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T~e following Evaluation Report o~ the SAED Training ?roject

(625-0218) contains the findings, a~alysis, conclusions a~d

,.
.~."'2Cc::-_-::2 ... daticns of the Project Evaluation ;·1ission ~di1ich crrived i!1

S2::-'.s::;al en Ju.-:e 14, 1982, 2nd spent t..~ree '.-leeks in St. Lcuis,

?css 3ethio, Dakar a~d several rice gro',.;:..ng perir::eters along

t~e Seneg21 P~ver. The. Evaluation Mission was composed of the

fcllc:·.'ing people: '

/

Henri LeVy, ~Reifre$entative
Kader Lo, Deputy DlreCtor

; Industrial Division

Hoses Horgan, JI.gricultural
lIlachinerj' Specialist

I'~Cl.rL1.adou NdaH, Program Assista.T1t

Gar:.:' A; I'lalkei', Team Le2der

ORT

Sil..ED

Aurora Associates

AID/Dakar

Aurora Associates

The Evaluation Report has been orga'1ized to per~~t persons

...·,~.:..t.:1·.1irn.i:ted time to read only tIle Introduct.ion and S~~..::la.r.i pl:..ls

to Q"1cersta-:o the objectives of the r~oject, ~he constraints

under which the project operates, the findinss, conclusions a... c

recc:::':TIendations of the Evaluation ;·1ission Ci.:.'1c. t.he r:.tiona2.e

BEST AVAILABLE COpy
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~ - .p"' .... ~ +-s re\7ie,_T OJ..<= COl-1'-'!.J..~ ~ ~ "".~•. ";:)aseo 'u ~, • .:.... - y ~ --~ ~~~l~ S~ED a~d in the

'.;ecqraphic area \.;hic:1 S.~D sere/ices, the r:"a.luatio~ Tea-n is

c8:1 ....i:-,cec. that :':"1e projecc's objectives are sound and the need

for the principal forITs of as~istance pla~ned :or delive~j by

~he project remains great.

en rortu."1ate ly, progress toward the achie'iement 0:: ?roject

cbjec::ives has been unsatis"ractory. :-;ot un li.:':e many ce 'Ie loprr£:E t

projects, the S~ED Training Project is affected by a multiplicity

cf :2.ctcrs \vhich sinqly or in ccrrbination have li:::itec. project

p::c;ress. Scrr~e fe..ctcrs are e):t.ernal to 2nd largel:l be;/crlc tl:e

cc~"~cl o£ these involved with the preje~t while others are
,
;,

thel:.e;ore,
. :.

usually will be more responsive to,

ch~"1qes inL~e project. The ,Eva,luation Team has not found 2.l1y

sin::: le f acto:::- \vhich clearly has been :::-espansib le ror the rnaj ori ty

of the project's difficulties; rather, there are numerous problems

in ma."1c.qemSl1 t, acL"TIinistration ( pers enne 1 se lection-, ceQ"1 terpar-t

iC2~tification and participation, interpretation of project

cbj eot.j. '.r·2S, hO'.lsing I inter-personal com.,n'L:..:."'1icacicns I etc.

Ccr:se<;t:.'2n-tly, tJ.'1ere "is no short-ter!:1 II so 1u.'tion ll ,'ihicn T"::,,,:,,1.

eli::-ci.r.a'c.e most constraints arid preduce exen-,pl2,ry project pe:::-for-

~ "'-r..:. ~ .... r'.1'::." p~'::)"!'...1....0. __ 1 ... __ •• 1..::.\"-_'

the project ca:1 be . , -
·~·l1. ~ J..

rec~ce constrai::.ts ~1d accelerate prcjt=:ct iffiplerr:e:1tatic,:-,,~.

. . ..,
susges~~cns =Gs~~c~ns ~eas~res to ~e t~kc~ ~~~ the inte~cst~d

. BEST AVAIL/-~BLECOpy
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.- -...., 1- ..,c:.__ C-o. __ =cund ~n Part IV (R~co~menda~ions) The ,flal n

~~=~st ,= these recc~~~nda~ions is directed tGN~rd placE:~ent

,of ORT recruited personnel in positions of greater proximity

to t:heir work al1c the assisnrr:ent of genuine counte;:-parts able

~0 cevote most of their time to project tasks. In addi tion ,

:.:'..(: "S?E:cia1 Ccvena.l'1t" contained in the 1978 AID-SAED Project

"-:_sr2G:-2.2:r.t, which calls for S"j'..ED to appoint a Traini"s Coorc.inator,

s~:c:--:.:c. r.~ lC:1ger be ignored.

~c perrrit the recorr~endations to te im?leme~tE:~, the tech-

~ical assista~ce co~?onent should be continuec. ~~til DecE:~ber

19 84. ?he final' ~ecision regardins' the duration 0:
~

should~nQt, hdwever, be made by AID prior to

technical

receiving

ass~r~1ces that other recor.~endations in Part IV are accepted

IIB, IIC, lIE points 1, 2 and 12, and the appointffient of a

;._ n u.:rberare stressed.

Specifically, reco~~ndations

of a~y ~~ffiorandu~ of Understar.d~ng

in ~~i~ciple by SAED ~.Q ORT.

Ser. 2 salese Training Coordinator

r2cc~~~~~2tions'are s~pportive of these central points a~d,

. ;·.;:::'C2. S;':..::D, _i:..ID a..d ORT rr.igh'.:. ~'Jish to draft ,~fter revie'.'iinS

t~le cen t:en't 0 f this report.

;..~s cf S9pte:r~er 1, 1982, it is esti8atec. t:1,3.::. GRT ·.·.:oill [12\:-8

of the :28 persen ~enths

.., ......

~.... ---' .. -.. -
a2-scThe projectlo~g terTi perscnnel.*for

*T~is prEsu~8s ~hat (a) S~ED's c.ecisicr. not ~o continue t:he cont:~2C~S

of J. Pic2..sS0 (Te2ili Leace:::) 3...:~d l:. Fi~a.:ni (:....... g:::-icuj_~~=21 :':3c~i;:e3::

...::..:~ ".Ot ::"2 cha,ngeG. ~'"1d (n) that the thn:C'.tenec. resiG:-:c;tiens of t.:'le
ether t~~ee ~ea~ me~bers will occur due to the ~ea~i~e~e~~ t~at ~~e
11cusi~g l)cilt i:l :·Jdi2.~Te be l:sed. The effect of t ..~l..S is DC't~1
""~~~"""i~..,..~ (?-i-o;. -_ .. --;~ \. 'of'.'" "" - .,
~'-~-'--'''''' \~.;::~.::..! ,-~,-,~c.; ..... ny recru~.:ment c.: new perscnn·2.L) :::.nc pOS~t:l.'lE:

(there is 2.!1 coport'·~'; .. " ':::or a ""'-esh st",>- i 'T'h<::> "";-n··p ,_-;;lc\!1 ::-:_~_i O.I'.__ - \,..-.;" ....... '-1. - J..._.. ...._ ,.. .. ...... _ ....................... _ -- -_ .... -
ta](e~ l.~~O 3.CCO~"1t t,l;e oossibilit" t~"'I(lt ~-~",n OF ~~o "'~"'-Cf-:' -.='Tr,;-::~~i'!'"',(:

personnel might opt' ~o 1::-emain ,vit?l the n;~~ect,. -"?o~";'his -~~.;;~;.:- no
t.reaJ.: is s::-~o\~"n :"n the e:Qenc.it-~,rA 0+= DO~SC; ~·,.-..;~~ljs 2.~~C)- ~
1 " q 8- _. ~ . .. - ~', _. - - - ~ '- . . .. ,-" _., ~ ~ - ~ ~_-. _~ ~e~ ; '-_~. ~_l;;:;_, P_~ ~ ~ •

I 1..:: ~ =,::)r ..... ne CI&~·1 ::,~ec~3.11.st a...."1d ti1e Sij?pl~' ;"1(·ina.s;~r:·,e~:: .-v -'''':' __ .::_



s·_...:geted for shor:: teen
. . .

cons Ui. ~an t:.s one has

be·'-·~ 1;sed. :':i~~ou~ i~c=easi!:q the G2T budget :0= person!1el**,

the Evaluation ~ussion's reco~T.endations could. be accoITRodated

e.s £0110\oIS:

R.em~ining

Period
~~ ;]libe ref

Hor1 ths

Specialist in Supply !·la::aqer"ent

Peri'rneter Le·\/el Tre.irli!"'lg
Specialists (3)

S110rt Term Specialist for !-1achine
Tool Division ~Ross Bethio)

Specialist
l/i2tnods

orcanizaticn "
..J • '.

Sept. , 1 Q 82-,-, -'--

Dec. 21 , 19 84

Sept.
,

~ c. ,- .. -, ........
Dec. "' , 19 ~ J

":;~1 G'"':'

\j 21. 1, 1S 82:-
Dec. ' 1 19 ~ ~

-' - , Co.;

1933

28

28

72 (2':; i: 3)

6
. <

Short Term spetialist for Auto
Diesel Division (Ross'Bethio)

