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Du/iig recent years the oerntent of Idberia has mde/ sust,.nti,..1 investments In the field of telecmmicatim. The,,S .!st,. thlat now exists in Liberia,, although technical2y near adequate 
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,4 /for sQrlwe .	 o ... the 	curmt needs t . .,.,a 

orpalzatimzi "o Mot~.
 
strbun Neither ae %he qU ) of bdeL .
 
Lirin perael ls@Whn, IV" lV Whute
oher b1v1;M 

.orTiationsavailable to aet I Im ent e thei8 of the tele 
system. 

equipment in a regular and 3A VAR 

,rial direction.3 , Tes*-tabiia l--V ie 7 t an -- at a a ifioit
contrbuti ean ral to the GMle4dditi burde 	 64 stma ied budLget. 

2. Toredue mW tai heddrop~rthe'sthe defThis proJect vfl vide xosew t too cal Assistance
directed towrd accomplislownt of tbree brad obJetInas:i aco~lne MrLmh i n e jacin 

1. 	 To ensure effici t vratice ad mLntgume of the 
1f oexisting teleCMAIM Miyoteaut. 

2. 	 To reduce the opnitt deficit of the qto through 
the initiation (of feuci reform a d financa p'cedures
in accordance bwmieLahbusiness practis.e 

3. 	 To establish a Teecnaio atims Author* as a proficient,
streamlined orgauj~t-A0nL, eWlete,y sALMAd I Liberians, 
capable of effectively eetl its total regy abi:LntIes 
with efficiency and dispatch, 

The basic physical facilities comriing tae systu eawist of: 
local telephone for ine(1) a cytem atroplintan Nco *l ranM local 

exch'anges in most of the princ±LA1 tomus; (2) a, d~autie lo distmwee 
(microwave) system consisting of the lese (erovia ups, 2P idles;
14rrov-Saniqiue, .160 miles; MmradA'Roertsport, 50 id3*p; withsecondary SSB 1:tnes radiating fiM iMonroula9 MANArP, $-A Ihp; aM (3)
inte Axr syste of telepiMe .l~~i sid t*3M links.-Iia c.Isisting 

The 	 table of organizaticm, or internal claim of COMMM ef the
Present coiniunications structure, is not ccmducive to an afficiezt 
opexQ'3 ticnr- Within the Post Office Depsrbtmmt5 , a Co'.issij= ofNA 
e~xercises jul.Isdiction over aU radio and microwave c -nuictI,Si a
Commissioner of Telephones is responsible for cOwatima oft h tel 
services. Since telephone conversations are often transmitted *N;*u
radio and microwave, the separation of these services is aftificial. 
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Thts rtnhq eads 	to ditg'iodtin assessing the financial status~() teV"- LUVsirm because of itho d#M-UltyniU aocatiug costsr ~ 'rfl4 t ~ 	 Us ng the 

apy~lgh o hepwcojW%. vju~d be, the ceatici of 
ri wied by Uae'~ P buvb able tro Operate IethbeJ(

&wzaj~TTRc f a D" of'r~*~ i ix~ta pmi1de Ili Athmit a sVwjid3J to nake up the*~~TV0.1 'i 	 b~~t~Ai w SIi~a 	MDA k'. thiLl de(ricit isl 
1 ~ '"~ ~r wi~l, aliSo to Prxv 	 dfiKt scsvl~ Ies 

~~£r~ p 	 uw'l tb, kathar' ty is ~ a -	 u ~ ~ to l\ulow 122; tA) rw~iniL 
s~in~~~ r~ ~~&pepsmei,, and vill pror?,de the mxpcr its0-11.pet j 	 ox' IvJ-watif (if the Ptzg.r1 

