al] required documentation and
that it be submitted to USAID/HRD. This in itself is good. It informs
the candidate that he has been nominated, that additional documentation is
needed and where the documents should be sent. However, there are several
problems with the current letter. The letter is ambiguous, not well
written and contains no deadlines for submitting the documents. It gives
full credit for a free graduate education or short term training
opportunity to the Government of Pakistan and does not recognize USAID as
the funding source. An alternative set of letters is suggested in
Appendix XI-C, XI-D.

Second, HRD forwards the nomination packet to AED for processing as
soon as an acceptable TOEFL score is submitted (see Charts C and D above),
which may occur before the rest of the requested documentation has been
received by HRD. Receipt of an adequate TOEFL score is HRT's trigger to
write the PIO/P. AED, upon receipt of the PIO/P, then issues a second
letter requesting the missing documents. The result is that some
candidates become confused due to the two similar letters asking for the
same data.

The AED letter includes a formatted request for a restatement of the
candidates tiaining goals (Appendix XIII). AED promptly forwards the
pieces of the nominees documentation as they are received to EIL/W. The
candidate’s documentation continues to have the potential for being:

(a) scattered among the various educational institutions that the nominee
has attended, (b) still in nominee’s possession, or (c) at HRT or AED/I or
in EIL/W. This continuum of data collection, from nomination to
placement, appears to contain redundant steps and fragmented efforts, all
of which goes counter to the ideals of clearly demarcated areas of
responsibility and having the document collection located as close to the
nomination as possible.

The rationale for forwarding incomplete packets has been that it
gives EIL a head start on doing research for placements. While true in
some specific cuses, it may have slowed the placement process down. This
is true for two reasons. First, the global nature that the collection of
documents has taken, slows down the communications between the participant
and case officer or program specialist. Second, one of the most
important documents used by U.S. universities for selecting students are
the mark sheets. These are often the last documents submitted. If a
major goal is quality placements, then an immediate disadvantage exists
when placement activities begin without the mark sheets being available
when placement is attempted.

Recommendations:

USAID should implement a policy where candidate files are forwarded
to AED only when they are complete. Its implementation will, by locating
all document collection in the GOP (or HRT), eliminate duplication of
effort and confusing communications to the candidates.

Generally, the earlier in the nomination process the documents are
collected the better. First, what needs to be collected should be
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reviewed at all levels of the nomination process to determine the
nominee’s capability (for academics the GRE or GMAT’s can assist). All
GOP candidates should put together a packet of documents for the GOP; at
that time the marginal effort in putting together a complete packet would
be relatively small. Second, it would be much more efficient than having
multiple requests for the same documents sent from different agencies
several months in the future.

There are several ways to approach document collection. Three
options are listed below. The first two would shift the responsibility
for receiving the TOEFL and GRE/GMAT scores, as well as receiving copies
of the mark sheets back to the GOP process. The third option leaves the
existing system intact but requires the adoption of the aforementioned
policy of no inconplete packets being forwarded to AED for processing.

The best procedure would be to have all data collected BEFORE
nominations are accepted by USAID. The applicant would be required to
take the TOEFL and GRE/GMAT before nomination by his department. This
would involve testing all those who want to be considered for foreign
academic training, include taking the TOEFL or GRE/GMAT tests. This would
create a pool of pre-qualified nominees on which the provinces and
ministries can draw for training.

In order to fully implement this option, the Provincial Planning and
Development Departments (P&Ds) would have to require complete sets of
supporting documentation before forwarding nominations to EAD. During the
team’s interviews, the provincial P&D Departments stated they liked the
idea of a pool of pre-qualified candidates. They said it would speed up
the nomination process and reduce frustration in the province about
unfilled training slots. The Establishment Division reported that they
have a pool for senior officials but there is no evidence that it is in
use. One of WAPDA’s organizational units already requires that its
nominees pass the TOEFL before they can be considered for overseas
academic training. Thus, the WAPDA system could be adopted or modified
for use in other departments. Also, the provinces collect some supporting
documents in the nomination process. They use a provincial T form which
tells the candidate what documentation he must submit to his department to
be nominated. By working through the GOP/HRD planning meetings
(recommended in section E above) the requirement for complete
documentation being collected in the GOP can be initiated and
institutionalized. Adoption of this approach could reduce the time
between when an academic nomination is received by USAID and when the
candidate is placed, to approximately three months. The process now takes
from nine months to over a year depending on when an adequate TOFEL score
is presented and or a GRE/GMAT test is taken.

