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{57 /for the current nesds of ¥hi ok
\Y" 7 managerial end techmical skills W
¥ 7 required expertive, sither yanagey
\} | organization, is not available will
D structure, Neither are there suf
)'\ Liberian perscemel olsewhers, in' o
orgenizations, availsble to meet th

system,
:,) Iacky: ' )
\ equipment in a regular end systems Y, I
\. , 088 G the ariginal invegtmmt,. Lacking proper mnage-
NS rial direction, the system will cemtifiue te Opeinie at a deficit,
N contributing an additiona) burden to the GOL's slyeady strained budget.

P

This project will provide mansgerial nl hdlnic&l assistance
directed towerd accomplistment of three bromd cbjectives:

1. To ensure efficient ormtidn and maintenance of the
existing telecmuwmm system,

2, To reduce the opaautiry, deficit of the system through
* the initiation of fiscnd reform apd finsneial procedures
in accordance with sowa\ business practices.

o 3. To establish a Telecommwications Authority as a proficient,
A streamlined orgauizaiion, completely staffod Wy Liberians,
f \\,\ capable of effectively meeting its total respemsibilities

with efficiency and dispetch.

_ The basic physical facilities comprising the system eonsist of:
(1) a local telephome system for mebropolitan Monrovia, and small local
exchonges in most of the princiial towns; (2) a domestic lang distance
(microwave) system consisting of three legs (Monrovia-Harpew, sfles;
Monrovia~-Sanniquelle, 160 miles; Monrovia-Bobertsport, 50 milag); with
secondary SSB lines radiating from Monrovia, Gharmga, #~1 Hurper; amd (3)
interr - Liwnl system consisting of telephcne, telegwmph, and telex links,

. The table of organizatiom, or internal chain of commsnd ef the
, ~ Dresent cormunications structuve, is not cemducive to an efficiemt
“{___operstion. Within the Post Office Department, a Camissicner of Mdio
¢ exerclses jurisdiction over all radio and microwave coommnications, sl e
Commissicner of Telephones is responsible for operation of the talepheme
services. Since telephone conversations are often transmitted through
radio and microwave, the separation of these services is artificial,
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This seporation alaso leads %o diffiouity in assesging the financial status
of the separnde divisions, because of the diffeulty in allocating costs
and xerening Cur ~usbomers using the conbindd wervices,

‘(x The ganaml approach to the w@jw&ﬁm&m be the ereatim of
g\} B semi-nbimaomons Telseommsaleations Authority, woolly owned by tae
TR of Tibesin . b eble to operate owbside the buresucwacy.
This yreefeed wonld peovide se Ageregute of ten pepple to cperate and
marvige She VISR, INET e genera, " ITFectic of & Beard of Direcives,
RS 0N, YT tlaue o peovide the Authority & enwbsldy to make up the
CEERAbing ALl of the sysbams o WLLL such time 8w this deficit g
elimizniel, Dot will alse caniinue %o peevide el scovices
Loz prd Tivm Irvestpents, sgodn » ULl the Authocity is
N L Cioanedsd foobing 40 s1low 5% 4n agguma Lhis
: The GOI wild, threwgh the Authority, provide the bass
 vpersbioenl pepsaamal, and will previde the gupportiig
ey vl equipment for dmplemendaticom of the projech,

Ils  Eobbing

Phika yond jzioer ’ll;?.?@,‘ﬂ; Internal avd ewbernsi commund catiivgn:
systamy sre na TR o7 ihe eeonamic svd social develipmen’; of the
cuounbyy ma) b e sweni by, e GO Justifiahiy denires to e rata
such systens o1 a ga0f-susbainiog basgs The intemal micro-wveve seshur
¢f the system prevides the only mthoﬁh&pid internal commmication,
but operntes at a decided 1oss, thereby placing an additional burden
upag the more fiseally fevorable elements of the system to the detwiment,
of the GOL budgel as s whole,

The Tiberian Government has recognized the necessity to improve
the management, fizenl policy and technical capability of the entire
governwent telecormmication systems, Enabling legis@ation has been
pagsed, elthough noi yet implenented, authorizing the establistment of a
separate goveramental corporation, the Telecommmications Autharity, which
vill agsume the asszets vad responsibilities, but not the debts, of prior
telecomnmicetions avthorities. The new Authority will be respensible
for Its ovm fiscel plaoning ‘and management, its own gemeral amd technicel
rroagencat and 1ts own personnel procedures and policies, including
trnining, At present, ihe GOL has contracted with RCA of Canada for
tedindenl molnbananes of the micro-wave system at an amual, co8b in excess
of {302,700 (11,8,),

