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{§85-0218) contains the findings, analysis, conclusions and
reccmmandations of the Project Evaluation Missicon which arrived in

Senezzl cn June 14, 1982, and spent three weeks in St. Lcuis,
Zcss Zethio, Dakar and several rice growing perimeters aleng
tne Senegal River. ?he.Evaluation Missicn was ccmposed cf the
cllicwing people: .i ' |
Henri LéVy, Reﬁresentative ORT

Kader Lo, Deputy Director

4 Industrial Division SRED
Mcses lHMorgen, Aéricultural
Machinery Spaecialist Aurora Asscclates
- Mamadou Ndaw, Program Assistant ATILD/Dakar
Gaxy A: Walkex?, Team Ieader aurcra Rssoéiates

The Evaluatﬂon Report has been crganized to rvermit persons

vrd pas T4 e 3 $ - o~ Y ) Ay S - . T
with - limited time to read only the Intrcducticn and Summary plius
Y mya b T o S . 2 - - o 3 - < \
Tarts III (Findings and Conclusions) and IV (Reccmmendaticns!.

2l P ™ a .y = —~ P ~
Thege thirse Parts will provide encuch informaticn Ior the reacer

uncer which the project operates, the findings, conclusicns and

reccmmendations of the Evaluation Missicn and the raticnale
for =Zhecse.
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like to thank and acknowledge
and participation of Mr. Huan Truong, Supply
cialist, Mr. Barnaby Mocseley, 2ID/Dakar Engineer

Thomason, AID Supply Maneagement 0ffice. The

omplete cooperation and support

from S2AED, from'iiD, and from tne ORT team.

BEST AVAILABLE COFY



its review of conditicn: ~-hin SAED and in the
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sccrapnic area which S3ED services, the Evaluation Tean is

convinced that the project's objectives ars sound and the need

forms of assistance planned for delivexry by

Unfortunately, progress tocward the achlievement cf prcoject
chiectives has been unsatisiactory. Not unlixe many development
projects, the SAED Training Project 1s affected by a multiplicity

7 or in combinaticn heve limited prciect

. - . M . . .
internal and, therefcre, usually will be more responsive to
chznces in. the project. The Evaluation Team has not found any

sincle factor which clearly has besn responsikle for the majority

cf the project's difficulties; rather, there are numercus problems
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gliminate most cconstraints and prcduce exemplary projecht perfor-
mancs in a dramatically short pericd of time. There ars, however,
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~mw-ust ~° these reccmmendaticns 1s dirscted toward placement

sl -

.cf ORT recruited personnel in positicns ©of greater proximity
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¢ thnelr work an assignment of genuine counterparts able

¢ cevote most of their time to project tasks. In addition,
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venant" contained in the 15872 D~SAED Project

~greemant, which calls for SAED tc appcint & Training Coordinator,
snculd no lenger be ignored.

nical zssistance ccomponent should be continued until December

The final decision regarding the duraticn of technical

\ 4
assicstanca should-net, hdwever, be made by AID prior to receiving

mmendatic
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s in Part IV &are accepted

in gprincipie by SAED and ORT.

[

pecifically, recommendaticns
I¥8, IIC, IIE points 1, 2 and 12, and the appointmznt cf &
Sernesgelese Training Coordinateor are stressed. A number of other

sccmmendations are supperiive of these central pecints angd,

£S5 CI September 1, 1982, it is estimated fhat ORT will have
expencel 111 of the Z28 perscn menths available in the CRT
centract for long term perscnnel.* The preoject alsc has 24 menths
*This presumes that (a) SAED's decisicn not t6 continue the contract
cf J. Piczsso (Team Leader) and U. Pirani (Acriculiural Machines!
Wil net be changed and (b) that the threatened resignaticns of the
cther three team members will cccur due to the reguirement that the
hocusing built in Ndiave be used. The effect of this is beth
negative (delay coucel by recruitment cf new personnel) and positive
(there is an cpportunity for a fresh start). The akove calculation
takes into account the possibility that two of the three remaining
personnel might c©pt to remain with the project. ~For this reascn, no
break is shown in the sxpenditrure of perseon months after September
1, 1982 =Zor the C&M Specizlist and the Supply Manacament Specialisc.
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approach. SAED and ORT micht reasonablf decide, for exampl”
that the Supply Management Specialist can complete his tasks
in a somewhat shorter time period, or that the two short term
personnel could be combined into cone position for, perhaps,
nine months; or the 0&i1 Specialist might be able to train his
counterpart and be replaced in less time. This would provide
somewhat more flexibility in.the scheduling of perscnnel and

cave perscn months available for a few shcort term consultancies

}—
(0

which may be reguired later but which heve not been foreseen.
The area where it is least likely thaet any savings of person
menths could occur is ‘n the Perimeter Trainor positions.

- Cvereall, the rcjec_ has had limited success in establishing
.'- <

. the foundation for a permanent tralnlng structure, there have

been a few short teim training ccurses cffered by eguipment

a
suppliers and crganized by the ORT team, the selecticn of farm

svstem are visibie,;, a faw verimeter workshceps have Lk reorganized
enc there is cne cocunterpart who, at present, has a c¢ccd working
rﬁlatlcnsﬁ;; with tﬁe o teciinician.

Unficrtunately outweighing these modest successes, tne

esgz2cially kestween Senegalese and most cf the ORT team, from a
lack cf folleow up (failure to produce workplans, training plans,
-1Q0-
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nrovision of countermparts and sugpport service perscnnel by
SAED as stipulated in the SRED-GRT azreement, from the Ifact

that personnel were sent to Senecal before housing was avail-

able at the project site, from ccnstructicn delays and from
management cdeficiencies within SAZD and, tc a lesser extent,

The effect cf these factcrs has been frustraticn which some-

times has eroded the mutual respect which 1is essential betwesen

cr

country naticnals and expetriate technicians, ccnfusion

1S

2

recarding the relative priorities of varicus tasks and ctjectives,

. — ‘ - bl : :
minimal transfer or Kncwledge and skills to Senegalese, minimal

L}

o

fcrmal or cn—the—jéb trainipg gompleted during the 21 mcnths in
which technical specialists have been present, an excessive

precccupation with the-hdusing issue, an inadeguate precence in
the perimsters of ORT personnel, the lack of suitable physical

structures in which to conduct scme trazining and the demoral-

S e Ay P P g 4 - e 2 e - R o - —~— - -
izeaticn which can result from & percepticn that management acts

- = f P B4 T o b P .y ~ - —-de
2s an cobstruction rather th a scurce cf support.
- AT T e e H - -
Finally, it should be recalled that the project cterates in
- eeda vmm yma —~T s =~ = o~ - -] .= 7 3 - —~—~— - - - - —
o glNiXeEm2 Clinate, Oovaer COonsSiGerapise flstances 2 Wwiktnln the

4% 2 =1 ~ - = - ~ ¥ o= — oy - -

blished by the Geovernment of Senegal. These external Zactcers

=1 = £ -~ = 1< e = < - P —~p = ~ PR
&L5C arfzect thie abllity of the project teo achieve 1ts chiectives

ancé influence the decisions of prolect personnel andé Zarmers

pe

REST AVAILABLE COFPY



2 CURRENT ST TU” AND ASSESSFENT OF MANAGEMMENT AND ADMINI-
STRATICN w:. ...t PROJECT

1. Management and Acdministration by RID
Cn the whole, comments frcm ORT personnel and SAED re-

garding AID's administration of the project have been positive,

)

particularly since the opening ¢I the liaison office in St.

Louis. There have been specific difficulties which are noted
I

in summary form in Part III. (Findings and Conclusicns) waich

relate to AID's fallure to require receiving reports frcom SAED
for project equipment, e orxrder cf chine tcols in Senecgeal

without cbtaining tne required waiver and tne rate of turncver

of pxoj Sect rangge-,. Given the. size cf the prcject and the

[y

' - . L 4, . . . . .
nurber of administrative actions required, the prchblems in this
B L3

area have not been excessive. Several persons specifically

mznticned the Supply Management Office zt ARID as an efficient

support unit which was able to facilitate paperwork and deliver

he guestion of project management is more difficult since

there axre severgl issues winich appear more clear frcm hipndsight

made. An evaluation, by definition, works from & positicn of

hindsight. The Evaluation Team trusts that AID will accept these

ity

0O

comments kKnowing cf our awareness ¢ ur advantace in this recax
a) Decision to Allcw ORT Technicians to Arrive in
Senegal in 1980

K

Senegal in September/Octcher 1923 was based ¢n the fact that =he
project had alreacdy been under implementaticn for twe vears

BEST AVAILABLE COPY



(the period between the AID-SAED Agreement and tiic »abu-UKL

r needed technical services of

T - o Ea T omee Bt e S om e O A 53 RS~ TR T
the sort offsred oy Lhe grojsect, that it is difficult Zor a2

contractor to hola prospective employees indefinitely and to
replace them whan lcst, and that there 1s an understandable
desire to get the project moving, to "make progress" and to

-
I

be seen to be doing sc by al~ concerned. The decision was

taken, therefore, tc provide "temporary" lodging for ORT staff

the project's cbj ectlvea, ncwaver, this aec*svon seems to have
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and centinued to ke an issue twenty-one months later at the tim
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vy has been spent discussing

5

-

Trzining Center after it was decided to move the main base to

Ress Bethio but -the ORT team refused te live in Ndiave as it

e - = - - - - : -
ccnsacguence, tne negativse elfect ¢ the ori &l cecisicn cn tnhe
ores | T o
jops JGC\_ 1S5 C.igéar.