The second best alternative would be to require that ALL nominees,
for which the TOFEL, GRE or GMAT are required for placement, submit their
scores as a condition of nomination to EAD. Again, the WAPDA example can
be followed, with the addition of the GRE/GMAT requirement. HRT would
then collect the balance of the documentation when it received the
nominations.
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Shifting the requirement for collection of complete documentation to
the GOP side of the nomination process has several significant advantages.
First, it places the TOEFL, GRE or GMAT into the GOP nomination system.
This additional information can be used by the GOP to improve their
selection and nomination process. (Non-U.S. educated decision makers may
benefit from briefings on how to read and understand scores for decision-
making.) Second, it stops nominations of candidates who lack sufficient
English language skills. Third, nominees would take the required tests
while the planning process (as recommended in section E) is going on,
thereby saving time. It would also permit a better utilization of the
CIELS program. Fourth, by having the provinces and EAD accept
responsibility for these activities, HRD is helping them develop the
institutional capability to manage their own training programs.

The third best alternative is to continue to accept nominations as
they have been, but HRD not forward them to AED until the packet is
complete. The accumulation of documents can be facilitated by an improved
follow-up form and letters, plus the implementation of routine reports
which remind officers of pending actions and outstanding documentation
(also see Data Bases, section J). Clearly HRT would require several
additional f*' g clerks to keep up with the intake of all the necessary
documents.

Findings: Policies and Procedures

One of the unintended results of the expansion of the numbers of
participants has been a lack of aitention given to the preparation of
written policies and procedures. Although general guidance is furnished
in Handbook Ten and HRD receives occasional training notices from AID/W,
there is no codified manual adopted to the circumstances and practices of
the program in Pakistan which can be referred to for daily use.

Interviews with HRT staff persons indicated that the absence of such a
manual hinders operations by adding an element of uncertainty or ambiguity
to the tasks of the individual case officers. As they informed the team,
they tend to rely on previous experience or their best judgement when
confronted with a given issue. This can result in a lack of uniformity in
handling similar problems. Another possible result is that in the absence
of standardized procedures, case officers are more exposed or susceptible
to pressure from outside sources, including GOP agencies or from sources
within the Mission itself, to make exceptions to Mission policy.

Further, case officers stated that they had no written procedures
covering the circumstances under which scholarships are cancelled,
including the routine to be followed and those to be notified. Similarly,
the circumstances and the process for retiring participant files need to

be spelled out.

The new electronic data base provides an opportunity for improved
management of the nomination process within HRT. The data base system is
still being defined and full implementation only recently begun. Several
HRD staff stated that they have no knowledge of computers and further that
they are not interested in learning. This attitude can be tempered with
counselling and training. The recommended centralized data base system
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discussed in section J below will ameliorate much of this problem but the
problem will continue until all the staff are computer literate.

According to the team’s interviews with the staff of both
organizations, there appears to be a need for greater procedural
congruence between HRD and AE). While each uses Handbook Ten for basic
policy, there remains a wide range of subsidiary issues that have not been
precisely defined nor responsibilities for dealing with them clearly
delineated. As an example, procedures should specify which organization
is responsible for collecting the documents noted in section G and the
responsibilities of each, once the Ca}} Forward letter is issued. There
two organizations have worked closely and well together using memoranda
and meeting notes in lieu of agreed joint procedures. As the project
enters Phase [I, the time may be right for a series of meetinas between
the two organizations, including the new AED sub-contractor, Winrock
International. As the HRT staff i< presently working at nearly full
capacity, additional help will be needed to write up the present and the
new procedures.

Recommendations:

It is good when an organization maintains its flexibility and avoids
becoming hidebound by rules, regulations, policies and procedures.
However, the near absence of ruies and guidelines also has its perils.

The HRD staff needs the guidance of written procedures and policies, and
the case officers deserve the protection such guidelines provide. Thus it
is recommended that HRD develop policies and procedures along the
following lines:

. Establish deadlines for following up on the first
letter requesting documentation.