'I'ctc:.l Person Hcntns

1983 6

140

-Thus the 117 months remaining as of September I, 1922 plus

the 23 ~onths remaining for short term persc~nel equals the 140

"lon'ths s he"'m above. The con£~guraticn cf person mC~L~s bei~g

exps:1c.ed cn the c.bove clla.:-t is illustrative .::r.c. repress:1::s one

~~~~ ~~ beyond the sccpe of this
Qetai.:i.ed fin2-'"1cia.l assessment of
shculd he noted that even tl!c~S~

EV21uaticn Repcrt ~8

the project to c2te,. . .
t~ere ~s ~c l!1CreaSe

prese:1 t 2

hO-;·le~.·el:", .:..-:

nu:t~'-=::: c<~ persc::. mO:1~hs prcposec tC1.- the prcject,· L~e =e?lc.ce:::e~t

0= l':O~2j_l':c:1 l)~f Goc.et, the re~12..ce!TI2~t. cf YziGL:e~ b-.; Ccpcclinc-
c.DC. :-'r-'.T '.h8 '~1";:':>2.b'e corrDle~e· -j-" o'r-r c·= .::~v.: "'C-=:~:'iC:1;"- .. , ......... ::>,...,-"._A. _ .,_.1.-::,. :-~ ... ~ 1::;'-'-' .J.. ........ _ --:_ c_ .L. .... _ t:::' ::-' •__ ,,-_ a ..... t::: •• __ ~

t~~Lec W~~~ recresent a s~cni£lc2nt ccst to t~e DrQ~ect In te=ms
of a.irfc:res, shipment ofperscnal effects, etc.,· :1ct to i:'.e!1'.::.ic:-.
the fine.I',cie..l less each time 2. ne',.; Derscn 2.rrives a,d has te s~e:-'.c.. ~ -
c.. ~ont:: or ~o~·e leaIT:..ina SAr.'D's DrOCec.t.:res, beinl:: :'ntr\~ct~cec·ir:. -' - -'

the pe.:-.:..ni3ters I establishinq a ?·."or](plan I ~~p2..ckiI1t; and set.r.li:-lS
in, etc. These costs could be ~2duced so~ewh2~ ~~ ~ew ~0rsc~1nel

... .' .t: • .. -
a.:~.:"2 l.C8Z1t:2..1..l.ea. 't'lhc are sincle 1 'Io"lho r~2.. \~e :e\ver hC'.JSt~t1C~d t::~:;2CtS

and ~"j'hc 2~e a -:: 2. lc~.;er s alar.::" but ITJ.i S ':t·li 11. ~~c~~ ..:..i:> ::c~t =:..:.ll~·
car;-.pel1sate fer the costs r:1ent:'c:·nec c..bo\"e.

-9-
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approach. SAED and ORT might reasonably decide, for '2xamp~-

that the Supply Hanagement Specialist caIl complete his tasks

in a sowewhat shorter time period, or that the two short term

p6rsonnel could be corrbined into one position for, perhaps,

:1irJ.e months, or the O&H Specialist ITlight be able to trai:l his

cOlli~terpart and be replaced in less time. This would provide

S """'Q'·T·na~ m'ore f=1~··;b~l.J..·+-Y ';'n' 4-he "'chec-ull'''c or per<:::onne' ""nc"V.l.,,4,-11l '- ... ~ _ c ..~_ ..L._ - • ,........ ';:'.1 -'"'.J __ _ _ ..... .- <..U

leave person months available for a few short terrr: cO:1sultancies

vJ11ic~ rr~G.Y be requi=ed 121 te r Cut T~"hich he.. "=lote not been foresee:1.

The area w~ere is least likely that a'1Y savings of person

months could occur is -n the Perim2ter Trai~2r positio~s.
,,

Overall, the_proj'ect has had limited success in establishing
: 7- ,

-the fOG'1dation for a permane~t training structure, ~~ere have

be2n a fe,,; short term training courses offered by equipment

suppliers a'1d org~~ized by the ORT team, L~e selectio:l of farm

equipment h2.s, cn the "rho Ie , b2en soad, mest equipment has

c:.::ri vee. early or on timE:; the beginnings of a supply rr:.al'1agement

system ~re visi~ler a few perimeter workshops -have been reorga~ized

2..."1.6. t.1:1e:::-e is one ce'lli"1terpart who, u t p resen t, has G, ecce '.-lorkina

\ relc:ticnshi? \-lith the ORT- teclmici2...'1.

Gr:fortt.:..l2..tel~l out-:,.'eic;hir.g tr-~ese ::-..cc.es-:' SUCCeS2e:3, ~i1S

prcjec~ h2S suffered from a'1 inadequate definition of ~~sks,

from a shift away from training and to'dards more . - .
:-::'Jr.:;; c:.. ate

production iss ues in 1981, f rem pear in te r-?0rS 01'12..1 CO~~-:ll.:nica::ior.s

est: 30i2.11y bet,·reen Senega.lese and most cf the OR'T te2.s, from a

lack 0: fo11O',-; up (failure to produce '..;orkpl2.!'.s, tr2.ining plc.ns,

-10-
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budgets 2..11C quarterly repol:"'ts on time) f rOIT._.....i a. ti. sf actor.{

Sl'.LD as stipulated in the S":..£D-(;·:::::r c.-;l:"ee:rf2n t, :rom the fact

that personnel were sent to Senegal before housing was avail-

able at the project site, fr0:i1 construction delays a"~':1 from

management deficiencies

wi thin AID 2nd ORT °

• +-' •
Wl,-~l.n S ..:l~ :; an C. I to a lesser e;·:-:.ent,

The effect of these factors has been frustration which sorr~-

tir:-.es has eroded the rilutual respect °:lhich is essentia2. bet"I,"een

host country nationals and e;·:patri2te technicia:1s, cc:-:."fusi:m

resardins the relative priorities of various tasks and cbjectives,

. ; 1 t ~ - 1~ 1 ~ d" . 1 • t C 'r:lln l rna raZ1S1:er.01: r.nC\·!, ea.ge an SKl .... 1.S 0 ~enega.Lese,
. . , rrinimal

formal or on-the-job traini~g completed during the 21 months in

Hhich te~nic2l specialists have been present, an excessive

p~eoccupation \·:ith the housing issue, 2..T'J. inadequate presence in

the psrim2ters of ORT personnel: t.~e leck of suitable physical

structures in which to conduct so~e training and the derr.oral-

~s 2n cbst~uction rather that a so~rce c= suppcr~.

Finally, it should be recalled that the projec't ~?crates in

2..c:.!:se::: CC:1te:··:~ c·f agricultt:~al policies 2..:.:'C: i:-1Sl:it~t':'c·ns est.=.-

blis112d by t..~e Government of Ser:eqal.

2.lse. affec't t.l:e 2.l:·ilit~· of tl1e prcject ~c achie\-~e its cbjec~':"·~..€:s

~1d i~£luence the ce~isions of project personnel 2nd £a~erso

-11-
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A. CURRE~JT ST -1'F- A.\lD ASSESS!-lENT OF t'L~\I AGE;.LSNT ;''';\i D .;;nt-lIiH-
STRATIOL\ VL ~ •• ..:: PROJECT

1. nanagement. and Adrrcinistration vy .:;'.ID

On the waole, comrr~nts froQ ORT personnel ana S;'ED re-

garcii:;.g AID's admi.nistration of the project have been j?ositive,

particularly since the opening of the liaison O ;=-f; '-.0---\...-- in St.

Louis. There have been specific di:£iculties which are noted

i:1 SUIfu"'T1.arj forTI:. in Part III· (Findi:-.gs 210 Conclusions) \·!hich

relate to F.lD's failure to ::-equire. recei ·.ring reports froD SAED

for project equipment, the order of ~achine tools i~ Senegal

fJ!i thout obtaining the requi ree. waive r ale. the rate of t l.:::7love r

of project ~~Iagers. Given. the. size of the project 2..'lG t....~e.
nw~er of a~~ini~tra~ive actions required,

:.. "
the prcbler..s • .4-..In I-nlS

area have not been excessiv~. Several persons specifically

2s:1ticnea. the Supply r-1anagel1".ent Office at F.ID as 2..'1 efficient

support lli~it which was able to facilitate papenlork ~~d deli~er

equipm2:n t.

The question of project ffi2nagement is more difficult since

there are several issues which appear mere c182r frcm hindsig~t

then \'12S probably the case at the time the decisions ·...,ere being

made. .~'1 evaluation, by' definition, 'Horks from a position of

"I. - • •

nlnc.s~gnt. The Evaluation Te2m trusts tiat i'.lD ~,;i~l accept these

a) Decision to Allow ORT Technicic..'"ls to Arrive in
Senegal in 1980

The deoisio:J. to allow ORT technici2.:"1s to besin '.~'c,rk in

_'r'"\-r_oJ'ec~ r..:::c· .">l_"-eac"y been ','''"'".c-er .;- 1 t- ..~ - • - - ...L..:~~p e!":1e!1,-2~l.Cr1

-12-

BEST AVAILABLE COpy



(the period be t:,·;een the ..;.rO-Sl>.ED Agreement 2.11Q t.r".: ::;,;'..i.:.u-0';-'.'.i'

cont-rae:') I t;-4':'-= S:"':~D cbT)·':"~~sl~r !1eec.ed technical services 0:

t~:a:. it is
_. ,- - . ..

Gl':: ~lC~1. r.. fer 2.

contractor to holci prospecti ve emp loyees inde fini tely and to

replace them when lest, a,.:"1o. that there lS i:U. t:..-;.derstanc.able

desire to set the projec:. ""oving, to "make progress" and te

be seen to be dcing so by all concerned. The decision ',,"as

taken, therefore, to provice "temporary" lodging for O?.'I' staff

in St. Louis pending t11E:: 2.. ".,rc.i labi li t~/ of flOUS ing in Ri chard To 11.

At the time, i~ no cc~t seer.~d a sensible ~e~,s to aQv~~ce

the prcj.ect' s cbj~cti ves, hev:ever, this decision seems to have

had ar'L e ffe ct en the. choice of" the
I.

.
S ; ... --::.

_1..<;:; for 17:a.in repair base

~~d continued to'be ~~ iss~e twenty-one months later at the time

of the Ev'aluation Team's visit:

Considerable time a~d energy has been spent discussing

and arguing this issue. AID constructed houses at the Ndiaye

Training Center "after it w~ecided to move the main base to

Ross Bethio but ,the ORT te2.m refused to live in Ndiaye as it

previously declined to liVE: in Richard Toll. .Given the ar::Olli'"1t

cf dissension this issue has. causeda.!"ld L'le prcbabilit:" -::he.-::: ne

ccnseql:enc~, ~e ~eq2..ti~ze. effect cf the oric:ir~a.l cecisicn C:1 t::le

prcject . "
lS C..Lear.

b) Decisic!l t.c :":c\-e the :1t!2in Base to ?CSS E,ethic

"'.·..·c,.-,.+-.'"'. ,~_~7""e_....- c· .... - -.. -"I---.: ...-~ .:- ro -, C - -'... - -- - .;.1,...; '---= -.. ... ~. c~_ ... _ .e ....... ~;l ~er:c{-;:~..L re .O!'!~1l·.e!1Cl.:J.~?

separ2.te stucies hac bee~ concucted between 1973 ana 1973 on the

BEST AVAILABLE COpy



question of 5 ..:..£D's equipr:1ent maintenance, s::.arI t.:-2..l.fllng and

lo°e 0 rg 2....'1 i z a ti c:-, .

facility at ~ic~ard ~oll has bEen i.~spec~eci by AI~ ensi~ee=3

and a...'1 ORT specialist who cor.cur with SAEO manage~ent that it

(R.ichard Toll) is ideal fer the ne''] heavy equiprr.ent rr~ainte!12.!"!~e

and training cen te r" .

following:

The ORT project proposal states the

The r:"Lan age r:-<2n t' s e:-:pressed '..;ish to shift the cen tral
repair shops and separate their activities from those
of ~~e Delta area is absol~tely justifiec. Richard
Toll is obviously, there~ore, the ideal site for the
future center. Both general design a~d the capacity
of the existing buildings meet the prese~t r.eeds of
SJI.ED although they are in a serious state of disrepair.
mho l-"out· o.t: the nrem. i Sf'S ""'9cec no D""O"'" e'"'"'c- ; ~ t-~ ~~c::.1. ... _ c.:t .i....L::- ~ -' -' .t:.- '.....;J... J. ..~ _ ..... '-C~~~~

of linking -up the training center to the central re?air
shop ... II t"

. :.
The issue appears to have been studied thorouahlv

- .I.
a,d the

technical opinions of P.lO engineers and ORT personnel y;ere soli-

ci ted.. SpED had also e;~~essed its desire to use the Richard

Toll - ....
.t aC:L 11.. t:{ . Despite this, in a single meeting in DecerrDer,

J.980 SAED and· lUD accepted the proposal cf the ORT tear:-l tc use

the bese at Ros~ Bethio instead. It does not e.p?ear t..\.;.at 2.ny

s':":;ni::ic2..:."""lt ne\\T evidence \'las brought to light, ncr de the

e.ss~~?tions on which the OR7 team's reco~~endatic~s ~ere based

2ppea~ to have been challenged.

fact that the ~val~ation Team belleves

iss·..:e is nCH an aC2c.emi c question re cor..r.,sr: de d re-

ccr.st::uction of the base at· Rcss Bet~"!io be ur.de ~tc...k;:en '..;:' thcut

f\.:.r-:::;'er delay, it is not necessary to revie\v each of the a~c;u.r:12nts

2.d·"2.::ced by t:he OET team and tc provide ~echnic::.l ir.£crr.:at':'c:1

=2~ar~ing the~, however, it should 21so be noted ~h::.t an A!~

-14-
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engineer acco~panied the E~~l~at: ;!ission to the Richard

Toll facilii:Y· In his \'Jritten cor.:.l-:1ents t.o the EV21'.':2ticr.
""-,

TeaIll, it vJas clear C:1at he too ',·;as :2r from convinced :.h2.'C.

there were good reasons for altering the project in such a

fu,'1damental way frc:n what had been planned. The not.es :r-om

the rreeting at which the decision '.vas taken simply reccrd chat

ORTIs recorr~endation was. accepted by AID and SAse.
'.

personnel ~';ere questioned about .•• +- .. ~. .. • •
t.n~s, ~ne ~~SSlon was told

that S.~.ED be lieved that ORT \.".a5 technically quali fied to ::-lake

such a jucc;ment o..'1d they \>Jere preparec

advice: There is no evidence that Alp ever challenged this

decision or asked fer docur.£ntation to support the conclusions
. '.

of the ORT team in' this regard.

The, AID Project Nanager should have insisted en full

technical docUIT~ntation for a cha'1ge of this magnitude and at

this stage of the project's developm2nt.

to have been .done.

This"appears not

c) Decision to Accept Ch~~ges in ORT Job Descriptions

In a ~eeting on September 1980, it was agreed that t~e

j c;; des'criptions of the ORT' te2.IT: could be changed to place s=eater

Project ~'rl2..:.~c..qe~, the late !'-lr.
. . _.
l.!":.SlS~ec. tZ12.t

S;8D not lese sight of the fact thae the prcject is 2 trcini~~

project, l1c",c."e r ; ........ ~."-- .. .... 1 -'- 2.ppears ~h2.t i t ~.·;as t.he~ agreed to ~cdify

the job cesc=i;tions as presented in 2. "nct.e ce service" C2.tec.

Octcbe= 6, :'980. T~e result of ~~is cecision ',.,:as thai: '.-erj .L.. i:i:le,

if 22:y, trair-i:-,g was accomplished since O;'T ?erson:1el esse:1tially

c rig i:12. 2. ~ :cc,; j e c t.
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objectives were sound (and the Evaluatior ~llssion believes

that they ',.;ere a.'1c. a~e), .::"ID should net have agreed to t~ese

changes. r.i: a rninimum, t!1e jeD Gsscript.i~.~s .s:10ulc. ha·~'e

been more balanced and included specific training res-

pcnsibilities.

d) Decision to Remove aRT Personnel from Production
and Return to the Oriqinal Project Objectives

,

By Ju,,:.e, 1981 it had become clear that <;:raining ','las not

being ~cccmplished. S~ED was persuaded that it needed train-

.. tlDS 2..:.'"1G a pe r1T,ar!en training structure if it was going to

begin to resolve some of its orga~izational ~id Q~'12gerial

The ·ORT te2.I:1 leader '-l2.:;;:hen asked to prepare.
h

. .1, •
a compre .enSlve .. tralnlng

::. ..
plan in from three to six mon ~l.s in

ore.er to move the project 1?ad~ to...·,ards its objectives. ~'lhile

the pl2..:.'"2 Ha.S being written, ORT perst;mnel '..:ere progressively

to phase 01..:t of production 2...'1d allow .local staff to take over.

'I'he "Training Plan II v:hici:. was finally prodUced y:as more

O ~ -_ C;. \·;ork p la.."1 \'li th a training e lerr:en t, ;·.ras net ccmprehen-

si "\702 c::: detaile'c a.."1d it did not provide the ::-,echa."1is~ needed to

2.GV2..::ce t,1;,e project. ORT should have sent scrr.eone w~th a

a=-:'e1:.'" wc-it.':'::g for it for si:< rr~onths. Finally, t~e "Training

1522 as ~he basis fur the next six ~ccths wor~ give~ t~e lack

of p!.-ecisic!1. (The January meeting did ask for ~nc.i\'idua1

BEST AVAILABLE COpy

-16-



training .....:........ .......;, ~hEse were provided in +-'.... ne following weeks,

eve rse as occure c. as

s C;1E duled a...c the in di vi ciu.:::. l. ;~'C .::-kp lans ',.;e re re 1a ti VE: ly

general bar charts sho,'o'ing tas;':s and ;no;) ths , "hIn wnl. c." tasks

'tiere to be acceDE? lishe d and c.ia not con t:ain speci:i c targe ts

or e:-:p lanaticn) .

e) OtrJ.er ~"la.nagerrtent. Constrai::::s

1:1 all fainess, it should be nct.ec. ::.hG.c :-~'-' 'yi2..S at.ter.,p-

ting to ~anage this project In tne absencE c: ~b~cset from

S~~~/OR~, (at one point AID froze the 10C21 S~2G 2CC~·~t

pe:1c.ing resolut.icn. of outsta..'1c.ing iss;:es), 'tiitr.c-..:t '",crk plans

aAd ,·{i th de layec. reports. l\.IC repE:2.tedly
" , .

requested these documents and this lS recorded in the minutes

of nums~ous rreetings. The r:~a.nagement of t...'1e proj ect has also

suffered from the fact that the "Special Clause" calling for

appoint a Training Coordinator ~as ignorec.. .!..I D was,

for the most ··part, a\'lare of the managemen t teols '.,.'hich needed

t.o be u::;ed to move the project tO~·l2.rC_S its cbjec~':'ves but

~pp2~rs to have bee~ Q~able to get ORT a~d SP2S to use them

~~C to ·produce ~~e necessary plannins Gocume~ts. The effect of

per':o!:'w·ec \·;i.L-:'o'u,t ;:'Ti 2c-~e'-~ c,....'~ce~+-l l ....:,......,"!""' ..... -. ..".. - ':''"'i-1 -.._ __. _..... __ c: '-..4 _ • .1. ::" '- c._ "'-'__ . _t:: .... \.o- .\1 .... .- L. 1

in sener2.1 rela::.e
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to the project. A primary reason for· the development of this

projec~ was to assist S;ED, through training, to improve its

r.;2.nase'~lent and ac1.-r.iniscration, :":' rticularly of sU9plies c..:.d

equipment. 'In a sense, t..'lerefore, the project - to some

e;·~tent - has been adversel:,/ affected by SUH,e of the very

weili:nesses that the project itself sets out to correct.

Sp~cifically, the Evaluation Te~~ has been inforrr,ed that:

a) The Director C~neral of SFED (PDG) does not always
receive reports or rr~moranda intended =or his infor
mation which have been provided by 02T personnel to
persons lO\-ler in SPED management;

b)' ~qhen the Director of the Industrial Divi.=ion is away
from Ross Betl~io visiting various perimeters, there
is ';irtual·ly no delegation of decisiun r.:aking autho
rity. This~apparently is th~ result of past abuses,
howeve~, adrr~nistrative controls should pe~it dele
g2tion of: .routine- matters to improve efficiency i

c)

oj

The limited nUIlQer of managerial staff at Sl-.ED and
less than optimal time managewen t causes the Director
of the Industrial Division to have very limited time
to see his staff ~~d aRT personnel or to resolve issues
Hi thout consta."t interruption j *

Despite import~~t imprOVeIT2nts with the arrival of t~e

current head of the Industrial Division, there appears
to be avery informal ~d SOIT~tiffiss inconsistent style
of dec~sion m~~ing.

aG.c.:'tion, the noted that the objectives of the

project e.:."d L'1e means' to' aC{lieve them \vere not alhoays clearly

l~~nderstccd by personnel in staff

?css 3e-:hic.

Evaluation team stated their support for cn-the-job training

but the c8:-~Ce?t seerned to be '.1'ague in ~he ~~i~cs of !nan~T. o~-

tr2.in.l:-,g is IT'.ore ~haIl a.:1 ad hoc p::.-ocess of t!.""a.rlS £e r

which occ~rs through observation and the occasional pointingou:

Sper1::j i.st. ()JT conscious planning anc

"'.ror eXaIn?1.e, the ;:'ID Project I·ia.:12Qer estimates that the Director
n2.s missec: o".~e!.- SO';: of~ t~e 1':1ee~~;-.,-;-s sC:1ec':L:le:.l ~~..l:.t:h .:"'ID.



follow-throus-h. ~--

.1. • .:. ature of that ~lanning a~e :ollow-L~rough

.,

a...'1Q the kine of ~art:.~ipat.ion expectec:. :::Cr:l S;'.L:D personnel

needs to be cOh~lli'1icated more choroughly.

Po. nur.ber of persons inter"v'ie1tled by the :'1issicn recor:-.znended

that SPED's mane.gement of the project. c01..:1d be improvec if the

project were moved out from under the Industrial Division and

attached to the Director Genere.l's office by being incorporated

into the Ndiaye Training Ce~ter. (The crqaniz2tional ch~rts

on the next two pages show the present struct~re of S;ED and

the Industrial Division). According to project ~ccu~entat~cn,

the present placement of the ORT tea~ ~2S decided ~pcn i~

. :..
De cerrber ,

.
1981 oply ~fter lengthy discussion y,ithi:1 Sl,l='lJ and,

·..,ith ORT after Hhich it Has decided to create the Cellule c.e

(CFI) . The Evaluation Team concl~ded that

the.orga~izational placement of the project was not an import&!t

constraint on project activities and we are reluctant to suggest

fur~~er reorg~~ization. The prcposed reorientation of the

project, (See IV, B5) does not tamper ~dith the basic structure.

The project rer::ains \-lithin the Inci>..:strial Division I S'::-=D CCIT:p":".2.es

\vith the.Spscial Clause of the project agreement calling fer

post ancl r:-.C:S t l~;" tc

rese~rch and prcducticn

ing materials and to distinguish between ·thcse ?e=sonnel who are

cirectly pa=t of t.he 3ureau d'2t;Jces 2.::a thc,se ·.....:10

rn_·_r2_ir.•. _i."•. q Con_rc.-_~.".·c.-~c_r c.·l·_-·~ctl~ =,--- ~~~ ~e-:--~('---- _ - -- ~:: ";"'_~~~l \-':'.l.C; ~ ~ ..:..~.~;.~ _;;':..L..~.

C""r.- ...... -
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tax exoneration from the GOS caused delay in securing spare

oarts ar'.d. eGui p:T,en t in a time 11' ma..'1ner.- - ~
Improved managerr~ent

In this area coulG lessen this difficulty by orderi~; parts

in advance, blrough proper stockpi ling and through im;?roved

a~uinistrative efficiency_

3. .Hanagerr.ent and J..~'11inistration by OR'L'

In. brief, ORT/London .'.'/ould benefit from strengthening

its pre-arrivalsta£f orientation program, it could provi~e

:7"~ore standardized training materials to project personnel

red~ce the amount of original material being produced end it

cculc 2cnitor tne project ~ore closely to avcid the kind c£

delay which occurre\1 i!1 the preparation of the training pl~'1.
_.

OET 2.1so should insist 'on· the timely preparation of quarterly

a..~G a..'1Dual reports from its field staff. (See Parts III a~d

IV for a slliL~ary discussion of these points).