Y N e~ < - - & o .
b) LECILEICN ¢ Move the Maln Base to 2gss Bethico
mia ™= P k) - 3 - —~ -~ - N v mhenl - ~ Y es
fe ORT team presented & report Lo AID andé SAZD marsly on
- s e - 3 - — - a . 3 - — = o3
meéntn &Itery the team arri-ad in Serecal recommending that the
‘\'; v ! b
) Y pad I3 -~ - LS : . 1 g ""—-. - o
Maln repdalr pase dDe moves Zrom Richard Toll o Zcss Zerhico, ine
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chcice of the site for the main zregair b

arcguing this issus. AID constructed houses at the Ndiave
—
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reorganizaticin. The Project Paper states con page 25 thet "The
Zacility at ~ichard Toll has besen inspectecd oy &ID engineers

D management that it

and an ORT specialist who concur with SAE
{Richard Toll) is ideal fcr the new heavy
and training center". The ORT project propcsal states the

following:

The ‘anage“-nt's expressecd wish tc shift the central

repair shops andéd separate their activities from those

of thne Delte area is absoclutely justified. Richard

Toll is cbviously, therefcre, the idezal site fcr the

future center. Both general design and the capacity

of the existing buildings meet the present resds of

SAED although they are in a seriocus state cf disrepair.

The layout cf the premises poses no prcbhblems in terms

of linking .up the training center tc the central repair

shop..,." : :

* 2
The issue appears to nave been stu idied thorcouchly and the

te csn*cal cpinions of AID engineers and CRT perscnnel were soli-

cited. SAED had also expressed its desire to use tnhe Richard

Toll facility. Despite this, in a single meeting in Decenber,

ignificant new evidence was brought tc light, ncr dc the

0
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assumptions on which the ORT team's re

2r to have been challencged.

construction ©f the base azt Ress Bethio be underteken without
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engineer accompanied the Ewvaluati  1Mission to the Richard

-

Toll facility. In hl

s

written comments o the Evaluation

nvinced thnac

th
L
O

£ ne toc was far

a3
ct

0 o C

0

fu

Team, it was clea
there were good reasons £cr altering tne project in such &

fundamental way £f£rcm what had been planned. The notes Zrom

M

the meeting at which the decision was taken simply reccrd that
ORT's recommendation was.agcepted by AID and SAEL. When SEED
personnel were guesticned about this, the Mission was told
that SAED believed thet ORT was technically guzlified tc make

such a judgment and they were prepared

= 4+ - - — )
C CTC accept tneir tecnnical

advice. There is nc evidence that 2AID ever chellencged this

decision or askgd fér documentaticon to support the conclusicns
cf the ORT team i;'thi; régard.

The,K AID Project Manager should have insisted cn full
technical documentation for a change of this magnitude and at

this stage of the project's developmant. This appears not

to heave been docne.

=~ =g T ActiEed Am o UL S, PSR P 3 . FURT
€PN a8ls Cni Lrocucticn rather than reilnInc. sC one Tirmg, Lhe
T~ o 1= = T F « - b < =3 ~ 2 -

s I0oject Manacer, tne late Mr. Faul Worthington, insisted that

the jcb descriptions as presented in

U
ja
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ck
M
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o
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}
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ﬁﬁ.}_,.\"i_ - ~ ‘v - ..‘ - . . . . - - : -
Cctcoer &, L980. The result of this cecision was that very lizzle,

ining was accomplishecd since CORT personnel essentiall

b

t

T = £ RS - . . . .
nal staff within £2TD, Tf£ tne criginal project
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objectives were sound (and the Evaluatior Mission believes

that they were and are), AID should nct have agresd toc these
cnanges. &t oa ‘minimum, the job éescripti_.s saculd have

been more balanced and included specific training res-

13

pcnsibilities.

d) Decision to Remove ORT Perscnnel from Prcduction
anc Return to the COriginal Prcject Chjectives

By June, 1881l it had become clear that training wa&s not

a comprehensive. ““af ing plan in from three to six menths in
oréexr to move the‘project'bacg towards its cbjectives. While
the plan was being written, ORT personnel were progressively
to phase ocut of proauction and allow . local staff to take over.

Tre "Training Plan'" whicn was finally prodiced was more

of 2 work plan with a training element, it was nct comprehen-

sive or de:ailed and it did not provide the machanism needed &
acdvance the project. ORT should have sent scmeocne with &

cepability in planning for training to zssist the team leader

after wailting for it for six months. Finallvy, the "Training
Flan" sheuld not have been accepted by SZED and AID in January,
1SE82 as cthe kasis fur the next six mconths work given the lack
of precision. (The January meeting dié ask Zfor individual

P—

.S IrcT each specialist and a schedule for overseas
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training w1l these were provided 1n the following weeks,

ceneral Dar charts showing tasks and months in which tasks
were to be acccmplished and ¢id not contain specific tardets

or explanatiocnj.

.

0f numzxous meetings. The manacement of the project has also
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act gt the "Specizl Clause" calling for

SEED teo egppeoint @ Treining Cccrdinator was ignerec. AID wes,
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for the most - -part, aware of the manageme:

L
1]
{.

to be used te move the prciject

O
g

ar ts ckhijectives but
gprezers to have been unable to cget CRT and SAEC to use them

znc *c ‘procuce the necessarv planning documents. The effect of

3

the laci ¢f slanning and the lach ¢f zadherence TC the nroject's
chiectives has peen, not surprisingly, twenty-cng months o©f
wOrk pericrmed without an agreed conceptual conzext which ceculad
then be used to improve management of proiect activities.

2. Manzgement and Administraticn by SAED

[

ficult to distinguish betw

t
(r
}l
[61]
[oF
[
th
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h

E o N ol Ve b e Rk LR S 3 =3 -3
AnC actainistrative preoblems in cgeneral and

BEST AVAILABLE COPY



AdOD F7aVNVAY £1S3G

to the project. A primary reason for the develcpment of this

roject was to assist SAED, through training, tc improve its

o)

\anagement and administration, r2rticularly of su

'O

plies an

equipment. 'In a sense, therefore, the project - to scme
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py souwe 0f the very
weaknesses that the project itself sets out to correct.

Specifically, the Evaluation Team has been informed that:
&) The Director General of SLED (PD
receive reports or memoranda int
maticn which have been provided
perscns lower in S2ED management:

d fcr his infor-
RT personnel to

b} When the Director of the Industrial Division is awas
from Ross Bethio visiting various perimeters, thers
is wvirtually no cClegatloh of decisiun making autho-
rity. This)apparently is the result of past abuses,
ho”even,.aamlnlstratlve controls should permit dele-
gation of routine  matters to mercve efficiency:

c) The limited number of managerial staff at SAED and
less than cptimal time management causes the Director
cf the Industrial Division to have very limited time
tc see his staff and ORT personnel or to resolve issues
without cconstant interruption; *

d) Dasplte important improvements with the arrival cf the
current head ¢f the Industrial Division, there aprears
te be dvery infcormal and scmstimes inconsistent style
cf dacision making.

in accition, the Missicn noted that the obiectives cf the

prcject and the means to achieve them were not always clearly

Ty S — 23 5 . ] o~ o b = -
uncerstccd py perscnnel in the perimeters and by scme staff at

Rcss Bethic. Fcr examples, 21l perscnnel interviawsd by the
Evaluvaticn team stated their support for cn-tne-ich training

but the concept seemed tc be vague in the minds cof many. On-

the-jc¢b training is more than an ad hoc process oI skill transfe
which occurs throuch opservati and the occasicnal pointing out
ci errsr by the Speci=list, OJT reguires scious planning and




follow-through. Ta ature of that planning ancd Zcllow-through
and the kind of partihcipation expected Zrom S

‘needs to be communicated more tinorougnly.

o,

A number of persons interviewed by the !Missicn recommende

.

ement of th

)

project cculd be imprcoved if

]

that SAED's mansa

[Te}
et

'
|
DJ

project were moved out from under tne Industrial Divisicn
'attached‘to the Director Géﬂeral's cffice by being incorpocrated
into the Ndiaye Training Center. (The crganizaticnal cnarts
on the next twc pages shdw the present structure cI SAED anc

the Industrial Division). According tc project cccumentetion,

Dacember, 1381 only Mfter lengthy discussion within SEED and
Y b

with ORT after which it was cecided to create *+he Cellule ce

Formation. Intégrée (CFI). The Evaluetion Team concluded that

the .organizatiocon

v

1l placement of the project was not an important
constraint on project activities and we are reluctant to suggest
further reorganization. The prcposed reorientaticn of the

prcject, (See IV, B5) dces not tamper with the basic structure.

Zppcintment ¢ a Training Coordinateor by naming tne Civisicn's
Deputy Director to that post and the CFI is renmamed mestly to
permit an expanded capability in research and preducticn of crain
ing materials and to distinguish between -those versonnel who are

- P st o . - .
Training Cocrcinegtcr directly from the perimeters.
o ~71 e -t . . b I i ~ - S
rinasly, there were fregquert complaints that the need for
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tax exoneration from the GOS caused delay in securing spare

parts and egulpment in a timely manner. Improved manacement
in this area coulca lessen this cifficulty by crderinc parts

in advance, tinrough proper stockpiling and throuch improved

.—l.

ative efficiency.

H

-
L

[6g]

admini
3. ‘Manacement and Administration by ORT
y brief, CR /Lonc01 would benefit f£rom strengthening

.

orientation program, it could provice

H
s}

tr
L‘J
n
Hh

}2-

s pre-arrival

}

0

re standeardized training mat

3

ials to proiect personnel to

(]
3

3

0

reduce the amount c¢f originel material being produced and it

ccoculd mcnitor the prcject more cl lcsely to avcicd the kind cf

.t
4
.

1 b

which occurreg in the preparation cf the training plan.