] Determine the number of follow-up Tetters to be sent
and at what intervals.

. Increase the use of standardized letters to improve
efficiency.

. Determine how a scholarship can be cancelled and the
system to be followed.

. Determine how to close a participant or nominee’s
file.

. Establish rules and procedures on TOEFL and GRE/GMAT
scores. Also establish an exceptions system,
including documentation of exception decisions. This
will protect the case officer from recriminations over
verbal requests from project officers or
representatives of the GOP.

. Develop a calendar program as part of the new data

base which would inform the operator as to lapsed time
since the last action on a particular file.
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" HRD and AED should initiate Phase II with a series of
policy and procedures meetings. The purpose of the
meetings would be to develop and agree upon the
policies and procedures that will be operational in
Phase II of the DSTP. Given the recommendations for
restructuring made above, these meetings will have to
deal with new approaches and new roles for both
organizations. The development of the policies and
procedures cited above would require approximately one
person month of technical assistance, conducted either
by someone currently employed by OIT or who is
experienced in this area.

Findings: PIO/P Training Section

In order to write an effective training description for a PIO/P,
technical knowledge and an acquaintance with the U.S. education system is
required. In most cases, page 2 of the PIO/P is written only by the HRD
case officers for both DSTP Core candidates and other project related
nominees. The case officers frequently do not have the necessary
knowledge or experience and some project officers claimed they did not
know they were allowed to write the training description of the PIO/P.
For example, one project officer said I'd like to write the entire PI10/P
but they (HRD) won’t let me.

A PI0/P for academic training should contain sufficient detail and
technical information to better guide the EIL placement specialist for
selecting the most appropriate universities and programs to receive
applications. Appendix XIV-A is an -academic PIO/P which demonstrates this
problem. It stipulates only a Ph.D. in economics, providing no guidance
in the field of economics that the participant should be enrolled in. Non
academic training PIO/Ps are similarly lacking adequate guidance. A
custom designed study activity or an observation tour should be described
in sufficient detail to quide the placement. For standard or off-the-
shelf courses the name and address of the course or institution must be
included. Appendix XIV-B is an example of a request for a specific short
course but the institution is 1isted as, any suitable instrtute.

A1l candidates are requested to complete an Application for Training
in which they specify training objectives and aims. This is intended to
support, not substitute for the PIO/P. However, the participant’s
statement is often verbatim, instead of an adequately prepared page 2 of
the PIO/P. If the PIO/P is inadequate when received at AED/Is1amabad,
they request the participant write another set of training objectives
which is then forwarded to EIL, along with the AFT and PIO/P. In general,
page 2 of the PIO/P is not benefiting from the people who can best write
it, i.e. the project officers and or the technical contractors.

Recommendation:
The USAID Mission should adopt a policv that the “raining portion of

the PI0/Ps (page 2) for non-DSTP participants, should be written primarily
by the technical section. HRT would prepare page 2 per the EAD nomination
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letter, which will then be elaborated upon at the project Tevel and
reviewed at the time of the signing of the PIO/P. The PI0/P should be
prepared by someone with a background or knowledge of the subject in which
the training is to take place and with experience in U.S. higher
education. USAID contractors have expressed, not just a willingness but a
desire, to contribute their expertise to help in this aspect.

For the DSTP Core candidates, the PIO/P wauld continue to be written
by the case officers and reviewed by the Deputy Chief of HRD. Case
officers’ skills and knowledge to do this should be further developed
through a series of in-service training sessions. The training can be
provided by EIL placement staff who are ultimately responsible for
translating the PIO/Ps into placements. This can be supplemented by
selected well planned tours to U.S. higher education institutions and
exposure to U.S. career counseling and placement workshops.

Findings: HRT Staff

HRT is in a state of organizational flux. Staff have been added and
others replaced; a new automated data base has been put in place; a
reorganization with expanded responsibilities has been recommended; and
written policies and procedures should be forthcoming. In a“1ition, as
well as having overall management responsibilities, the Deputy Chief of
HRD is the Project Officer for the DSTP. These overall responsibilities
place such demands on the Deputy that he cannot spend quality time with
his staff. For these changes to be fully implemented, aggressive
leadership and creative supervision will be needed at day-to-day
operational levels to see these changes through to a positive end.