'l:'he r:t~.jor management issue to confront OET 1:1 Senegal

~as been the question of leadership ~'1d ~1e of authority.

CRT usually prefers i:o have a tE2J."T! leader \',Tho is responsible

for the technical services being deli vered as ;'/e11 as the ac...Llini-

s t2:."'ati '.'6 tasks Hhich a re ne'c' "" -"' " -1=0 .... ;nter..,~' ,,;:;r;" ""'l'~oJ'ect- j, - ,-b ::H 1 ..... .L....... ..... .... c.J,. _............ !:'-

22..."7~.::':_st.r2.tio:1 f.~hich insists<:.~ t.hc.t ~echnical ccc:-di:1at':"c:: :.s

.re~?c::sici2.ity of the S.:'.ED hierarchy. This i~plies that ORT

pe::-scnnel ha',."e less authority c.nd initiati\'e. ORT see:::s to

~~vc accepted this role, at least in part. Consequently, there

~c.n-:_' A';' se \"12 r al i.r: s t a.:.l ce s

2..~, in.':'t.ia::i";e 2..""ld ORT has waited ~0r S,:",ED to the in i t. i at i -,.:'8

on ~he sa~e issue. For exa~ple, S;£D st2tec that ORT shaule
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ic.entify the ,-, ~ ..
,:, .......: ....

-"""
~ralners since specialists were betcer

quali£iea to select c~ndidates from amons SrED perso~nel.

ORT, hovlever, insisted thatS.i:£D should select personnel since

they were responsible for their organization. Or. tZ1E: h'ho 1e ,

the ORT team leader ,vas placed in a diffi'::'J.lt situacion but

could have taken a greater leac.ership rC'le tnar: he c.ie .

.
l
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B. CURRENT STATUS AJ.'JD .u.sSESSHENT OF P'ERSONNEL

,
.J... CRT Pe rsonne 1

Through nu."7:erous discussions \-lith St'-..ED, hID and

ORT personnel, it became clear that, with the single excep-

tion of the first S~??ly Ma~aserrent Specialist*, individuals

recruited by ORT are technically proficient in their respec-

ti ve disc~plines. The Evaluation !1ission '..... as ir.pressed '..... ith

~he understa~ding ORT team mer-bers had with respect to the

!;a.tu::-e of S1-ED I S org~"1iz a::ional and training needs and ~'li th·

the collective e>:perience the team broU<;ht to the project.

For exc.!riple, several Sl£D steff noted the exceptio:1al leve 1 of

orga.:."1izaticn of and th~ high quali ty of r;-.aterials produced by

the Org2.Ilization ~(::Hethods'Specialist. Similarly, the Agri-

cultural Machines Specialist was praise~ for his work in deter-

rd.ni-ng the a.ppropriate m2J,;:es 2nd models of machines to be

ordered and for the assistance he provided :"n preparing requests

for bids.

ccr:.plirr.S:1tcd by several SJ>..ED staff for his diligE::1ce 2...':.G grasp

T~'JO of the - ,e .\~ r:: i. '-=.2.-::l c·:-~

.... '--.!1e system p=oposed by S:Jecialist :..s re le~/arl t

2...'1<5. fe2.sible.

collea-asc 0 ~'1. t 1..-./2.bi Ii ty

Cnfcrt U:."1ate ly I techni cal ccmpe tence lS r:e cess ari but r:ct

gues, a corn_rr~t:!1ent to t=arlsre-r }:nc'dlecge and sJ<ills ~Q cour:t.erpa::-ts,

sDfficie~t =or the success c= a ccvc:Gp~~nt proJect.

ness

\

*~'1r. Yziquel occ~piec. ::r:e post of SU;Jpl~/ ,;,:,::,,:-.. 2.ge::-.ent S9~(:i2.li~3 .... -~,.--
October 1980-:;a..:1uar'{/ :982 .. His ~errlC"~·~='i~ ~.";2S rPt~::(-'~~~t~C: :~.: s~"':..";:"~·.



syster:-.s de '\le ~o;JE:d

to cisse~rrinat.e the output of the p:t"Oj'2Ct. to the intendec.

::,ene £i ci aries are equally es sen t.i a:".

-_.,....-..---._,.~_4~,...P~_--:,......,---='""" .....,_··...-·""'"....,~__.........1.~v.-.~~4Jr-;':"~~-

CF~':' tee..m rn~Inber' s perfc!"r:1a.rl ,::.e·; see r"'a:?:~ l'; Fi:-.ci..:--.cs a:-.. d

Cc~clusicns, Section B,l).

The c~rrEnt status of project 2ersc~nel is ~.ce~~~in.

t;.:rc'L ,... .. '"'
~' ...2.c..~ ~ nes cc:-~ t.racts in Sep ter:-be r 2...T1C

S~..ED has

S~;:'D [-"as

. . . . h ~\ h - " h b dlnClcatec t ..at t~ 8Y co not 'Illsn t. em to e rene·...,'e •
~ :::>., \.,

"asked for a cne year ext~nsicn of the contract of the

Org~ization aT1G I~thoas Speciali~t, F. Conrad. The other t".,o

te~~ ~2ITbers have only recently arrived (Gadet in Noverrner, 1981

a..'1d Coppolino In !·larch, 1982).

Tl:sir st2.t.us .·is further ccrr.plica·ted by the housi.ng iss~.le.

Originally, project:'personnel "'jere expected to live in P.icharc.

Toll near the cer:tral repair end s ~pp ly base to bE:

renc'.'&-C2C as' pert of the projec.t.

is also -- 2. C" •• -:-::.,..-.- '-";;:'-"-

?te hc~~nc was nc~ tl:e .- -,.,-.
\....·1'\ ;

Lc:.:.':'s =c~ c::.e ye 21". "'-...-.' -~ .-:, -.
:,- - "-~ ---'-

f',·~·2S "I •• ", p.: c~

'£er a d::.sc~..:ss.:..c:: ....... - c:" rC:'l:-:-.s t. 2::' Ct2 S s .~ :: ... ~. :..::: (:: 1 r .~.: :.:::.:=
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consequently, AID then cecicec to construct four houses

at Ndi2.ye, the site of a training center for SAED ?erso~nel

10c2teci about ten !.Unutes by road from Ross Bethio. The

houses \'lere built at a cost of $208,000 and were ready for

OCCUp<l.'1C'J in June, 1982. The ORT team had informed ~JD th2.t

it would resi~TI rather than move to Ndiaye. AID constructed

the houses- anyway and instructed ORT to i~:8rm,new personnel

(i.e. Godet and Coppolino) precisely where they would be ex-

pected to live and under what conditions. ORT clai~£ to have

inforrred the new personnel fully ~~d they ag~eed to live in

N di aye i·.'hen they siSne'd their co._ ~racts Europe. Upon arri ',,'al
,

in Senegal, they claimeh tbat they were ID2slead by ORT regarding

the c~~Citicns at Ndiaye and ~hey. joined the ether ORT personnel

~·!ho \';'ere already in country in refusing- to i<1o·.;e to Ndiaye.

At the time the ~tission left Senegal, the ORT team was

still =2f~sing to move, AID vle.S still insisting that they must

Ii \.-8 '.:::_er'2 they ~'iere assigned enG the iss ue had become a metter

£o~ all concerned. F..ID then decided to extend

the le2s~s for the te~~ts houses in Louis ~~til August 30th

to siveSA~0 a~d ~..ID tirr~ to ex~uine the findings of this ~llssion

s~nce rec~~~~~datio~s m2de in this repcr~ ~ght ~cve a be~ring

cn t,'.'here CR'I' ?8:l:scnnel should li \'e.

not 2.si:ed to address the housin9 issue di~ectly ~'1d has l:'efrained
- _.
::ror71 C.C.1~<; SC. T=--ere are I howe',;er, 'clear i::r?lica:ticr.s for housing

resigns, ~h~ absence of st.aff curing the t.rv.nsition to net.<l ORT

witbin the sugqosticns for reorientins ~he prcject as presentee

in Par~ :. ~.". If these recorr~endations are adopted and the ORT team
c

c
E,
.J.
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~ :sonne1 and the likelihood tha.t ne'd staff will ha.ve different

iceas a;1d approaci18s \"i'~l seC12 ;:0 dela:..-' the project :t.:rther.
'"

c .. ~:CH~ other halle, c:he iss LlE:S raised above regarding the non-

technical requirements for 02T recruited personnel may be able

to be addressee. ",ore fully i;: therec::.re rr;ore vacZiJ1cies to be

filled at this point.

2. Counterpart Personnel

There is clear disagreement regarding the statt.:s 0:

cour. terpart personne 1 in ter;...s of (a) who is cfficia:l~1 desiana-
~ , -'

ted as cCli.'1terpart tc vlhcm, (b) the nature of the hierarchical

ro2 laticnship ~'Jhich is CL'1d should be presen t bet~·jeen Speci alis t

a..'1d COll."1terpart, and (c)~ the a..'Tl0unt of time that the counterpart
• '. f

should spend with the ~peciali~t to whom he lS assigned. (See III,

B2 for discussion) .

as fa llci'15 :

At present, the situation ~ppears to be

Speciz..list

PICASSO

CC::!R2:.S

COt.1."lterpart

Y. DlALLO

Date iI.ssisned
as Counte~l?art

Fll."lction at CO~~2r.tS

Chief Central Resp.
Workshop for

l.isht

'". S2i(GtiOR 5i..nee :'9S0

since 19 cO

:'·:e c~ e....t1 i c: l '

?ublic
\';crks

...·..:;:-i c·...:l-

Direct.c·r~

of :;IT -
(::ii v.
Inter-
ven c:ic:-'.s
Techni
ques)

Direc~o.!:"

t:·Pl?t.:.i et
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Specialist Coun te rpart Date .t"iSsigned. FlL.'1ction at
2.S Counterpart SAED

:'10 RE I LLON /
'GODET

..z~r '~L/::: .l.\2LJr:.
COPPOLINO

W. BARP-A

~'1. Gl3ESSE

informal

Ju.'1E:, 1982

Chie f I·lachine
Tools Section

S upp ly 1-1c.nage
ment

Hired on
three
month
trial
basis

2) Y. Diallo, Counterpart to l.:..uto-diese 1 SpGcialist
(Team Leader;

Hr. Giallo estimated that he spent c.bcut crle percent of

:'lis time ~ilith Hr. Picasso and st2ted that he c.id not he' ~ res-ular

meetings ','Ii th him nor qid he knOvl in adv2Ilce of Nr. Picasso IS \'lOrk
. ,

plans, trips and othe'r acti v.tties. He clairrs to have a satisfactory

personal relationship but no professional relationship. !'1r. Picasso

die discuss the testing program ...li th him' on ene occasion but never

discussed preparation of a training pl~'1 or program~ Hr.· Dialla has

more tha'l. tt'!enty years of experience ',lith Sl>-ED a.'1d has attenced

several courses in'Eurepe where he receivec. certificates as a trainer

in his field.

2·~r. Diallo is elig~ble' for retirement in ttvO years "'ihich

is one rsason qiven by Mr.- Picasso for ':;--"e li::-":"t:ec: ocnt~ct he ~2S

haC. v;oi t1: l-:.is counte rpart .. S;ZD belie\'es that r.e ,dll ,;,,'ork three

';:~ :ot:r ;':lore years and that he could, in tu~, t.rcl.'1sfer his e:,:perienc8

'c....'1.c· kno.·;lec.ge to others in the Cent.ra.l \·;orkshq::. Mr. Diallo 1 s case

is 2. gccc. eX2"c,p Ie of the rr-issed opport'.1.::1i t.ies r:;€n t.ioned e lset':here: in

?e.7"",.:;r t~c...'l. \'iorryinS that. his cClJ....'1terpart: ·,·;as assisr~ecl

informally (i.e. '.·:ithc~t a fCITlal l.etter ':ror:1 t.::'e Director 0:: t::e
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I~dust!'ia1 Divisio:-:.~ ~ .. ismissinc: the chance to !,o/o!'k wit.h :·ir.

Dia110 because 0= the nearness of ~is retire~ent, the Speci~list

should have made every effort to involve his counterpart in his

'....o!'k, shared information .3...'1d, at the same time, askec SAED to

p!'ovide .3...'1. additional counterpart ·,.;ho was younger. ,..... good tai th

e=fort. in~~is instance would also have had.a positive effect on

cve::-all inte r-person a1 re lations bet\·;een OR~' c:.!;.c. S~;ED personnel.

b) 1'7. Senghor, Counte2.-pa:::-t to ;~.gricultt:ra.l :-1achines
Specialist

I'lr. Sengho r vIas in Fr.3...'1 CE: for training in agri Ct.:2. t u!'i3.1

ma~~iner}' from October 1980 - Februar1 1981 and, again, from May-

December, 1981. From ~ebruary to late A.pril 1981, !·lr. Senghor
,

'·;as available full~t:ime to' the Specialist, hmvever, Mr. Senghor

has st.ated that he never \vorked on t.he machinery al1.d was not

infer~2d by Mr. Pirani of his activities. Since Ja.nuary, 1982

he has vlorked as assigned full-tirr.E: as the head of .:the Public ~'Jorks

5e cticn. He estimated that he spent less t~an ten percent of his

ti:::e "lith Hr. Pir~'1i during the past six mon t..'1s but could h2'J2

~aQe m~re tilli2 available if there was a reason to de so.

Althcu?h trained in agricultural machines, upon his return

f!"om E'rc..'1 ce he assigned to' - . ., .
1""U!J..=....:. C :';or~:s .3.1:C.

,1·1r. ;-12..Ina.do u B c. ~'.r as as s igne c. td 2cri c:.:.l -:':.ITal ~:'.2 c11irle s .

Senqhor would like get 2l1othe!.· scholarship to to

to stuc:l hea~~;rv encine mai:1tenan.ce 2..."1G re:Jair .
. ~ - -

c) :'1C!nadcu Ba, Counterpa.rt te :c..c:ricult'..:ral :,!<c~chines

Sgecialist

fielc ccnv:'ncec. It c'n- t.l1e- j u0 II
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integrates production with training is both fea~;ble ~~d

preferable so Ions as it is ·....'ell pla.:1ned. ~ie believes that

he requires aedi "Cional training In te:CJ.ching r:-.e"C..

~~d the use of audio-visual aids with non-literate trainees

since :-. .;,.,; t',.;o rJonth training course in France in mid-198l '.,.;as

purely technical in nature.

I~ J~'1uary, 1982, :'lr. Ba was a.ppointed t:-.e Direct.or

of the SAC (Service d'Appui et Controle) but stated that he

s"C.~ll had ~~ple time t.o serve as a counterp~rt since the ~ork

c:: SI':.C c....'1d that of the i\sricultural Ha.chines Specialist are

cc:::::?le1T~ent,al::Y in nat.ure.- It is clear that t."1e OET Specialist

in q~estion made littl~ or no effort to transfer his skills to

his cCQ'1terparts or:tp develcp satisfacto~' personal relaticn-

e) Hr. vlilliam Barra, COt.L."1te.l.-part to !-'lachine Tools
Specialist

~.!1:. Barra has 'i..!Orked as a cOlliiterpart tot.rte Specialist

i·!2,c::ine Teals- since !~1arch, 1982. During G~e past. four ~cnths,

~-..:=. 3a=~~ spsn t c,ne menth in Da}~ar fer training f:/i th II L·!...r...TFOP~C311

His ·training program '·;as to have been

th:::-ee mCnL1.S but it "las curtailed. in oreer to make him available

:::.::.~" ; lc-.·;i::; 2...'""lG p la.n ting pe :::-iod. I t is p la..'1ne d '::,-.._ \f~__ ..r... ......_ .. ::2.rra

to """0 1- ... --:-"!___ \wL_ .... ~o lJa.k: ar for a further two months to complete his train-

i::S e~:::-in~ ~he second half of 1982. The training in D~~2r is in-

..;...~ ~-":~C~'-""'':- .= ... ,c - •. -
_c:!c.~,- '- ~ ... c .",-o.e a .:..ouncat~on .... or turther tralnlng .;:cr 2.

one h2.2.:: ::;C:1"c.~ :;;eriod in Denmark c...."1Q elsev;here in EUrC?E. Boti':
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had a ~d working relationship and a corcial personal rela-

tionship.

Hr. Godet, that t:li.ey go on field trips together a.t1d that he

is informed in advance of ?,·lr. Godet I s acti vi ties. So far, he

has not re6eived individual instruction on new equipment be-

cause it is still in crates awaiting suitable installation

sites.

:·lr. Barra vias also tl1e COli..'"l te rp art to :·:r. - - .,l.:roc.e t s p re-

aecessor, Mr. Moreillon. Primarily, -:....~ey \oJorked together 0:1

proc.uction acti ';i ties and there does not see:.l to ha~ie been much

orc~~ized transfer 'of skills.- , .
e) l'lr. Guess~, CotL."1terpart to the Supply i·~anagem.ent

Specialist

Hr. Guesse vIas recentlY' recruited by S;'.ED a!1d is

employed en '2 three month trial basis. The Specialist has

already inc; cated his be lie f that Hr. Guesse is not quali fied

to be his COlli"1terpart. Nost of his background in supply n:ar.ase-

msnt \'!as in the Senegalese army. Since his em?lcyrnent is de-

penden t upcn his perfcrm"'-'.'1ce in t..'e ini tial period, the Specialis t

should p::ovice !·lr. Guesse with, ever.! cpportu.1'1ity to learn supply

management 'procedures anc. p:::-CVH:e a....... e·,"aL..:at:'c:-,. to S.::...s:.: ':.c ",,2S':';st

S.:'.ED to ceterrri.ne 'v'lhether I-I. G'-2esse I s servi;:;es shci.lld be ::e-::a.i:18C.

f) Counterpe..rts to t~e Specialist lor', C:-ga::.iz.:l.t:ic:1 ar:c.
:·:ethoc..s

~~!..:". CO:1.rad has had t~tlO cou:1'terparts ~ss.is:ned t:c :1i::1,

anc.. !·jr. Kader In each case, ... - . -cc::! J..lC::'S 0:

perscr1a.lity and ternper2..ment appear to he'.'€; . , .....
':":12.;]:' ..:..l 1:~.

to c:::::1tin;.:e the counte.!:par~ ::elations!'.i? ;.!~ .
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asked tc!:'epare a profile of t.i1e person ne ;:,e .... __ ·:es caule.

se~'.-e e.s :lis COlli"1t.erpart.

c.escri?::._~.. awl ..."ill seek to identi£~l a counterpart. I ..s rnen-

tioned else~oJhere in this report, a full-ti~e. CO~l.,"1t.erpa~t fa!:'

this position is one of the most impo!:'ta~t for the enti!:'e pro-

ject.

On the whole, the above list c:: cCU:"1terparts S1'1O\"m ::ext to

t:-,e nalT.8S of the Specialists is mis leading s.:.nce, -..Ii th the ex-

cep;:icn of I·ir. Bar::::-a, they h2ve been cOU-..'1te!?ar"':.s ie; principle.

~hey have spent little or no time with the Specialists in question

-=.r:c. have, therefore, cained Ii ttle rrOD thei~ asscciatio:1.
oJ • r-"

S;~D c~. be faultec. for assigning the co~~terparts ;:0 production
. ,

ft:..'1ctions in addi trcn to th'e "counterp2.rt fUI1cticn, it should be

recalled (a) that SAED is short staffed at the highe~ levels and

(b) O?..T personne 1 shot:.lled Ii ttle \~li llingness to .t..rork ~·;i th their

assigned COlli"1te~~a~ts in a~y event.

SA2D vias also supposed to identify six trair.ers for the

pe::imeters. Altnouch the Director of the I~ciustri~l Divisio~ main-. ~

t2.ir.ec. that they flac been ide!1tifiec fo::::- SOr:-"2 tir::e as t:ie "G:e:fs

c.e Cclo:-,ne" of the perimeters', othe~ personne 1. in Si~D a."'l.C t:-.e

C:=:: tE:2..:":". c.ia :1ct seem aT",'are cf i n ~..J 1..-:. ~ ins

- .- . . - ...
o:=:'C1.2J..1.~1. r:'!le re cee s

tc ::~~.~e been 2...:'}' atten:pt to cont2.ct or t:.est t~:e rlC~.:.e:5 c.e Colcnne lf

recard. These personnel still need to be i~enti:iec c~d

.,',.l.l..i.. De mere if the P :"-0 j e c t. is recrient~c ~s re-

t.h.ree person!1el c.irec~l:/
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,
.L • aackc; ro1.1.'1 ci anc em. -The-30b ?raini:-1S

The ~ost obvious ~'1Q serious :ailure of this training

project to date: is t~1e ~inim2.1 3Ii'lOUr',t of training which has been

U .."1 a.e rtak.en c.uri.~g the firs t t·"e~ t~'-one l.'cOr. t.hs in '..:hi ch ORT

technical personnel have Deen assignee to the project. The OHT

prepared "'...::'Dual P.eport for t11e period Octccer 1980 - Sece::.ber

1981 lists the training cc:np leted

c.uring this period:

Courses Special ty

a.

D.

OT../'e rse as

D~k:.ar Diesel Trucks

Tractors

2

2

1

j,

c. On Si te

Hechanical
Cultivators

. Engines (?ub
lic ~<Jorks)

Threshers
VICOr.1
Tractors
4 types

Operators

Dri vers &
~·je c!l2.l1 i cs

Oper2. tors

Dri ~le rs
r·le ch C-.J.ii cs

50

11

The report poi~~s 2.ll t.:-~e c:: - site

cn-the-jcb training was ~ .... ": .
'-.:

ciarl to the project area to conc.1..:ct t:~e t.~·~:.n:':-:"0 ..

__ , r-" __. -- ~-' ~

•

•

.~_"-~-i";.:-2_' C':.l_= f-.~~.-...:,) ':-',';:7 pe_'-s':--:~"".n.e~'.. -.. :-~. c,~.. r;..', "''1'",- ~.·_1', .. ----:.. c~ .... -- .. ~- -- - - - '- --'- .... __' ... ' _ ~':"'- "t·" .... ..:. ...... r";';:'~..i...~ ~t.:':~:.."'~ ';:.-, '/(...,;:-;..;1 ..L:-:
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?rance for most of the period :r02 October 1980 to Dece::1ber 1981.

The inadequate amCrtL'1t of training 0: S~D personnel in

general and of counterparts was evident to all concernec. The

O~T Team Leader stressed this in a confidential report to AID/

Da:-~ar dated March, 1981 in which i.1e stressed the in6ility of

the tea~ to concuct training and his belief t~at training, in

the context of the projec~l~ objectives, was at least as irnpcr-

t2'1t as production activities. l-\cccrdinc; tv the CR.T t:ealTI, this

i:-~2.bility vIas a direct consequence of the ch2...."I.ges in t~eir jeD

c.es criptions Hhieh Here made by S1-ED in thei r II note de servi c~"

~~,ber 4112 of October 6, 1980 ..
By modifying th~ jop

\

descriptions, SAED effeoti vely assigned

ORT pe~sonnel to production fQ~ctions &'1d assumed tnat ORT would

conduct on-the-job training as ~'1 adjunct to tlleir daily

activities. The state of disrepair of SALD's equipment and

vehicles 2..11d the level of disorg2.nization in the·workshops and

ir- L~e supply stores )Vas such that OR? personnel found t..'1en'.sebr,SS

spenc.ing vi~tual~ly all their time reacting to emergencies and;

to use ~'1 oft repeated phrase, acting as firemen on ~'1 ad hcc

basis.

~~ a ~eetinc held on ~~'1S
-. -;-.. c..:: c 0 ?--:

. . - ...
(:-~Ci.:":Cl:lg rep resentatieD

principal objective 0= tne project re~ainec trainin0'

""_,_~,,~ •.....,.. -_I ~;:'I ~.-__~, "I;OS ~-""O ,. c." 1:- , . ... .....
-- __ \..6.~ .. ~ .... ~J.~~ ve rom ..11.5 procuel-l.on responsibilities as

:·ivis ion Technique, anc requestec a tr2ir:i:-.. c:
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~lr . :·10 us s a S my' 0'£ S_~ D an d ·...,as to be s ubmi t t:ed .l eH and

approval within a period of three ~o six ~onths. Durii1g this

,transition phase, t~e ctner ORT personnel Here to prosressively

remove themselves from productioi1 responsibilities in order

to devote full-time "to training ence the training plan had

been cOup le te d.

During the meeting, various part:icipa~ts indicated specific

t.raining needs aid concerns 'dhich the training plal1 shculd

address. .!>..:uong these were the need for 1i terac:z' r.raining for

lower level personnel, upgrading of the heads cf varicus

di vis ions of E'::': D, t;raining for i r-~i ga t.icn ?u.Irtp operat.ors,.
selection and traininb of trainers vlho "Jill evei1tuallv take

~ ~ , -. , , .
over the \.;ork of the ORT team· a"1d exploration of the possibility

of using Peace C0r:?s VoluI1.teers to assist in orgaI1.izing the

