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2. FProvision of initial operation and meintenance assistance to
maintein and upgrade the physical plant and service, while
engaging in the training of Liberian persoanel in the operation,
maintenence and managemernt of the system.

3. Elimination of the present operating deficit by all apprapiiate
meagures including fiscal reform and the establishment of sound
financial and business proceduresz.

4. Planning of the required facilities to (a) vetter integrate the
various elements of existing physical plamt such as lend lines,
radio and microwave; and (b) expand the system to meet the latent
and future demands for service over the next 10-15 year period.

The project would be implemented through a management contract with a

US firm qualified in the business manegement and technical operation of
telecommunications system consisting of complex combinations of telephone
inside and outside plant and including wire line, cable, and radio cir-
cuite:” Two expatriates personnel (i.e., a General Manager and a Coniroller)
would be provided to assist in setting vp the Telecammunications Authority
created by the Act of April 17, 1557, and in planning its operating
organization. At the same time the Operations Manager and four installatior
and maintenance telecommunications technicians would be agsigned to assess
the condition of the physical plant and the gualification of the maintenance
staff and to prescribe the immediate remedies needed to properly meintain
the equipment and provide adequate service within the capabilities of the
existing plant. Approximately four momths later thig initial group would
be expanded to a full management; team of 15 experts to operate and manage
the system and to train the assioned Liberian counterparts to take over the
positions at the earliest possible date.

-To ensure the fullest cooperation of the GOL it is propesed that the GOL
provide the bage local salary equivalent of all expatriate personnel with
AID funds to be used for topping off of thesge saleries. It is further
proposed that the project funded on a grant besis for not more than two
years (FY 71 and FY 72) and that further funding be on a DL basis ineluded
in DL funding of the equipment required for improving system efficiency

and expanding system facilities.

II. Setting:

An efficient telecommunications system providing service both internally
and worldwide is recognized as an important canmponent in the econamic

and social development of Liberia. That such a system can be operated

on a self-sustaining basis has been demonstrated in other developing
countries and the Govermment of ILiberia Justifiably desires to place its
telecommunications system on such a basis and to end the fiscal burden of
continuing deficits on its budget. The Government has explored the
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The GOL will be required to meet the following conditions precedent to -
AID financing:

1. The appointment of the Chairman, Directors, and other officers
of the Telecommunications Authority required by +he enabling
Act,

2, An sagrecwent that the present debts for the existing telecom-
mmnications facilities will not become a debt of the Authority
for at least five years. Following that period, the Authority
would not bs required to agsume repayment of any such present
debts which would exceed its operating surplus, less a reserve
for the cost of amy expatriate techaical assisbance it still
requires. However, except whevs stabed otherwise, the Authority
will be required to mest any repayment ¢f additicmal capital
costs for gexrvice improvement and system expansion.,

3. An agreement by the Authority arnd the GOL to enforce the payment
of delinguent accounts for service from any and all individuale
and firms.

., An agreement by the Authority to provids countzyparts to the
expatriate staff and candidates for oiher shalf pesitions who
are qualified to rocslve tha ralavant training and to be guidsd
by the expatziate staff recomendatisng and decizlons an =i o
selactions.

5. An agreement by the Authority to adopt a personnel syetem of
pay and incentive advancaments for qualified staff ag well ag
fair and effective meang foxr weeding out unqualified snd in-
competent workers., Full considuration wil) be given recomenda-
tions of the expatviate wrarp,

6. Agreem:snt by the Authoxity o place full eaponsibility on and
allow full operating authoiity, within the 12mits of Litssrian
. law; to the expatriate perzonnsl hired undsr AID grant financing
during the first two ysare of the projaat,

The following targsts end target dates will bYe sot up as part of ths
reviewing procezs. The timss spaoified are measured frem the date of
start of expatriate services andzr ATD Pivencings