ORT also should insist ‘on: the timely preparation of quarterly

and znnual reports from its £ield staff, (See Farts III and

4]

IV for a summary discussion of these points).
The majcr management issu=s to cenfront ORT in Senegal

has been the guestion of leadership and the limits of authority.

a team leader who is respcnsible

M

uzlly préfers to hav

stretive tasks which are necessary for internal CORT project

administraticon which insisted that technical ccerdinaticn Is the
Teégzensipility ©I the SAED hierarchy. This implies that ORT
perscnnel have less authority and initiative. ORT seems to

nave accepted this role, at least in part. Conseguently, there
nave zeen several instances where SAED has walted fcr CORT £C taXke

S oinibagbde- 3 = ; 3 D =l i 1 "
& lnlclallve and ORT has waited for SAED to take the initiativve
o Tile same lsstue. For example, SAED stated that ORT shounld

BEST AVAILABLE CCPY ~-22-



icentify the six trainers since CRT specilalists were better

gqualified to select candidates from among SAED personnel.
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ORT, however,

t

hey were responsible for thelr crganization. On the whole,
the ORT team leader was placs

could have taken a greater leadership rcle than he d&id.
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B. CURRENT STATUS AND ASSESSMENT OF PERSONNEL

1. ORT Persconnel

rvnrougn nume rous discussipns with SAED, AID and
‘ORT personnel, it became clear that, with the single excep-
ion of the first Supbly Manacgemant Specialist*, individuals
recruited by CORT are technically proficient in thelr respec-
tivé iisciplines. The Eva%uation Miésion was impressed with

the understanding ORT team mexders nad with respect to the

nature of SAED's organizeaiticnal anc training needs and with:

('1

the coliective experilence the team broucght to the project.

For example, several SEED staff noted tne exceptiona

Fh

level ¢

(==

orgaﬁi aticn of and tn high guality ocf meterials procduced by
the Organizaticn anéﬁMethédeSpecialist. Similarly, the Agri-
cultural Machines Specialist was\praised for nis work in deter-
mining the apprepriate mekes and models ©of machines to ke

crderxed and for the assistance he provided in preparing reguests

of organizaticnal problems affecting eguipment and stpply manace-
ment. Two cf the pecple participeting in this evaluazicn have
had congidarable experience in supply management and they have
agreed thet the system proposed by the Specialist Is ralevant

technical ccmpeten 18 necessary but nct
success ¢I a developmentc project. A willing-

T vp = 3 - aym ey - - - ] -
WCorkK with hcest country nacidngégls &s coilea-

to transfer kncwledge and skills ¢o counterc

x by 7% 1 TIYN Y = A e = - [l - emm =Y
Mr. Yzi 1Jel cCccupliec tne post of Supply Managenent Zpeciaelisc
TACA ™ 2 TacA . A T ~ -
Octcocher 12§80~Januaeryv 105872 Hie varmeren T cgme raercomad st . Q3T
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a ccnsclous =IZIcrt to o in
systems developed {(in this
to disseminate the output of

the prcis

seneficiaries are equally essential. o teo many ilnstances,
' _ ) I
the mermbers of the CRT team individually and cllectively
failed to address these ilssues (Fcor Siscussicn CI each
i e - ' . )
CET team m&mber's pericrmantsy seeg Fart 1II findincs and
Ccnaclusicns, Section B,1l).

The current status of project perscrnnel is uncertain.
team maTbers (J. Picasso, Team lLeacde né U. Piranl, Acric
turszl Mach'nes Specialist) ccntracts expire in Septerber and

T T - e = - E = = ‘kﬂ .-4_ .
SAED has indicated th at they do not wish them to be renewed.

v
T
{
1

Maxch, 18€

Spe

ot

2).

ieir status is further cc
;lly, pr03=ctfpersonnel
gar the csgntral repair
ted as part of the proje

cia

N
list,

rglicated by

cne vear extensicn

r.

c?f

Conrad.

were expected

mhexrs have cnly recaently arrived (Codet

tc live in
which was
ras tC ke |

The

the contract

cf

cther

recrne i arrived in Seneca
St. Lecuils fcr cne vear. Cu
the site cf the reralir base
Rigcherd Toiin, “helr recemm
fcr a discussicn of the cir

rented hcouses Ior
veear, TRT cropcsce
ec =« Fose Ecthiia
Wag accepted (liac
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Ceonseguently, AID then decided to construct four houses

at Ndiave, the site of a tra1n*ng center for SAED personnel

3

located zbout ten mrnutes by‘road from Ross Bethio. The

Bouses were built at a cost of $208,000 and were reacdy for
occugancy in June, 1982. The ORT team had informed AID that

it would resign rather than move to Ndiaye. AID constructed

the houses- anyway and instructed ORT tc inform. new personnel
(i.e. Gcdet and Ccppolino) precisely where they would be ex-
pected to live and under what conditicns. ORT claims tc have
inform2é the new personnel fully and they zgreed to live in
ﬁdiaye when they signed their co..2racts in Europe. Upon arrival

in Senegal, they claimeﬁ that they were mislead by ORT regarding

™ .

the cenditicns at le ave ana they joined the other ORT perscnnel

tc move to Ndiaye.

who were already in country in refusin

)

At the time the Mission left Senegal, the ORT team was
still refusing to move, AID was still insisting tha£ they must
_live wiiere they were assigned and the issue had beccme a metter
cf principle for all concermned. AID then decided to extend

the leéases for the team's houses in St. Louis until August 30th

1t

to gi:e'SiED- and AID tim= to exanine the findings of this Mission

- e — =N - g ] » = v =
gince reccommzndations made in thils repcert might have 2 beearing
. aTn T m - - e PR
cn where CERT perscnnel should 1ivw The Zwvalucaetion Misslicn was

from deing sc. There are, however, 'clear inmplications for housing

y ey T s \ - : 1 . - 3
within the sugeesticns for recrienting the proiect as presented
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r =<sonnel and the likelihood th new staff will have diiferent
icdeas and approacnes wii% serve Lo delay ﬁhe oroject Zurther.
C.. <che other hand, the issues raised above regarding the non-
téchnical reguirements for ORT recruited persconnel may be able
0 be addressed more fully i there are more vacancies to be
filled at this pcint.
2.  Counterpart Personnel

There is clear disagreement regarcing the status ©f
counterpart personnel in terms of (a) who is cificially designa-
ted as ccunterpart toc whom, (b) the nature cof the hierarchical
relaticnship which is and should be present between Specialist

and Counterpart, and (c)\the amcunt of tims

t

thet the counterpart

should spend with the Specialist to whom he iz assicgned. (See III,
B2 for discussion). At present, the situation appears tc be
as follcws:
Specizlist Counterpart Date Assigned Function at Commsntis
as Ccunterpart SAED
PICASEOQ Y. DIALLO informal Chief Centrel Resp.
- Workshep for
light
venilcles
CONRAD - - - -
PIRANI W. SENCGHOR since 1980 Chiel Directer
Mechanic, cf DIT
Tublic {Diw.
wcrks inter-
venticns
Tecnni-
gues!
M., BA Since 19890 Chied Cirector
Loricui- of SAC
tural (Service
Machines Appui et
Contrcie

| BEST AVAILABLE COPY
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Counterpart

Date assigned.

as Counterpart

Comments

Function at
Sﬂﬁn

informal

Chief Machine

MOREZILLON/
‘GODET Tools Section

Hired on
three
menth
trial
basgis

June, 1982 Supply

ment

YZIQUEL/ Manage-

COPPCLINO

1

Diallo, Counterpart

eam lLeader;

[1)]
~—

Y.
(T

+

Mr. Diallo estimated that he spent &bkcut cne

with Mr., Picasso and stated that he did not hsz

with him nor ¢id he know in advance of

.

Mr. Picasso's work

N (. . .
trips and otner activities.

~

He claims to have a satisfactory

relaticnship but no professicnal relaticnship. Mr. Picasso

the testing prcgram with him on cne cccasicn but never

re or lo has

ie)

rogr

e

ration of a training plan

o

twenty vears of experience with SAED an

n’“

_—-d

urses where he received certificates

rope
Diallo is eligibl
rzason given by Mr
unterp

cthers in the Centra

the in

Q

rparc was &ssigned

PR
=t
ol

r

a1

< c

eCt

)
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mach

Decenmber,

\
nas

ty
’,J.
l,_.‘
(o]

()

ide an additional counterp

~erv from Octobcr

FEpre Sy A S |

at the same time,

rpart who was younger., A

this instance would also have had a positiv

nter personal

e

b

\
1)

Mr. Senchor was in France

.

[

~

198

Februvary

1881. From aebruary te late

ilable full;time to* the Specialist, however, Mr. Senghor

he never worked ¢n the machinery and was not

Pirani of his activities. Since January, 1982

worked as assicgned full-time as the head of

He estimated that he spent less than ten

~ 4
Ly

months but

the past

there was & reason to dc so.

wnich
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integrates production with training is both fea<’ble and

]

preferable so long as it 1s well planned. He believes that

cr

ne requires additional training in teaching met. 15 (pedagogy)

.

and the use of audio-visual aids with non-literate trainees

3

si

-

ice nis two month training course in France in mid-1981 was
purely technical in nature.

In January, 1882, Mr. Ba was appcinted the Director
cf the SAC (Service d'Appuil eé Contrcle) but stated that he
11 hed ample time to serve as a counterpart since the work
cZ SAC and that of the Agricultural Machines Specialist are
zocmplermentary in nature.. It is clear that the ORT Specizlist
in guestion made littiq or noc effort to Eransfer his skills %o
his ccunterparts o}:tc de&elcp satisfactory personal relaticn-

é) Mr. William Barra, Counterpart to Machine Tcols
Specialist

. Barra has worked as a counterpart to the Specialist
in lMazchine Tools since March, 19282. During the past fcur menths,

rra spent cne menth in Dekar for training with "MATFORCZ®

three mcnths but it was curtailed in order to make him available
fcr werk in the perimeter workshops in the months pricr to the
main tlcewing and planting period. It is planned fcr Mr. Zarra

O raturn to Dekar for a further two mont
incg during the seccndé half of 1982. The training in Dekar
Tendsd tc previde 2 foundation for further traininc £cr 2 two ancd’

cne hall menth zeriod in Denmark and elsewhere in Zurcpe. Botn



had a >d working relationship and a cordizl personal rela-
tionship. Mr. Barra stated thnat he aas regular meectings with
~

Hr. Godet, that they go on field trips together and that he
is informed in advance of Mr. Godet's actiwvities. So far, he
has not received individual instructlon on new eguiprent be-
cause it is still in crates aWﬂiting-suitab;e installation

Mr., Barra was alsc the counterpart to Mr. Godet's pre-
decessor, Mr. Moreillon. Primarily, they worked tocgether on

roduction activities and there does not seenm to have been nuch

U

organized transfer of skills.

e) Mr. Guessk, Counterpart to the Supply Manacement
Specialist

Mr. Guesse was recently recruited by SAED and is

mployed cn a three month trial basis. The Specialist has

(D

already indicated his belief that Mr. CGuesse 1s not qualified

to be his counterpart. Most of his background in supgl:

e
E

fu

0y
1y

1

mant was in the Senegalese army. Since his emplcvment is de-

1.

pendsnt upon his perfcrmance in the initial period, the Specialist

manaccment ‘procedures and prowvide an evaluatlicn to SAED tc azsist

SAED to ¢etermine whether Mr. uesse's services shaouldéd e vetained.