Another problem faced by the HRT staff is the maintenance of the case
files. This problem is due in part to two moves (three different
locations) within less than one year. It also appears to result from
instances of case officer and clerical staff indifference and carelessness
as well as work and case overload. A simple test was conducted to examine
the situation. A handful of files was taken from a drawer and checked.

We found that letters to and from candidates were misfiled or not filed at
all. One person’s documents, were loose in another candidate’s file.

USAID Karachi and Lahore liaison officers informed the team that
they send communications to HRD by registered mail only to learn much
later that they are either not delivered by the postal service or cannot
be found in the HRT office. While numerous reports were received of lost
documents this is an issue that by its very nature is difficult to
document.

Ideally, communications with candidates and responses to their
inquires should be timely and cordial. The team felt that some of the HRD
letters that were reviewed (Appendix XV is an example) could have been
more user friendly. We also understand that, in some cases, several weeks
can pass before an inquiry is answered.
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Recommendations:

The DSTP has grown too large for the Deputy Chief of HRD working
alone to give it the necessary close daily supervision required. To
accomplish the restructuring recommended in this e aluation and to raise
the standard at which the office now operates, an assistant to the Deputy
Chief of HRD should be hired. The person should be an expatriate, skilled
in office administration, who would provide the daily supervision
currently missing. He/she should understand the value and use of an
automated data processing system as a management tool; be able to provide
staff training and form the staff into a forward looking, skilled, and
effective work force. This person could be the American point of contact
for candidates coming to USAID and set in meticn the execution of the
procedural changes previously recommended.

Findings: Technical Projects and HRD/AED Meeting

Many USAID project officers and contractors do not understand the
HRO/AED relationship. A few perceive the project with a degree of
dissatisfaction and there is general ignorance on the part of many project
officers and their technical contractors. Few are aware of the options
and responsibilities regarding participant training and even fewer
understand the function, problems and operation of the PPTP office in
Washington, D.C. Only a few project officers and contractors stated they
receive or were aware of routine reports generated by EIL/AED or of the
system available to obtain project financial statements within the
Mission.

The project contractors, in particular, feel frustrated because they
frequently know the candidates tersonally and could assist on a personal
level (friend to professor) with getting the applications approved. They
also stated they have had to assist candidates get through the last week
of clearances, (see Chart D). Several contractors believe their in-
country expertise and back-home organization could be utilized to better
benefit the participant and therefore their project.

Recommendations:

To clear the air and fix responsibilities for writing page 2 of the
PIO/P, as recommended above, a meeting of the project officers, section
chiefs, AED administrators and EJL administrators should be called and
chaired by the Mission Director. The Mission Director’s involvement would
help to assure the attendance and attention of those the meeting is
intended to affect. The meeting’s agenda would include: »

. A brief review of the planning process for training as it
is and as it will be when the recommendations :f this
evaluation are implemented.

] A review of the placement process, roles and
responsibilities and how these will change.
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. A comprehensive status report be handed out by HRT/AED/EIL
on all nominations for training including where they are in
the process and why.

. A presentation of the current reporting system used by
AED/EIL including whom in USAID is sent what documents and
how frequently.

] Presentation and implementation of the policy that Page 2
of the PIO/Ps be written fully developed prior to signing
at the project level.

Beyond the meeting, HRD should expand the Mission Training Ciders to
include the recommended changes. HRD/AED should develop a
brochure/pamphlet/policy paper for distribution to new project officers
and contract staff in which the policies and procedures are explained.

Findings: HRT Priva*e Sector Cell

The Private Sector Cell has been doing a quality and timely job of
screening and processing applications. However, discussions with staff
members on the Cell’s operations to date pointed to a few shortcomings.
For example, the first round of correspondence with potential candidates
did not result in collecting all the documentation needed for the
screening and nomination process necessitating later communication with
the applicant and prolonging the process. A second shortconiang was the
lack of verification of the documents submitted by the applicants.