perirr.eter \'lorksnops and training progra.'1ls. The training plal1 was

also to contain revised job descriptions for each.ORT tea.'1l

merr'ber .. The last half of 1981, G~ere£ore, was devoted to a

def~niticn of a training plan (CL"1n ual Ie a ve a ls 0 can S lli""i!e d - ....0 ...

least a month during this period) .

A t ' a ' 0 - rv 18 lqS_') l·"'. o_~·c'e_r t-o~ee long ','l s convenea n 0a..'1ua ~ ,_'.. _

The part.icipants in the rGee~in~ &greed , ...,......

principle to the ~e\~isecJ. job cesc~i9tior,s preser:tec :':y the

ORT Team Leace~ and requested tl"lat a work plan l.::e ela..bo~ated

for each ORT specialist.

Evaluation Team as being the one present:ed to t~is meeting could

better b~ cesc=ibed 2S a work

BEST AVAILABLE COpy
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exercise, the length of tirr.e

1
'I
i

element in the ?res<2:. tion. Gi'....en the _ ..JcrtaI1ce of ':.~is

results, ORT/London would have been well advised to send a short

term consultant to Senegal to draft a comprehensive and detailed

trc.i.ning plan ',..;hich ',olould have addressed the concerns raised , ...,
.J.. .....

the Jlli~e 24, 1981 meeting and which would have establishedI.
targets -in ter:ns of n uIT'be 1:S ar.d le 'Ie 1 0 f Pe r-

scnnel to be trained in each releva~t discipline.

The vlOrkplans requested Januarj 18th ;'lsre presented in a

!T.ee ting on January 26th in t.."1e fo.I'Tn 0 f a se ries of charts ;'lhic~,

were accepte¢ by S~ED

2.
. ~.

A follow-up meeti~g on January 28th presented a pla~

for overseas training of co~~terparts and this information was

also presented as a bar chart she>ving times of departure, length

of training, location, etc. The chart portrayed' the training

\·lhic!'1 'tlas to occur in ~'1e follo;ving six mon ths (i. e., Februar.!

Jl' i "'.r----/. , 1982) • Urrfortunately, as af mid-July, 1982, no -+--"""'.: !'1r..:.cc.... """"'c;..._ •• _

hac begu.,.~ overseas training and the E"..ralu2.tion T,aam \·;2S tole. t!lat

tie project now eA~ected' some trainees to begin ~~eir training

procedures than the ORT te~~ had anticipatee., e.elays i~ overseas

mail, faulty assurr~tions regarGing the courses offered in a

traini:1S cr:::nter in Lome, To;e, 2..nd the fact that ::,:a.r.y courses

ir. :::t:.rope are net offered in t~le Slli'Tlmer months.

~ec.scr:s, t~e result is £urt~er delay in
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corresponding e~osion in con:i der~ce l!1 abi Ii ty of tne

:i
ORT tearn 'to deli\·e~ c,:-} its tJrcrnises 2S ;:·!:"ese:1~ea i:1 2. trai:ling

schedule which has proved to be utterly w~realistic.

J:.ltl1ough the :C:valuation Hission di.d not have sufficient ti.rr,e

to revie..... the substa..r-.ti '/e aspects of _.")~

\".- ... - training p~oposed cb~oac

for each counte~art anc J-' •
L..J.1J..S is outside t~e scope of work of

the !·!ission, it shOuld nonetheless be noteG. tnat Sl-.ED nas a

writte~ policy* on overseas training cf its pe~scnnel which

e~pnasizes tha~ staff should not be sent a~rcac (a) ~erely as a

re~pGnse to an opportlli.ity cffered or ( :-- "
~I ~s ~ rewarc fer osri-

tcricus ser'lice. It is also preferred.th2t persc~nel be ~ra~ned

in Senegal if eqUivafent training is available since it is less
::- '

costly and avoids cultural ?islocations. E ,,'-e r-/ effort shot:ld be

mace to be certain that the trainir.~ reco~~ended for S.~D staff

in Europe is not available'in Da~ar. The Evaluation Team has not

seen evidence that this effort has been ffia.de a.nd"would urge that

a review of the proposed overseas training be ~ade frc~ this

perspecti ~le 2.-t"lC '·tha t the res ults be slIDrni t ted in Tl'wl'ri ~i!1.g ~o AID

c£ the Indus~rial Divisio~.

a ~e 2..:-.:.5 of e~phasizi::g

* See a lr::~t~rie~rE ~~ Persc~~el ce .,
.. ;
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relatec flli~ctions. Counter?u_~_, ~o t~e extent they have been

a vai 1 a.b Ie, we re e X};) 12 c te(,l to ',.;n t:";~ ','I i th
'-,

receive informal training from them.

ane.

Counterpart trai:1ing ",2.. thir. tnE CFr, on tne ,,,hole, nas Deen

dis appoin tins -- -f
C,J. 1'_ I in too :-;:any l:l.S t.2.:'~ces I virtually nerl-existent.

Tnis has been caused by:

o Failure to idencify counter?arts for so~e ?ositions;

o

o

o

o

Assigning counterparts f~ll-time d~ties i~ addition
to the require~ent to ~Grk alongside a spec~fic G~~

specialist;

Counterparts more often ~~a~ not were physically
separated from their ORT colleague by occu?ying a
different Dffice or wing of the office block;.
Hi th one ex~eption I ORT personnel generally did not
advise their CCH.lrlterparts in advance of t:1eir \vork
a~d travel plans ?~d did not seek ways to involve
their coun terparts in' them;

For the most part, ORT specialists did not arra~ge

regular ~~etings with their counterparts to discuss
their \vork and to review the nature of their counter
part relationship and identify methods "and occasions
for the transfer of skills and knoHledge;

o ORT personnel, in some insta~ces, were wlwilling or
~~able:to establish good inter-personcl relctior.s
vlith their counterparts;

o Hovement of cotmterparts (o'/erseas training in two
cases, cha.."1.ge in position \vithin SAED, hiring of ne'.'i
- .,.,.."" 1 ,"," - Co s e;" c \C=.1 6 :..-' -.:..r....;~ t::_ I '-. )

T'" :..s clea~ tha-:' S.~D has h2..c c.if~ic:.:lt.::~

~et~~~~~g co~'terparts wit~ a s~itable ed~ca~isnal ~~~ tec~~ical

b~ckgro~~d to pe~.it them to learn :rom the 02T person~el 2~G

into CRT activities.

BEST AVAILABLE COpy
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e __ ,:)rt to ;.,a.:~ '- optimum use of tne COll."1 terparts v.,'ho we re a vai lab Ie

an~ die not t~7 to tra~sfer skills a"1C knowledge to then in a"1y

sy s ter,1ati c ',,; ay . The one exception to this which was reported

to the ~'1ission is the case of Hr. ~'lilliam Barra 'dho has been

working with the Machine Tools Specialist since March, 1982.*

J.. particular concern of the agri cuI t ural machine!""y spe ci alis t

wno participated on the EV'alu2tion Team is ':hat botll counter.?art

pe::-sonnel and personnel in t.'i1e perirr:eters receiving largely on-

the-job training, in addition to lea~ing specific tech~ical

skills in operation, repair a~c ~aintenance, should'also have

50;'£ f~T~liarity with tGe techniques a~d practices required for.
efficient, econo~car, mechanized agricultural production.

. .... , Speci-

£ically, understanding the ~co~omic consequences of everything

fra~ 12yo~t a~d design of fields and irrigation ditches to

routine daily mainten~~ce of farm tractors is importa~t in

creating a deeper understa'1ding of the context \·:ithin 2...."1C the

reasons- why certain decisions are made in these areas.

For eX2...ilple:, a good fa=m irrigation system cesJ.s:n reqcires

a kno':!ledse of soils a~d techniques of ,,,ater application. <~

a~ eX2...ilple, the farm irrigation system'designer desires to have

2. lenstl1 of vlill £c~ ~~ifor~ applicatic~ cr

-40-
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but he knows that he needs to consider the fact that the longer

t11e row or t:-le field, the less turning tir:,E tnat ',... ill be requireci

for the tractor at the enG o~ the field. The tractor driver

shoulci be a',.,rare of a.'"1Q do his best 'to leave the field 1e'/el

1 - - ,'.after he paws or o=tset ClSKS an area. Low spots c2~sed by

peor plowing collect irrigation ""Je.ter al1c:' kill crops because

of smothering the root syste~. The person responsible far

scheduling equipr.::erit needs to be fully 2.:'-J21:e of the fact

that each hour the tractor loses by traveling too IG~~ ~

diste.nce to the field and back a~d turning at the encs of

the field is lost' or non-oroGuctive ti~e. .... ., He needs to be

a;·;are 0 f the cos ts 0 t

machine being used.'

m'lnina. --\

and operating a tractor ~~d the

As an example, if one calculates the cost of owning and

operating a Massey Ferguson 2640 tractor and reversible plow,

one would make calculations as follows:

Known information:

Purchase price of H-F 2640
Purchase price reversible plew
Drivers \'lages
Diesel fuel
Engine oil

eF.i;,
C?;..

C?::..

14,613,000
2,500,000

45,OOO/mo.
l50/1itt:::
650/1i tc

1)
2 )
3)
4)

5 year life for the tractor
10 ':iT:. life for the plow
Tractor wo:::-ks 30~ ef tirr.2 avai1cb2..e
There are 313 working days per year

Therefore, the heurs t~at the tractor works is:

313 cays
y·ear

S hrs. = .2 ,003

c:r c.. SS1..1:::e 2,000 :-:c,urs pGl:' ::;oear. i\.ss~J.~e t::2 plctv is
used half of the time th~t the tractor is used or
1,000 hours ~er year.

-.;1- BEST AVAILABLE COpy



Cost calculations:

Depreciation cost per hour:

Tractor: 14,613,000· 5 yrs. or CPA 922,600/yr.

or 2 ,922,600 :< year CFf.o.=year 2,000 hrs.

P 1mo
;: CE'A 2,500 ,000 1 CF;..=

X 10 yrs.

or CPA 250,000
:{

year
= C::P.yr. 1,000 hrs.

1 A 6 1 -:l/~.,..I~ _ • ..J .J._

250,000/yr.

250 /hr.

~'lages : 6 days
',.;eek

v.. 8 hours
day

4.34 ',..;eeks
month = 208 b.rs/':no.

CF.~ 45,000 v
Hmo.

mo.
208 hours. = CFF-.. 216/hr.

Repairs: under ideal condit~ons aSSUITc repairs
to be IJ% of the depreciation per

:, year~ or

CFA 2,922,600
year x . 10 x year

2,000 hrs. = 146/hr .

Fuel: M-F 2640 is a 110 hp tractor and will
use .25 kg. of fuel per horsepower hour.
Diesel fuel weighs approximately;0.781
kgs. per liter. Therefore:

, 0.25 kg.
.HP-hr. X 110 hp = 27. 5 k S . /hr .

27.5 kg.
hour

y.. liter
0.781 kg. = :"i ters/hr.

35.2 liters
hO'J.r

v., 150 CF;'.
2.i te r =

Ccst sQ~~aticn pe~ hour:

tractor
plow

i'lace s
":;'ec- - ~ .,...~.:.. _ O' ......... :=J

=:.:.e2.
iJi 1 and Grease

assume 1% of fuel
costs

'Total Cos t.,/Hr ~

-42-

1,461.3
250
216
1 , 

-:0

S I :2 SO

. - '? n
~ ..... 0

7,353 CFA per 110ur
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c ~ulations for Owning and Operating Costs
?lowing pe~ Hectare:

''-,-,,, '

Tractor speed: . .; .-(illS.

Width of cut for plow:
Area covered per hour:

i?e r z-,.our
1. 37 meters

4 kms.
hr.

=

or: cost per h~ctare:

= 0.548 Ea. per hour

CF~. 7353
hr. x hr.

O.S~8 no;,.. ~ . = CFh 13/~17 pe~ hour

•<:..11 chiefs of perimeters should be able to ~na::e the above

calcul2.tions. All chefs de colonne shculd have i~s~r~c~ic~ ~n

W2.ys to increase eff~ciency of oper2.tion for tractors and

machinery.

The Bureau d'Etudes that is proposed should initiate a stucy

to determine what the operating costs are ~!d to develop a

recorc1,keeping syste:r.l for each tract.or and piece of machinery

to deterrr~ne repair costs, fuel used, hours , -'..lorJCec I etc., so

that ~~ accurat~ cost c~~ be acquired.

There \-las in most pe rirr.ete!"s 2.:.'"1 obvi ous lack of gocd

management of the tra'ctors ~'1d machinery. S;'.ED a.lj,d CRT need

~cr s~af~ to alleviate

~e2.J.. ccst.s.

t:-:CSE
. ,- ....- - ........,c.;.,.:: •...:.;_

. ..

."'::",,~ C~I': ..:. E: ::.::;e
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3. C~eaClon of a Pe _.J~~en t "Traininc S t.!"'ucture

project thus far is unacceptable, this is somewhat mitigatec by

tne fact that some progress has been mace in the e:,;:ablis:1r:1ent

0: a permanent integrated training str~cture. In oreer for

training to be cone~cted intelligently, trainers m~st :irst kno~

whc is to be trained, Ylhat" t..:':.eir curren t level of trainir-:;; 1S,

what training needs exist for each indivi~ual, what training

:r,etnodolo~rY and vlI1ich training materials may be mes:: c.?prc?riate

c...'1G \-lhat training approaches may have s~cceeded or :ailed i:1

training structure being....l.-ne

t.i.~e past amons the trainee target group ..
I.

;nnex 4 provi~es eXfuuples of. :. . 'I

devised by illustrating the.pe~sonnel dossiers for each employee,

~·.'hich incll:.c.e .a !"'eccrc. of the ec.ucatic·n ~'1c. t!."ainins le~.Tels; b~l

s~'1c'..:ing the kinds lof tests ~.,hich have been prepared to deter:nine

tne skill levels and traini~g needs 0: employees; a'1G by ?roviding

eZ2..:.'":";ples of instructional IT.aterials ""hich have been cevelci?2Q in

respC11se to t11e training needs \vhic11 ha~le been ider~t.ifieG. ".-.
personnel file with this information will be kept at ?~oss

Bet..'1.io Q'l:d cc?ies \villbe p-rovideci to each Perimeter C:-.ief for

.-'" -~. 1.- ....
'::;.~""::'i..,..l eq oyees al... t;1e perimeter in question. :.es'c.s

e:-:planatory text is providec. for ~r2.iners, S<:'.ED Hill h2.·:e a

tsa.ci1ins/traini:1g fficnual for the reference of its perir:.eter level

trainers a!~ for use by ~1ycne else who is to provide ~r.str~c~ion

i:1 t.c.~ese areas in t11e future.

-44-
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A similar system of dossiers has been eS"c.ablislkc tc . .itor

the use and location of equiprr;ent. 'Ihis is not on ly i..17lportc...'"1 t for

the efficient use anc. maintenance of the equipment, but it also

allows trainers to k~cw what equipment rr~ght be available at which

pe rimeter and when for training purposes. Training ca...'"1 then be

scheduled more effectively ana without fear o~ interrupting pro-

duction activities or finding cut that

available for instructio~al pu=?oses.

t-'
~r.e equiprnen t :"s net

The greatest weak.ness in ... ' .....D.lS area is ccr::p lete

lack of tra~s£er of ~nowledge ~d skills to Senegal~se at Ross

3ethio ','lhere the systc·~ has been developed a'1C the i=iac.equate

distribution
,

of the d6cu~entation at the Derirreter level.
~ ~

t

The
,

fact t.:.~at the six Se'r:.egalese trainers mentioned in the Project

Agree~~nt have not yet been identified let alone trained to use

~~ese materials would indicate that it is likely to be some time

be£o~ethe materials are widely used.

There is a very real possibility that the 0-',:·1 Specialist

nay car~' out his threat to resign rather tnW! live In the hcusing

at Ndiaye in which case .the one person who has a thorcugh kncwledge

of the system, hO'I'1 far developed the system is and ;:recisely

Sho~ld this happen, " . .: 1 1
.',~~...L. have to ce

the progress made thUS far will have to be reviewed by someone

else after a probable gap of a few months. This will further

re~:;,.rd the progress of the project in tIlis 2.re.::;,. The present

O&~l Sp"~ci2..1_ic~_ .:1"S '.~;;Q'" 1--T:.o.ro ~O·4 ...... t- .~_ - ~ - co. i.J. _ _., '- \...6..I.l. ... e rp~~" \-~
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but in eacn case ':.:'ere ',·;ere personali ':.y and o':.i1er conflic':.s.

Given tilis history, t:1ere ::1a~' be no option bu".: to :ind a

replacement who is able to work closely with Ser.egalese and

'..,rho can continue the ·......ark 0: his :-,rr- 00 cessor. The resignation

threat, nowever, points up the vulnerability of the project,

its depenaency on expatriate person~el ~~d the urgency of

resolving the cour.terpart'issue to assure the proper tr~sfer

of sj:i 115.

Finally, to provide a per~anent structure ~ay require not

a training methodcloq1 supported by materials a'1Q audio-

visual aids but also a physical environment in which training

may occur.
.

1 \.. db' d' .Muc~.tralnlng lS suppose' to e conaucte In tne
: " t

existing '/lorksnops, in the .cpe~ air, and in t:1e 'conference roar"

at the Hoss Eethio base, hm'lever, the training facilities listed

in the SpED-ORT contract which SAED promised to m~:e available

have not been provided. Scme training may need to be in a

forEal classroom setting even if on-':.De-job training is the pre~erred

and usual training approach. The Center at Ndiaye has li2ited

training facilities but ~lese are o£te~ used by their students.
I

~~e iss~e of what training facilities are needed s~ould be

resolved with tje eventual reconstr~ction of t~e base at Ross

Eet~ic b~t, £c= now, tri~s acts as a £~rther ccns~r2i~t =n t~e

project.

-46-
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D. CURRE~T ST..:\7US J..)JD .::.SSESS~1E;lT OF
~·;OR!~SrIOr: EQCI?~·!E:'JT- .."~JD rJ..:,,~';C"T00I.lS

_~ID

........ -- .-,-. .... ,-. ..
!!t::"-"C..::...:: ....... 4

project imple;:-en<;:a<;:ion have been ordered and receivec.. There

~e:r.ains onE: <;:ools which is yet to be recei ved.

Shop equipment a~d haDdtools have been distributed to the

perimeter v;orkshops, but ::"lOSt of the teGls and esuip:-::en t have

net yet been put to USE:.

~~ inventor} preparec by t~e ORT tea::'. e~ all ~~~ctools ~nd

'.·:cr;-:shop equipraen t is attached in ;..nne:-: 2.

en assigned inventorjnu~ber a~d location

T~is i~ve~tory shews

i te '" has been

snown as it is still in th~ central warehcuse in Ross Eethio.

:>~cst of the "iterns that have been distributed to the perimeters

are still in the perimeter storeroom. When questioned 2S to

why the tools ald shop equipment are not bein~ used, the ORT

tear:'.. replied that the tools will disappear before t~aining of

wc~~shop staff is scheduled to begin. According to ORT, the

training of workshop staff c~ould not start before the workshops

In ~2Ct, some 112~dtccls

w~ich were received before the OR? tean arrived were c.istributed

b~' S~'::"·D c.:1c. are e.. lready lost,.

re? le.cemen t tools \-Jh.ion '.·;as the

.~- --~~~.",' -:._~~.~~~S ~- -C~,~~---~- - - - - ''';''' e _:..-l.":"":....J l i. ~t.; .;..: 'C. ,

t~E E~glisl~ =at~er than t~e ~etric syste~.

BEST AVAILABLE COpy A - ..~ :'-



Hanagement Office will !.I::..::tify this problem as soon as

receives the Ens~ish syst~m micro~eters :rcs ORT. ::I0l:1.e e lec-

trical test equiph€nt that was ordered is considered by ORT

to be too sophisticated and some ~lectric motor driven equip-

mer.t was supplied for 110 volt use, but tra~sfol~.ers ~ere

supplied. There are verj few proble:ns witi1 the equipr.:ent.

The biggest problem with the purchase order for eq~ipment

has been that no satisfactorJ record was kept relatinq to the

. -::.,..." DTo/e· 'purcnase orce~ ana ~~ numoers. Receiving reports 2S of the

date of the evaluation have not been signed. S or.,E: 0 f t..~e s e

are dated in late 19·78 . ORT and the T.JS·AID/Senega.l liaisen.
office in St. LOuis aie havinc difficulty, - in reconciling equip-

men t 2...'1d tools recei vee to p.urc~ase order and P ro/e :: \.:.":"be rs .

Early in t.~e project .. the ]'I.ID project me.n.e.ger insist'2::: that

S~ED he.d 2! adequate record of goods received. At G~at tirne,

US;'.ID/Seneg2.l die not have a Supply He.nagement Office a-:d the

project m2.-'l"J.a.ger \-laS able to convince those conce~-r:ed that

receiving reports were unnecessarl.

Cntil 2...'1 audit is made of Purchase Orders issued a'1d shipments

received, .it ,.;ill be difficult to determine the bal2.:1ce remaining

]'"" ~"c;" PTn/r'_•• t=c. •• __ "" "-_ Supply de-

goods intended for purchase have been received.

Eve:ltu2.l1y, a reconciliation of equipment receivec. in

relation to ~~·;hc..t. l.V2.S or-cered \~'ill 11c3.\.:-e to be l~.ac.e.

it is celayed, the ~ore difficult the task Nill be

'Il1e len se r
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The delay l~ initl~cing training has delayed the utilization

0: AID financed purc:-'a.se:::- for ~,J...:1dtools 2.J1Q shop equipme~t. If

-ORT had been put in ~raining positions on their arrival, probably

training would have already been started which is the intended

purpose of the project. Conceivably, for~al and on-the-job

training could have begun ~vith~n si:-: months of the arrival of

the tea...-n had S;"ED not util'izec the OET so e;-:tensively in prcductio:1

assignments.

It was originally i~tended that the ~achine tools at the

~erksho? in Richard Toll were to be renovated for use of the

workshop there. Renovation ·",lculd ha'le .required a thor""'<Jh
,
~

cleaning and inspe~~ion,~makingnecessary repairs, checking for

r.issing attachments in worksho~ storerOOIT~ ar.d procuring of

~~ss~ng ~tt~c~ill~nts from the ma~ufacturers of the machines. The

Project Paper cO:ltained a ~-laiver for purchasing the attachments

necessar:r-. When it vIas decided that the workshop's 2.t Richard

Toll would not'be renovated, reconditioni:lg of the machine tools

',.;as . 2.150 ea'"'lee ll~d. The budget item for the renovation of the

,'lorkshep and renovation of equipment vIas changed to purchase

new nachine teals locall~. This was done withcut ~~ending the

Project hS~cc~ent