1. 3 months: The General Manager and Controller will report on their
evaluation of the initial opsration of the new Authority, the extent
of GOL and the Authority cooperation in setting up the new management
and operations organization, ard in creati , condivions favorable to
its further improvement. The Operations Manager will report on the
success of his staff in assessing existing coenditions, qualifications
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of existing staff, initiating a reform of the maintenance organizations
and on the immediate needs for finanting of test and m&inten&*ce equip-
ment and gpars partg. Based on the succezsful achisvement of GOL and
Authority cooperation the Board will recommand to USAID {based upon the
reports of the General Managex and Controller) and USAID will decide

--after reviewing the reports and Board’s racommendation on continuation

( of ;the project as originally plamned or modifications to level of

.K\ aghievement. Based on the Operation Manager's report the Doard will

~make application for AID financing of the equipment and materials

requirements of the Authority.

2. T months: At this poini, the EQginwering Manager, Training Advisor
and additional expatriate te*holcianc will have beon on the job aprrox-
imately thres months., The Engineering Manager should now report on

his investigation of the imediatrc iovrisgtmerts noided to rahabilitate
the system and bring it to full efficiency wlthou teking into account
futwe growth., The Trainicg Alvisor will sobmit a plan for organization
and consolidation of the various telscommunications training facilitizg
now in operation in Liberia and the inclusion in theiy programs of
courses specifically suited te iP;'maint:nanae of the gystem, ox he

will advise on the nzed and program for seiting up new, specialized
facilitisg for such traiming. He will alco report on arrangoments

for sslection, travel to the US., and itralinine arvangoamsnbs for the
Tiberian paftifmrarfa. T offore sxpabriate a7 will vaport oo cou-
tinued RLOgX LS 1y bhedlr worr aroas. Bassd o or s ]ZTIF_".. 1.5 ‘:)ng I'{ﬂ.r!i'.g‘:‘-? tg
report the Beard will recoumoad o URATR sed USALD will decldr on fuabara
AID parbticipation in DL financiopg of the voguicsd drnerakment Sa FY 1972
or 1973. Based on the Trafuing Advioow?a report, fhe Doard will re-
commend to USAID and USAID will deoride o foxihsy ALD technioal assistance
in the local tLraining and will completo sxzangements for participant
training.

3. 1 ysax: At this point a Tail révicw of the effectivoncss of the
program ghouwld be mada. JInitial roperia should slgoe be available an
the capabilities of the participards recsiviug US training. Any found
lacking in capebility to ebrorb fne {vaining should he replaced.

L, 18 monthe: USAID should again réview {he accomplichments of the
contractor and the extent of GOL and Anthority support of the project
with a view to final recommendations to AID on providing ongoing DL
financing for cspital ivnvezimer® avd the mansgement contrant.

v. Course of Action:

The enabling Act transfers to the Teleronmuvdcations Aunthority all the
functions of the radio and telephkone servicas now operated under the
Jurisdiction of the Postmaster General. It provides for 2 Board of
Directoxrs to be appointed by the Presider®: consisting of the Pogtmestsr
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General, as chairmen; one member; &ach, foum the Departme s of Jusgtice,
Planning and Feonomic Affailrz, and Fosht Office, the incumbent Commissioners
of the radio and telephone zervices; and wo na2mbers of the commercial
community. The Act empowers tha Avtnority to conhract with a management
firm for the operation of the lelsacommiiications systam,

It is proposed thet the 16 expatriate personvel contemplated under this
project will fill operational pesitions within the Authority and will b=
directly respongible to the Board of Divectore. The entire group of 16;
filling the positions described below, ghould be provided az & team
through a contractor eble to supply qualified personnel fram iz own
organization or from operating telecemminications companies, yrovide
administrative and technical backstopping, and arrangt for training of
participants in the United Statas.

The job description and gualificatione for the six peaitions 4o bs Tillad
by the growp of 1o expatriatag ars &3 follionrgs

A, The fivst group of T, to fill four positlons will be provided
immediately following the GOL's Myvifiliment of the condibions
precedent.