£} Counterparts to the Specizlist in Crganizaticn and
Methods
Mx. Conrad nas had two counterparts &ssicned to hin,
Mr. Mansour Ybayve and Mr. Rader Lo, In each case, cenfliicots of
perscnality and temperament 2ppear to nave resulted in an inabilit
to ccntinue the counterpart relationsnip. Mr., Conrad was recentliy

.



asked tc -repare a profile of the person he bel__wves could

serve as hils counterpart. SAEZD ant ORT are now reviewing the
Cescripie-. aild Wwill seek te 1dentify a counterpart. HAs men-

ticned elsewhere in this report, a

this position is one of the most important for the entire pro-

th

On the whole, the above list cZ ccunterparts sncwn next to

M
)
' 1
(
o)
ct
)
o
iy
™
[}

the names of the Specialists is misleading sinc

czpticn of Mr., Barra, they have been counterpartis in principle.

Thev have spent little or no time with the Specizlists in guesticn

zné have, therefore, gained little from thelr asscciation. Wnile

€235 czn be faulted for assigning the counterparts to producticn

LY

functions in additi'en to the counterpart functicn, i

(a3

should be

recallied (a) that SAED is short staffed at the higher levels an

[o})

{b) ORT perscnnel showed little willingness to work with their
igned counterparts in any event.

S$azD was also supposed to identify six trainexs for the
imeters. Altﬁough the Director of the Industrizal Division main-

tained that they nad been identified for scome time as the "Checfs

ol

cf the perimeters, cther personnel in SAED and the

Zcund that this was ever decided cfficially. There dces not seem
L nmawve pesn any attempt to contact or test the "Cheis de Colenne"
in this recard. These perscnnel still need to be identified and
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Mechanical
Cultivatocrs

cn-the-3jcob trazininc weas charge L the egulpmen
suppliexs (Fiat, Huard and Massey-Ferguscn' whe sent & techni-
cian to the project area to conduci the training. This was
crganized Dv the ORT team. The two perscnnel trained crarseas
in agricnltural macininery wers identified v SAED pricr o the
arrival oI the CORT personnel and crne, Mr. Wally Sencgher, was in
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reriod Octcper 1983 - Cecember
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France for most of the period Irom QOctcber 19380 to Decenbe
The inadequate amcunt oI training of SAZD personnel in

o 2ll concerned. The

T

.general and of counterparts was evident
ORT Team Leader stressed this in a confidential reporti to AID/

Dakar dated March, 1981 in which he stressed the inebility of

the context of the project's cbjectives, was at least as impcocr-
tant as production activities. Acccrding tc the GRT team, this
ingbility was a direct conseguence of the changes in their jeb
cescripticns wnich were made by SAED 1n their
nuzber 4112 of Octcker 6, 1380,

s e L . L . . : .
By modifying tne job descripticns, SAED effectively assigned
N LN

ORT personnel to producticn functions and assumed tnat ORT would

.

ccnduct on-the-jcb training as an adjunct to their deily
4

activities. The state of disrepair of SAED'’s equipment and
vehicles and the level of disocrganization in the-workshcops and

ir the supply stores was such that CRT personnel Icund themselves

]
n
B
[o])

spending virtuvally all their time reacting to emergenci

tc use an oft repeated phrase, acting as firemen on an &d hcc

{inciuding reprasentaticn from ORT,/Lcnden), it was descided that zna
principal cbiectiva of the pfcgect remained training. Tae OFT
Team Leacer was removed from his producticn responsikilities as
Chef c¢e la Zivision Technicue, and regquestedé to prepare & training
plan. The training plan was tc be develcped in ccoperaticon with



Mr. Moussa Scw 0f SATD and was to be submitted for ¥ ‘iew and
approval witnin a period of three tc six months. During this
transition phase, the otner ORT perscnnel were to progressively

remove themselves from prcduction respcensibilities in order

us participants indicated specific

0]

During the meeting, varil
training needs and concerns which the trainihg plan shculd
address. Amcng these were the need ZIZor literacy training for -
iower level personnel, upgrading cf the heads ¢

raining £for ir—igaticn pum

t

divisions of €7D,
selection and trqﬁnin& of trainers who will eventually take
MR 4 .
. over tihie work of thé ORT teém'and exploraticn of the possibility
of using Peace Corps Volunteers to assist in organizing the
perimeter workshops and tiaining prograﬁs. The tréining plan was

also to cecntain revised job cescriptions for each. ORT team

member. The last half of 1881, therefore, was dsvoted to a

M
t

efiniticn cf a training plan (annual leave also consume=d

-3 g 3 - 7= - S - PR S - -
fevliew e proplsed Crilnlng plan zZnd revised Co Qgecrimiiones.

M - 3 3 P . - - T n —— - I My - Py
The parciclipants i1in tae meezing 1D, SEAEZD anc CR7T agreec in

principle tc the revised jcb descrigtions presented by the

—~

Evaluaticn Team as being the cne presented to this meeting cculad

. : \ . . .
.- v - - - —~ d g - - b - -
d as a work plan since trazining was cnly one

better be describ

1)
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element in the ovrese: ticon. Given the .. pcrtance of this

exercise, tne length of time It took to prepare and the unimpressive

results, ORT/London would have been well advised to send a short
+erm consultant to Senegal to draft a comprehensive and cdetailed
trzining plan whicihh would have addressed the concerns raised in

the June 24, 198l meeting and wnich would have established

specific training targets-in terms cf numbers and level of per-
scnnel to be trained in each relevant discipline.

The workplans requested January 18th were presented in &

meeting on January 26th in the form cf a series cf charts which,
witi. minor medifi aticns, were accepted by SAED and AID.

3 ..
2. Counterpart Training

I YO !

A follow-up meetipg on January 28th presented a plan
for overseas training of counterparts and this information was
also presented as a bar chart showing times of dezarture, length
of treining, location, etc. The chart portrayed the training
whicin was to cccur in the following six months (i.e., February -
July, 13982). Uﬁfortunately, as cf mid-July, 1982, nc trainees
hzd begun overseas training and the Evaluatiocn feam was tcld that
;eAprojéct ncw expected'somé trainees tc begin their training

~
Lati

Il

nis delav was caused in part by lencthier

ticipated, celays in overseas

5

procecures tnan tne ORT team had
mail, faulty assumptions recgarding the courses offered in a

training center in Lome, Toge, and the fact that manvy courses

in Zurcpe are nct ofifered in tae summer months. Regardless cof

tie reasons, the result is further delay in training and a

BEST AVAILABLE COPY.
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ORT feam o deliver on 1ts premises as presented in a training

P

scnedule which has proved to be utterly unrealistic.
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Elthcocugn the Eva

to review the substantive aspects of tne trainincg proposed zbroad

for eacn counterpart and tinis is outside the scope ¢ work cf
the Mission, it should nonetheless be noted that SEED has a

resocnse to an opportunity cfferecd or (&) as & rewarc for meri-
tcricus service., It is also preferrecd.ithet perscnnel e trained

in Eurcpe is not zavailable in Daker. The Evaluaticn Team has not
seen evidence that this effort has been made and wculd urge thakt
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ZocoTed Oon cCemper -, Jzl Wit ftne CrestTliln oI Q= slicie 4s
T 2 Trm+2 e LT - -1 - H 3 —m ™ -
SCYMECTLICh iniecree ((Fl) &8 & Ctrazinling unit under onse lrecccer

= = T AStIe =y a) ™a qs m houied - .~ -~ . - . 3 ~ -
CI tne ingustrial Division. e CII structure Was &agreeda ugon as

~ . . . . - . . .
e oot e B ol aVed - = - » - - - ~ lalaed o - - h . o om v - - —
CI Ta&Lntaining cCconesiveness oI tae CRT gerscnnel wac havl Lnter
P I e L e [P S Tt z 2 ~ - s 1 - e~ -

Sea sCImaticn a lLliZxterieure &y Perscnnel ¢S la |hTT, June 2
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related functions. Counterpa..., to the extent they have been
available, were expected tc work with the ORT perscnnel and
\\

.receive informal training IZrom tnem.

Giseppointing an<, in tco many ins:

Counterpart treaining within the CFI, on the whole, nas been

ct
[u

nces, wvirtually ncon-existent.