placed an crder for the machine tools with a local sUFPlier.

d2.te. S'::.ED ca:.celled the orcsi-. I~ the inte~i~, the crder was

alre2.c.~·· ~:1 t~E wa\_T ~o ~e~eca''- ~., .; ..!... It has been celi\"ereci to Ross

2eth':'c ~'.1'.: t.':"::le ':::l:" c\-mershj:"" c;"'":ill remains 'tlith the s;':;Jplie1:"

BEST AVAILABLE COpy
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as SAED has not accepted delivery. This problem remained ~lre-

solved at the tiDe of the evaluation.

.:.. CLiP-RENT STATUS OF THE SlJPPLY l·1J."::-1AGENE~T SYSTEM

The original GRT team meIT~er to serve as the Supply Ma~age-

r::ent advisor accomplished little tOhlord i:7l;Jroving the system

of supply management. Apparently, his primary area of interest

'.'.'as in the purchase of spare parts aTlG he ha,c 1i tt1e interest

in stock managerrent. Therefore ,nothing was accomplished in

i~proving the stock management system during his tenure.

was asked to replace him late in 1921.

'The inctL~e~t suppl:l raa.."agement a~\)'isor cf the ORT te~~

. '.
nas been in St. ~ui~ sLnce about April 1982.

\

During his brief

tenure he has had time to m~e substili~tial progress tc~ard for-

mUlating a system of stock m&lagement of spare parts. In

addition; he would like to develop a system of machinery m~lage-

~snt for cstermining costs of using agricultural machinery,

vehicles, hea~J construction machinery, ~Tld irrigation PQ~PS

~ld engines or motors.
,

This "Jould incorporate a phased cepre-

ciation system "ihich Hould a110\'J SlED to i:7:pl.er:-,en::: a ra tio!1a.l

system of machinery replacer;-.en t.

mac.e 2. sL:2.-vey of the \oJareho'...:.ses in :Kess 3et:-.lC :o.r.C: t:he l.:.rser

perimeters to determine short-terr.1 actions neec.ed to alle';iate

prcble~s requiring urgent attention. The p ri::-,2.~./ nee C. W2S :::0

acquire SC!7'~e sort of ratio:12.1 steck bins s~"s~em 2..~ \'·ery li ttle

hac bee~ dene by Si\.E D to solve thi s ;:0 reD lerr.. S}:etches 0 f blns

y,.Tere !71ade an'c ?~ contract ~,:'2.S ·,v-ritten \-lith ,~ E:etal

BEST AVAILABLE COpy
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Louis .:roduce L .• _ required shelves and supports. These have

not been complete 1y 25 s~·~1e d as
".

t~e new warenouse has not been

constructed nor the renovation in the perimeters completed.

Instructions on the assembly, erection and use of the new bins

have been developed. ~~ example of this is in ~lnex 3.

The new system of stock management proposed a coding system

that will allow the stockman to more readily identify parts

for a particular machine. Exa~ples of coding system cardex

cards, etc. aId instruction on the use of the system in

Priority will be given to the warehouse in Ross 2ethio. It

is proposed that ,. t.he ~11 Di~vision Hagasin Central ll v/ill have s orne
. "

j uris diction over stock rnan.;lger:'.en t in the ?erimeters. (The

perisEter warehou~es lli!der the ~anagesent of the perimeter

chiefs who report to the Production Division of S~£D. In oreer

to rid the perimeters of "dead" stock, that is, spare p2.rts

for machines no longer is use by SABD, the parts in the peri~2ter

stcc]~ ream ,·,ill be iden tified, coded according tc the net..; S~lste~,

c..."lC ?ut in parts bins. . P arts for machines whi eh are rIO le:lge r

~sed in that perimeter will be moved to Ross Bethio for issue to

o~~er perim2ters ~'.'here needed or sold to public cidders if no

lcr.ge~ needed b:z" SI".ED.

all perimeters \olarehouses have been inven toriec..

Since the perimeter chief is in charge of all vehicles and

mac~ir.erJ at the perimeters, ~IC since all peri~eter personnel

\'lOrk fer him, there is no guaran tee that the system proposed

BEST AVAILABLE COpy

-51-



\-Jill be adopted. It would be i~ t~~ Dest interests of S~ED

manage~ent to require its adoption.

There are several constraints that hinder change in SAED

stock management and procurement procedures. The supply

management advisor has to have the approval of the Director

of the Industrial Division before he can carr/ a proposal to

the Financia 1 and .i\dIninistration Ci ~lis ions. This incluces

routine spare parts orders. Before the proposed system of

stockmanageIT~nt is installed even L~ough the Industrial

Division has apprmled, it "-Jill have to be approved by t~e

Financial, Production a..'1G Ad.rTIinistraticm Di visions ..
\ .

bottleneck to effi:~.ient (3tock man.agement is that purchase orders

for spare. parts do not necessa~ily go through the "Division

l':1asasin CGr:t.1:"z.l" cf the Industrial Di '\7'isicn as the Perir::ete~

chiefs have the authority to make direct purchases of spare

parts aIld bypass the "Divisi:on Hagasin Central. II·

fu"1other Constraint has been that the post of Civision chief

of the "Division~ Hagasin Central" has been vacant for several

:r~onths. Recently som20ne has been appointed to the post on a

trial basis for 3 months. If it is determined that he has the

necessary q-w.alificaticns and abili ty to function i!1 thl= posi ticn I

t:;,e appci.r. C.s:: t will be made ?er:nane:1 t.

The incu.7.bent supply ma.'1agement advisor does not feel that

the ti~e re~aining in project funding for technical 3ssista..~ce

is sufficient fer the training required to lea'....e behind ~:.

aciequately trai~ed staff. p~ appraisal of accomplishme~ts in

stock mar.a·:;-ement "'t t h • -., ...._ Co J..e ene or n ... s p resen \..

BEST AVAILABLE COP}'
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be made by .:"'lD ~nd S~D.

Training o~ workshop foremen at the peri~e~ers will be done

by ORT staff responsible for advising in workshop management

Dtlt training of the warehousemen in the perimeters "Jill be '..one

by the stock m~~~gement· advisor. Train~ng proposed in stock

me...!1agement may De found in i";.nnex 3.

:'Jo progress has been -made in irr.provins s tcc~: ""a.nagemen t

all o~ the prc~lems in the Central ~ar2hous~ ~~ ~oss Eethio.

;".5. problems in Ross 3ethio are solved the solutions '~;ill be

m~~agement advisor?
, '.

_l
=or the perimeters, 'cr; 1 'v" __ ..l.. assist in introducing

the ned stoc}" managemen t'. sy~ten: after the perimeter warehousemen

are trained.

So far, the warehouse staff in Ross Bethic has been receptive

~J.c. ',.; i 11ing to learn the n8\'; coding syste!i1.

s'...:gsestec. chc..."1ges for which the need is not reaCil': apparent

to the \ll2..1:'ehcuse~ steff. P.5 an exa~ple, geod stoc~ m~age~ent

requires not en l::i a cardex file, 2. S i~:i lar c:-_ •. ~ ~~

cv...:.._t::::, c:: each

P2.2:"t stod;:ed but also a log or record of all parts ~:: a.."1d all

One of theproblerns faced ~s the diffic~l~ precess for the

The sys~e~ neecs s~~plific~tio~. T~e

precess c~ p~rch2s~ \~as describe~ 25 fol:cws.

~he pe~so~ bri~sing i~ ti1~ o~der from the per~~e~e= fre-

C ··,....·- ...... l··- ......_.1 _-...:.; i. :1 for the pa~t without ,- ~..,

.: ~...1...:.. ~

. , .
ce't. 2":'l.S ::::. the pie ce
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or- equ~pn'er·J. _fv~-_' wn'icn the spare is needed.~_ I. _ S,..,;",etimes he has to

return for ~ore in£orm~tion. Once the part nee~ed is ide~tified,

the Central warehouse will send someone to St. Louis for a

pro forma invoice for the needed part. It is pre reran Ie to

get three pro formas to satisfy the Cirection ?inar.ciere. The

purchase order is then typed, the pro formas are attached a~d

sent to t...'1e Director of Industrial Di'l':"sion fer signature.

Following his signing, the order cernes back te the warehouse

after ·,,!hich it is taken to t..~e purehas ing ef fice in c. F. which

is in St. Louis. The purchase order is resis~ereG. It then

gees to tHe budget office in D. F. for designation of the budget
,
~

item to ""Thich the purchase is to be charged.. , \. . It then gees to

the Director of D.P" for signa~ure. Follewing his signature,

J:he p~rch2se order comes back to the Ce~tral Magasin for pur-

chasing the item. This can take from three days· to four \'leeks

~y which time the supplier may have sold the spare part before

t~e Centr2.l Hagasin sends sorr.Gcne to ma~e the pt:.rchase.

Spare parts~equivalent to'lO percent of ti1e value of the

ne\,! machines are ordered with each purchase of !nachinery. 'I'he

local sup'plier has a tenden~y to send spare parts ::..r. ,,·:hien he

!12.S Q" cl.srstock rather thar" fe.st l::C':inS sp2.res.

the pl:.rch2.se is consummated but this has not been 100% successful.

There has not been ti~e :fer t;1e present supp~y r.,2..."aser.,ent

acvJ...scr to c.e ..-ise a system of phased c.epreciaticr. :J: eqL:i~:::e::t

but as soen as time permits he plans en initiating action.
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The ~~esent supply '~anage~ent advisor seems to have things

we 11 in na;-:.c. In .::. short>,.pe~iod 0: tirr.e he ho.s c.eveloped 2.

'system that seems to be workable 2..."1d acceptable to SAED.

Changes have been made. E:ver.l effort should be made to keep

the. man in his position for the bala~ce of the time for which

fin2.ncing of technical assist~~ce is provided.

F. CURP£NT STp.TliS .;:'..:.~D ;..sSESSHENT OF CONSTRCC'l'IC:J

There has been considerable delay in the construction and

renovation of a central supply base from which the project can

operate at optimal level. This has been caused, in p2.rt, by

the reccrr.rnendation 0 f the ORT te c",1 to shi ft the location c f the.
\ .

base from P~chard~~qll (¢he site identified in the Project Agree-. ,

ment) to Ross Bethio and, in· part, by lengthy procedures a~d

the sOffi2times .inefficient h~.dling of

In November, 1980, about one month after the arrival of the

ORT te~~, they presented a proposa1* for the reorg~~ization of

tl:e Industrial 'Division which included a recoIT'..rnendation to esta-

blish the principal repair base at Ross Bethio. Thisprcposal

~,,'2.S accepted by Sl-2D a...1a AID in a j d.n t meeting he Ie in

[>2cember, . 1980.

follc'1i~c reasons:

o building pla~s hac to be drawn up ~~d 2.pproved;

o . '. }, -n:.c.s dac. to be solicited a:1C revie;ved

* See "F.§cr~c...-:.isation de 1a Division Indust~ielle: Proposition
de rear::enager.-.en t de la Base cen tr2.1e de ROSS BETEIO," r·Li.ss ion CR.'T 1

11/20, ;~. ·l~-15.

BEST AVAILABLE COpy
-::~



to be selected ("appel d'offres")

o insufficient coordinaticn ar..onq ~he various actors
resulted in slow ~rocessing of paper workj

i
I

o the lack of a "Haitre d'Oeuvre" to oversee develop
ments leading to L~e begin~ins of construction for
the period prior to August ~~, 1981 also contributed
to delays;

o final approval by the US;~D Engi~eering Officer was
required (recei~ed in Febr~ar11 1922) ;

o .release of flli1ds is required. from AID's regional
of fice (REDSO/i'ies t Af ri cal in 1'bicij an (?enciing as
of mid-July 1982).

The first regular meeting of the Construction COIT~~ttee on

J:..uc;ust 27, 1981 helped to speed up this process by na.'Tling the

OPS Team Leader as tr~ construction supervisor (Naitre d 1 Oeuvre ")
. . " ,

2..'1C by facilitatin'g' regular cornmunication aIrlOng the various

bureaus ~,d organizations concerned with the construction.

struction plans were completed i:l Octcber J 1981, bids were

Ccn-

solicited with a deadline for sub~issions of FebruarJ 27, 1982,

~~d o~e of the two firms which subIT~tted proposals was retained

i:: :·1c.:::-ch, 1982 f'or the sumo£ 125 r.:illicn CFA (CS $477,000).

~he agreements were then reviewed by S~ED and subnitted to ;'~D

~cr approvc..L on Hay 7, 1982.' This approval ,'las still pending

the :::::valuation I·:issiorl Ie ft. Ser:esal (July 6, 1982)

p::cject :·:2...~.age.r De.sed in St. ·Lo~is stated iLLS belief th2.t the

:::-eccr:':.:e::dation to rncve the. base to F.8SS Bethio may net have

teer: sc~"d ~C ~2Y h2ve been motivated by a cesire on the pa=t

c·: t.l:2 c·~~ t.e .:L7l to reinforce its c ~a.irr~ to li ~,...e i:1 St. :"c:lis
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· ;le P rOJ ~ ct ~·ia:12.ger asked t..'1e ;'.1 D P DO/Enginee r to vi sit the base

2.t Pichar":; Toll c.'1C ?rovic.e a '.vritten c!.Jinicn or:. this issue.

The Engineer provided a written report that raised serious

coubts about the sOw"1Gness of the ORT recornmenc:ation I poi~ting

out that nine different studies co~?leted between 1973 and 1978

fO~ilied the basis for the p12ce~ent of the base at ?.ichard Toll

~'1d emphasizing that the ORT project proposal itself stated

that II H.ichard Toll is obvious 1y , ic.eal site for

the future center. Both the general cesign a'1c the capacity

of the existing buildings ffieet t..~e present needs of SFED.

The Engineer stated his belief that t;~e G;~'I" t:ea'7l '..las :-lot

"

~

2.'llare of the T,....ork :~one p;revious ly in se lecting richard Toll or

that they may have preferred Ross Bethio simply because of its

I;rc::irrJ.tj:" tc St. Louis. The E~~luation Te~~ can only conclede

that there are serious coubts c.boet the T,·lisdom of shifting the

base to Ross Bethio wid that many of these doubts appear well-

four~ded. l'l1fortunately I
~ ...ne moment to address this issue Vias

in December I 19 S'O at the joint SAED-r.ID-ORT meeting T,\Then this

p::-opcs 2.1 vias considered' and accepted by all parties rather than

eishteenmonths later when the use of Ross EethiG is a v~rteal

fait accc~plis.

beer: made ,.., advancing the cOrlstruction pl2...'1s :::r t.he Ross

GO ::l 1.... c;= ... ~........ "'"'-"'" c ~ ~ .. ' b'-"" '. .. ... .
_ ~;,,--~ - l.- ... C ~- ·-icc ..... l.-:.1.a...T1 a..'1::~ e:1e=l~ \......(~~C:1 cc~..:_c. DE:

fro::: shi ':t.i:-;:: si te bad: ~~~ beginnins over aGai~.
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The delay in constructio~ has caused delays in adopting

t::e / d .stock manage~e:1t systew an 1:1 t~ie traini~s of workshop

s t ai i. Further delays in constr~ction (possibly one to two

years if a decision were made to retur~ to the P~chard Toll

site) would result i:l the inability of the project to deliver

needed technical assista~ce to SpED for that period in a~

e=ficient ma~ner. 'i'e chni cal pe rs cnr:e 1 should, ;.;.:-.der such

circlli~sta~ces, probably be withdrawn altogether ~til the

site at Richard 7011 a"1d the housing :,las ready. Should that

occ;.;.r, ATD ffi.J.gh';: be better off terrr~n2.ting all but the ccn-

structicn aspect of· the project aIi.d st2rti.ng '- o'er vJith a ne\·;

contract in 1984_

,

S \ h - .uc ,arastlc measures
l

do not seem warranted

since SAED believes it c~"1 ~or~ from the Ross Bethio base and

t::e :;; ::-::j ect can be decentralized i.n other Vlc.yS til-rough the

assignrnen t of Hecha-.'"1ical Trainers to the perimeters as recommended

E: lSE:\·;here.
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1. A. I. D. 1>1a.:1agement, ?dministration "0..:.'1<:: Finance

a. Purchase of Commodities. AID ord~red equipment

i:1 a timely manner so that it '~las a...,ailable for

use upon tl1e a.rri val of tHe 02? technical

as s is 'C. an ce te a.ll.

b. 'Suitability of Equipme:1t.

...las ?urchased, on the '.',hole, ~;as sui tcb le a...'1G.

appropriate for the project.

c. Purchase of Machine Tools. ~i~e ~achine tools .

at"accst of over $2QO,qOQ were crdere~ locally

,... i thou,t a ?roper ~,aiver being cbt:.ainec.., Due to

del"~y from ~he supplier, t..'e local contract ,'las

cancelled bY,SAE,D before the actual arrival of

the equipment. Shortly thereafter tne ec::uipment

vlas delivered. Although it is irregular, the

l'llssion concludes tnat it would be advantageous

to the project to request a waiver a.'1d keep J-',-ne

delivered tools rather return them and then

reorder from tue U.S. The delayed arriVal O~

tl1is equiprr~ent 2.l1C the current t:....,ce::-Jcainty

regarding whether the equipment nO~'1 in hand ,,-,ill

be kept is one factor which has delayed the

tools.

Reordering" from t~e G.S. could res~l= in _

d. Receiving Reports. Duri~g 1988, tne the~ AI~

Prcject i-Ia..'12,ger persuaded AID :';12.t:. S;"::U h.;;,G. aI1

effective system fer rec~iving e~~i?~er:t:.. As

Receiving Repert:.s are designed

a consequence,

:rom S;'..2D/ORT.

receiving reports ~ere not ~ecui :-ed..

tc keeo track of cOffiffioc.i ties recei ;Jec en each
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T~e ausence of these documents

led to uncertainty regarding which cOrrL'11odities

·...'ere a,-,-~ally l:ecei veet cL"1d 'dhet:.her any 'tiere

missing. (During 1982 cU1 i~ventory of AID

equipment was completed and I..ID has satisfied

itself that about 95% of cGIT~odities were

received. See l'.!1nexes 2 a,,"d 6.)

e. Project Ma~ager/CoordinatorTurnover. From

October 1975until June 19c2, t...~e project: has had

four project m&~agers/cocrdinators (Yellot,

~.,rorthington, Skap2, Jepson ar:d .Car'.r:"::.). ~.l though

the L'llssion recognizes ti1at t!':.is '~;as u-"la·;oic.able

in.some cases, it nonetheless concluc.2s that the

frequ~nc:l of personnel turnover in tllis position

had a "deleterious effect on the effecti ve ma.'1age-
'. .,

ment of the 'project.

f. AID/St. LOuis Liaison Office. The ~llssio~ concludes

that the opening of a Liaison Office in St. Louis

vias an important factor in the improvement of

project management ~~d resulted in -2 reduction

of the time lost from administrative delays. It

also prcmoted more effective monitoring of project

a~tivities by ATD. The office appears to bs well

equipped. a.~d docur:,entation \'las "lell org3..~izec..

The Project !·lanager in St. Louis has provided

by the l,·llssion.

tivity w~o is ab:e to waint2in a se~se of pers?ec-

aId weakr.esses of all part.ies invclved. .:!..s

essential tc mai:.tain a pcsi~i'.ce ctmcsphe:-e of
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collaboration '.Jhicn will ':aster the resolution

corar.n.L."1icatio!1s.

g. Orientation of Evaluation ~ission by AID

?roject !·lanaser in St. ~ouis. The Project Manager

",ade bas ic dOCUIT£::I1 ta tion avai lab 1e to t.~le t'llS s ion

well in advance of its start up anci was cocper-

providing additional Gcc~entation as requested.

!:"lanager ::ailed to provic.e an cbjec-:.ive 2...'1d U:.ibiased

analysis 0:: project ccns:.raints. 'L'his res ulteo.

in misleading initial inpressions of the nature

of project constraints ~~d the degree 0: project
,

proqr~ss .- ~ .
: ". '

SpED MaT1agemen t, < Administration ana Fin2nce

a. Need for &~ Effective Management Style. The Hission

notes that there appears to be a very informal aT"ld

inconsistent style of maT"lagement within tne Indus-

trial Division of SPED. Decisions' are scrr,etiZT12S

cO~~lli~icated informally ~"1d then not confimsd in

~riting. Decisions cO~~Q~icated in this ffi&iner are

then sometimes modified and tr1e ;r,oci::ications are

not always co~~unicated to the ~ersons concerned.

This results in confusion, frustr2.ticn c...:.G. ineffi-
. .

c~e:lc.:.es .

e~s~re th~t decisicns
. . ... ~

~"'I"~: 2_ c;: ~: .:. ~:e ~. 2; e:-: :-::2.. ·::.c

D. :\ieed for the Int.erpretation c: ?rC'~ec:. Cbjec:.ives
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personnel by the 5.;;:::D nanagerne:1t. ;:" eXa.J.~ple,

the nature of "production" as opposed to "training"

responsibilities ~,G tne de~ree 0= ::':-:c-j ob

training which i~ or was expected to be linked

to production does not see~ to have beeri clear

to several Sl'.ED aIle ORT personnel. Al tnough tl1ere

~vas a general preference e:~pressed in September

1980 by S?ZD to place a priority e~phasis on

reorgar.ization and there was a clear s~ift to

a priority on training after Dece~ber, 1981, the

precise tasks to be acccr.;plis::ec. 2::d the desree

of informal training expected as a ccmponent of

reorsanization was never spelled Gut. The ;·assion

believes that S~ED ~~~age~ent ought to define its.
expect;,2.tions more precise 1y and COri'.p lete ly 2nd ou<;ht

to :define: in more detail the e~~ected role and

responsibilitie~ of counterparts.

c. Under the

terms of the Project Agreement (p. 23), a Special

Covena."1t '.-Jas included ....·!hich required SJI.ED "to

appoint a Training Coordinator and a training

adequate to continu::: the tra2..nlng progr2ffi

after the termination of the project." ;"05 of

July 1, 1982 no coordinator has beer. appointed.

~he Director for the Industrial Division serves