1. Genaral Mapagsr - Will be regponsible o tha Buard of Direchors
For the overall dirschion and wmenagoment of the gystan operationsz,
One of his primary ~opoerns will b2 tra dmpmovEnant of i guality
of gexviee, gpswifilcaliy in iht arnas of mrobangd SpeTaloT 8Ns

K Py .
branch manager efficiency ane fuzkomsr raiations, He chovld bave
at leask five yeacs of srpevicnrd ag a G

nedtun-sized telesimiurdoatirns company in the US, oxg pratarably
in & less-devaloped oouctoy wilng US-typs talescommunicabions
equipment . Sexviez with 2 company of this gize will have qualified
him in the aveas of Tratfic Managamend and Cushomsy Relationz in
additing %o the normal Cenlwel Mavagsar's dublas in e laggsy
comparny. His talacuammnieations gyghan shondd have included wire
lines, cable, aod radio whiich will maks op 4o Libemian gysbam and
snonld have covraesd urtas and rural sabscxlibersg, He shonld bz
primarily experisuncad in tha vieinags, tinancial, and plannitg
aspects of 8 telecommundcaiicns syshan and nexd not b au enplinrex,

2, Comtroller - Will te vazponailla Cor %he estallishment,
Implemensation, and eontivucd operabion AU an appropriaba
gystem of aceounie: for plaredag and ccnveol ot all finaneial
cperations of tha gvelan, dnrluding arrleotlon of ravemias,
disbuxsemente, and seitiement of inlsraatioral argoiba. Follow-
ing the establishmerd of a ratlonal. rate system by the Rate Expert
(see position B.3 bzlow), the Controller will teke cver the func-
tion of advisor on rates and will rvecommend <hanges in ratas and
charges as necegsary. One of thelontroller's main concarns ab
the start of his servises will be ths esberliskment ol procadurer
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for prompt, efficient, and affactive collections end for DEREUrS S
to be taken to liquidate delinquent asccounts, The Comtroller
should have hsld a similar position in a telecommmications
campany similar to that dsseribed in the General Maxagor's job
description,

rations er - Will be regponeibls for the overall technical
operation and maintenance of the system and will have £all authoe
rity over the systan technical staff, both expatzriate and Isharian.
He will, at first, taks appropriate shteps %o solve the sorions
technical problems now resuliing in mibstandecd servion wid
deterioration of the physical plard. He will slan sad dirsct the
establistmant of a permanient tadhnical operation and AT REDT
orgenization, prescribe mailnbenance roubines s B0 emmure their
obsexvanse, Hs will work with the Tesining Supervigor {ssa job B2
below) to establish an effaciive hreining progeem mod wiil
ragpongible for its conbtirued operation. He will couneel und assizs
the Engineering Mamsger (sze joz B.1, below) in plarusng syetan
improvements and plant expensizm, He will ashibi IR
see the maintenance of an efficient: Larentory ewmirel o
equipment and spars pasts end ensuxe the availability of udequate
parts and test emipment needed 4o matubaln servics il by,
To qualify for thiz position he shomld bere bown 40 Shapos of

]
Lo
1

an operation and weintuvanse ztali of ab loush 5G tanhallai
& telecommmieations zyeienm carhindng telapaone prast aa’
elements. Ha showld, in teat sapssity, bave beaa L
for planping teammioal shel? worl amd Pop frenudory oombrol,
Experience in supmrvizien of soostrzotion apd dred labion woo's
alons will no% be considersd adequats baekgeoumnd, 2 4y i
gheadd be equizped with a persenality which will enaliie hitm 4o
infrise and malnfain av "espril 4n worpe® in oy
and & desizz o Smprove and melsladin the gy ahaa on wiicd
emnlavad,

Fochnialany o Four tedmlelens s1e 4o ba provided 4o work wuniss
the Operations Mamager at Yus abarvt of the Frojecsk, Tusy ehouwld
be gqualified, on aa~h, 1a the lustallatinog ned melsderanos of
telephone central «ffice sguipmesns, teiepnone cubside pluaws,

radio (HF & VHF), and microwswe smuimment. Indtially, they will
asgist the Opsrations Mansger ia propering ai lnventory end meking
a detalled imspachtion of tha systar's poysiasl pland end In cime
Piling 2 raport €0 serve as & basiz fuop ayretem operation planaliig,
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They will initiate a progran (to ba conbirmed with the asgistanoe
of the additional technicians listed uader job B.lt belew) of systems
rehabilitation and routine waintenancs, and will instroct and will
provide on-the-job training for Liberiem stafl in this work. By
observing the Liberian staff at work they will be able to advize
the Operatione Manager and the Training Supervisor of the gaps

in employee qualifications which should be £illed by the Truining

prograns.