This has been caused by:

o]

O

Failure tc identiZy counterparts Zcr some positions;

Assigning counterparts full-time duties in addition
to the reguirement tC work alongside a specific ORT
specialist;

Counterparts more cften than not were physicall
separated frcm their CORT colleague ky occupying a
different office or wing of the office block;
With cone excepticn, ORT personnel generally did not
advise their cbunterparts in advance of tiaelr wecrk
and travel plans and did not seek ways to inveclve
their counterparts in them;

For the mcst part, ORT specialists did not arrange
regular msetings with their counterparts to discuss
their work and tc review the nature of their counter-
part relationsinip and identify methods and cccasions
for the transfer cf skills and kncwledge;
ORT persconnel, in some instances, were unwil
unable’to establish gocd inter-perscnal relat
with their counterparts;

Movement of counterparts (overseas training
cases, change in position within SAED, hiri

- b “r
emplcoyees, etc.)

b - e - i - ™ 3 ol 2 = o b - - P v u . - bl

53 Clear that SAEZD has had cifiicuelty In identiiving anc
e a— - 1 I - = k| = -

ccunterparts with a suitable educaticnal and technical

€ to permit them to learn frcm the ORT personnel and
vy replace them. On the other hand, SAED has nominated
ned severzl cocunterparis who were fhen nct integrated
acctivitias. ORT personnel cid nct maxke & satisliactors



&=

e__ort to max. optimum use of the counterparts who were available
and c¢id ﬁot trv to transfer skills anc knowledge to them in any
systematic way; The one exception to this which was reported
to the Mission is the case of Mr. William Barra who has been
working with the Machine Tcols Specialist since March, 19382.*%

E particular concern of the agricultural machinery specialist
wno participated on the Evaluation Team 1s *that both‘counterpart
perscnnel and persconnel in the perimeters receiving largely on;

the-jch training, in adcition to learning specific technical

skills in operation, repair and maintenance, should alsc have

scme familiarity with the technigues an

d practices reculirec for
efficient, economical, mechanized agricultural production. Speci-
oy L3 \

. N,

fically, understanding the econcmic consequences of everything

< ! - d

from layout and design of fields and irrigation ditches to
routine daily maintenance cf farm tractors is important in

creating & deeper understanding of the context within and the
reascns wny certain decisions are made in these areas.
e

For example; a gocd farm irrigation system &

&

* The Mission was informed that Mr. Sarra spent a month in Dakar
cn a training course for injecticn pumps with MATFORCE. He will
retum for twe more months to complete the course after c<he pezl a
culturalil seascn nas passed. Mr. Rarra has worked alongside the
Mzchine Tocls Specialist andé they nave made Fi=lé visits tocether
and meet regularly to discuss their jcint work. -
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but nhe knows that he needs to consider the fact that the
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the row or the field, the less turning tim
for the tractor at the end or the field. The tracter driver
snould pbe aware of and do his best ‘tc leave the

fter he plows or cffset disks an area. Low spots caused by

ccor plowing collect irrigation water anc kill crops because

1

cf smothering the root system. The person responsible Ifor
scheduling eguiprment needs to be fully aware cf the fact

that each hcur the tractor loses by traveling tco lonc =

cistance to the field and back and turning &t the ends ci
the field is lost cr non-productive time He needs tc be

aware of the costs o? owning and operating a tractor and the
I X
machine being used.’

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

hle plow

<

et

operating & Massey Ferguscon 2640 tractor and revers ’
one would make calculations as follcws:

Knewn information:

Purchase price of M-F 2640 FA 14,613,000
Purchase price reversible plcw _ - CFA 2,200,000
Drivers wages Cra 45,000/mo.
Diesel fuel cra 150/1itce
Engine oil CFra 650/1ite
sssumed information:

1) 2 vear 1life for the tractoer

2) 10 yr. life for the plow

3) Tractor works 30% cf time availiable

4) There are 313 working davs per year

- .
212 céa oo ~ A~ A
pp £ ' 50 = 2,003 nhrs.
vear vear ! -
cr assume 2,000 hours per vear. Assume the plcw is
. = e = = = 1 - - _ =
useca half of the time that the tractor is used or
- ~ 1
2,000 hours per vear.
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Cost calculations:

Depreciaticn cost per hour:
Tractor: 14,613,000 = 5 yrs. or Cra 922,600/yzx.
r 2,922 . ear )
or 2,922,600 X —4=3L - cra 1,461.3/n
year 2,000 hrs. -
i . 1 . , N
Plow: Cra& 2,500,000 . —_ = CFA 250,000/yr.
X 0 yrs.
r4 250,000 s vear - -
or  Cia D00 x  HLEEE - cra 250 /hr.
yr. - 1,000 hrs.
wa . I ays h rs 34 week
lages: days v 8 hours - 4,34 weeks 208 hre/mo.
week cay menth
CFA 45,000  _mO. Cra 216/nr
mo. 208 hours.
Repairs: Under ideal conditicns assume repalrs
- to be 10% of the depreciation per
- .. Yyear; or
Cra 2,922,600 . ., s year .
"X .10 X s—fFgrxw=z = lé6/nr.
vear 2,000 hrs.
Fuel: M-F 2640 is a 110 hp tractecr and will
use .25 kg. ©of fuel per horsepcwer nour.
Diesel fuel weigns apprcximately .0.781
kgs. per liter. Therefore:
0.25 kg. . - .
C : X 110 n = 27.35 kg./hr.
HP-hr. P ' i
27.5 kg. . liter = A e .
= X =% = 23.2 Liters/nr.
hour 0.781 kg.
35 : 0 CF
35.2 liters v 150 CFA | 52 5 220 par mour Zay =
nour liter ! TThoTEm ommm T
Ccst summaticn per hour:
Cepreciation
tractor 1,461.3
plcw 250
Waces 26
Reralrs 148
Teea - anA
- =T - 2, a0l
il and Crease
assume 1% oif fuel
costs 52.8
Total Cost/Hr. 7,353 CFA per hour
-42 -~
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¢ culations for Owning and Operating Costs
b lowing per Hectare:
\ .
Tractor speed: < Xms. per hour
Width of cut for plow: 1.37 meters
Area covered per hour:
1 ar -.AH\Z
£ knms. ¥ 1.37 M e 1000 M _ D240V
- - a —- > -'1 - - -
hr. ” Km. “hr.
= 0.548 Ha. per hour
or: cost per hectare:
CF2 7353 . hr. _ v ae=
. X 3 Zi% RE. Cra 13,217 per nou
211l chiefs of perimsters should be able to mare the above

calculaticns. B&All chefs de colonne shcuid have instructicn in

ways to increase ef jciency cof operation £fcr tractors and

%

machinerv. . '

The Bureau d'Etudes thét is proposed snould initiate & st
to determine what the operating costs are and to develcp a
recordkeeping system for each tractcr and piece cf machinery

toc determine repair costs, fuel used, hours worked, etc., soO

There was in mest perimeters an obvicus lack of gocd

management of the tractors and machinery. SAED and CRT need

BEST AVAILABLE COPY
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A similar system of dossiers‘has béen establisned tc .  itcr
tha use and location cf equipment. This is not only important ifor
_the efficient use and malntenance 0of the equipment, but i
allows trainers to kncw wnhat equipment might be available at which
perimeter and when for training purposes. Tralning can then be
scheduled more effectivelyland without fear c¢I interrupting pro-
duction activities ox findiﬁg cut that the ecuipment is nct
available for instructional purposes.

The greaﬁest weakness in this area is the almost comélet
lack of ﬁransfer of kxnowledge and skills to Se
Bethioc where the sfst:# hes been develcoped and the inaceguate
distribution of the décumentation at the perimeter lewvel. The

. t

fact that the six ééhegalesé‘trainers mentioned in the P;oject
Agreemant have not yet been identified let alone trained to use
these materials wouid indicate that it is likely to be soms time
before the materials are widely used.

There is a very real pcessibility that the 0&M Specialist
may carrvy out.hié threat to resicn rather than live in the hcusing

.

diaye in which case .the one perscn who has a thorcuch kncwlecdge

0

E=J = - 3 1 - 1 - 3 -~
0L the system, how far developed the system i1s and precisely
wnal remains to pe cempleted ccoculd suddenliy leave the project.
Should this nhapoe A vmalamamand 311 qamtra 4. cer 4 famtd Flad ona
isS e L kA D C-p_ I’l, (=8 _L—_':,._c.k..e..ch'lg_ e o A ..C.\-e CC Lo il - - c ana

tne progress made thus far will have to be reviewed by scmeone

retard the prcgress of the crcject in tnls area. The present
O&M Speclalist has had two counterparts assigned to him thus far
-i5-
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hut in eacn case there were personality andé other conflicts.
Given tnis histcry, there may ke no option but to Zincd a

replacement who is able to work clcsely with Senegalese and

who can continue the work of his predecessor. The resignation

[a]

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

its dependency cn expatriate personnel and the urgency oOf
resolving the counterpart issue tc assure tne proper transier
oI skills.

Finally, to provide & permanent structure may reguire not
only a training methodclogy supportec by materizls and audio-

visual aids but also a physical envircament in which training
may occur. Much training 1s supposed to be conducted in the
. M t .

existing workshops, in the cpen air, and in tiae ‘conference rcom

(Tt
[

ies liste

mn

at the ERcss Bethio base, however, the training facili
in the S2ZED-ORT contract whlcn SAED promised to make available

have nct been prcvided. Scme training may need to be in a

0
(v
(1]

—16-
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D. CURRENT STATUS AND ASSESSMENT OF AID PURCHASZD £°F T
WORKSHOT EQUIZMENT AND HANDTOCLS
\\ . _
The pasic nand=cols™and workshcp eguipient necessu: Iox

ma~hine tocls which is vet to be received.

e

er rater workshops, but most of the tocls and eguipment have

nct vet been put tc use.

&

An inventcry prepared by the ORT team cf 2ll hanctools andc

=]
3

an assigned inventory nurmber and location ii the item has been

cistributed. _ \

If the item hes no® begen distributed, the lcczaticn is not
shown as it is still in the' central warehcuse in Rcss Eethio.

-

st of the items that have been distributed to the perimeters

(6]

are still in the perimeter storeroom. Whan cguestioned as t
why the tocls and shop eguipment are not beinc used, the ORT
zam replied ﬁhat the tools will disappear before trzaining of
wcrksncp staff is scheduled to begin. Acccrding tc CORT, the

training cf wcrkshep staff chould not start before the workshops

-4
f

0O
t

"n

-
-
]
4
H

surplementary or replacement tocls which was prepared by the
ORT teanm. .