as the Sf-.ED Project !·la."1ager and as SUCh has mlerall

:-es ~C::'lS i!:>ili t 1:' at ~1:'S le~:e:

'.:: . 2xoneration of Senegc:lese Taxes. ~,. \1' . •..i.ne ~"':'SSl.O:l nas

notec. that the process of cbta.i:1inc; .l.'"'. excn'3ration

~rom the payment of Senegalese t:=.:-:es 0:1 ?"..lrcnases

~~d supplies is lenst~y. S~ch excner2tic~ is a

~equire~ent under the 1961 bilate~al ~s~ee~e~~
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signed between the go\'e rnm~:1 'c.=- ..J£ Senegal alld

the Cnited~tates for all ?urc~ases in excess
'-""'-,

of uS $:JJJ or t~1e eq...:l. valent l .. .:.ccal cUr!..-ency,

The procedural requi reme:: ts :or exoneration

regularly result in the delay of acquisition

of needed project ;::ate:-ials. This adversely

affects, in partic...:lar, the ~al.~ten~~ce and

3. ORT ~1anagernent, Aclrr..inistration CL'1d, Fina.r").ce (ORT/LONDO~)

a. Orientation of Staff. T~e :~1issic=-J. cC:1cludes t:.hat

ORT failed to provide satisfactorj orientation to

its personnel prior to thei~ arrival in Senegal.

ORT personnel did not have an accurate idea of

the environment in '~lhich they would be living
I.

an·d: :~orki{lg ,~d \..;ere not prepared in a ....Jay that

could permit them to nave a clear sense of their.
job responsibilities.

b. Provision of Training Materials. An e f fecti ve

manager in Londcn should have observed that a
-.

large nillnber of the tests ~~d training materials

. required by the project a.:-e for relatively

stfu!dard types of ~ests a!G courses in vocational

institutions. The Orgfu!iz ation a.~d i\':ethocis

Specialist has spent consicerale ti"'.e al1c effort

developing such ::1aterials for S2£D. The ~1i.ssion

~aterials from p~e\~ious projects which could be

c:sec. or adapte d. :-:1 E: cor~ te:"'.. t. 2-": C. £' 0r:T:a t 0 £

training materi.als :1eed to ~e localized to be

as relevant as pcssible ~o project c2!1ditio:1s

but this does not req~i·re the ·~c".telcp~:1t. of

~.·:holl:z"' ne\V matt~rials in r71CSt circ~sta:1ces.
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,....
a. Ir:itiati'le cJ'1.C Leader-ship ~rQn tJ?T Personnel.

The r·1ission has founa ::.hroi.lsh n1.l..T,erous inter?ie\Vs

that there \Vas an inadequate d.egree of ini tiati 'Ie

and Ie adership taJ:en by OR.'r pe rs onne 1 in ins tances

where specific actions cC'...:ld ha.'"re ac.vancec.

project objectives. The lengthy delay in pre

paring a training pla~, a work pl~ a~d a budget

during 1981 and the failure to be core aggressive

in taking optimli.'11 adva;l tage of ::':.E:: lirr;ited ti:r,e

of counterparts '.-Ihich was being ::-:ade a'lailable

by S;'.ED to tb.e proj e ct are e:,:aI:",!? les of los t

opportQ~ities. It is recognized that these

basic project working d0cu~e11ts were to have.
b:en ~rep.ared jointly by SAED and ORT, hm·/ever,

ORT' >could' an d should have been more acti ve in

encouraging SAED to participate in a process

leading to their f~rIT.ulaticn.

b. Ti~~liness of Reports. The ;'nnual Report fro@

ORT for January-Dece~ber, 1981, was completed

late JQ~e, 1982. Some Quarterly Reports were late

in being prepared. The" tr2ining p la." requested

ih 19 SO VIas never prepared 2-"10 the ,·.'ork pl2-'1

asked for in late 1960 was ~inallv prepared in

December 1981·for the first six :::onths of 1982.

raisec in reports is 2...:' i::-.pcrt2:: -:: cc::-.pcne:'l. t of

project ma'12gement for 2.:1 par~les.

c. Training Equipment Orders.

yearly allotment fer tr2.ini!'lg ales ·,·jere see!'). t fer

ether items (e. ~J., office fLl~1it..~re) c:- ~·;ere no":.

spent when planned. Trainin~ equi?~e~t
. ,. .

,,1 l.1. J. l.J e

needec. 2.S training p rocee<..-:s ar.c O?T shc·u.ld h 2. ve

~aee its needs kncwn in this area in 2 ti~elj ~a~ner

c...'ld encouraged the pu.rc~ase of tl1is equipment.
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\\orkins ,- ::-s. The question of ~orkins hours

h as been a pointe:: i rri t:. a ti.on be c·,·een S;'i:: D and

?or C?T pe rs cnne 1

we re ,.;orking a "can tin UOllS day" a"1c Ie a'ling

around 3 p.m. for =ne day. 7his practice was

halted when S~SD'S Si~2ctor General learned of

it. Subsequently, ORT personnel decided to

arrive Clt ,-lork later arIel lea-;e ee..ilier L'-lan

their SI\ED· colleagues ~'1d ':::1ey also refused to

work on most. Saturc~y ~o~~nss; a ~eg~lar work

period fer S;'.ED. ORT pc~scn~el s~o~lc be

required to work a forty hcur week (at present

we are told they work 35 hours per -..leek carr,pared

to' S~ED'S 48 nours).

B. CURRENT STATTJS AND ASSE:SSi-IENT OF FEESONNEL.
, ~

1.. The aRT 'Technical Assista~ce Team

a. Team Leader/Diesel Mecha~ic Specialist (J. Picasso)

The Specialist ,.;as recrui ted to assist in the

reorganization of the central repair shop and

those of the perireeters, to provide on the job

training to the staff of tne ',,;ol:ks::ops a..'1d to

participate in the production process. 7he

p'riori ty es tab lis~1eci by S;:.ED in Sepc:embe r, 1980

stressed production even at ~~e E)+ense of

training. \'iithin t.i-J.is frar::e"lOrk, the Specie.list

Has required' to s?er:c2 t..:.~e :7. 2. ~ c' :-:. -:. .,.- -
on production aC.ti 'i.'i ties a..'1Q fC'..:.,r": 11':"::-::s.:; 1.:: bei::g

Director Gener21 in ?eb':::-t.:c.r~- ~ c. :.: '~ "- -" ...........

'..:rgent probler:ls on an ad hec basis. The ?'·12.ssior:

constraints \·,ithin S~.ED ~·,hic~ led t:o a '.·... Or-K

pattern of this sort serioc.:s ::.~. ili=--.J.e':·,~c. tik

Specialist's ability to realize ~~e objectives

outlined in his job " ..
cc S C:::-l?~':' c·n.
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:'.oted this problem i::. a :-ei?0:-t. to .;ID dated

:·larcn 1981 in wnicn he stated". . .-lew SAED

priori ties ;"1CJ. 'Ie requi red the ern te a..;n t.o se t

aside tne principal objective of the project

Tllhic~1 is training even tllCUgh we have advised

that training is at least as in;portant as other

ob j e c ti 'Ie sand de serve s th E: same p rio r i t y . "

The Mission believes that t~e Specialist. is

technically" competent and r:-,e.c.e a soee. fa.ith

effort to respond to the shi~ting dernand~ placed

upon him by SAED. For mucn of the ti~e, ~~e

'I'eam Leader ~oJas required to act as te~" leac.er

only wit.i:l respect to acir.".inis t rati 'Ie requi remen ts

of ORT a.'1d SAED and did ,not function as a TE:3.m

Leaderi. in the sense of being someone respo.-lsible
~

for: :1;:11e coordination of OET personne 1 professional

activities and for policy development. ..

On the other haul, the Specic.l':'st failed to ta..e:e

initiatives and exercise a leadership role within

~~e constraints imposed upon- him. T.he share of

responsibility which was ORT's for the preparation

of training and ,,;ark plans 3..'1d a--::: ua1 buc.gets

was not met in a satis£actorj manner. This con-

tributed to the sense of drift w~ich COiliES from

the long term"absence of precise \vcrk ;?lans

enQ~erating tasks and setting deadlines. Further,

the Specialist could ~'1d sho~lQ

serious .... ~..... \"..' cC·l..:...~::er-

part in - - ..
·_'1':15 ensasc":: c..1C t.c

provide on-the-job training i~ connectic.-l with

his production responsibilities.

O. Specialist in ~.C!ricult.'..:r2.1 :!3.Ci1inery (C. pi rani)

?11e Mission concludes i:~2.t C.:1t: '=:pecialist is

::echnically competent, ''::1a.t :1e mace 2.I' i::"pcrte..nt

con tribution to S~\E l) in t.ile
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~id tne proper selection of agric~ltural mac~ine~j

and spare t)a-rts.- '.
He also received eauipment in a

~ -
prope.::- :llaImer and ensured its distribution to the

perimeters.

Unfortun.ately, tne =2(:(;ialist mace almost :10

effort to transfer his knowledge to his Senegalese

counterparts and was unable to establish meaning

ful profes~ional or personal relationships wi~~

his Senegalese colleagues. The ~lission notes that

this failure to pl~i for and invite cO~Lterpart

partici?ation has acted to cO:1strain the achieve-

ment of project objectives. His overall attitude

is.reflective c= a cultural insensiti'lity 2-'1C

negat~vism which is ina~prcpriate for personnel
• to ~ , • •

a~s1gneQ ~o tn1s proJect.
: :. ,

. c. Specialist iI) Orga.Tlization end Het.hods (Conrad)

The Mission concludes that the Specialist is

technically exceptionally competent and has made

a significant contribution to the overall organi

zation of the Industrial Division ~hrough the

estcblishxent of personnel ~Id esuipmsnt files,

the preparation of tests a.id training materials

and established a frarneHork for the conduct of

an equipment inventor]. he also created a syste~

to use the information gatherec in ~~e invento=y.

Curine; t!1e first l'E:2.!:'" 221C. Co :121.:: en the p·roject,

the Specic.list \\'2.5 t.:-'12lJle

the cou:1terparts 2.ssigned ::.0
.... ,' ..
r .. ccr:'UJlnatlon

of personality conflicts anc uncen:c.inty about

lines of authority aTlC assis~~e~t 0: jeb tasks

con~ributed to this. The ~ajor deficie~cy has

been the lack of t.r2..J.'1sfer o~ ~~::.c·~·;lec.qe to SeY1ega2.ese

c..iC. the insufficien t distributic..... ?~:.c. :.:se of the

~aterials which have been prepared at the
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perimeter level. Recently, some Sellegalese have

stated they have ~oticed a mere positive app~oach

by the S~ecialist in his relations ~~cri his

colleagues.

d. Specialist i:: :-lE:.chine Tools (>loreillon/Godet)

Hr. r-toreillon ,..,ras a specialist in diesel mechal1ics

fu'"1d works~1op ITlcU1agemen t an d '.... as rep laced by ~·:r.

Godet ·,.;ho is. a machine tools specialist 2..'1d work-

shop manage r ~ The Yrission fOll'1d that ~·1r.

l-1oreillon was a ·....ell orgc...'1ized trainer in diesel

mechanics who resigned because he said he was

lli'"1able to carrJ out trainins in ili'"1 environmen~

where production was pre-err~nent.

~~. GQdet arrivea In Octocer, 1981 and has conducted
• ". ,- "~T"'\ .. .... ~. eb J... "an lnven t<Ory OJ: i'.J.. u purcnasea eqUlpmen t, Glstrl u:..ea

:'" ..
toois to the perimeters a'1C is cevelcping workshop

reorganization plans. The Specialist Horks closely

-..:i th his colleagues. The Specialist could and

should take more initiative in his areas of

responsibilit.y. The Vrissicn dOGS not agree that

training must aHai t the completion t~l.e \vorkshop

reorgal1i::ation effort and believes t!1at, \'lith more

initiati.ve, scme on the job tl.-aininq activities

could be identified ~.d executed.

e. S;lecialist in' Supply :':anase:nen t (Yziquel/CopDolino)

~•• ~ 'f"; 7 i q u~, ;-:.: ~ - c';" ,... e ,,-':=,.-., ,-~,.. -- - ... .; S .: - - T-C "'-~ ~ 't, r ; -- .... ~ ~ -.
.. _-. ---_ -~ ",-,..J,..\...o. .1, ... "- t:J l.._·..... _~~l .:::~L...:- .;..c."_ ...... 'J..~'-.l .- • .i _.l.J._::>

pcsi tien and "'las :::-ep laced by G?T ..... i ~h !·1~. Cc?polino

whc arrived in ~!arch, 1982. The p~ese~t i~c~bent

of this position, in a very sncrt tJe rioc, has

s~ock bins l initi2ted actions i~ t~e ce~t~21 s~pply

S"~D ?urchasing procedures in order to s~sqest

~ays to improve efficiency. He has been un ab 1e
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During the visi ~ ,::': the ;::':aluatio:1 ~·1ission, 2.

:"1r. Guisse - .' - .r.vClS desi::;r12.t:ec D:/ ~r.ED 2S his counter-

part O~ a trial ~~~~3. ~he Mission believes

that the Specialist :1eeds ~ore cooperation and

support from the other Divisions within S~ED.

2. SlI.ED Personnel

a. COll.."1 te rp arts. T~ere have been several difficulties

witil respec.t to ccu..:.i.terparts on t~is project:

o thGre are con=lictins definitions of the role
~nd responsibility of cOll.."1terparts,

o there are ccnflictin<; 1.l..."1ders-.:a.l1Glngs reqarclng
the share of tine that a designated cou..~ter

part should spend as a counterpart as opposed
to having independen t tas}~s and res pons ibili ties

..../i thin tile SpED. frame-"/ork 2..l1d,

thetidentification ~,d selection
cOll.."1terparts is not clea=.
: " ... , ,

process

i-Ji th respe ct ,to these
found the following:

issues, the ~1ission has

1) Conflicting Definitions. The Director C~neral

of SAED has concluded that a cOllilterpart should
serve in a subordinate position since it is
difficul t if net impossible to "have tt-1O
individuals en the same level m~~ing decisions
jointly. Therefore, he prefers the term
"adjoint" (assist2..'1t) to tha.t of "homclogt.:e"
(cou...,terpart). The:..:s u2.1 de £ini tiO:'I of the
relationship oe"t;'l'2e:1 technical assist2.."1ts and
their host CCllii t~r nat.icn2.1 colleagues ::rcm
~l1 AID perspective is one of equality. It is
norrr.ally pre:!:erred that t::'e host ceunt=,!
r~2tional~ cccup:;" tr-~e ?csi ticr~ 3-n c;u.estic:1 a~c.

b~at the technical 2~sis~~~~ snculd ac~ as 2L. .
ac."...:-lSC~. - .- .--. ,"" ~""\_ 'oJ _ "-'"'

at the tech~ic2l ~s ;~Gll as polic~~ le~el C~

AID finance::: p=ejects. '::'ec:::--,:'cG.l ~;l.lic.2..0'1ce ir:.
decision-m~:ins is o~ten c=itical to the
achie\.7emer!t of projec't ol)jecti ~....es and it
en 2b les the hcs t CO~_~"'1 trJ na tion<ll to rer...::.in
in a position cf authc~ity even ~hile receivin~

assista~ce on ~ecnnic21 ~2tters.

There is a se~ious discrepancy between these
two ViC,...iS. r\S a cor:sequencs, t:Je role and t::e
le~,.r;~l tI£ respo::.si.bility· c): Se::eS72.1ese cow..nter-
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parts (assista~~s?) has been unclear.
Different Senegalese in Liese positions a~d

diffe=ent OR~ gers8~~el ~ave interpreted
their roles di£feren~ly resulting in frus
trations and resentment in some cases.

2) Conflicting unc.Erstandings. The share of
time that a designa~ed counterpart or
assistan t is to spend working directly \'li t:1
an ORT technician has been a matter of
dispute. The ~~ssion noted that from one
to a rnaximli.'11 of25~.-; of the time of various
Senegal~se seconded to the ~roject is
actually spent on activi~ies related to the
project or wit~ the ORT technical personnel.
Most of the Senegalese in question are assig~ed

other duties on a full time basis by SAED.
These duties are in production which is
considered to be the highest priority of the
organization. AID, cn the other hand, usually

·requests and prefers that counterparts be
assigned on a full-time basis to \-lork ;,li t.l-J.

:, techpical personne 1. As a res ul t, expectations
'. vary regarding the desree a'1d kind of "lOrk
whic~ should be undertaken jointly by the
counterpart (assistant) ~!d the technical
specialist. 'rids 11-3.5 c.l::.o caused frustration
and disagreement.

3) Identification and Selection ... OR? personnel
believe that they should be more fully asso
ciated "lith the process of identification 2.:.""1d
selection of counterpart personnel. ORT
personnel also have a specific idea of the
qualifications which cOli.""1terparts should have
at the time they are naw2C to t.~is role. ~~

a consequence, ORT personnel have sometim2S
been dissatisfied with the personnel assisned
to '·lork. Hitn them. On the other hfu"1Q, i ~ is
to be e):pect.ec. tl12.t c01.l...~te:-pC4::-ts ~·;ill rlct
necessarilv be auc.lified. :';~at is ir.....,nort2..."1t- - ~

is tha~ they' be trainable; ~~at is, ~hc.t the::l'
have the .!?oten -::i a1 to Ie c.r:: t::e j ODS of tne
technical advisors in order, eventually, to
replace them~ The degree to which those
iden ti fied are train2b le is in disp'..:te, hm':e ve r,
the ~tission concludes t~at, ~ith few exeeptio~s,

the ORT tea....-r: has not :11aCe the r:ecessary effert
to work wi~h tl:ose people ~ho have been
selected.
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Trainers. The ~ission notes that che six trainers

belie':es that

calle cl

\ p. S)

for in tile ':·.,;rE:'2r"ent between S;'.£D aI1C ORT
'-,

.. '- . . ... -!12Ve no~ oeen provlcea.

the "Chefs de Colonne" (Agricultural ~achineri

~'lork Forel7lan) should ;].2..so £tulction as trainers,

r.owever, tne "Chefs de Colonne" "hew in place have

not been named to these positic:ls or revie·~/ed for

their pote:l.tial t.o assume these positions.

c. Provision of Support Perscn~el.

that un de r the terrr~ of tI:e S l-£ D/GHT 1"-.; reeIT.en 1:,

SAED was to provide a suppcrt team to t~e pr~ject

consisting of a secretary/typist, c.rafting 1:ech

nician, operator for reproducing rr~chines, chauirer

and an orderly. ~~ of July I, 1982 only O~C
,

suppor~ person has been provided ... , ,
j. Reorientation of 'the Personnel Component

;~ noted elsewhere in this report, the Evaluation lussion

n2s concluded that the basic objectives of the project remain

so~~d ~~d the need for assistance in G~e areas identified in the

project paper ~~d project agreeh.€nt remain as great as ever. The

project, during the twenty-one mon ths since the arri val of t~l.e

has failec. to provide sisnificc...'"1t

112.5 fa': led to r..;::ke a si~i-

'. -,
l~ t~e areas c: rcp2~~ or

. ..
re c·::." -:; 21:' : 2.. t.::.. .::r: • .. .,

.r.-2~SOr'.. S ':.·,7.-:"i~ t;1.l.S

loS sa and tr-~ese G1SCU5Sed elsewhere, eve 1:"2.·11
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insiste~ce of ORT personnel that they would only live in

and (c) ~he fact that. the ORT personnel spent a very minimal

. ar:~oun t of time in the perimeters. While there may be arguments

in favo:: of each of these points ~1d '"lhile S;".ED a.'"1d .;;'10 may have

agreed to some of them for a variety of reasons, ~~e overall

effect \·;as to s~lift the project tmlard, the regions closest to

St. Louis and c.'day from the perimeters where the raison d'etre

for the project continues to lie.

Therefore, the P~ssion has concluded that the present com-

position of the technical te&u does not represent the most

effective coIT!bination of skil':".:; or placement of personnel..
~

Si~~larly, the pla~ement~of cO~'"1terparts, the identity and level
a,' f

of the six trainers and the .nat,ure and level of support personnel

\'lhich is reCIuired is also in doub t.

c. CUR?ENT STATUS ~ND ASSESS~ENT OF T~_INING

Amo~'"1t of Training Co~ducted to Date

The absence of any signific~'"1t ~uOlli~t of training durins

the first t,·:elJ.ty~cne months constitutes the major failure of this

LJ raj e ot. to c.ate. A primary reason for tlle lack of training during

this ?erlcd was the modification of tDe job descriptions of the

C~:~ pe::-sci1nel in September, 1980 1 •..·:hicil l.-esulted. in procuc-:'':''on

res?c::sibili ties ta~ing precedence o':e r these of trair..i:1S. S.~D

believed at the time that ORT personnel Hould be ab 1e to enaace
~ -'

i~ productio~ activities while also providing much more on-the-job

t:::- 2.i:-1i::g tnar.. t umed out to be the case. ORT personne 1 =o~'"1d

themselves engaged full time in a variety of production activities,

oft-;=:. ...... 0!1 2!1 ad hoc .and as neeced basis.
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in rnid-l9 ti1at little training was being accoIT'.plisl1ed, -c:'.e 027

Teall LeE:ier was removed from his producticn responsibilii:.ies a."1G

.was req~ested to work full time on the preparation of a training

plan. rifter his return from ~"1nual leave in late August, he

developed a draft "training plan" 'dhic:l 'das accepted by S.;:.ED in

De cerrbe r, 1981.

The'six month "Traini-ng PIa!"!" '..,'as ::or the period Jau.."1ary to.

June, 1982. In fact, the

\·.'or}~ plan in which the training COIT.?onen t remair-led a. rn'::'ncr part

of the plan's content. The :·:.ission ccncluces that ORT :c.i1ec to

provide a "Training .Plan" a!ld S;'2D anG .. ,2:;) failed to object to the

rninimal role of trc..in1.ng, in the e rs tV/hi Ie 11 Training P 12.:."1" •
:;. \

During-

the past S iv_.. . ....-mon ,_11S, therefQre~ there has been only rrinor improve-

me~t in the volume of trcining being prcvided.*

2. Training of Cotmterparts

The ~1ission r s ccnclusions regc.rding the' counterpart

S~2sticn are also presented in Section 3.2. (SAED Personnel) so

that cc~:.:nents here are confined to the training pro'.ridec. t;"rou~l'l

ORT initiat.ives. As noted in Secticn B.l., \'iitl1 the sins-Ie

exc2pticp. of the Hachine Tools Specic~list, the GET team :-:,.=.s

prcvic.ec. little or no trair:ins 'The !'lissic:1 bel.':"s\"es t.::.:=.:,:

* 1>.::::.-ing 1982 five people were sent t.o Da~ar [-::;r traini::s (t.\·/c