B, The second group of nine ipdtviduale to £113. the following four
positions should be scheduled o srrive about B momths after the Lired

group.
1.

na
°

exring Manmager - Whan the existing sysbanm bas been ey
and a8 start made on rebabilitation, gervies tmprovemesh, end
efficient maintenanee, and Englnaering Manager can Legia U
develop a program for facility sxpansion baged on frracashs ol
growth of servies demenrd, His pian shonld e divided inbe whort
range (5-10 years) and lomz range {10-20 yewrs) pbases. The ¥
will take into account not wnly physiesl pland ragpivemenbs T
jnclude the development of a weiionnl telesmounications pulliy
planning of a country=wids ulbimate netwers, a raticnal nomb '
and switching systen and & progran Pep axpanalon of
1ipks, The plan mast be orgamized Lo allow dwplens
independant shows tera (1 or 2 yaars) shages mud to pemidh
modifications ag corditions change. ma Pueinaering Meosger ofoadd
have at least 10 years of epperisacs in gretem plaviLng Wh.in d
telecommnications compaly covering 3 sizsshle srea {pupuld and
urban) and ubilising all the types of eguipmanb in whe oL 8 wode
system.

Training Supervigor - Alter Sha axtening #ald bave boaul oval
by the CGeperal Mamagan snd tue Operaiicne Mamager wall woe
of the expetriate technivimg, the Tredning Superviaod i

the basgic data neaded for parmreniiog and supervising Lo drabian%i
of traiuing facilitisg and progrand. He wtll also suwpvey the exist-
jing programs sach as thoge haing otndected by LoM. Brinzson amd LTV

instructors ab tha Slrkry Relephonus Rrchongs and the radic i
electrondes soursas at the Dogkar Weehtagbon Ingbitube., he w
reccmmend any cHAngRs op RXpANFION peaded in these peograns o melb
the Authority's sbafl vegulvraenis, e will reccmmend perbicipacs
rajning progiamg in the UG, ard will modneie the peeticipants bo
be zend for training., Afeey cstablighmest of the fell training
program, the Training Supervisor's function will be takan over Ly
the Operations Manager.
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3. Rate b < Will be responsibls for a gurvey of the pressnt
rate structurs and the Plauning of a logleal structire, baged
on quality sexvice, for the various types of customersito be
served by the Authority. The rate structure should be such

have at least 5 years of axperience in the rate making depart-

4., Six Additional Techrdeians = Tha divieion of the gix techniciong
among the four fislds of specialization deseribed in job AL
above will be detevmined by tha Opersticns Manager, basad on hig
experience in the Pires phase cperations,

C. Participant Training:

Participant training in the Unitad States will be Frovided for 27 Libewiw
personnel. 'Thigs training will be providad in two time phasesy

Phase 1 will provide additicnal training vhare necessary throagh the
obgexrvation of cperating telacommndcations sysbema in the U, 3, fop kigh
level Liberian counterparhs,

This training wiil camence approximetely nine mmths after the flret
U.S. technical asgistance group srvives to give the group a chansa o
eveluate the proposed Pavbicipants, outline a brogram for each based on
Prior training end capacity to absorb the training, and alloyw anmigh
time for the Contracter to maks arrangements with the training organizae
tions. These should be telsrcomund eationa Campanies serving a combinad
urban and rural commity of wodsrata glze » bebween 10,000 exd S5 00
customers and operating boih wire lines and radio circuits, Vaxy lewge
urban systems should be avolded since fbe methods and problems will iam
irrelevant to Iiberian exreriencs. This training, which should inciyge
attendance et formal sampany tralnirg eourses and cloge oLsarveiion

of the duties of campany oflicials, 13 simed a% reviding sufficient
operational background to rrepezre the way fop vn-the-job training in
Liberia,