However, these shortcomings have been recognized by USAID/ARD and
steps have been taken to remedy the problems in the 1988-89 recruiting
cycle. Therefore, the team notes that its recommendations regarding (a)
solicitation of complete documentation and (b) verification of supporting
documents are being incorporated into the planning for the 1988-89
recruiting cycle.

Recommendations:

1. HRD should continue its plan that all documentation needed for
private sector academic placement should be collected prior to the
interview.

2. Documents submitted by candidates must be scrutinized for
authenticity. This will require additional temporary staff support which
should be budgeted for in Phase II. If necessary, training on

documentation verification should be provided. One document which can be

gsed to verify employment and identity is a copy of a candidate’s income
ax return,

Follow-up Survey Findings:
HRD has recently initiated an on-going follow-up survey of returned
participants. The first survey focused on participants who had returned

prior to January 1, 1988. The survey instrument (Appendix XVI) is now
being sent to all academic and non academic returned participants three
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months after the scheduled end of their training. The results of the
first survey have been tabulated and are in Appendix XVII.

Coencurrently, AED/I, to satisfy its contractual obligation, is
conducting a mail survey of returned participants. Their survey
instrument (Appendix XVIII) is much briefer and represents duplication of
effort, as noted by recipients of both.

Recommendation:

HRD and AED should discuss the follow-up surveys situation and
roles/responsibilities be clarified. It is recommended that the fol]ow up
survey be continued and expanded into a career tracking system for both a
randomly selected group of participants, and a structured group of
trainees, representing research and training institutions, be added. The
career tracking system would include the following:

" Returning participants from institutions of interest to USAID
would be selected for career tracking. This will provide
information on the career impact of training and on their
institutions through time.

" A random selection should be made of al] returned particirants.
This second group would be a control group for comparison to
group one.

(] Selections should be made retroactively to include persons who
have already returned from training.

] Participants who are selected in the future would be notified of
their selection while still in training. This will allow
including a special end of training interview/orientation. The
interview/orientation should collect the missing baseline data
and be oriented to the career tracking system (including future
communications and questionnaires).

s Annual or bi-annual interviews should be conducted to monitar
career progress.

H. AED/EIL Organization and Operations
Overview

USAID has contracted with AED to provide administrative support in
the processing, placement and monitoring of Pakistan participants funded
by the DST/P.  AED is responsible for: all communications between their
office, the Mission and the overseas training institutions (U.S. and third
country); communications with the participant through part of the
nomination and placement process; and is the official 1ink between the
Mission and the participant during the training program. It is
responsible for conducting pre-departure orientations in Pakistan,
providing for a cross-cultural and logistics orientation in Washington,
D.C., as well as making payments to the universities, short term training
institutions and participants.
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The Academy’s main office is in Washington, D.C. with a field office
in Islamabad. AED/W provides the overal]l administrative support for their
contract, and the EIL subcontract, gives administrative support to their
staff and is the financial manager of the contract. AED/I, which is
staffed by expatriate and Pakistani staff, receives nominations from
USAID, is the conduit through which all communication and participant
documentation flows to Washington, reports participant activities, and
conducts follow-up interviews. AED has subcontracted the delivery of
placement, arrival orientation and monitoring services to EIL. The EIL
staff working in this project are housed in the AED/W offices and key
professional staff make occasional visits to Islamabad for purposes of
coordination.

The Mission has mandated that its technical divisions channel their
placements through HRD using AED’s services through a buy-in feature,
The two major exceptions to this procedure are the TIPAN project, which is
fully managed by the University of I11linois, contract and the S&T/EY
contract for the Energy and Environment (E&E) section, which is also a
buy-in for E&E’s technical placements.

Organization and Operation

For the purposes of this part of the evaluation only the offices
directly involved in participant placement will be considered. They are
the EIL/W and the AED/I. The offices will be treated in the order that
they fit in the communications flow (see Chart C).
AED/Islamabad

AED/I is the lynch pin organization in the process between a
candidate being nominated and a participant being placed. It is the
channel through which candidates’ applications pass to Washington, D.C.
resulting in their eventually becoming participants. At present it is
responsible for:

] Maintaining a data base of the candidates whose files
are forwarded from HRT;

" Collecting missing documentation from candidates;
. Providing initial program information to participants;

. Facilitating the flow of information between
Washington, D.C., the USAID Mission and the GOP;

s Prgviding pre-departure orientation to participants;
an

. Expediting the departure of each participant from
Pakistan,
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AED/I is the in-country channel that connects the participants to
USAID. Requests from participants ranging from permission for their
family to join them, to approvals for the purchases of computers, to
extersion of their scholarships, all flow through and are prccessed by
AED/I back to HRD/T. Servicing requests such as these constitute the
main body of work done by AED/I. They also provide the pre-departure
orientation, coordinate departure formalities for all participants, and
handle budgeting and financial disbursements for third country study
tours.