e Ie ct.ri ci 2.r2S and three machine teel pe rsenne 1 2..:~d 16 i peep 112

are reccrdec. a.s enrolled in courses organized b1' C:::~T a:H': C01"'-
0.- ~ , ........ J~ C c- h . ,:" ~ ~.::; C '.'''!'r''''' l"""\ 1 ~ e '-s " t:',' -. 1"" .... _...:; ..... ,..., I r"-'---- '-'; _ .... e _ .....t-'.t"-- ~ \.1.. ..... c'-, :::-c::-~ C:...;,!C .~l2.SSe~' :·t2!.... ;~~:..:S.:'~.'. =-(-::",~e

peop Ie too~ ::co re than one course so i:he total n t.:.'":'.DC!:: 0 f ;;ecp le
i:1vol ved ',vas less tha...'1 167.
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SAEi '..:hich failed in some cases ~o ?rOvl....:e couzlter"?arts at

211 and in other cases to assure that t~e c2es.~-;nated C01.111ter-

parts had a job profile providing sufficient time to permit

adequate interaction betvreenthe SpecL~.list 2.!'1C the counterpart)

however, the major burden for this failure must be borne by the

ORT te2~ which repeatedly did net ta~e adva~tage of op?ort~~ities

to develop both personal and profe3sional relationships with

these counterparts who Here made 2.vailable. ?he :·liss ion be lie \r€:s

t:'1at r::uch more co~terpart tr2.inir,g could ha'le Gccurred if O?T

persc::.nel had taken the initiative to r-equest resular meetings

to sharE' in£ormatior.., haC. infoLT.".ed CouIl·te:'l?arts in ac.vc3..r',ce of.
. , 1 1 l. 't d h ...tne~r trave p ai'1.s a'1d ~nv~ e t em 0 accompany

: "Il ,

t11e ORT team

m2~bers to the perimeters, h~d ~equestec. them to assist in ~~e

preparation of training materials end in the cesisr. of perscunel

end equipIT~nt control systeIT~ ~'1d so forth.

Similarly, in the case of the six traine;:-s (li£ormateurs") who

"'Jere supposed to be cOu:'''1terparts to the Specialist in .;gricult~r2.1

l·!acr.inery; ORT could and shauJ..c hc:.ve m~Ge en effcrt to

S~2D i~ identifying these persc~nel

::'c'..:"c:.rc.s tr~e c.eveloprnent of u t:::-e.ining prcgra::l for t~ie!:,.

3. O-,-e]:"seas Training 0:: CCl:nterpart.s

\'l,".c..cr, Si-.ED personne 1 \'lere

first SlX months of 1982.

to begin training alJrc'2.G cit:rirLg

Tj,e delay bee::. ::aus~d

by \.l.:.-;,expectec.ly Ions delays in correspondC:rl.ce \'/i 1:11 ::::~rc~ea.'1

trai~i~~ ~ente~s, by the fac~ ~hat some tra~nlns cccrses will
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begi~ on" .l.n Sl:::-:tember (\'i. Senghor a.:,c ;.1. Ea are scheduled to

1982), floor initial

.estimat.es of the time it \voule take to organize o'Jerseas training

p rog r 2...'"[,s . In aadi tion, OET found that :':,2 training cen ter it

had planned to use in LOIT.e, Togo, ',-;as nc longer of a suitable

quality, thus necessitating contact with other training centers.

~. Prog:-ess To,vard the Establishn:er:.t of a Pe':-:T,al1ent

Training Structure

The ~llssion has concluded tl-.ere has teen lirai tee.

progress toward the realization of this ceneral project goal.

Personnel files have·been established &~G infcr~aticn about the
\.

present educational profi·les of all Sl'-.ED E:mnloyees has been
: ". ' ..

entered into this system f asric~ltural ar.d construction equiprr£nt

may be available for training purposes in Vlhicl1 perimeters,

st21dardized tests have been established to measure current

]:no~..;ledge 2...."1Q what has been leal.-;1ea. and training materials ha·.-e

been prepared for· a nurrber of short-term traini:1g courses.

The i·::'ss ion was given the ilT'press ion that S C:T,E SI>..ED pers onne 1

co nct fu.lly appreciate the . ...?-mpor __ an ce cf a "per17l.~~ent structure ll

lS F2cple te~d tc lcc~

excessively a~ the a...rnoU."1 t of cia t.e 2.5

'.-_; _~-!-_l:.~..l..~ _I'_....r +-_. _h• .o_ cO_1p TY"~-'s"""~ .-...&: -.r ..... '··~r-o.L- ............. c.·· .. -nc-
-- ...:J _ ;'~.I..:;;':::;' u __ ,,"-'..i.. t" '__·~e ...... L. :::--~ ~.:: ..... ~...:..:::.• :::. fact, t~e

be seer: 2.S 03..."1 c::.going process in "';:1ic~1 :-:e''''' e:::;?lcy'2es 2.::'2 t':-2inec,
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ski lIs oadened into new areas. The Hission i13.S concluded,

t.~ere ,re, that although the absence 0: 21:: s':snificant a.rnoUt"1t

of training is the major fail~re of the project to date, this

fact is mitigated some.vhat by the progress made in the area of

training structure. The prin~ipal failure in the effort to

est.ablish such a permanent structure has been the almost total

aDs,ence of Senegalese participatior. in its ce'lelo?r.'oGnt.

There does not seem to be a general cc~sens~s between C~?

~~d S;ZD on t.he exact form training should take. On the one

h~d, ~~ere is a general opinion amongst S;~D personne~ that

nearly all training 'should be OJT ....'hic!': does not require 2ri..Y

formal
\

training. ~ .On the other hand, ORT. '. .. personnel '.-/ho are the

professional trainers are of the opinion L~at there should be a

~~is difference of cpinicn

has also hindered the developrrent of a.~ effective training

structure.

Relations \'lith the Trair:ing Center at Ndiaye

;'.5 a result of the Hissio:1' s meeting \·;ith the Director

c:: t~1e Ce:lter a.."1d discussions 'diti1 S;~D and ORT personnel, 'de

hava ccncluded that pcssibi~ities exist for cooperation between

t.:::2 Ce:-,ter: a"1c the project but t..~2t t!1eSe are lir:l.ited by the

The ?=oject.

perscn:1el are \velcorn.e to use Center facilities to the exten~

::"~.a':. C2..'1 !:e scheculea. in harmony ',,,ith Cent.e;: p:-0sr2TIs. The

\·;c=~snc? at the Center is equipped ~cr trai~i~g in mast nasic

a~e2.S c·:: a~_.~icui~pr~l macn'l'ne~r
--~ ~.. .J...J •
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6,' ?rovision c_:'raininq Facilities by SAED

The y~ 5S ior', ,. ';:;S rOli.'1d tj at the training £ aci li ties

'which are listed in the SJ..ED/ORT l>.greer:-02:1 t have not been

provided by SAED. (These include a demonstration works~oPt

,
tV/o classrooms t a builaing to house 20 to 25 trainees and

space for audio-vis~al apparat~s.)

D. STI-.TUS 111'W ?SSESS!·rr::'IT OF PROCEC? EQCI?~·!E:JT

1. 'I'he necess arl i\r D proj ect ccc\..::7;er'. tatio:1 (P :o/es) was

prepared and processee in a tlmel.Y ITI2.."1:1er. Eost hcl"1d teols CIld

'h'orkshop equipment necessary for project implemen tation have

been received. The ·E:Ci\.lipment has also ·beE:r~ clistrib~tec to the
l

perir!1:8ters t hm'leve.r I most of it has never been ~sed since very
. " ~

I

little training has been condu~ted thus far.

was prepared by the OnT team with the 2ssistance of SFED (see

It shows inventor1 nUIT~ers a'1c indicates the

O r. .... ;.., e' ea"': ~~n"" ,.1.-.,' en' h· ;:1~·e b,'=>p"".··.L '-~. , .:"'~r'.'- l- wu_ ~" ..... _. dist ributed.

st.cr2..ge cendina the becinninc of traininc.... -- .-- - - acti vi ties. .........Lne

Ie"; ssicn h2S feund that they, are stored to prevent loss or

This is 2.J.'"1 i=.portant prec2~ticr1 si~ce sc:--:-:(; iane. ~co15

alreacy bee~ lost. r~nex 2 also co~t2ins a lis~ c~ s~pple-

men-::ar:' or :::-eplacem-er;-::' tools [?repared by C?.'I.

:::-el2.t:.ing oreers

O .....·,-:;O"'-.. c::_......_-- . ~ ~ ~/~ .
'~'1" -"! , n"".,he""'s_ .... _ .... _ ....... l.....<.~.~ .... .
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.;:lS done a credita;:,le job in reconciling mos~ orders

a'1C, t .. '2:,efore,largely rese.l':in,:: t:1is proble:n. .:.. If'-'] ?ieces

'of eq~ipment (micrometers) were supplied in English rather than

met~ic r..easurem=:1ts, some electrical test equipr:<ent is

considered by ORT to be too sophisticated for S~ED's needs and

some electric motor equipment was supplied :or 110 voltage and

nad tr2..'1sformers enclosed but, on the whole, the 2.ccountins,

cc::.cition a!1d choice of equiprrent is remarka.b2.y gooc..

E. StJ7PLY iY1l'l'J.i;GEHE"2'JT SYSTEH

1. The system of supply management nc\'! in use by S;,PD

dees not alloy; for tn.e acquisition of infcrr;",ation on L'1e :I.ost
\

cOiliWcnly required ~pare parts for a particular machine, it
,"

"only keeps a record of parts in and out of the warehouse. J:..

v1el1 as information on the availability of spare part.s at the

peri:m:=ter le~lel is necessary for a~ effective
..

systerr. af

2. The most co~~on problem mentioned to ~he Evaluation

1~ssicn by the perimeter chiefs is t.ne unavailability 0: spare

parts. This is due largelY,to the fact that a system of spare

There was no basis fer the establis~sent of 2. syste~

of eq'..lipment ID2.Z01agerrent u.':.til the ORT team arrived 2J1G. mac:.e 2...:."1

inV·21:.'.:.or:i 0: equipment \.;hic:-" lists the machine a:::c f.'.ccel :1u::-.0e:"

.., ~ ...:J •
Serl2.L n'...l..;'7..:Jer, L:.ate of acquisi::'icn 2.."1d ccnditlcrl c.t the ;:in~e

the i!'lventory \'12S ccnductec..

tor ~he phased de~reciaticn ct e~uipment.
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op.,:, responsib le for ,...,' .....Gq U~ prner1 \...

·,.,Ti 11 estab lish:

a. A common codificatic~ system for the central and

perimeter warehouses tilat a.llows identi fication

of the machine u part is made for, the factory

part num.ber c...'1.C the bin in ',.,Thich the part should

be placed,

b. A cardex system ~n ~le central warehouse that

lists approxi~ate acquisition cost fer a spare

pc.::::-t,

c. The possibility of adva'1.ce plc...'1.ning of spare

parts ~supplies,

. \

d. ."n.. s'ystem for deternining tile intercnanseability

of COIT~cn spare 'parts between machines, and

e. A record of spare parts at both the perimeter

a~d central base levels.

The present spare parts purchasing procedure is also

cu~~ersCffi2 ana time conslli~~ng since several sepa::::-ate steps are

.re~uired to m~~e a purchase. This syte~ is still in place

par~ly bec~~se ~he delay in construction at Ross 3ethic has

hir.. c.e red . the adoption of the sys tem des cribeo above.

1..... Tl:e :..~i s s ion has -- ....... '" .. "- :.:e

best interests of the project fer us to mcke a reco~~enQ2tior..

.to 2.·~t<S:T,?t. to reverse the c.ecisicn mac.e in :ecer:1ber 19 so to

:';het:ler t~e shift to ?-oss 3ethio "ihic~ was recc!:"J:'1en=ea

.~. ,.
OJ ,. '::C::2ptec. by S}>!:'D cnd was the
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:.e ::"

..

of the achievement ~he project's objectives is an open,

b~:t. academic, question. The:-e is subs tan tial i nrorr.,ati en co

S1,;.ggest that a , cnwnoer o~ the original reasons given for the

shift to Ross Bethio might: not have ·....,ithstood careful scrutiny.

Unfortunately, it does not appear that thE: tec:1r.ical or managerial

.~ '~ons 1mpl,'r ir ~'n on.Tls255 1.ll ••pC.l. _ _ _ ..... '- I",

scrutiny.

recc~~endation received s~ch

2. The ch~~ge to Ross oethio required adcition~l b~i1ding

plar.. s a.'rlc. the prepar2.ticn of bids. A series of delays within

SpED a.~d insufficient co~~~~ication ~~cng SAED, ORT ~~d AID

res u1ted in the final decision to app.rove· the bids and begin.
construc~ion being ge1aied llntil June, 1982.

: ':- . ,
~~aiting the approval of AID.

They are new

3. The de lay in cons truction has, in turn, c.el2.yed the

renov2.ticn of \'!Orkshops "'hieh, ir. turn, has' delayed \,;orksr~cp

reorg21iz ation a.~d the s tart of tra::.n.:-ng for \'icrkshcp s taf is.
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1. A.LD.

a. Local Purchase of ~achine Tools. The ~ILission

recoIT.r.cends th2,t CSI~D/Dakar seek to obtain c.

wai ve r t.o pecni t re te:1 tion of thE: e.e Ii ve red

machine tools (see Conclusion A, ~, a)

b. Project Hanager/Coordina'-=.or Tu~over. In view

of the fac'-=. tnat the cc~'-=.ract of the prese~t

project ::l2':12.Ser for ;'.ID expires in October, 1982,

it is reccrnrr,enc.ed that ,..;noEver occc-pies this

position thereafter should be required to mak.e.

a cOIT~t~ent.to remain in chis position for a
, " '

rninimum qf ~tli"r~e years. (see Conclusion h, 1, e)

c.
. , ,

Q' l"'f' t·'r t= -TDua ~ ~ca ~ons ~or A_ Project Hanager. The

Project H2.l'1ager·should 1) be thorougnly familiar

with ATD regulations a~d procedures, ~~d 2) have

a sufficient amo~~t of experience fuid maturity

to assure the effective support of,the project

from ~~D a~d to be able to intervene as required

to promote positive collaboration ~~ong all parties.

(see Conclusion .:" .... , f)

c. Orien tation of 1=''2 rsonne 1. All newly arriving

perscnnel should. be proviceG \-lith a systernatic and

thcro~sh brie~i~s en t~:e ?rcjec~. l~ sri-sf:"::; of

orientatic~ sc11e~~le in~ic~ting who is to ,,
.'

~PCI1 arrival in the project area, the c~ie~tatic~
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meetings ....'i th Sll.ED ar.d OET personne 1 a.."1d an

i~itial trip to selected perimeters to Deet

pe ri~e t.e r chie:s al1 d otl-:.er local pe rso:-;.ne 1.

l'.gain, these meetings should be planned in

advance so t.hat the new personnel are prepared

to ask spe ci fi c ques ti Gns and ens .::;= in a.'1

overall review of project progress and constrai:1ts

and the role envisaged for the new personnel

in this con.text.

2. Sl-..ED

a. The absence of effective management i.s part.l~1 the

result of deficiencies in the ma.'1ageme~t capa

bilities of SI~D staff located in the Industrial

Division, however, it is ~rimarily c.i rect

res~lJ of the absolute shortage of qualified
'. .: '\ ,

personnel at the supervisory level within the

Division. The Director a..'1d Deputy Director both

appear to have Gore tasks to ~erform th~"1 they

ca.'1 reasonably be expected to do well. Significant

a..-ncunts of tiffi2 are also constl."'f:ed.;in trClvelling

to and from meetings in U1e various perimeters,

'in ~ ....
,::, \... . Louis a.."1d in Dak.ar.

"";he ~e.t~ ""'0J. .J.. w ... _, tl"le i"lissicn re CCITw.Ll2n cis

to reinforce the of the Division by n~rlng

a rninimu."'TI of two \-/e 11 quali fied pe rSG.lne 1 to

assist i:1

di vision

ccnsic.er

developin'; 2.."1d carryinq out COverall
""policies. For exa:r,p 1e., SAE:D cO'c:l G

r.iri:1S a mechC-r1ic2.l electricia:: 2...;."'":.c

have e::1ouq:1 training to sl.... 3.re in na."1a.ge:r.ent.

b. ~hrcushout the findi~gs and concl~sic~s ?rese~ted

in ti"lis C:~/aluatiorL Report, a rec~rre::t t~e~:e l1as

been tne - .
C CITi.J.'11 U,,;,~ 1 C a'C l C-!: 3.~:icn r;

O?T, .;':;:D 2...:~c. Sp·.ED and the absence of 2. 2or:...."cn
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r~sponsibil~ties cf co~~t~~?arts, t~e 2cnte~t

a~d nature of ~~aining a~d the precise elements

required to establish a perm~~ent trainins

structu~e. Consistent wit~ the ~tissionls

recor.~ndations concerning a =eorientation of

the personnel cOIT'.ponent, tlle ~·lission recoi7l:1e:-tds

that a new beginning be made in the overall area

of cC~~Q~ication in orde~ to buile a new consensus

regarding hew, precisely, prcject objectives

are to be achieved.

... .. ...To acccillp~~sn tn~s,

a seminar be con '\/e~ed a fe,-; ',,;eeks after t:-le

receipt and distribution of this

"seminar c~ld be he 1d over three

1."'eport. Th.e

full days o~

£i ve ha 1f day~ar~d shculci have a 1.>/ ri t ten agenda

which would include a thorough discussion of

the major issues raised and recommendations made

in this report. l>. rapporteur should pro·,ride a

summary of the findings of the ser.,inar ',.;11:'ch

should be rT,ade aV2.ilable to higher 1e\'e1 perser:.::.el.

Tn;:: obj e cti ve c:: the ser..i:l.:.r '~iould be to alle:·;

those ,.,rho are closest to the project tc exch2..;.'1ge

vieds arnong the::1Se1ves and to present these

views to po1icym2:ers. Periilicters persennel

Division could present t~eir =~nc~nss ~c

A subsequent meeti~g or series of m2e~~~~s could

t:1en ~e held c.:T.cng the peG a::.ci DG .:'.(~jci::~t the
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"(,.~ .,....:
......... ..L._ ~ staffs are understood by t~e policy-

3.

The Hission be1ie'1E:s t~at it is inportc...'1t that

the involved parties "buy into" the recol1'L~endationsI

~~derst2nd tne premises on which they have been

made Cl.'1d have an opportuni ty to express their

expect~tions ~'1ci frustrations to one a~ot~er

in an envircn~ent which enccur2ses cc~sensus

builcing on t.~e points men ticned abo";e.

c. The ~~ssion reco~~ends that S?~D shc81d appoint

the Deputy Director of the Industrial Division

to serve as the Training Coordinator.

Fin 2...1 CE:

c..

l

Exon-e rati~m of Senegalese Taxes. ':-.1 though the

exoneration ~rocess C~'1not be eliffiinated, the- ,

t-lissio:1 believes that the adverse effect of til.e

exoneration procedure ca~ be greatly lessened if

S~ED would schedule regular purchases in adva'1ce

and establish a. system to !T'.aintai:"1' minir::u,,"1 steck

,of frequently needed materials . .:..::" E: f fort in
.L." • ., • ..... 1=..L."
,-~~s regarQ lS 2.;."1 aspec '- o~ \-ne the

provided S upp ly :·12T.ageffi2n t Speci 2.,li s t. I!'"~

addition; ~~D has obtained the 2?prcval of the

1>linistry of Fin2.!1Ce to proceed Ci.rectly to .j..'
l-!12

Custo~s Service ~n cr~er co cbt~~~ 2:·:cne=a~ic~s

':cr .~lD.

U? the exonera~ion p~ccess.

D. ?ina.~cial C8:1trol. ~:l oreer l.::c::e2.se

S ..:...ED ':cr t11e rnonitori.ng C!1J. cont.~01 c·:: £:':~2...~cia..l
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matters. This person should assure t~at acc~rate

accc\":;'"1 ts are kept, ::'11. a t. receipts a:!:"e p rese :!:"vec

B. ?ERSONNEL

accura~e picture of project

given point in time,

;:'.... lnaI1ces at any

1. The r1ission reco;r..IT,ends t:1at GET examine the recn..:itrr.e'nt

a'1Q intervie'ding system Hhicn it uses to identify persc!"'"nel fc:!:"

se:!:"vice 1n Senegal. 'The Eission believes t::at technical compe.tence

is necessary to per=o=~ t~e tasks in q~esticn, 0~t it is not

su£ficien t. Hithout a positive attituc.e, at least r:-i.::isal cross-

cuI t',;.=a1 ski lIs and· a willingness to '.-.'or}<. ',."it:l :"enesalese as

colleagues, even .. the ~es.t technican is likely to have a
: .. "

nesati ve effect on the objecti 'les. Evic.eYlce of

deficiencies in inter-personal skills ean--at least in SOIT~

insta..'1ces--be identified through reference checks. and carefully

ccnstr1..:cted intervie\'ling techniques 1n ·,.:hieh the"potential

sct::incs.r---'\
/ 2.j ?he role a...'1c. definition of a counte~flart is rather
"-..-.......... .

c.i£ferent in SAED and AiD. It is reecITunended that _::'.Ii) anc. S;',ED

?l:2st .Ie.:; ciscuss the CO'-1..L~t-2rp2..rt qi.lesticn a-"lc t112.t ?. jc:·int

a"1G the AID i·~i ssion Director defining what is ;T,eant by " cow1 te:r--

e:·:ist

c~ the project, what hierarchical relatic~ship should

,..,." ,..... ""! ~~ .. .....,
.......... J ........ ... ~. '-'-.~, the ~lissiO!1

..., -:'" ~",

,; .....- --" insis-:.
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Specialist in Supply Manage~ent. The coun te !"parts in ques ti on

should nave a level of £orTnril tr2.ining 'dhich '..Jill permit them

to take over thE: £ur~ct.ions of these t"iC specialis ts u?on the

ter:nination of project. acti':ities. T~is require~E:nt should be

mace a Condition Precedent for t.he fur~nE:r Gisb~rse~E:nt of

f'..:.::cis if SJ..ED ccntln'..:es its practice of nar::i:1g as cO;":"'1terpan:.s

people i'lho ha'/E: only minirr:al ::'ime to 5i?End in t.his capacit.y.

=~lu~e to resolve the cOQ~terp2rt problem will result In b~e

f2.ilure of this proj~ct to achieve r:10St. of its cbjec_ives.
to

Ol":t. COt.:','-1te rp arts -in placp at t~1e terrdnaticrl of project activities,

t.here Hill be no SAED capabilit;.y to contir.ue projec-t initiated

act.i -'Ii cieo.:; hence, tr~ining str~ctu~e establisl~ed b:l ORT

'Ilill co1l2.pse at. ORT I S departure as \"v'i 11 the essential systems

to ~aintain order a~d e!ficiency in 2n orga~ization in great need

c:: j 1.1S t t.hes'e suali ties.' ':'11e !v"J.ission C2...'1not empnas lze this

J.~D must act on G~is issue if t.his project is

, - 'l'he :-:ission reccrr.rr,encs that .::.ID also 2.sk Sl:..ED to

i ~:..:.:: -:.:- .:~' six trainers who are to De 2t perimeter

-c ..... ·'tr-
c.:._~ ....... _t=

.5.l~.s= t.~. E=~c·~.":'C.2 s~ppcrt perscnnel tc 't.r:e CI:,zT te2.:1:. 1:' i ve ::e rs cr;s

-._.- -.":").-
.t' - ...... ~ l;,; .......... 2S of 1982
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only one has been provided. To prevent ccstly e>.-patriate

specialists from concinuing in their role as part time secre-

taries o..,.'"1Q. messengers, the Hission recornmends that p.1D either