TXN. jjt 

awh v.5tem 	 banCf 	 The Antena unirio-1ve se .tlfrte ast~t rTc""idea the Cin3Y wt:2apid intena ca~mnatian,bat qpenti, t a decded 2loss thereby pladnug ani additional buxdenapon Vie w~l fi.1yTh-oz.able elements of the iiystms to the det,91ment 

n'Th1Z;imn 	Gam'r'nment has r'ecagmiied the necessity to Inprowvethe mcagmnt, fis~z. policy and 	technical cjApbiVZ or the ent ixegavwxymnt 	 telrwr~cticm systaw. Raabling 1egisdticn has beenpassed, atitffgh nct yet plemnxted,, 	 aixthoriz~ng the estabj24shMetsepa'rate govectal tcorporatinp the !eleco 	
of a 

umiatims 	Autbozity,, which~i,7U asswiw 	 the ant.~d loespcgib 2tiesq but not the debts$, of prior~'~m Io~aut~odlt~es. 'The new hAthoriLty vili be responsiblefor ita -,in ~ pJ3ing 'and 	manaaint, its mm gtaeml 	witechnicalm-n~rv,,r, 	 and. Us~ a~wn pe'omel procedures and poles	 9 , inelv~tizgtr-iin~ng, 	 At pr~ert the GOL has Omitracted 	 'with RCA at Cnada f~r~. Lt~i~of the yicro-vave system at an armua.1 cost In excess 

AJTVI.C-V GOL has disjcussed the possibility of otaining Monge~n ut r.-rd t xi.&,servicees under contract with US and 	other directc~ttct~a w- te pssibility 	of payment through Incleased. rev~wum,it Is d 	 t2J ' siMx addition~al revenues (in addition~ to tbose aetmilyriurc. fc.' InU.?ntt:ance of the deteriwmating system)~ can be realized. 
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AU the Imnediate ftre. A high degree of prObabilitY exists, therefore,that GOL will be forced Jnto further deficit filwcing ofcontract O such aalcan with majutemane. ccmaditiem and Iupplies, or would haveto ftwter nijrt.%Lj the already inadequate maintenance program. 

Aklhouth the emabling legislatiMexists, settiMg up 'the Authoritymnh will need to be ace(Ulished to make the orgaizaticviable one. These 
a 

include developmental expenditures, establisbmentof a sound persranel syvtem inaluding enhancement of morals and jobdisclpline, Impoved budgetary planJng and sound fiscal policy inregard to ex-penditures,
Autbori'y ull 

colleticas and rate structures. Since thebe an autonmous agency, self-regulationaffairs is of its internalpossible, and prior experience
conditions shows 

with the PUA under slmls.a..that marked progress can be made in a rclatl.vely short
period.
 

Additionally, it will be necessary to carry out a regulatcdtraining prog(ran at all levels so as to provide in-depth Liberian
capabilit-y to mmrmge the day-to-day affairs of the Authority as soon as 
F69ible. 

.Th r@:dlt:Lng lack of Liberian technical/adminisrativecnployees e:''eat- a 

'LUe ,;.sr. x'~Flr!. 

problem in -the present functioning of the organiation,
t, remedy this through OPEX t pe assistance at tihat
'oel.
 

3";
Jt . cmL. Uiat the ability of a nation to commuIniea;e. n•.m;.J-
 -. ..-.-:.,....£..its growth,1.7 -i J~h. MuIn.,, runcations, 
development, lunification--. .
 or lack of comtunications , 111..,p'o r .retlf. prac, ,Iany every developmental proJect*.rn _ Pr- to -omeLs ;:j t,i flh td., of public health, public safet 

.d '1:.y 
JLanid public works development at present ae-c all~.fk:t.d 'by:i.oadcqui'te comunications. In the private sector, 

C ,c'm ,-n.,r' li.dst'jial eiterprizes operate-$~ (; J" '.!- ,"rc f ua. at a disadvantage, :,ity of., the comunications netwotk, due toboth 

,, 'J: the necessity for an efficient ccmmuication 
-e,,z -n ai ~t.,oeuL that two basic't 