AED/1’s participant training office organization is shown in
Schematic 3.

The Operations Manager is responsibie for the overall operation of
the program; she also conducts the pre-departure orientations. The
Director divides his time equally between directing the office and
undertaking case work. The program specialists provide full-time case
work and are supported by the clerks and typists. Each program specialist
is responsible for data entry of his files into the AED data base,

AED/I is also responsible for pre-departure orientation, while EIL/W
is responsible for providing arrival orientation. The pre-departure
orientation session outline follows:

. Introduction to AED and USAID.

s Structure and functions of AED/Washington, D.C. and how it
supports participants.

] Travel tips.

" Weather and food in the U.S.

" Culture and life in the U.S.

] Educational system in the U.S.

. Participant allowances and fees to the institution.

A copy of the pre-departure orientation program is in Appendix XIX.
EIL/Washington, D.C.

EIL is the action office in the total process, the cutting edge, so
to speak. This is where the placements are made and the support provided
for the participants. This office has the final responsibility in the
DSTP placement process. They have to work with whatever documentation
they receive, making the best placements justified by the available
documents, often working with unrealistically short lead time and then
provide moral and psychological support to the participant. They are also
responsible for the State-side arrival orientation and they are the first

ﬁf;icial link for the participants in the communications chain back to the
SAID.
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Schematic 3

The AED/Islamabad Participant Training Organization
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The organization of the EIL office is shown in Schematic 4.

Basically, EIL processes a nomination as previously presented in
Chart C, section C. EIL receives the nomination from AED/I by telex for
noracademic programs, usually the same day they are forwarded from HRD,
and by DHL for academic participants, usually the week after they are
forwarded from HRD. The nominations are assigned to individual program
specialists for placement according to the type of program, i.e. academic
or nonacademic.

The process followed for Academic placements is:

Week 1 Application packet is reviewed and if necessary an
Incomplete Credentials Form is sent to AED/I.

Week 2 Based on the PIO/P and AFT a search for suitable
universities is begun.

Week 2-3 A complete application is sent to up to five universities,
including wherever appropriate a HBCU, and AED/I is
informed.

Week 7-8 Calls are made to universities to check the status of the
applications and deal with any problems.

Week 9 3ased on the phone calls of the previous two weeks,
additional applications are sent to other universities if
appropriate.

Note: Progress into Week 2 activities is dependent upon the application
packet containing adequate documentation. The most important
documents and the frequency with which EIL estimates they are not
included are:

Document Percent of Time

Missing
TOEFL 10-1°5
GRE/GMAT 75
Mark sheets 50

The omission of documents is sometimes intentional when HRD and AED/I
are trying to speed up the placement process. EIL does try to place
participants with inadequate documentation; however, rarely are they able
to do so without the above mentioned key documents. Some universities and
colleges do not require the GRE/GMAT, while other schools will issue
conditional acceptances in lieu of mark sheets and TOEFL scores. But
these schools are few and clearly do not offer the better programs.

When an applicant is placed in a program, EIL issues a call forward

telex which is sent to AED/I. EIL then waits until they are advised of
the participants’ arrival date and orientation plan.
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Schematic 4

The EiL/Washington, D.C. Organization
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The procedures followed for nonacademic placements are:
[. If a specific course is requested:

Step 1. A telephone call is made to the training institution to
reserve a space.

Step 2.  Documents required are requested from AED/I.

Step 3. Confirmation of space reserved and call forward
information is telexed to AED/I which notifies HRD.

Step 4. If space is not available, a telex is sent to AED/I asking
if a reservation in the next session is acceptable or
whether alternatives should be explored.

