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"Electronics and Telecornmunications Training and Research,

Popayin and Borots", ( UNDP Special Fund Project COL 12 ).

As the title implies, this project is geugraphically divided into
two parts. The city of Popayin lies sorme three hundred miles from the
capital, Bogotd, and air serviccs and improved roads have not yet overcone
its sense of comparative isnlation, More irmportant from the point of
view of adrinistration of a cdouble-enced project is the fact that its two
parts handle different lcvels of instruction. The Technolctical Institute
for Electronics and Comrunications at Bogotd( Instituto Tecnold;ico de
Electrdnica y Comrunicacionas ) - ITEC - is 5 school with a broad series of
training and refresher courses for the technical staff and workers of the
Colomblan Telccorunications Organisation -~ TELECOIL. The Electronic
Engineering and Telecorrmunications Faculty of the University of Cauca a2t
Popaydn ( Ffacultal de Incenicrfa Elcctrdnica y Telecomrunicaciones ) - FIET -
is a university faculty answerable to the Ministry of Education, the final
product of which is electronic and telecorrmunications "Engineers", a title
which; in Colombia, implies a level of sraduate studies between those of

B.Sc. and M.Sc. in Enplish parlance.

2. I helieve that it was a nistake to try to combine these two
operations, thereby incurring 2ll thc disadvantaccs of a corruting project
manager, However, followinc the lead of thc UN, the Chlombian authorities
set up not altogether aypropriate lines of corrand, under which TELECOM is the
Colonhian counterpart accncy for both parts of the project and the Director of
ITEC shares an ill-defined respcnsibility for FIET with the Rector of the
University of Cauca and the Dean of the Divisicn and the Associate Dean of

the Faculty. I believe that it nicht be wisc to take advontage of the
present stage of rethianking consequent upon the departure of the Project
Mana.er who has served the project since September 1965 to explore with the

Colombian authorities concerned the advantage of now breaking the direct link



between ITEC and FIET by establishing indirect liaison, perhaps throurh the
Ministry of Comrmunications, with its wi'er view over the whole field .f the

country's requirenents.

3. This project is not exceptional in that it ¢id not prove possible

to carry out the provisions of the Plan of Operations as laid down. Some

of its assumptions were clearly over-optimistic and the Project Manager was
obliged by circumstances to g» nore slowly than the time-table proscribed.

In addition, the results of recruitnent by sub~contractingz proved uniortunate.
If one can speak of blame 1n such circui'stances, such blarme seers fairly

evenly distributed and I do not propvose to intervene in the arcument in which
the various points of view have already been very freely ventilated. There

is, however, a gencral lesson for the Unitod Mations fanily in this - not an
nririnal lesson by any means, Lut 4 lesson of which nroject COL 12 coffers a

good example. Quite apart from the effects of the error, already mnentiomed,

of establishing too close a link between two dissimilar operations, I belicve
that ruch of the prescat disappointirent and recrimination over this project -
and of nany others in nany different countries - could have been avoided had

the start of operations bcen planncd; I do not say planne” better, but planned
at all. It should be axiometic taat the four privary elc onits of such an
operation, that is to say national stuff, international advice, buildings and
equipment, should be so ordered that each cone into operation at the aporopriate
time. ITEC could have beea a much 1more successful -peration had it started

in thec new building - now promiscd, but still on the drawing roared. FIET
likewise woulc have been a very diffgrent project had the first step been the
preparation of thc human raw material of a faculty by the provision of fellowship.
for future professors awd the erection of the laboratories to house the equioment
which would be provided for the use of the returned fcllows. The sccond

step would then be thc arrival of UN specialists in a situetion i which they
could performn their proper role of forniag a faculty. Arrivin, before these

elements are in positioa, thcy are reduced to the role of teachers - COPEX



officials, in fact - ancd as far as the iruc aims of the project are concerned
they are indced tryin,: to build a house without bricks. Impatience after the
often long cestation of a Plon of Oporations is understiaacable, but to my mind
proper planaings and tining of the gtart o1 a wroject is even more irmportant than
the careful elaboration f a Plan of Orerations 1a -eticulous detail, since the
latter can be - anc indced usually is - anended subsequently in the 1i ht of

.

Ceveloprents, whereas thc disruptior caused by 2an unticdy start can rarely be

adequately overcome.