insist that SAED provide suitable support personnel or that

AID urge that L~e S~ED/ORT Agreement be a~ended to increase

project f~~ds available to 02T so they can hire their own

support personnel.

5. Reorientation of Personnel Component. .:.r'. order to

move tC'dc.rd the achievemen t of the project IS oDjecti ';es, the

Evalua'cion !·assicn recor......'U2ncs that tl:.e size a.."1G corr.pcsition of

De modi fied _nd that t.:.'-:e orga.'1-.
izational structure ih \'lpich project personnel work be changed.

,. ". '
The various elements of thi~ reco~'Uendation (outlined bel~1)

are intended to facilitate the achievement of the criginal

objectives of the project by promoting two central concepts:

integration and decentralization. Beth are consistent with

SfZD's stated policies a.'1d priorities.

To Stl..'7l.111arizE, che proposed ne~'l project o!."'ientation 'tiill:

o 1-1aintain the S,3.me nurr.ber of long term pe::::-scnnel but
place three of the~ Cirectly at the perirr.eter leve:;

C T",:=.auJ.·ri=>· e"'cl~ 'c~-·J_~,...,~,..., r';..,..c.t ~, ,.~j ':-""-:--e""""'c .... -,.~r\_ _ _ '- ..... ,.<:1 ... 1;;:_, .. :...... e .... ,,'- e _ ~e .. c _ l.._ c. ~ .,c..t:

2. coU:.~te=pG.l-t in eael: periIl~eter for \y·hic~: tte trai:-.er
is respo:1sible. Th'2:se si:·: counterpa.=ts (" :or::1a.teur")
s110uld ha'J"e beth 2. p~ccuc~':"cn c...:.,c 2. ~Yai:1~::~: :~ct.icn;

c Convert the present Integr-a.ted Training uni:: (Cellule
de Forma.tion Integree - C~I) into a. tec~nical studies
a'1d production ce:lter (Bureau d'Etucies) ;

o .:..ssign one of the t'\~·o lens ::e1:"::1 pe~sc:1nel =ema:.::..:.ng at
R:::s s Be t.hi 0 to the !"':E',".N Bu :-e a:.1 d I i: t '.lee s (t:.:-,e 0=:-: z~i:: a ':.i 0:1

and )iethods Specialist);
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o AssiS~ the other lo~g te~, pe~son ~emaining at KOSS
Bethio cirectly"Co the "uivision :'lagasin Central" in
the :::1c.ustrial ~)i'\'ision (5~IJP1~" ;i!a-!ase7;er~t S~~Ci:"l_ist)

o Require SAED to identify a'1d select counterparts to
the two long te~l personnel remaining at ?oss Bethio
who \-.:ill ha',ie no other responsibilities '.·:'thin SAED
besides 'working with the technical speci~lists In
question;

o Call for a short term consulta'1t for at least six
months to 'dork on the :r:-eorga'1izatic", of tne Central
Repair ;'iorkshop' C"Division !-'.telier Cer-.tral") :·lachine
Tool Division;

o Call for a shor~ term consultant for at least six
months to work en the reorga'1ization of the Central
P..epai:r:- i';o:r:-kshop auto-diesel division;

O' Call for personnel assigned to the perimete:r:-s to have
technical c...j,d mechanical ski'lls plus a willingnes:-.
2...:.j,ddemonstrated-ability to live in rural environr.£nts
vii th d-i (ficul ~ climatic cenai tions ;. ,

o !'--:oclify slightly t·he Incustri2.l Divisionis organization
chart by placing the nevi Bureau d I Etudes directly
u:1d.e.r til~ 0spu'cy Director I s control 2..:'"10 ma..t~ing the
Deputy Director the Training Coordinator called for in
the Project Agreerr~nti

o Strengthen support to the "Division !>iagasin Central"
c.no "Divis ion .:._telier Central" by thorcue;h coordin2. tieD
enG -feedback efforts of the Senegalese Training
Coord~n,~tori

o Define more precisely the role of the GET team leader
in ter:ns of the neH structt:'.re ond his substanti·v·e
resDonsibili ties :::'e lati ve to other CRT Ders or:~e l.- ~

2.

a~c with o~hersl it beca~e clear ~~ct the greatest

~eed fer training ~C ~ecrga~~3ation is at the

pe:r:-i me te r le ve 1. The ~lission ~as repeatedly

project personnel rarely spent ~~ch tiIe at t~e

;:-erirr:eters CJ::c that tl~E:;::! coulc. bene:i::. ::rcr.'. the
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long te~, pre~~nce of 2ppropriately skilled

indi 'v'iduals. The ;·tissicn :-ecoITunenc.s t.he

Eesiden ce ?erimeter Coverage

Podor or :-;'iansa

Richard Toll

~~diaye

~!ianga and G'-'.ec.e

Sa; a"1 a, ~/?.i c:: arc 'I'o 11
a~d :'Jeombo Tiliago "

--~~~psar,-G:-2C,de uiguel
Tellel Kassak a"1d

L-::IDO at the srLIall peri::--.et2r of .=-.re.:..2.ao has

trie areas mentioned
l

effort is' made.,

if a proper re crui t.i f:q

r
Revisec job descFiptions fer all positions have

been proposed in Annex 7. In addition to tech

nical qualifications, the r·lission recoIT....T;ends in

the strongest terms that perscnnel be selected

\'lho 2.re rel2.tively Y011ng, \'lho havE:':·:crkec in

rural Africa previously with sc~e type of

vblu11teer Droc:rwn (Peace COriJS, C.:;. \7clt.:..:.teers,. .. -- ....

CGSO, Dutch \7011.1.'1 teers, etc.) and who al:.-eac.y

Although it 'v'lould be preferable to reC:'-Ult. persons

i~~ivid~21s witl1 the tec~1~ical sk~lls whc 2150

sent to ORTIs Training Center in Geneva fer a

::: \vc·ul c
also be ~cst useful i~ the T~a~r:ins Cocrd~:12tO=
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bric_ ,cwly recruited pel-sonnel and as a parti-

CipaJlt ir'.'/Olved i:--. discussio:1s on trai:1ing

-- ':J ...' •

DOUS ing at Ri c:lard Toll a...u. Pcdor/Uianga

should be ffiodest but cc~£ortable. EOllsing

b.

already e;-:ists for the third perirr;eter based

~rainer at ~diaye.*

Conversion of the cpr inte a Bureau dlEtudes.

present crgenizaticnal stn.:c:.ure 0: the c?r was

The

established "lith the expectation that on-the-jeb

trai:ling and s or..e c las s reer.: t raini:--.g ·,-loule? be

integrated into the procucticn acti~ities of the

Inc.'..ls4.:.rial Di'lision a..."'lC the ether relevant

Divisions within Sj~D. 'In fact, ~e existence
&: ~ • h . , .

o~ a separate ~.~t OUSlnc tne entlre ORT te~
:.", -'

a....d the minimal participation of cOW!terparts in

the CFr has ~esulted in a training u..it ~..'hich is

both pnysically and practically iscl&teQ £ro~ the

rest of the Industrial Division. The offices of

the ORT tea.."11 are in one wing of c...'! office blcck

\'Jhile cOli."1terparts--to the extent they exist--are

~ostly sittins in different offices. The physical

separateness of these offices may have contributed

to the sense that the ORT te~~ Day be tech~ically

quite competent but contents itself to er.gase in

it.s 0\0111 "lork \'lit:J c!"',ly a 2.ii:1i.ted 2\'lareness of the

context in which that \~O~~: ~~S~ te per~c~~Gd.

The ~'iss~cn belie~cs ~h2~ the t2c~nical s?ecialis~s

sho~ld be ~ove6 to where ~he ~eeds are bct~

to: ~()u.r hou.ses were bliilt at )Jc.ia::'c by;,::;::) fer a cost of $20C,:)OC
enc vle.:-e r(~ad::" ~o:- cccupa:1CV on. ,,-jw1~ 4, 1:; 22. :-..,~.-:::,::: ~::-~e ;-J.c~_:ses
CO,,1""': ....,=:. ....... .c ..1-1-. ," - ... _ •.

--~ ~c usee ~or ~.!e ~c~c ter~ ~erson~el oasec~ at ~:CS3 3etrl~o,
nne cou' r~ l-.e .. - <: • - • • , •.•.. •--6 ..L.I..... L --...se·::i ~or t:1e per.:.:nete-:: :J2sec ~:eC:1nlC2..2.!: c<]".."erJ.l:C
L ~ -_.- - - ... - - -
~ .. ~:=,.:.Jo.J.., et.., 2.1., c.::c the ~ourt11 hct.:sc cCl.:lc. be '...:sec: :clr s:1c·rt. te:-::;

COI:.sulta'l.-;:s.
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work much more directly al1d re';~_a.::lj' '.-lit:" COw'1ter-

parts ill1Q th at t:1ey should be 5 upe n,·isec. by a

Training Coordinator of Senesale~c natia~ality.

To accomplisn this, the CFI carl be convertec to

a Bureau d'Etudes t retaining the Orgal1ization

w'1C Methods Specialist ~'1C recruiting (from

outside SAED if necessary) a well-qualified

Senegalese counterpart. Initially, t~e Bureau

d'Etuues wouid be al1 office designed ~o provide

support to tiaining efforts through the procuction

of training aids t st~'1dardizing tests 2r:Q o~ner

curriculum rr.aterials. The Su=e2U wo~lc also

maintain records of training through the use of

the perscn.nel files already establi.shec. ~~., t~e.
ORT team t and will provide documentation =or the

~ ,

redrgani;ation of the Industrial Division generally.

Later, the Bureau ci'Etudes rdght be e:·:pa.'1ced to

provide the Ineustri~1 Division with a technical

research/analysis capability in substantive areas

of concern.

The Bureau d'Etudes would be p~ac8d directly ~~der

the supervision of the Ind·~trial

Deputy who y;culd be named Training Cccrc.i.nator.

This measure Hould help to provic.e a :::ore clee.r

division of responsibilities bet~een ~~e ~irector

a..'1C Deputy Director end lessen the burde:-: 0: work

recucing the time he ~~st spen~

also fulfill the terms of the S~ecial Cc.·en2.nt

i:: the Project ;'.greer::ent ·.-.'hich ~E.c:"-.lires ~::2~ a

c.

Training Coordinator be

Long Tern: Tech:1ici2.:."":

. ,
ap:?c!J..n~eG..

te cnni can v.' i 11 ~c t:-:e ~,...- ~ -= ~ .. ; .,.... ' ....... _-_ ..... _.. ~-
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Cooru~nator a~d have a co~~terpart assigne~ full

tilr.e ,..;ho will i12.Ve a backgrol.:Ilc whic;l '...;ill ?er:nit

specialist by the end of the contract. The

Specialist will be responsible for the support

of training efforts at the peri~eters ~~Q at the

central base at Ross Bethio a~d will produce

documentation needed to carry out such training.

He '~lill also' liaise and assist the Trainins

Coordinator in the supervisicn of the work of the

three long term perimeter trainers. The 3ureau

will also maintain accurate records conce~lng

t::::-al..nea personnel a'1d will assist the Tr2.:'r:ing

Ccordir.ator in the supervision of the trainins

effcrts\being conducted at periffieter level .

d.
..

Long:~erm Technician at the SUp? ly l-lanacemen t T""\' • •Li"-.VlSlon.

The technician vli.ll establish a'1 efficie'nt system

of supply and equipment management. This will

involve developrr~nt of a file supplying regular

information en the n~~ers a~d condition of ffiobile
-.

equipment, on the situation of stocKS end supplies

at Ross Eet~io and the perimeters ~'1d on the status

of.o::::-ders in p::::-ogress. A copy of the jeb des

cription for this post cat be fOw~d in h~nex 7.

The tecnnJ..ci e.n\·;ill \'lOrk tese ther ',..,i th 2 cou." te r-

pc:::::-t \':hom S;'.ED 'dill e.ppoint to .....;o1:'k full.-ti~e

~e assisned nc other duties.

e. Sr.:.c,rt Te r:n Cons u 1t2-T1 t to ReCrCa!1i ze the :·:2..c::':'ne

Tools Di vision of the Central \vorks~1op. :'ihi Ie the

be.sic th::::-Ilst of this reorganiz2.tio:1 is t:J strengthe:1

the training ce.pability a~d reor~21iz2tic:1 e£~orts

central base at Ross Bethio must ~ct be e~eriooked.
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This base is the essential backup

repair facilities and it provic.es coordination,

higher 18'/el repair capability anc r:. .-::.::ery

repair. assistance to the perirr£ters. ?or these

reasons I the Hission has retained the obj ecti ve·

in the original project agreement to reorganize

the main base (originally at Richard Toll but now

~oved to Ross Bethio) ~~d proposes a short term

technici~!- for at least
, ,

S 1 :.-: men t:-i S to focus on t..~e

machine tool division. (See job description in

The cons~ltan~fs cc~te~ar~ snculc De

c
..:.. .

the present counterpart to the. specialist in

machine tools (Mr. William Barra) .

Short Term Consulta~t for the ~uto-Giesel Division

o£ th~ Central Workshop. Working with the co~

suit-ant in machine tools, this consultant Hill

focus his efforts on the reorganization of the

auto-diesel division. The cOrlsult2I1t's COw"1ter-

part should be the head of the Central Workshop

("Chef de la Division J\telier Central", Hr.

Yaram Diallo) .

g. Provision of Counterparts for the Long Term

Perimeter Nechal'1ical Training Speci alis t. Du!:'ing

the first twenty-cne rnont~s of tne project, the

six trainers ~'lhich· \Vere to be prc'lidec. by SAPD

2.S counterparts to the pr?:!ect ".;ere not selected.

It has been agreed w~cng rr.cst SASD c:.G O~? per-

sonnel that these trainers ("Fcrma-ce'..:rs") shoulc:'

be located in' the pe=imeters 21C shc~lc Qe

involved in produc~ion a~d in imple~~nting c n -

the-job >- ' ,L.raln.l.ng. One trainer should be loca~ed

at each of the six large peri:r,e'ters ce','ered by

~he Perirr.eter Techniciais.

:::he tre.iners at L~ic..J.Ga and Guede ...;culd D/=

CCli..l1 te rp arts to tl1e Pe rime te r r: e chni. ci 2--. ':'ss i gr:.c d
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to t~ese perimeters, the t~aine~s at Dasa~a,

?J..c:1e.rd Toll and ~clor"bo Thiogo '.-.louid be ::;-,e

counterpe.rts to the ?eri:neter 'I'ed;,nJ..cia:J. bas::.c

at Richard Toll and so forth.

The "Chefs de Colonne" and "Chefs d'Exploitation"

have beer'. suggested c.S possiole counterpc.rts to

serve in this training capacity. l:'he " ~ . .
nl.S S :Lon

believes that it is less i::.portc.nt to define the

pcsition at theperi~eter le~el which will be

nc~ed the co~~terpart position th~~ it is to

identi=y the individ~al in ~~e peri~eter struct~re

~'v~11o, as a result of inter~lie"'ls a...rlC tE:s~ir:S, appears

to ,r-ave tne best potential for becomins a trainer.

There~ore, it may be that in SC",E: perir,.eters the

"<;:i1e= \::e ;.::olcnne" is selected while at 2...'1other
, , ,

perimeter trie "chef ci.'explcitation" or scme other

person rr.ay be selected. Once the six trainers

(" Formateurs") have bee.. cnesen, the T::::-.:.i.nins

Coordinator a~d the Bureau d'Etudes working

together with the Perimeter Techni~ans ~ill

establish 2. Hri tten Training Plan '."hich· ':lill

identify specific training IT.east.:.res to be t.L.~c.er-

t'2.ken 2.t the perimeter' level, at Hess Bethio, 2.'r.

the Ndi2.ye Tr2.ining Center ~~d, if necess2.~,

else'dhere.

Trainers at Ross Bethie.

ernphe.size its con'victior~ t.rl2..~ c8t.:..'1ter,eJ2r"Cs are

nee de d on c.. fu 11-ti n~e bas is to \\~c rj,: ""v i th t:1 e S t:pp 1::'"

:<ethoc.s Specialist. Ccw~tel-;:a::t.s shacld :-let 1 ':::'s

at present, be ass':"sned tec~nic21 and sc.:;er'.~isory

Failc.re to heed tllis recc:r:'le::J2.tien '.-Jill resul<;:

in the indefinite ccntin~at':"on G~ a ncec
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exteL. . ..il assisLcnce to the Industrial Division

in these areas. Although the Mission is

recOITL.. __ d0..i..rLg e1;:,cwnere in this report that the

project should be extended to December 31, 1984,

this extension should be contingent upon a

C6ndition Precedent: that full-time counterparts

for these two positions be officially designated

and that ORT ~!d hID have been satisfied that

t.~e counterparts so cesignated are 0:: a calibre

sufficient to permit them to take over the

work of the ORT personnel as sf J~"uar1 1, 1925.

i. Appointment of Training Coorcinatcr. The ;'lission

reccrrunends the appointment of t.he Deputy D:'rector

of the. Industrial Division to act as the.
Trainrng Coordinator. . J..s mentioned abm....e, this

~ ,

\'1iIl. sharPen the division of responsibili ties

bet\'leen the Deputy and the Director a'1d \'1ill make

the lines of auth6rity more clear. The Training

Coordinator should also monitor ~~d help to

coordinate the training efforts in the perimeters

of non-ORT personnel (for ex~mple, the IT~IDO

specialist at Arealao) in order to assure ~!

optimu.rn training effort 2..!d the effective c81ivsr;l

of training support from the Bureau d'Etudes to

all training efforts em2..t1ating =rcr:: the Indust~i<:l

Division.

J. Definition of the Role of the GET Tea.11 L<22.cer.

Finally, in order for this recrient.aticn to ::t.:.ncticD.

properly, the role 2.EC. res9c;,.sibilities 0: the OR':'

Team Leader must be mac.e more explicit tha.'1 has

been the case thus ::ar. SED Seei:1S t..':) prefer a

system in which the ORT

leac.er only en questions

r-t - -.:.eam l-e3.C81"

r-e liJ.ting to

act.s 2S a

2. C;-~1.ln ~ s -

trative concerns whereas ORT usually pre:ers that.

its Tea'11. Leader 1e ad the t2a.r.l i:1 tl1e se:1se of
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s upe rvis ing o3.11d coordina ti:1g the work of ORT

pe rsonne 1. T~1e !'1issio:1 .::.-ecoITJ7Lends that, in

this instance, ~he tean leader role be confined

~o the ad~inistrative concerns of ORT in order

~o assure tDat the Training Coordinator has both

~he responsibility and au~nority for the overall

supervision aLd direction of the training effort.

The ORT Team Leader (Specialist in Qrga.11ization

and I-1et.hods)',.;ill be available tc ad·:ise the

Training Coordinator as required but the Coordinator

should not be viewed 2S the counte::-~art si:1ce

a) the Training Coordinator is hiera::-chically

above the Bureau d'Etudes 2""1d b) the work of the

Spec~alist in Orga."1izat~on end 1':ethods is a full

time 10b requiring a full ti~e counte~art located

In :the Bureau d'Etudes.
<

c. T :R.!uNING

1. Plan a.1'1d Conduct 'I'raining Now

There have been continuous dema.,ds by AID that a

trainir:g pla.!1ce formulated which vlould set out the • J::'
spec~J..lc

trc.ining acti vi ties which the project ~'lOuld undertake in both

on-the-job a.1'1C more formal training. The 1'lis s i on Ca..-1 on 1:[

::-eco~-,7..Snc. that such a -trainiflg pla.1'1 be preoared.

~he training pla1'1 should include only training activities

- ---- "="'- -, a. \':cr;'~ plan vlitl1 a. training e:e::;e!1t). ':"he !? la...-. should

est2.blis;1 a specific timetable and ind:,cate '.....hc ',.,rill ccncuct how

.,., . , c'h J.. ~ - " . .... . . - .
~ •• ~ ... .I. ,-_cln.:.r:g .1.:1 'f.~111lcn perlmeters ~LC \,.71.-:':1 '~.~n~t :oc~s. It i3

the project ·conduct t~a~~i~c

see:l t.o be ccnc.t:cting training acti ,/·i ties at. tl1c c2.1:.-1iest: " ,pass.:.;) ~t~

dat.e. :';1e prcjecc. is called 2. "tr2inins ?roject" 2nd ::.::.-aini::<;
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is its raison dletre. ?or t~1is reason, the ~1ission also recommenc.:_

that ORT personnel not wait for all structu=es to be in place

-or all workshops to be reorga~ized before beginning training.

Some accor.~odation must be made to the realities of S~£D1S

organizational and managerial situation or ~~ere will be reasons

into the indefinite future as to why other actions ~ust be

co::-:pleted be fore any training can begin.

2. Increasing ]>.gricultural :VIachiner.! Efficiency.

The ~llssion recommends that S~ED ~,d ORT initiate a

training program in the ma~ageIT~nt of agricultural tractcrs fuid

...

maCnlnerj to increase their c~ficiency ~£ operation. Trainees

"should be taught ho'.., to &ecrease nonproaucti ve time in the use
: ~. t

of the machinery. (For exc:.rr,ple J a hectare of l~'1d which is

50 X 200 m8ters requires half the turning time ~t the end of

the field as it would be for a hectare of la~d which is 100 X

100 msters.)

3. Use of Supplier Provided Training

The l-:lission COlrLTT1ends the project for its initiative in

, org2...""1izing the free training provided by r:1achiner..! rn~'1ufactu.res

such as Fie."'.: and Hasse~:l Ferguson. T~is type of training should

be continued r e~~anded ili'1d institutione.li~ec as a regular

4. Counterpart Training

Although some cOUo.'1terpart training occurs ne.turally

as t.he rescllt of a "'larking relat.1.onship, cO<l.'1terpal.""t tr2.i::ing

should not be left primarily to osmesis. E~ch speci~list ~ust

heVA an identi'fied counterpart and should develop 2. \v::::-:"t.::en,
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t.o obtain a Wei. ver at this point on. t~e grct.:...l.os tnat. they ha'J'e

no~ ~t been accepted anc. wi 11 not ;:-.= penc.in c:! t.he gr2r1. t of

wai ver. The Nission recoITlrnends this course as preferable to

reorder because of the fu~ther delay which will inevitably be

involved.

E. SUPPLY r1.AN·AGEHE~~T SYSTEM P.ECCHHE~DATIO~;

1. The ~lission believes that the prcpcse~ supply rnanage
q

ment system is SOLL"1d and recornmenc.s its in:p leme:-:. cation as scon

as possible.

2. The V.tission recommends blat ORT personnel in close

cooperation with SP.EP initiat.e action -to prcvic.e for the effective
\

use of the equipm~nt inventory by establishing a system of

phased depreciation of equj,pme,nt.

Initi ate a r:-:ore acc~rate

at the perimeter level so that. costs for the agricultural

machinerJ cC:'1ponent can be c.eterrnined.

4. EXI.)edite construction of tI::e ne~'l '.-larche-use so thclt

the neVl system or stock management carl be installed as seen as

possible.

F. CONSTRUCTION RECOHY:ENDATIONS

AID should expecite the censtructicT: o£ the facilities at

negati ve impact on the achievernen t of other project objectives.
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