~ few ziecss cf ecuipment, micrometers, wers suoplisd in
the Encglish rather than the metric system. The USAID Supply
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Manacement Office will rectify this problem as scon as it

rh

rom CRT

st

(D

C—-

1
-

€3]

receives the Enclish syst=m micrometers cme

D

)

_trical test equipment that was ordered 1s considered by OR
to be too scphisticated and scme electric motor driwven equip-
ment was sﬁpplied for 110 volt use, but transformers were
suprlied. There are verv few problems witn the eguipment.

The biggest problem with the purchase order fcr eguipment

een that no satisfactory record was kept relating to the

o
1
U1
o

purchase order and PIO/C numbers. Receiving reports as cif the
date of the evaluation have not been signed. Some of these

are dated in late 1978. ORT and the USAID/Senegal liaiscn
o . . P . e . .y .
cffice in St. Louis are having difficulty in reccnciling equip-
: [

2
N '

nent and tools received to purchase order and PIC/C numbers.

I

£}

ct manager insisted that

=

Early in the proiect, the AID proj

]

SAED had an adequate reccrd of goods received. At that time,
USAID/Senegal did not have & Supply Managemeﬁt Office and the
Project manager was.able to convince those concerned that
receiving reports were unnecessary.

Until an audit is made of Purchase Orders issued andé shipm
received,:it will be difficult to détermiﬁe the balance remaini

in each PIO/C. The Supply Manacement Of
gcods intended for purchase have been received.

Eventuzlly, & reconciliation ¢f eguipment received in

relaticn to what was ordered will have to be made. The lcnger
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The delay in init:rzcing training has delayecd the utilization

h

0f AID financed purchases for handtcols and shop eguipment. I

cr
4
fu
}_4
3
.—l .
ot
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e}
0

.ORT had been put in sitions on their arrival, probably

training would have already been started which is the intended

o)

urpose of the procject. Conceivably, formal and on~the-jcb

v

raining could have becun within six mentiis of the arrival of

ct

the team\had SAED not utilized the ORT so extensively in prcduction
assignments.

It was originally intended that the machine tccls at the
wcrkshop in Richard Tocll wefe to be rencvated for use of the

workshop there. Renovation wculé have .required a thor. .gh
| !

cleaning and inspection, making necessary repairs, checking for
missing attachments in workshep storercoms and procuring of
missing attachments f£rxom the manufacturers of the machines. The

Procject Paper contained a waiver for purchasing the attachments
necessary. When it was decided that the workshcps at Richard

Tell would not be renovated, reconditioning of the machine tcois:

o)

was -2iso cancelled. The budget item for the renovaticn of the

wecrkshep and renovation of eguipment was chanced to purchase

b

new machine tcols locally. This was done withe

c
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The supplier failed to deliver within the specified delivery
cdate. SAED cancelled the order. In *he interim, the crder was
dirreacy on the way to Senegal. It has been delivered to Ross

Rath ' = a1 ~v- o~ N 3 ; S 1 .+ - N
Bethic but ticle or cwnershin s+ill remains with the supplier



as SAED has not accepted cdelivery. This problem remained unre-
solved at tne time of the evaluaticn.

E. CURRENT STATUS OF THE SUPPLY MANAGEMENT SYSTEM

The original ORT team member tc serve as the Supply Manage-

ment advisor accomplished little toward improving the system

(&1

cf supply management. Apparently, his primary interest

e O

s
[
oYl

was in the purchase of spare parts andé he hacd little interest

’_l.

in stcck management. Therefore, notihing was accomplished in
imprcoving the stock management system during his tenure. CRT

was asked to replace nim late in 1921,

M
Q]
h
]
M
O
o]
t
M
E

The incumbent supply management adviso

. . C . . A . L .

has been in St. Louls since about 2April 1982. Durxing his brief
. N 3

tenure he has had time to mqke substantial progress tcward for-

mulating a system of stock management of spare parts. In

acdditicn, he would like to develop a system cf machinery manage-

3
(D
e
T
Fh
0
3
ol
0]
ct

ermining costs c¢f using agricultural -machinery,
vehicles, heavy constructicn machinery, and irrigation pumps

znd engines or motors. This would incorporate a phased depre-

T - < T -~ -— e L - =~
PCn nls arrivai in St. Lculs, the steck management acviscer
mace a sgurvey of the warechcuses in Ress Bethic znd the larcer
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Louis tc_;roduce tL... required shelves and supports. These have

not been completelv assémbled as tie new warenouse has not been

<

1

constructed nor the renovation in the perimeters completed.
Instructions on the assembly, erection and use of fthe new bins
nave been develcped. An e:ample of this is in Znnex 3.

The new system of stock management propcsed a coding system

t
n

o)
[¢U

ar

}-oe

that will allow the stockman to more reacily identify

for a particular machine. Examples cf coding system carde:

”

L}

€ 1n

cards, etc. and instruction on the use cf the system a2

-1
(t

Priority will be given to the warehcuse in Recss Bethio.

. ' \ ' Vypms e s . . ‘1 -
is prcoposed that.the "Dlylslon Magasin Centrzl" will have some

\

jurisdiction over stock management in the perimeters. (The
perimeter warehouses are under the menagenent cf the perimeter
chiefs who report to the Prcduction Division of SAED. In order
tc rid the perimeters of "dead" stock, that is, spare parts

for machines no longer is use by SAED, the parts in the perimesier

stcek reem will be identified, cods
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and put in parts bins. ' Parts for machines which are no lencer

used in that perimeter will be moved to Ross Eethic fer issue to

cther perimaters where needed Cr sold tc pukliic kidders if no
lenger needed by SRED. Dispcesition will be determined after

all perimeters warehouses have been inventoried.
Since the perimeter chief is in charce of all vehicles and
machirery at the perimeters, and since all perimeter personnel

R
r

work for him, there is nc guarante
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be adopted. - It would be in the pest interests of SAED

}ot

wil

gerent to reqguire its adoption.

&)

ma

3

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

cf the Industrial Division before he can carry a proposai to
the Financial and Administration Civisions. This includes

routine spare parts orders. Before the proposed system of
stock managemznt is installed even though the Industrial
Division has approved, it will have to ke apprcved by the
Financiél, Producéidn and Administratioﬁ Pivisicns. Ancther
botﬁlenegk to effigisht stock management is that purchase orders
for spare parts do ﬁot necessaﬁily go throuch the "Division

mde e TN £ =1 Ty drraod v+~ bl PIEY 4~ -} 3 -
zntral" ¢f the Industrizal Divisicn as the Perimeter

£

chiefs have the authority to make direct purchases of spare
parts and bypass the "Division Magasin Central."

Another constraint has been that the post of division chief
of the "Division;Magasin Central” has been vacant for several
menths. Recently som=cne haé been appointed to the post on a
trial basis for 3 months. If it is detefmined that he has the
necessary qgualificaticns and ability to functicn in the positicn,

the zppointment will be made vermanent.
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roject funding £for technical assistance

is sufficie
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r the training reguired to leave Dehind an

acequately trained staff. An appraisal of accomplishments in.
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be made by ~ID and SAED,
Training of workshop foremen at the perimecers will be done
by ORT staff responsible for advising in workshop management

but training of the warehousemen in the perimeters will be ..one

n

by the stock management advisor. Training progosed in stock

[

found in Annex 3.
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1 anagement
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at thne perimeter level as there has nct beern time tc sclve

erim

0]

aCapted and appilied &t the ter 1 vel. The wcrkshcp

f

D
¢}

managemant advisors for the perimeters will assist in introducing
N [}

the new stock management system after the perimeter warenousemen

Sc far, the warehouse staff in Recss Bethic has been receptive
11ling to learn the new coding system. There zre a few
sugegested changes for which the need is not rezadily apparent

dem et = T - - e - 3 - - Y
tc the warshcuse staff., As an example, ccod sicock management

reguires not cnly a cardex file, a similar cdevice, con each

part stodkad but also a2 log or record of all parts in and all
carts cut by part number. Sc¢ far, the lcg has nct bheen Xeph
as 1T shoulld be.

One cf the problems faced is the difficult process for the
purchasz ¢l =zpare parts. The system needs simplification. The
Drocess ©I purchas:zs was described as follows.
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N

of equipmern . for which the spare 1is needed. Suwetimes he has to

return for more informaztion. Once the part nee~ ied,

Hh

& 1s identi

iD

the Central warehouse will send scmeone tc St. Louls for a

pro forma invoice.for the needed part. It is preferable to
get three éro formas to satisfy the Direction Financiére. The
purchase order is then typed, the pro formas are attached ana
cent tc the Director of Industrial Divisicn for signature.
Following his signing, the order ccmes back tc the warehouse
fter which it is taken to the purchasing cffice in I.F. which
is in St. Lecuis. The purchase orcder 1s registered. It then
gces Lo tue budgeﬁ office in D.F. for adesignaticn cf the budget
item to which the Euﬁbha§e is to be charged. It then goes t
the Director of D.F. for signature. Follcwing his signature,
the purchase order comes back to the Central Maczsin for pur-
chasing the item. This can teke £from three dayg to four weeks
by which time the supplier mey have sold the spare part kefore

the Centrzl Magaesin sends somecne to make the purchase.

Spare partsiequivalent to 10 percent cf the value c¢f the

new machines are ordered with each purchase of machinery. The

local supplier has a tendency to send spare parts in which he

J]

T = - 4= 1 -}
has an cverstock rather th

\

iy fast meving spares. There has

[4

Lbeen scm2 success in getting a list cf speres suppliled beicre

the purchase is consummated but this has not been 130% successful.
There has nct been time fcr the presant supply management

advisor to devisc a system of phased depreciation oI eguipment

&S socn as time permits he plans cn initiating acticn.