L In spite of difficulties and isappointments, both ITEC and FIET
have achicved pousitive results, with ¢ nsiderahle improvereat »f standards
of teachin = and acade 1ic organisstio., Field work on the project started in
Septeber 1965, but ~wing bto suncry cclays the project was officially declared
operational only in Octoler 1966. By thc tiie the oroject ends, both
institutions should, by and large, be in a position to carry on at cxisting
Ievels, given continulity of policy and dircction., ( This condition has
particular relevance for ITEC, which, curin. the first forty months of the
projectls existence, had six diffcreat directors, not all, ke it saild,
specialists in elcctronics or corrmunications. ) ITEC now has 27 Tull-time
Colombian instructors, plus 13 part-time, a.ainst 2 targct of 35 full-tine;
the present strength of UN assistance is that of two issociate Experts ( not
counting the Project Monascr ). 4t FIET, workins uander 3 experts ant 2
assoclates arc 35 professors, of who. 6 arc now studyin- obriad under
fellowships, with 4 morc reacdy to takc up fellowships at a later cdate.

These fipures look promisin: . One sericus qualification must be mentioned,
however, Unlx bio is amon the nuncrous countrices that have not yot solved
the dile'wa of how to com.cte successfully with the private secteor in
retainine the services of 1ts rcturned fellows. This 1is, of course,. a
oroblen for Goveravents alone teo solve, but the erffectiveacss »f UN ald to
the public sector is directly influenced by the ocutcoie of the efforts cf

Governnents in this dircction.



5. Although the project has still a year and 2 nalf to run, there

are indications of iantention to seck a threc-year cxtension which, I gather,
would apply to the operations at both university and technical school level.

At the latter, it seems certain that the need is great; a representstive of
the Minister of Communications has stated that 17,000 employees over the
country need training or refresher courses. It would however require
denonstration thet, at the enl of the project, C-lombla will not be in a
position to carry on at thc present levels and types of traininz at ITEC.

It may be that the completion of the proposed new ITEC premises at Morato, near
Bogotd, would make it desirable to hdve sone outside advice on how 1o exploit
the new facilities to the greatest advantage, but if, as is now sugpested, the
new buildin.'s are ready for occupation bef re the en! of 1970, this hels can be
glven within thce currency of the present project. If their construction is
delayed beyond October 1971, however, there night be a good case for continued

help, on a "TA" basis perhaps, to help to "run in" the new establishment.

6. Prolongation at FIET might well call for careful consideration.

In the first place, the object of prolongation, or of a second phase, would be

to raise the level of teaching to that of post-pracduatc studies and I imagine

that the Colombian Planning Departm at would wish to conduct a thorough prior
examination of the extent of the demand in Colonmbia for telecorrunications
specialists of so high a level, TELECOM, within its own sphere of responsibility,
and cther communications authorities operating throughout the country might be
preparcd to hazard some sort of forecast and hold out firm prospects of empl-yment
for given numbers, but it would gé exceedingly difficult - as it has proved in

the past - to obtain any sort of estimate of future requirements from private
industry. I understand that the Colombian Planning Department is on the point

of making an official request for UN co-cperation in the task of framin, an
estimate of probable requiremcnts of future developnent of Colombian cormuni-
cations including broadcasting, television, etceters, and it would scem logical

to forge a close link betwcen the results of this enquiry and the desirability

of mounting a second phase of the FIET operation, or of consolidating or extending
that at ITEC.



7. I an convincad by my exoericnce 3L other similar projects theti it

is a grave crror to regord oreparation for a higher level of universivy studies
as a mere extension of the activities that led to the estrolishment .f a faculty
at the lower level. The inaujuration of a school of post-craduate stulies is,

to my rint, an utterly separate operation which, ir the context of U4
cyllaboration, should e treatel by the Governing Council »f UNDP as a request
for an entirely new projcct, requiria. re-—exaination of all thc relevant
factors. It is somelimes argued that it is loyical to ™aintain the impctus®
of 2 preceding project at underzracuate level and to "keep the rhythr unbroken',
but it seems to me that, in such on ovperation, the rhythm rust necessarily be
broken; yesterday's Bachelors cennot iimediately train to-rorrow's Masters
without then.selves undce-oing an appreciable period of further study. To
atteapt to move straight into a ncw project 2t the hi_her level is tn >lunge
wantonly into all the initial difficulties that jlagued FIET, C_.msequently,
should the estiiated requirenents of the country lead the Planning Department