Altheugh GOL bhas discussed the rossibility of obtaining
mend ond tecuical services under contract with US and other direet
eanfrictors, with the possibility of payment through increaged revinues,
it 1s dwdbbivl If such additiomal revenues (in additiom to thoge
required for full mrintamance of the deteriorating system) can be realized
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dn the imedinte future, A high degree of probability exists, therefore »
that GOL will be forced into further deficit financing of witwe such =
cantract along with maintenance commodities end supplies, or would have
to further curtail the already inadequate maintenance program,

Although the ensbling legisiaticm setting up the Authority
exists, much will need 4o be accemiplished 40 make the organization a
viable one., These include developmental expenditures s establistment
of a sound persannel system including enhancement of morals and job
discipline, improved budgetory planning and sound fiscal policy in
regard to expeaditures, collecticns and rate structures., Since the
Authority will be an autonumous agency, self-regulation of its interpal
offairs 1s possible, and prior experience with the PUA under gimilar
conditicns shows that marked progress coan be wade in a relatlvely short
pericd.

Additionally, it will be necessary to carry out a reguluted
training program at 2ll levels 80 as to provide in-depth Liberian
capabllity to monage the day-to-day affalrs of the Authority as soon as
F#8sible,

The existing lack of Liberian technical/administrative
tmployees creatas a problem in the present functioning of the organization,
the peofech 1 pores do remedy this thyough OPEX type asslstance at thaet

1~vel,
VT, Sheatoos

/ I i oxlomabic that the ability of a nation to commumicaie
Fovoe fundamengal. yoqeiaibe fop its growth, develomment, wnification 5

/o _aud cecuridyT To bibeying, communications, or lack of commmications,
alfe § the progresy of prachicelly every developmental project ¢ some
exiziiks Brejacbg fu the finlds of public health, public safety,

T educen it apeienibiure, and public works development at present are all
sdvercoly sl fanhad by luadequante comunications, In the private sector,

W comieteird and industrial enterprizes operate at a disadvantage due %o
o bie ehemea b, op wreiinhility of, the cormmications netwopk, hoth
: Jowal ool Sk cenabionad .
\;}_
N Revognizing the necessity for an efficient cocnmmications

oty nebeerk, 4t beoomas appareut that two bagic changes must occur in the

";_\. prasout oystom belors 1% can be put on a sound footing, First, the

N Ielrcommminatlong Authorlty must be established with a degree of
oubonory, and o latitude of action, not found within the framework of
the typical Likerian government organization, The Authority must be
free to pursue its own personnel policies, including the right to set
its ovm salury scales, hire and dismiss personnel without outside
Interference, promote according to merit, and otherwige create an
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atmespberas to atiract and retein qualified persons, The Authority must
algo have the authority and backing to pursue & vigorous and impartial
policy for ecollectiom of accounts,

Second, expatriate assistance in the form of mmnagerial and
technical perscunel mist be brought in to manege the Authority until
& Liberian stoff can be trained. This project is designed to provide
the reguir:d personnel for a period of five years through a technical
assistance grant, Although at the end of this period, it is probable
that expatriatz persomnel will continue to be required €o £411 the
top four cp five positins in the owganiszation, i% 4% anticipated the
Authorlty will be, st that time, o a sufficiently £irm Financial
footing to nssume this obligation withoud externsl assistance.

An altersative sclutica for this second requirement would
be for the Antherlty te enter dixestly into a management contract with
an experlenced toleccommications compeny. Generally such contracts
provide that the mavaging group receiwes a percentage of the gross
revenies plus a purcentage of profits. However, in the case of the
telecormwiontions syctem, the probability that the system ag a whole
will seffer sugtained losses over the next few years virtually pre-
clodes o schome of profit sharing with a managing growp. (This approach
should be explorsd by AID/NW with companies which may possibly be interestsd
befora £im0) cporoyal of this project).