* pV. tt changes must occur the"-', 1'i'' in1t can be put on a sound footing. First, theTnJ'cw--i.-, Authority must be established with a degree ofout,)l;,no. a.T.d
C latitude of action, not found within the framework ofthe 1.,yLal Liberan government organization. The Authority must befree to pursue its own personnel policies, including the right to setits ovm saAary scales, hire and dismiss personnel without outsideinterference, peomo; according to merit, and otherwise create an 

LUCIASSIIED 



Monrovia To aD A- 78 UXCIASSIFID 5 11 
atmnospberv to attract owd rtain quslifltd persons. The Authority must 
WIso h've the authority and backig to pursue a vigorous and impartial
policy for llectmo of accoimts. 

Second, expatriate assistace In fte for of win erial and
technical persumnel must be broat In to mmge the Authority until 
a Liberian stff =n be tained. ns pj*d Is desiid to proride
the requxrAd peronuel for a pelioA Of fire vmrs through a technical
assistuce grant. Althogt at the end of this periods, it is probable
that expatriate peremel will c mtinue to be zequired to fill the 
top fonr or ffue pos titUs in the u tion, it is anticipated the
Auhority vUI be, vt that tim., ca a sufaient1 firm fiancial 
footT.ig to srve this obligatcic without extern l assistance. 

An vJteruative solutim for this second requfremmt would
be for the Aut).orlty to enter dirotly Into a magemnt contract with 
an eperlenzvd tnei,., m icatims emny. Generally Mich contracts 
provide that thi xuMaing groip receives a percentage of the gross 

a entage of profits. of therevenues pbl-u pi.e, Howe~ver, in the case 
tt syetem, the probability that the system as a whole
will, sofc'r smterI :osaes over the next few years virtual~y pre
cideni a ,ch ue of profit sharing with a managing group. (This approach
shou.i. be e':)tp; cr by AD. vith companies which may possibly be Interested 

be:i'- AI'tr~~cvr, of thajz project). 

* ~ (:A Resul, Outmuts 

~'.W oar...ti.~.~ ~ of this project be classed~ results can asb,,r , ... ',f, .,,g, objectives. The short term objectives are., 

J. To ct mw.m mum utilization of the existiug facIlitiesby txry fviu ,1.operatimal and maintenance procedures. 

2* To ~provide for the oaderly expansion of the system where' \ :.i.V._ esuh q Y.I.vaI1y sound. 

l e_ '>yi. objectives are: 

T ,Ti1 -rtibtteteehnical, financial and operational proce
, ... . pit thc Authority on a pMy:ing basis. 

.: i;rtti-u I rLia in all technical and managerial positions 
, .l. ?,? v.. ,";.-rk, .1y tujxinug over to tiem responsibili y for the 
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MeAID Bailiuicae is enrisialed for this proJect for aof flve ears. periodAt the ead of that perlds it im antIcipated that su1 ciexproqrss AUl. haye beenDa e In meetIng the ahoxt tex Objectives toallow the A~'korlty to redwue the empatrUto mqpMnt team to approxffiv e Iwherbe~. At%th s etii It is felt that by the end of five yeas,the A. thority's ftan1s poiition wili be snUf±ieLit . Bound to allowto easmm th; ,xidau of l exalatriate asststance. It is anticipatedthat direct txpattiate wwagfa.nt will be required approxlmatelyeigxt to ten yea.s a&ter initiation of the pvject. 

This project will be omntinitalUy rev'iewed by IAID, theAuthority., aru.d the GOL Depautm nt of Planning and Eonazc AfIfair toevaluate the Author;it-'a ealobUlty to meet its technical, s'ta.t andfinancial requlrevcetl. 

V. Course of Ac-ti.i
 

The ,eg.slatxe. of the aOvurmnt 
of Liberia created theTeleco:mui.ia,Zon A~d;!kty by amending thelaw. The act tr,::',, e, ixlsting Public Utilitiest,:i the Aix;hor ty all functions of the goverxcn(mtradio and texcep.e , co cept for the responsib.Ultyreglatimon of for the:iv, sp-A.A'h aq c~nercWa. radio and television, privateradio syv' ,.'jl 1nau:UJ ayatms. 