Phase 2 is scheduled o begin absut cne vear after ths baginning of the
Project. It will aim at training 20 maintenance and commnications tech-
nicians; and two person trained in Commercial/Seles Promotion., The ome
yeer period will allow enough time to have get up & Liberian opsrating
and maintenance organizetion whoge composition is bazed on ability to
learn and advance a7d whose pay scals and working copditions reflisch thie
ability. The U.S. team will have had enough time to salect the indivi-
duals most likely to benefit from the training and most likely to be able
' UNCIASSIFIED
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to pass on their skillg to others of the Iibarian staff, The maintananre
technicians, by working with the U.S. techniciens will observa and absorb

UNCIASBIFIED
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the routines, order, and responeibility with which the U,S, techniclians

are charged.

Their training would cover a pericd of 12-2l moaths.

The

Ccmaercial/Sales Pramotion persenvel will receive 3 months training in

selling service and in directory advertising sales.

In order to assiszt in providing the calibre of qualified profesgional
engineers needed for the further plamning and development cf telacom-

munications facilities and services im Liberie, one academic perticipant
in Electrical Enginesring, covering various gpecialized fields of

telecommnications, will be tradaed during tae first two years of this
project.

Egtimated Project Cost

A,

AID Contribution

I. Persomnsl Coghs (Jamsary 1971 through Docember 1973)

1.
2.
3.

5.

&.
T
83

General Manager (2 yoars)
Controller {2 years) »
Operaticns Memager {2 years)
Commurdeaticns Tarhnmlcians (L)

2 yearz @ $2105/ M
Maintenanze Teshoicisng (4)

20 Mos @ $2258/Mo
Engineering Mamager (20 Musg
Trainivg Swpervizior (20 Mos
Rete Expert (20 Mow)

II. Participant Training

General Maragar (liberian)
Contreller {(Liberiag)
Operationg Marapor {Liberian)
Engineering Manager (Liberian)
O3 Technisiane {(Iiberian)
Commeraial Agenbs {Liberian)
Electrical Enginesr (Ifverian)

III. Commodities (Test Equipment, Spare Faris,

Training Equigmend, and Supplies)

URCIASSIFIED

$10%,000
10%,000
87,000
263,000

3i42,,000

Th 000

65,000
71,600

&, 500
1,500
6,000
6,000
125,000
7,000
29,000

120,000

$1,392,000

Say
$1,400,000

15
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B. GOL Contribution

I. General Manager Bess Salary 24 Mo, @ $350/Mo. $ 8,400
Controller Base Salary 2i Mo. @ $350/Mo. 8,400
Operations Manager Base Salaxy 2l Mo. @ $350/M. 8,400
Engineering Manager Base Salary 20 Mo, @ 2350/)«:. 7,000
Training Supervisor Basze Salary 20 Mo, @ 325/Mo. 6,500
Bate Expert Base Salary 20 Mo, @ $325/Mo. 6,500
Maintenance Technicians Base Salary 120 Mo, @ £3oo/uo. 36,000
Communications. Technicians Bage Sulary 96 Mo.@$300/Mo. 28,000
Total Bese Salaries $110,000

II. Tha following i3 an analysis of Goverrment's anausl contribution

to tha Authority which will be required Guring the Cirst two

y=axrs of the Authority.
revances and axpenses,

Toege figures ave bagad on 1969 and 1970

Amount collected Bille Value of
and depogited Recsivable Govermment, Total

_— (Priv, Sector) _ Traffic
Radic and telephone
operat TEVEIUeS
(FY 1969 $482, 342 $152,593 $274,356  $ 90,261
Radio and telephons
operating expenses
(FY 1970) $1,455,108
Operating Deficit {535,827)