We o Wrwnel Tirg-ies, Resulbs, Outpubs

The antl-ipated results of this project can be classed ag
sboxy Sore sl 1oz ronge objectives, The short term objectives ares

Lo To effact maximum utilization of the existing facilities
by institabiog sowd operatiovel and maintenance procedures,

2o To provide for the orderly expangion of the system where
such exprrclan f9 ecomomically sound,

he leagerange objectives ares

Yo Ti dostilnke technical, financial and operaticnal proce-
dupes ccdot v pab the Authority on a peying basis.

Yo B brndn Libarian in all technical and managerial positions
PAED B wlew of eyentally turning over to them responsibility for the

enbive cpepibiog,
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USAID sasistunce is envisioned for this roject for a period
of five yenrs, A% the end of that perdod, it is anticipated that sufficiex
progress will have Leen pade g meeting the short teym objectives to
allew the Authority to xeduce the expatriste management team to approximate
five perhers, At the sama Ciwe, it 43 felt that by the end of five years,
the Authority's finagaial Position will be sufficiently sound to allow
it to fymme the bumden of oli expatriate assigtance, It is anticlpated
tat ddrect expetringa menagement will be required foy approximately
elgit to ten years after initiation of the project,

This project will be eontinually reviewed by USAID, the
Authority, anmd the GOIL Depuxtment of Planning and Econanle Atfairs to
evaluate the Authority's capebility to meet its technical, staff ang
financial requirements,

V.  Course of Ackim

The leglslatura of the Government of Liberia ereated the
Telecommnicationg Atberity by emending the exlgting Public Utilities
lav, The act trwafers tn the Authority all functions of the govermment
radio and telephune gervioms except for the responsibility for the
regulation of ‘pex-tiong such ax camereial radio and television, private
radin syebme, w0l cepmoubical 8ystems,

Toe At furbher speeifies the composition of the Board of
Directors, Lo bo nppointed by the President, They iuclude the Fostmstor
Generaly as chafroon; e member each from the Departments of Treasury,
Sgtles, Plaroing end Founumie APfadrs s central office of the Pogt Oftice ;
the dnemmbant commmeeionrs of padio and telephone services; and two
mompers fyon aomnereial cxborprises, The Act empovers the Boazd to
conbract with a monncament fiwm for the vpexratlon of the system. lowever,
the Act has net heen impl cmented,

The tea covtract personnel cantemplated under this project will
{11) opernti-wol pusitions within the Authority, directly respunsible to
the Boaxd of Direcdors, Tt ig proposed that the upper echelon managemen t
group, filing the positions described below, be provided as a team througi:
a condractor onlifled to provide administrative and technical backstoppin,
The job desariptiomg snd quslifications for these positions are:

le  The Geneyal Manager will be responslble to the Board of
Directors for e oyerall divection and management, of the operation of
the Authority, Ie chould be a qualified telecommunications engineer with
experience in the desipn, eonstructlion, operations, and maintenance
commmicationg syateme,
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2. The Comptroller will be responsible for planning and
control of all financial metters of the Authority, such as gollection
of revenues, disburgements, and settlement of intezmational accounts.
He will also advise cn rates and charges for the services provided.
He should have extensive operational experience with a utility and
ghould be familiar with accounting systems used by telephone and
telegraph companies.

3. The Txaffic Manager will be respansible for the quality
of services reudered to customers, He will seeck to improve traffic
operationg efficiancy, and %o imgrove customer relatimms and service
80 es to attzact iiew customers, He will be respomsible for ihe
monagement and conbrol of exchange, telegraph, and telex operating stoff.,
Experlence is necessary in talescommmications traffic operatioms and
management,

4. The Flant Operaticns Engineer will be respomsible for the
overall opezatica end maintenance of the radio and telephone systems.
He should be a commmications engineer with extensive experience in the
operaticn and redntenance of communication systems, He should be capablc
of engineering snd implementing plent changes or additimms, as well as
planning fubure extensions, He will dewelop a supply and logistics
support system to engure spare perts, materiasls and gupplies required for
operaticn and maintemance are available as required, The Plant Operatians
Engineer will be supported in the above tasks by an Outside Plant Engineer
and on Inside Flaok Foglineer, whose positions are described below.