Tv AoI.t f'Ir~er spe1.:lt.es the composition
Dirutorr,,,3
1.). t-to, r,'po ,c by the Presldent. 
of the Board of

They Include the Postn-at;r(lene _rn.i at; (9) X.:rvn:; 1,:r member each froyn the Departments of Tt..ea:,uxy,
.P.I-L , '.:.in.n-,.E Affairs, contral. oltieethe :iu, nLt cor . of the Post 0t. sr.i',.,, o ' -radioand telephoie service;ry'yr,:,r f"rx, cau.l and two: extcixprises. The Act emprers the Boa dec':,-ut: wlL,:h. toa. mla?J .Ient t'i:: for the ue.itlon of the system. Iknlev:X,9tUhr Act ] tw!; beenvs y,]n.. -d.
 

"(-e t;,aAco,., a:c t 
 personnel contemplated under this project w.il,fill. opera ti.: 19.l p',tiona writhin the Authority, directly responsibletli Board of P .'e,,ora. it is to 
ryroup, 

proposed that the upper echelon managemenafiling the positions described below$ be provideda as accntm-tr 3.:n...ft,,r to provide administrative and technical 
team thx'ouo 

VIC.he j:?h 'iscritt,. backstoppn!.mvl. qiu,]ifieations for these positions are: 

T. Th: (3,.a.1. 1Xage.r will be responsible to the BoardDirectors vor oftZo ,io 'ral direetion and management of the operation ofthe Author-.tyo Ile shioild be a qualified telecomunnIationsexperience :I. engineer withthe des.lpn., construction, operations, and maintenance CA 
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Z. The C tzoler will be responsible for planning and 
control of all finncial mttera of the Author l)±suih as qodlection 
of revenues9 disbursewnts and s*ttlwt of inteuatwcal accunts. 
He vi also advise n rates and chargs for the serices provided. 
He should have etes operational expe ience with a utility and 
should be famillar with acounting system used by telephne and 
telegrph caqvpies. 

3. The Traffic bNager vill be responsible for the quality 
of sewices rertudred to cusm . He will seek to Imrove traffic 
operations efficicnyg and to Iqgvve customer relations and service 
so as to attract ,tew awtomers. He wiU be responsible for the 
managament and control of ewthange, telegraph, and telex operating staff. 
E)Twlece is necessawy in tlecmmmioatioas traffic opetatims and 

4. The nAnt 0peatims Engineer vill be responsible for the 

overall operat:lua and maintenance of th radio and telephone systems. 
He should be a comunicationa engineer with extensive experience In the 
operation and mlutea2ne of ecammiction systems. He should be capable 
of engineering and implementing plant changes or additions, as well as 
planning future extens;ons. He will deve-lop a suppl y and logistics 
support system to ensure spare parts$,materiala and supplies required for 
operatIo and aintenance are available as requIred. The Plant Operations 
Engiueer -033 be supported in the abuwe tasks by an Outside Plant Engineer 
zind ma Inside P.lan, :PWIneer, -whose positions are described below. 

9. The Txaiumg and Personnel Manager will be responsible for 
organilzing and Wdinstering an An-serr;ice training program. The program 
wlU i . ure theory oand practices In basic electricity and electronics, 
A well as cetijei ond aa-the-Job training m specfic teleccemmications 
c.-jif)ent ui].:tU'e.IYi Idberia,, such as diesel plants., telephone switching 
cquTent telephae outside plant, high frequencty radio systems, xicro
vave and carxyerI transmission system, and teleprinter machines for telex. 
Tbe Traintug and Peronniel Manager also will be rasponsible for reviewing 

- sovxfel cabilities and requireents. for preparation of a job class

ificati. systn' for the Authority, and all other personnel 2*ters. 