to request Ul assistance to intrcduce post-gr=aducte studies in telecomrrunications
at Popayan anc sh~uld the request bc ap-rove by the G verning Council, I would
hope to sec the resultin~- Phase II turne. iant» an experirsnt in proeperly planned
and timed approach t> a clearly definable problen, as sug.ested 1n oars.3 above.
Let us never again, in an educational pr-ject, se¢c UN sperinlists arrive before
there are properly trained counterparts tH work with or properly equipped

building s to work 1a.
\

8. In the cas< of FIET, therec would, I cons.ider; te 1 sood casc for 2
continuing UN presence in the faculty at its orescnt level after the project's
terninal date in order to hedp the faculty authorities te consolidatc the gains
nade so far and t~ h.lp in advising on the executinon of rosearch activities which,
owing to the difficulties exoericnced, have not yet devcloped so for as was
foreseen in the Plan of Opcraticns. Onc nan on what we rust still call a

"Ta kasgis® wvould prebeoly be adequate £or this purpose 1f he were a gocd
uriversity administrator with general expericnce in electronics ancd tele-
comunications. Alternatively, or perhips additionally, a series of short-ternm,
highly qualified soecialists in the snecific subjects of research to be undertaken

night prove extremely useful to the faculty.



9. Gorresvondeace ghows vhat many months have oeen consumed over the
qucstion of the rupply of a conputer t. FIET as sort of the equipment to be
provided by the UW valer the Plan »r Cperatiocn. As 7 loynan, I cawn only say
that I cananot irarinc how a university {eculty in clectronics ond tele-
communications in the ycar 1970 can L. expecte. to turn out adequotely prepored
wracuates without the ai® f such a piece of equipment an’ I trust that thc
difficulties in the way »>f its provisioz will sou te circurwventec. I rerret
that I rust ~1ls~ raise again thc prorlem of exneansive apraratus unusable Jurina
appreciable periods beecausce of the lack of mincr o« juncts, purchasable locally
but not imnediavecly availlable to the project because of national financial
regulavions., I will aot reiterate the well-known difficulties or cbjections,
but I would urge that everything possible be done to permit the cstablishrent
of sorie sort of a revolviag rcserve of pctty cash into which the Project Munarer

can dip as necessary, pending the comploetion »>f local financial requirenents.

10, I wish to raise one {in~l point on th subject of the sudvuly of
equipment, in thce torm of a plan for full prior consideratinya of the ~pproipriate~
1ess of equipient to the task 1o Js¢ perforned. This is a fairly gencrnl
probleri, but the dual nature of the sroject unccr consicderation makes the
question particularly asocsite her . As i1 see s t~ ¢ wronc at the FIET level
to hesitate alLis>ul the nceel to provice the neans of training in the use of
computers, so does 1. seer wron- to provide unnecessarily sophisticated cquiprent
t, ITEC, whcre my attention was drawn - as to nnc exemple »f this error - to

the provision by the UN of an "Oscill ,»ink" pulse recorier with a capacity of
connecting six neasurin, subjects sirmltancously. This ingtrurent costs
US$3,864. For less than one tesnth »f this price, thc so e supplier provides

a simpler, portable instrument allowiis two mieasurerments tHy be m~de sirwltaneocusl,
which is the level at which instruction is actially being _iven at ITEC.  The
adventac.e of having tw- lnstrunents to a class instead of onc secms obvinus and

could perhaps be borre in mind in future to> _»od advantarc,



~1

SUMMARY OF RECOLIMENDATIONS

1,

That {his dual Hr.ject be ¢ivided intc two parts ( Para, 2 )

That the start »f aid orojects Le planned in future ( Para. 3 )

That "TA" assistance be coasidercd for ITEC if the new building
is delaved Loyond the ecne of the orcsent srojcet ( Para. 5 )

That ecareful thou ht be ziven tH any reguest that may Le made
for o Phige IT >f the FILT operation in the 1i. ht of the
country's requirements ond the actual availsbility >f ccunter-
parts aad anpronriate preniscs ( Pares., 6 and 7 )

That contianued "TA" hel> be consicered for FIET pending
consolidatin of present achievenents ( Para. 8 )

That a small, rev>lvin~ petty cash fun' be established to
enable local purchuses to be nade without deloy ( Para. 9 )

That rreater thought be pgiven to the appr-priateness ~T
equipment suppliel for its intencded use ( Para. 10 ).