Step 5 Upon receipt of HRD approval, a call forward is issued.
IT. If a specific course is not requested:

Step 1 Research is done to identify placement options including
canned programs or courses, a study tour or observational
visits, specially designed courses or seminars,
internships, or any combination of these,

Step 2 If a specially designed program is used, three bids are
obtained from qualified institutions. .

Step 3. Documents required are requested from AED/I.

Step 4. Confirmation of space.reserved and call forward information
is telexed to AED/I.

Step 5. If space is not available, a telex is sent to AED/I asking
if a reservation in the next session is acceptable or
whether alternatives be explored.

Step 6 Upon receipt of HRD approva! a call forward is issued.

EIL reports are the source of information used by AED and HRD.
Examples of the reports EIL generates are the monthly status report and
the weekly call forward report. There are two versions of the weekly
report. The monthly report shows the status of all in process candidates
by project. It is sent to AED/1 which forwards it to HRD and the USAID
project officers. A weekly report of Call Forward Dates is produced
showing the candidates name, participant number, PIO/P number, call
forward and orientation dates, school, city of training and program
dates. This is submitted to AED/I.

EIL is responsible for providing orientation to all participants upon
their arrival in the U.S.. The orientation is intended to be six hours
long and is conducted in the EIL office. To accomplish this, the
rarticipants are allowed one day for orientation in Washington, D.C. They
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are expected to leave for their training site that day or the following
one.

The arrival orientation focuses on:
] What is expected of USAID participants.

. What services are provided by EIL and how to access
them.

n The university to be attended.

. Financial terms of scholarship and explanation of
allowances to be paid.

] Cultural adaptation.

Another responsibility of EIL is to monitor the progress of the
participants’ academic perfcrmance. Monitoring is done in the following
steps:

. During orientation, the participant is given a form and stamped
envelope addressed to the program specialist, which asks for
his/her school address and phone number, academic advisors name
and a list of first semesters courses (Appendix XXI).

. Mid way through the first semester a Program of Study is sent to
the participant (Appendix XXII) for completion by higher
academic advisor. A completed copy is subsequently sent to
Islamabad. The courses in which the participant enrolls are
monitored against this document . Changes in the Program of
Study are cleared with the USAID.

. At least once ezch semester, all participants are contacted by
telephone. EIL has a tol] free telepnone line, which is used by
participants to contact their program specialist when needed.

. The EIL Program specialist visits each participant once a year.

EIL is responsible for receiving, screening and forwarding requests
and communications from he participant to USAID. Examples of these are:

. Collection and forwarding of documentation to support
the move to America of the participant’s family.

] Requests for approval of activities outside those funded in the
PIO/P.

] Requests for computer purchases or other major equipment.

] Requests for program changes or extensions.
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[. Findings and Recommendations: AED/EIL
Findings: FEIL Staffing

The estimated number of participants for 1988 (including new
placements and people in training who were placed earlier) is
approximately 1530. EIL’s three Senior Program Specialists, spending one
third time in case management work, while the 14 Program Specialists each
manage an average case load of 1() PTs and candidates. The former Chief of
HRD stated in one USAID document that We have allowed the AED [EIL] staff
to expand at a judicious rate.

EIL program specialists have not had adequate time to provide the
anticipated support according to former participants. Participants made
the following comments during the survey interviews: nine out of ten
times the (AED) advisor was in meetings; non-availability of the
educational advisor...the one person assigned usually remainegd busy. They
should have regional offices. ..to allow for personal contact and attention
to problems on a personal level.

Program specialists need adequate time to make quality placements,
counsel and assist participants, respond to AED/EIL inquiries and insure
participant progress and program completion. Unfortunately, EIL’s current
case-load of 100 participants involving both placemert and case management
per program specialist does not allow adequate time to provide the quality
placements or participant support and program monitoring the project
needs. This is not to say that EIL has not performed adequately; EIL’s
staff has done a remarkably good job, but it is extended beyond good
service capabilities. Quality placements, support of participants and
completion of A.I.D. required paperwork (Participant Data Forms, renewal
of IAP 66As and Academic End of Term Reports) are not commensurate with
the current heavy case load.