The remIing five positions are mre tech ically oriented 
thon the above vy)oo-re boxiAidiuate in each case to ne of the management 
postionx..-It i4 thereforn felt that these remaining operational 
-positios shouls] be staffed through an intermediate. contrat w.i ut
benefit _of__oe.office backstopD 0i. A-lhough these five positions are 

-jectd Tfll &ie -yeax period of tEAID participattiOn, it isfor t]hu 

possible t 1
hat expatri te staff for these positions may be phased ou
 
prior to that time, deprnding on the speed which the Liberians are able
 
to assume rvspr mqbility for these positions.
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The Job descriptions for these positions re: 

1. The Outside Pant ENgineer will a8sist the Plant OperationsEngime a Will be resnsble for the oPerati, Wmntenance, andengineerg on alU outside plant telepme inatallatins and facilities. 

2. The Inside Plant Egineer w.LU assixt the Plant OperationEngineer and will be responsible for opeMations, mIntenance, andengineerng on all inside plant telepmme installations and faciities. 

3. The Radio and Transmission Engineer wvll assist the PlantOperatioms Engln eer and will be responsible for the operation, maintenancesand emgineering CU all high frequency radio-telephane and telegraph systems,
microwave and carrier tranwmissin systems, 
 diesel plants, navigatiorl
aids, and related fac:ilities. 

4. Two Training Instructors will be respnsible to the Trainingand Personnel Manager and w1l conduct the training programs described
 
previously.
 

A.proposed staffing chart is 
 Included as Attachment A. 

To :lnplement the training program proposed to be undertaken bythe Authority, It is anticipated that approximately $10,000 per year, "r
$50,000 for the life rt the project, wll 
 be required for equipment,
manuals, films, and related mterials. A detailed list of the suppliesrequired to supplement the existing equipment will be developed by thenunagememt temi when training plans and curricula are firm. 

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

SAID Conribution 

I. Persormel Costs 

1. Ten tedmicians x $34 00/man/mo x 15 . = $510o0
(RequirQents Jan. '69 to March 31, 1970) 

I. COoUo.lles (Training Supplies) Project Support = lO,0OO0/p 

GOL Contribution 

I. Personnel Costs 

1. T.i techmicians @ $375/man/mo x 12 mo. m 45,00/yr 

JNCIASSIFED 
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It should be noted that In the figes presented abore, the 

Cost f Peraml services I nbad anLIMeerience with contacts
ofa ln"Ia nature. (Tho cost dofti the firnt yea.- (Fr 1969) is based 

on personnel services for a 15 amth period.) 

'Ie cost for training equwe and supplies is a very rough
estimte, and, sa ated above, cannot be refined in detailed umtil 
the technicmsn develop the t"aning plans and curricula., 

BRON 
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COLN=: Liberia Project Title: Telecomn-ucatis lnagement 
 Oria No.

ons IhngementPro~j. No. 33r3-011Fiscal Ap L/G Total Cont Persc nel Serv. aC. 
 C odities - Years Otbai Coat
 
D 2O9M 818
r. 

Oper.FY69 TC G 510 510 
 373 
 10* 137
 
Budg.

FY 70 TC G 408 408 298 
 10* 
Fy71 TC G 4M 48 
 298 
 1o* 
 1o
 
FY 72
3+2 TC G 4o8 448 298 
 10* 1o 
B3+3

FY 73 TO G 306 306 
 224 
 10* 82
 
All 
Subs. 
 - _
 

TotalLife 2340 20140 
 1491 
 50* 549
 

* Project Support Loan (non-add) 



H Attachment A 

Telecomunications Authority
 

Proposed Management 

S OF DIRECTORS BAUD 

Cptroller Plant Operations Traffic Manager Personnel and 
Engineer Training FMager 

I 
Outide Plant Inside Plant Rdio and Trens- 2 Training 

Engineer Engineer r.-isz;ion 7ngineer Instructors 