5, The Trainiog and Personnel Manager will be responsible for
organiziog and adwinistering en in-service training program. The program
will iuclude theory ond practices in basic electricity and electronics,

% well as lechuras and ao-the-job training on specific teleccmemmications
cynipment utilized in Idberia; such as diesel plants, telephone swifchlng
cquipment, telephone outside plant, high frequency radie systems, nicro-
wave and carrier tronsmission system, and teleprinter machines for telex.
The Training and Personpel Mspager also will be rsspcnsible for reviewing
srrsonnel eopabilities and requirements, for preparation of a job class-
ificotion sysbtem for the Authority, and all other perscomnel mhtters,

The remining five positions are move technically oriented
thon the obove and oxe suburdinate in each case to cne of the management
positione,—1% is therafore felt that these remaining operational
. positions should be staffed through an intermediate contractor. withoub —
Wpﬁm@\pmiee backstoppidg. Although these five positions are
Jacted for the Tull Tive-year period of USAID participatiom, it is
possible that expetrinte staff for these positions may be phaged out
prior to thot time, depemding on the speed which the Liberians are able
to agaume regponsibility for these positions.

UNCIASSIFIED
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The Job descriptions for these positions are:

1, The Outaide Plant Engineer will agsist the Flant Operations
Engineer and will be responsible for the opexation, maintenance, and
engineering on all outside plaut telephene mstmations and facilities,

2, The Inside Plant Engineer will assist the Plant Operation
Engineer and will be responsible for operations, maiatenance, and ’
engineering on all inside plant telephone installations and facilities.

3« The Radio and Tronsmission Englneer will assist the Plant
Operations Engin eer and will be respansible for the operation, maintenance,
and engineering on all high frequency radio-telephone and telegraph systems,
microwvave and corrier transmission systems, diesel plants, navigational
aids, and related facilities,

4, Two Training Instructors will be responsible to the Training
and Persennel Menager and will conduct the training programs described
previously,

A.proposed gtaffing chart is included as Attachment A,

To jmplement the training program proposed to be wndertaken by
the Authority, it iz anticipeted that approximately $10,000 per year, ~r
$50,000 for the 1ife of the project; will be required for equipment,
menuals, filws, and related materials, A detailed list of the supplies
required to supplement the existing equipment will be developed by the
management; team when training plans and curriculs are f£imm,

The estimated cost and USAID and GOL inputs are as follows:

USAID Contribulion

I. Persormnel. Costs

1. Ten technicians x $3400/man/mo x 15 mo, = $510,000
equirafients Jan. '69 to March 31, 1970)
17, Conmr;d:l.fs:i.es (Training Supplies) Project Support = 10,000/yx
Loan

GOL_Contribution

I. Personnel Costs

le  Tent technicians @ $375/man/mo x 12 mo, - "ll5.0°°/¥-“
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o

It should be noted that in the figures presented above, the
cost for persomnel services is basad on USAID experience with contxacts
of a similar nature. (The cost during the first year (FY 1969) is based
on personnel services for a 15 mnth period,) ,

(ﬂmeos‘bfartradnhaeqwmdamues is a very rough
estimate, and, a3 stated above, cannot be refined in detailled wntil
the techuicians develop the training plans and curricula, !

BROWR
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Table 1
Page L of 1
COUNTRY: ILiberia

NONCAPITAL PROJECT FUNDING

Project Title: Telecormunications Management

Rev, To,

(OBLIGATIONS I $000) PROP DATE 7/30/68
: Original X .

P.'I'Od. NO. @H-Z?O-lll

5T

Fiscal Ap 1/G Total COn:t““ Personnel Serv. Part, Cammodities Other Cost
-Years [PASE [CONT U8 Eomg;" I DIr | CONF bPirg T — Eccm'""
ag US Ag Us Ag

Oper.,

FY 69 < G 510 510 373 10% 137
Budg.

FY70 TC¢ @ ko8 408 298 10% 110
B+1

FY71 T o ko8 %08 208 10% 110
3+ 2

FY72 1 ¢ ko8 ko8 298 10% 110
B+ 3 '

FY 73 T ¢ 306 306 224 10%* 82
Al

Subs. - - - - -
Total

Life 2040 2040 1491 50 549

* Project Support Loan (non-ada)
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Telecormunications Authority

Proposed Maonagement

BOARD OF DIRECTORS

General Manager

Attachment A

Comptroller Plant Operations Traffic Mansger Personnel and
Engineer Training Manager
Outside Plant Inside Plant Redio oand Trons- 2 Training -
Enginecr Engineer nission Tngineer Instructors