Terminating the IM Ericsson and RCA contrachs will reduce the operating deficit
by $321,239.00, rvepregenting the cost of persommel services rrovided wnder

these contracts.

ment of the Telecommunications Authority.

became:

$ 535,827.00
21,239, 00
3214, 558,00

Texrmination of thess cantracts

48 asgumad wpon the egtablish-
The operating dsficit would thereforws

This amount would be provided by Govermment to the

Authority as a subsidy.
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Governmen?, annual obligations:
(1) Bubsidy to the Authority $ 214,588

(2) Government accowmts for tele-
cammnications services rendersd

(to be paid to the Authority) 275,000
Total $ 489,588

oy
$ 490,000

This amount is further rounded off to $550,000 to provide for eny
requiremeut of diract hive of additional persormel as & reszult of
termination of the RCA/IME contracts and other conbingencies.

UNCIASSIFIED
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smope voc hgpeernrl/ Boytender 15
D temed September 17

to Jrocure magEmiut scrvices Septenber 21

Pro-Ag Issued | Octaober 9
PIO/T ismed October 9
Selsctien of consaltast Novezber 5
Negotiation and svard of
Axrival of first®/

contract esplayess _ Jamiary 15

1/ FROP epgwoval can be sscured with little delsy since criginal
draft vas peepared in ATD/W and it has baen thoroughly dis-
cussed theze.

2/ BSscurity clsarances not required; host countxry clearance will
be expedited.



AIRGRAM

DEPARTMENT OF STATE

Wﬂaj

____UNCIASS ~4.1,
CLASSIFICATION PGIGIOHCQ Conind
om 1 tAre Rec'D.
For each address check one ACTION ml NED Mg~
, TO- Am/w TXROVIA TOAID A - 267
/ T 1319
DISTRIBUTION A
ACTION C e ( . ij DATE SENT .
FROM - MOIROVIA e TEINS
INFO. Telecommnications Managencnt PROP,
/ SUBJECT - o oo aas mty v

b ]
UL /HZ
' 75D
FRE
fgoc/

REFERENCE -

STATE 21y

Table 1 for subject
2 and 3 this airpgra

PROP requested per ref i: herewith as pages

.

)
W{/
OTHER AGENCY
PAGE PAGES
1 o 3
DRAFTED BY OFFICE PHONE NO.| DATE APPROVED BV:
JMKelly: gio A R 9/L/70 | INTS M, KELLY, PROGEA! OFFICHRY
AID AINED)‘OTHER CLEARANCES B
H tatel: o !
Wi: Rbchonald ',
: UNICIASSIFITD
CLASSIFICATION ‘
D339 (9.62) (Do not type below this line) PRINTED o-82



- HONCAPTIAL PROJECT FUXDITO (CELICATIONS IN $000) PROP PATE

« Teble 1 Original  8/21/70

[ONNOVIA KXE TOAID Ae

” lof?2 Rove b,
COUTIITY: ILideris Projact Title: Telecooamications Yanagenent Projact lo. w

Fiscal Yoars Ap L/C Total Cont Serv. Fart oehag! .
. -m {1 1Y 7 8‘.
m U.B. AG UeSe AB ’

R

N *T ¢ 560 ( 560) 510

3

 ; ] % a 8o ( 8ho) &L 100 50
B+1

% G 100 (1h00) 12 130 100
Ive date 30 June 107D, showed 522,000 1oasy. Participants chonid

be funded A.I.D. Diroct.



«“:

MOIMOVIA TOAID A-

Rgo 2of 2 Exchg rate [1="1 Project 5. (G0=51-270=110
AlDecontrolled  Other Cagh ~Other Tood for Frecdon Comrr-iities
FEsonl Years local Contribution Tonor ) c 1 tor
Wle= Coopexating FPundas Tona Yelue rariet
Owned Comntry (5 Pquiv.) (000) Treicht Prico
(foc0) | (%000)
Prioy
thyough
A“. .ET 70
Oper.
FE 71 157
Buig.
7 3%
B+l
73 167
e 2
) £ 4
B+3
FY
A1}
Subg.
Total
Life 660