)

t
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he present supply management advisor seems to have things

3

0]

£ time he has develcped a

[oN)
0
(]

well in han In a.shoré\pe:iod
‘system that seems to be workable and acceptable to SAED.
Changes have been made. EIvery effort should be made to keep
the man in his position for the balance of the time for which

financing of technical assistance is provided.

r CUR P""T STATUS END ZSSE SCN“VT OF CONSTRUCT

There has been consicerable delay in the construction and

Hh

ranovation of a central supply base from which the project can
operate at optimal levgl. This has been caused, in part, by
the reccmmendation of the ORT tea@ to shift the loccation cf the

‘ 4 .
base frcm Richard*Tgll (the site identified in the Prcject Agree-
mant) to Ross Rethio and, in- part, by lengthy procedures and
the scmztimes ineffic ient_handling cf accompanying paperverk.

In November, 198C, about cne month after the arrxival of the

t

ORT team, they presented a proposal* for the recrganizaticn of

the Industrial Divisicn which included a recommendation to esta-

bliish the princiéal repalr base at Ross Bethio. This prcposal
was accepted by SAED and AID ;n'a icint meeting held in
Cacenber, 1980 |

As ©f July, 1882, constructicn had nct vet begun fcr the
follcwing reascns:

o building plans haé to be dérawn up and approved;

o bids had to be sclicited ané reviewed ané cne nhad
* See ”§écrganisation Ce la Division Inoustrlelie. Proposition
de réamfnacement d= la RBase centrale de ROSS RETEICO," Mission ORT,
11780, =c. -14-15,
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0 be selected ("appel d'cffres");

o insufficient coordina lC" amonag “he various achtors
resulted in slow Frocessling cf paper wcrk;
Q the lack of a "Maltre d'Ceuvre" tc oversee develop-

ments leading to the beginning of construction for
the period prior to August z7, 1581 also contributed
to delays;

h

o} final approval by the USAID Engineering Officer was
. reguired (recelvea in February, 1822);

o ‘relezse of funds is required. frcm ARID's regional
office (REDSO/West Africa) in Abkidjan {(pending as
of mid~-July 1982).

The first regular meeting of the Ccnstruction Committee on

fFugust 27, 1981 helped to speed up this process by naming the

ORT Team Leader as the construction superviscr (lMaitre c'Oeuvre")

- .

: Y . . . .
and by facilitating regular communication amecng the various

o

bureaus and organizations concerned with the construction. Con-
structicn plans were completed in Octcbher, 1281, bids were

sclic *,ed with a deadline for submissions of Fekruarv 27, 1982,

znd cne of the two firms which submitted prorosals was retained
in March, 1982 fbr the sum of 125 millicn CFA (US $477,000).

The zgrzements were then reviewed by SAED and submitted to ARID

fer zpproval on May 7, 1982.° This aprpreoval was still pending

Ject Manacer based in St. Louis stated his belief that the
reccmmendaticn to move the base to Ross RBethioc may nct have
Feen scund and may have been motivated by z desire cn the par
cf the CRT team to reinforce its claim tc live in St. Lcuils

rather than in the more difficult conditicns of Richardé Toll.
BEST AVAILABLE COPY
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e Prcoiject Manager asked the AID PDO/Engineer tc visit the base

J
at Richar~ Toll andé provide a written cpinicn on this issue.
The Engineer provided a written report that raised serious

cdoubts about the scundness of the ORT reccmmendation, pointing

out that nine different studies completed between 1572 and 1978
formed the basis for the placement of the base at Richard Toll

that "Richard Toll is cbhwviously, therzfore, the icéeszl site for
the future center. EBoth the general cdesign and the capacity

-

that there are seriocus doubts about the wisdcm of shifting the

bzse to Ross Bethio and that many of these doubts appear well-

founded. Unfcr;unately, the moment to address this issue was
in December, l98b at the joint SAED-AID-ORT meeiting when this
pfcpcsal was ccnsidered and accepted by all perties rather than
eighteen menths later when the use cf Ress Eethic is a virtual

hod - = 9= - ™ s i LYW - i . - - - - —
Eethic center, :the Zvaluation Mission kelieves that recpsning
tns : e a* thi +a 11 A N e T S RN .- ~7 1
c1LS Lssue &t Lhis stage would be more harmful te tne cveralil

geals oI the groject than any benefit wihich cculd be derived

from shifszinz th
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The delay in construction nas caused delays in adopting
che stock managément system and in the training cf workshop
staif. Further delays in construction (possibly one to two
vears if a decisiénlwere made to return to the Richard Toll
sitej wouid result in the inebility of the project ﬁo celiver
needced teéhnical assistance tc SAED for that period in an

efficient manner. Technical perscnnel snould, under such

-~

ceccur, AID macght be better off terminating all but the con-
structicn aspect of. the project and starting .. er with & new

: o ' 4 : : .
centract in 1984. Such;arastlc measures do not seem warranted

N

since SAED belisves it can work from the Ress Bethio base and

n oth

{h

r ways through the
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1l Trainers to the perimeters as recommended
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Purchase of Commodities. AI

D
in a timely manner so that it was
O

use upon the arrival of tne ORT technic
assi

ance team.

"Suitability of Egquipment. The eguipment which
P

urchased, cn the whole, was suiteble and

gpprcoriate for the project.
Purchase of Machine Tools. Nine machine tocls

over‘$200,000 wers crdéerel locelly

without a proper waiver being cbtained. Due to
%

delay. froir the supplier, the l”c“l centract was.

cancelled by SAED before the actual errival of

the equipment. Shcertly thereafter the ecuipment

was delivered. Althouch it is irreguler, the

Mission concludes tnat it wculd be advantagecus
t0o the project to raguest a waiver and keep the
then return

celivered tools rather

raorder from the U.S. The delayed arrival ¢f
this EQUiDmynt and the current utncertainty
@ equipment ncw i

n
factor which has celzave

. .
te kept is cne d th
secinning of treining in tne use ¢ machine tocls.,
Recorcerxing frcm the U.S. could resulc in a

T - T~y - . ] -

Zurther delay of several mcentins.

receilving y

a consecuence,

It

rom S&AED/ORT. Receiving Rep

)

commodities receiw

rr

keep track of
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of the time lost from administrative

purchaswe order. The apsence of tiiese documents
ied to uncertainty regarding which commcdities
were aL;ual_j received and whether any were
mnissing. (During 1982 an inventory of AID
eqgquipment was completed and ARID has satisfied
itself that about 95% cf cc

received. See

Project Manager/Ccorcdinator Turnover. From

October 1576 until June 1922, the project has had
four project'managers/coc dinators {Yellot,
Worthington, Skapa, Jepscn and Carvin). Althouch
the Mission recognizes tnet tnhis was unaveidable
in some. cases, it nocnetheless concludes that the
frequenc" of persocnnel turncver in this

had a Eeleterlous effect on the effectiv

m~nt of tne '‘project.

AID/St. Louis Liaiscn Qffice. The Mission concludes

that the opening of a Liaiscon Office in St. Louis
we&s an important factor in tie improvemsnt of

project managema2nt and resulted in & reductiocn

also prcmocted more effective meonitering o
activities by ATID. The cffice appears to be well

eqguipped and documentation was well organized.

- g -gm e - I P o~ -
cenerally efficient support from 2AIT tc the preject
- 4 - ] 3 = i ~ . - . = P
and 1s to be commended for the improvemsnt in
- 3 = POy = s T — = — v - 3
project administration IZrcm AID which was chssxrved

B4
an inalviduzl with Greater mataorxicy and oI3
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ation which will Zfoster the

well in advance of i1ts start up anda was
ative in arranging meetings and Lranspgc

n misleading initial impressions c<f th

i

cf prcject constraints and the

prograss.
< :

nagement,

«

)]

v
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£

Need for an Effective Management Style.

nctes that there appears toc be a very i

inconsistent style cf management within

trial Division of SAED. Decisicns are

communicated informally and then not ceoafirmed

writing. Decisions communicated

then sometimes meodified and tne modific

nct always ccemmunicated to
i

This results in
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nformal and
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personnel by the SAEZD manageme

v
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'_-l
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»

ex
the nature of "production" as oppcsed to

or
ks
fu
'..4
3
P.
o]
\Q

3

responsibilities and tne degree oX Tl cb

(W

o-

3

training witich 1s or was expected to be linked

to production does not seem to have been clear

to several SAED and ORT personnel. Altnough there
was a general preference expressed in September
19380 by SAED to place =& ilority emphasis on

recrganization and th

e
a priority on training after Decenber, 1981, the
c e

precise tasks to e acccmplished and the cdegree
of informal training expected as a component cf

reorganizaticn was never spelled cut. The Mission

believes that SAE management ought to define its
pec;" cns mere prec;sely and completely and ought

to;definelin more detail the expected role and

responsibilities cf counterparts.

o]
t
3
[0}
3
t
0
th
¥
-3

raining Ccordinator. Uncer the

f the Project Agreement (p. 23), a Specieal
"tC

c
Covenant was inclucded which regquired S2ED

fit
U
o
0
+
o}

t a Training Coocrdinator and a training

-staff adeguate to continue the training progrem

after the termination of the project." &s of
July 1, 1982 no ccordinator has been eppointed.
The Director for the Incustrial Divisicn serves

as the SZED PrOJec; lanager and as sucn nhas overall
e
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Management,
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of needed proi

§

s s
affects, in particular, the maintenance and

repair cf agri

hdministration and Finance

Provision

H

Specialist has spent consicereble time

ssicn ccncludes that

Orientaticon c¢f Staff. The
ORT i

its perscnnel priox

failed to provide sati crienteticn to
to their arriveal in Senegeal.
ORT personnel did not have an accurate idea cf
the énfironment in which they would be living
and. workipng and were not prepared in a way that
couid permié.them to have & clear sense ©f their

job responsibilities.

of Training Materials An effective

=]

anager in Londcn should have observed that a

large number of the tests and training matericzls

t

tn
I_J

qhired by tne project are for atively

ndard typses of tests in veccaticna

n
H‘

-
H

(0
n

S

anc co

institutions. The Crganizaticn and Methods

and effort

loping such materi The Mission

materials from previcus projects which could be
used cr adapted. The content and format oI
training materials ne O be
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ENEGAL Maneyement, Admini=_ration andé Finance