EIL has over two thirds of jts case load in the short-term
non-academic area and their staff provides both case management and
placement. As shown in Section L, the average length of time in training
of non-academic Pakistan participants is 36 days. This can be compared
with the 1988 Agency average of 109 days (as reported by Partners in
International Education and Training, A.1.D.’s Training Contractor which
handles approximately 20% of the Agency’s participants). This means E]L
has to handle a majority of its cases for considerably shorter periods of
training. Therefore, given the high ratio of non-academic and shorter
term placements (which are more labor intensive than academic) it appears
;h?tEE%L’s Case management ratio should be different than that of

LB T.s.

Recommendation:

Thgre appears to be no reason to delay and/or phase in this expansion.
This will mean adding six new staff members. At least one, will need to
be a Senior Program Specialist to maintain a realistic span of control.
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Findings: AED/I) Pre-departure Orientation

Participants are invited to the orientation by letter. The figures
in section D, Table 8 above show approximately 38% of the interviewed
returnees attended a pre-departure orientation. AED/I staff estimate
that only 10% of all participants actually attend. While USAID/HRD has
stated that it considers pre-departure orientation important, they do
not provide any support for the participant to attend, i.e. pay for per
diem or transportation.

Recommendation:

Expecting the participants to pay their own way to a pre-departure
orientation and their expenses, may be unrealistic. If orientation is
considered to be a crucial or important part of a participant’s training
program then USAID should provide in-country transportation and per diem
for the participant to attend the orientation.

In addition, the pre-departure orientation should be expanded to
two-to-three full days to allow for a more complete program. The expanded
program should include role plays, small group discussion, films/videos
and cross-cultural discussions.

Finding: Arrival Orientation (EIL/W)

EIL provides for the arrival orientation in Washington, D.C. Except
for late arrivals, all participants are scheduled through Washington.
According to section D, Table 8, approximately 87% of the participants
surveyed attended the EIL orientation. However, the team was informed
that the participant arrives in Washington and either goes directly to
orientation or to a hotel, with orientation starting the next morning.

- Some participants receive only a fraction of the planned program when they
arrive late on the day of orientation. Two factors affect the arrival
orientation. One, USAID is trying to keep costs to a minimum. This
limits the number of nights the participant can spend in Washington, OC, a
city with a high per diem cost. Second, participants often alter their
flight schedule for their own convenience and arrive late or on a day when
no orientation is scheduled.

Recommendation:

The Washington, D.C. arrival orientation should be expanded to a
minimum of three days. Not only should the program be expanded to develop
more cross cultural skills and awareness, it should also focus on U.S.
survival living skills, e.q. housing (finding and sharing accommodations),
banking/checking, transportation and what to expect from EIL/AED. The
orientation should be scheduled to allow for participant jet lag and
initial cultural shock, i.e. do not schedule late afternoon events and
include time for seeing some of the main attractions in Washington, DC.
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Finding: Participant Debriefing (EIL/W)

Of the 42 returned academic participant surveyed, only six of the
eight invited to Washington, D.C. for a debriefing, attended. The
debriefings are important from two perspectives. First, it gives the
participant and EIL an opportunity to review their relationship and for
EIL to identify the strengths and weaknesses of its support system.
Second, several participants reported outstanding insurance claims and
other minor but irritating complaints, e.g. unsettled reimbursement issues
or why they did not receive approval for certain items they requested.

Recommendation:

EIL should redraft the letter it sends to participants inviting them
to Washington for debriefing. The letter should be more forceful and
encouraging. It should be followed up by telephone calls encouraging the
visit. Finally, if the participant refuses the visit, then a short
debriefing should be carried out on the telephone.

A structured interview schedule should be developed for the
debriefing. Perhaps the support section of the questionnaire used in this
evaluation could assist in the design. An annual review of the debriefing
findings should be held by the project officer.

J. Data Bases

Until last year, neither HRD nor AED/I had a fully operational
automated data base. During 1987, AED established a pre-departure data
base program, which is operational. In late 1987 HRD hired a case officer
with knowledge and skills in the use of personal computers. He was first
assigned to work with the Participant Training Management System (PTMS
Version II) issued by OIT and the Office of Internal Management Resources
(SER/IRM). After reviewing and attemptin