.
3

where specific actions cculd hav
project objectives. he lengthy delay in pre-
paring & training plan, & work plan and a bu
during 1981 and the failure to be more aggress
in taking optimum advantace cf the limited t

cf counterparts which was be made aveilable
by SAED to the project are examples o t
Oppor rtunities. It is recogn izecd thet th
o

e
have

o
H
)
ct

basic project working cecurments w
been prepared jointly by SAED andé ORT, however,
ORT ‘could' and should have been more active in

encouraging SAED to participate in a proccess

Znnueal Report frem

e
ORT for January-December, 1981, was ccmpleted in
late June, 1282. Scme Quarterly Reports were lats

n being prepared. The "training plan" reguested

e
o

n 1980 was never prepared and the work
n

Pi
asked for in late 1980 was £finally prepared in
December 1981 for the first six months of

~

raicsed in reports is an important ccmponent cf
Froject management for ail parcies.
Training Equilpment Orders. Ffunds budceted in the

cthner items (e.g., office fumiture) cr were not
spent when planned. Training eguipment will be
neeced as training proceeds anc CRT should have
made its needs kncwn in this area in & timely manne
and encouraged the purchase of thils eguiprent,
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¢ Working .. rs. The gue

s
been a point cf Llrritation becvwe

nas en SA=ZD anc
- — s . Al N = .- =7 -~ - - - el -—— 3
URT persc.. . ror severali . menciis, CRT perscnnel

were working a "continuous day
around 3 p.m. for zhe day. This
halted when SAED's Dirzctor General learned of

it. Subseguently, ORT personnel cecided to

arrive at work later and leave ezarlier than

) their SAED-cglleagues and itney &iso refused to
work on most Saturday mornings; a regular work
period for SAED. CRT perscnnel should be
required to work a forty ncur weer (at present
we are told they work 35 hours per week ccompared
to SAED's 48 nours).

B. | CURRENT STATUS AND ASSESSMENT OF EERSONNEL
T '
1. . The QRT Tecnnical Assistance Teamn
a. Team Leader/Dieéel Mechanic Specialist (J. Picasso)

The Specialist was recruited to assist in the
reorganization of the central repair shep and
those of the perimeters, tc provicde on the job
training to the staff of the workshops and %
participate in the prcducticn p

?riority establisned by S&ED in September, 1980
stressed producticn even at the erpense of
training. Within this framewerk, the Specialist

was regulred tce spend tne maicrliy <%f his fims

P -

on production activities and fcund himself keing
used as a "fireman" (a phrase usel by SAED's Deputy
Director General in Februeary 1%22) tc resclvs

m : asis. The Mission

enstraints within SAED whicn led to a work

0

rU

attern or this sort sericusly iindezed the

[63]

pecialist's ability to realiz
outlined in his jcb des
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aoted this problem in a repcort to AID dated
Marcn 1981 in wnhicn he stated ". . .new SAED
priorities nave reguired the ORT team tc set
aside tne principal objective of the project
which is training even tiicuch we have advised
that training is at least as inportant as other

objectives and deserves the same priocrity."

(t
’_1.
n

The Missicn believes thzat the Speciali

[

Oo
(B2 U)
[+})
’_n
r
)

c
technically dompetent and made a ¢ocd
e

effort to respcnd to the saifting d napds placec
upon him by SAED. For mucn of the time, the
Team Leader was required to act as team leader
only w;tq respect to adminisztrative regulremen

cf ORT and SAED and did nct function as a Team

Leaden in tihe sense cf being scmecne responsible
for'the cbordination of ORT personnel professicnal
activities and for policy development..

Cn the other hand, the Specialist fail

ed tc take
initiatives and exercise a leadership role within
the constraints imposed upon- him. The share of
responsibility which was ORT's for the preparation

cf training and work plans and annual budgets

was not met in a satisfactory manner. This ccn-
tributed to the sense cof drift which ccmes Irom
the long term.absence ¢f precise wcrk plans
enumeratihg tasks and setting deadlines. ?*rtner,

the Specialiist could andé should have made & mCre

1lous and sustainecd £IIcrxt Lo Lnvoive al

in
0]
H

part in the work in which he was e

provide cn-the-job training in ceonnecticn with
his production responsibilities.

Specialist in aAgriculturel 'lachinerxry (U. Pirani)
The Mission concludes that cae fpecialist is
technically ccmpetent, *“hat he made an important

centribution to SaAfZL in the preparaticn of bids’
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~esteblishment c¢f perscnnel and

ané tne proper selecticn of agricultural machinery
and spare parts. He alsc received eguipment in a
proper manner and ensured its distributicn Lo the

perimeters.

Unfortunately, tne Cpcecialist mace almest no

effort to transfer his kncwledge to his Senegalese
counterparts and was unable to estakblish meaning-
-1

ful professional or perscnel relationships with

his Senegalese coll ission notes that

N
[
1
[{))]
+3
joy
®
>

this failure to plan for and invite counterpart

participation has acted to constrain the achieve-

ment of project cbjectli s overall attitude

is.reflective cf a cul 1l insencitivity and

negativism which is inapprcpriate‘foi perscnnel
je

LA s .
assigned &£O tnls pro
I, [}

Specialist in COrganizati and Methods (Conragd)

The Mission concludes that the Specizalist is

technically ehceptvona1ly competent and has made

a significant contribution to the overall organi-

zaticn cf the Industrial Divisicn thxrxough the

®

114 ~ =31
guipment files,

the preparation of tests and training materials
and established a framework £for th
an eguipment inventcry. fie also created a systenm

to use the informaticn gathered in the inventory.

Curing the first vear ancd a halii cn, the preiect,

the Specizlist was unable to work with either of

the counterparts &ssicned TC nliliml. & ccrnpblnation

of personality cenflicts and uncerctainty about

lines cf authority and assicgnment cf jcb tasks
centributed to this. The majcr deiiciency has

teen the lack of transfer of knowledge Lo Senegalese
and the insufficient distributicn and use cf the

materialils which have
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perimeter level. ©Recently, some Senegalese have
stated they have noticed a mcre positive approach
by the Srecialist in his relaticns wxtn his

colleagues.

Specialist in Machine Tools (ioreillon/CGodet)

Mr. Moreillon was a specialist in diesel mechanics
and worksnop managerment and was replaced by Mr.

Godet who is a machine tools specialist and work-

shop manager:. The Mission found that Mr.
Moreillon was a well organized trainer in diesel
mechanics who resigned because he said he weas

tnable to carry out training in an envirconment

-

where production was pre-eminent

(

Mr. Godet arrived in Cctcker, 15 e
an_%néengpry of 2ID purchased equipment, distributed
tocols to the perimeters and is develcping works
reorganizatién plans. The Specialist works clcsely
witn nis colleagues. The Specialist could and
culd take more initiative in nis areas of
esponsibility. The Missicn cdoes not agree thet
tralning must awalt the ccmpletion of the workshop
o} and believes tneat, with mo

a4
initiative, scme on the job training activities
1 e

Zzsicned Supply mansagement svsten, criered
STOCX bins, initizted actions in the central supply
varehouse tc implement the svstem and has studied
SAED purchasing procedures in order to suggest

ays te improve eificiency. He has been unable

to weork with a counterpart until verv recently.
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During the visi_. of the Evaluation Mission, a
se was dasignated By SAED 2s his counter-
ca trial L.s5l3. The rission believes
that the Specialist needs more cooperation and
h

he other Divisions within SZED.

Counterparts. Tinere have been several difficulties

with respect to ccunterparts cn this prcject:

o there are conflicting definitions of the role
and respcnsibility cf counterparts,
¢ there are ccnflicting understandings recarding
the share of times thet designated counter-
part should spend as a counterpart &s cpposecd
to naving independent tasks and responsibilities
k andg,

0. thejidentification aand
counterparts is not cle
: L3

P

[=}
c
a
within the SAED framewocr
s
a

electicn process fcr

. A .
With respect to these issues, the Missicn nas
fcund the follewing:

1) Coenflicting Definitions. The Director General
of SAED has ccncluced theat a counterpart should
serve in a subordinate position since it is
difficult if nct impossible to have two
individuzls conn the same level making decisicns
jointly. Therefore, he prefers the term
"adjecint" (assistant) to that cf "hcmclogue"
{counterpart). The usuel cdeiiniticn of the
relaticonship between technical assistants and

their host ¢ raticnal colilleagues frcm

1
3

C "lt..._v a
an AID perspective is cne of ecuality. It is
normally preferred theat the host ccuntry
national cccupy the pesiticn in guesticn and
that the technicel assistznt shcoculd act as an
adviscr. The role ci adviscr is often Zocund
&gt the tecnnical as well as poliicy lsvel on
AID financed prcjects. Technical guidance in
decision-making is often critical tc the
achievement of projzct cohjectives and it
enables the hest cowntry national to remain
in & positicon ¢f zutherity even while receiving
assistance on techanical matters.
There is a serious discrepancy between these
two views. As a conseguence, the role and the
leval Af res;o“sibilitf 0L Senecalese ccunter-
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parts (assistants?) has been unclear.
Difrerent Senegalese 1n these positions and
different ORT persocnnel have interpreted
their roles differently resulting in frus-
_trations and resentment in some cases.

Cenflicting Understandings. The share of

time that a designated counterpart or
assistant is to spend working directly with

an ORT technician has been a matter of
dispute. The Missicon noted that from cne

to a maximum of 25% cf the time of various.
Senegalese seccnéed to the project is

actually spent on activities related to the
project or witih the ORT technical perscnnel.
Most of the Senegalese in guesticn are assignea
other duties on a full time basis by SAED

These duties are in prcduction whichn 1s
considered to be the highest priority of the
4organization. EID, con the other bang, usually
‘requests and prefers that counterparts be
assigned on a full-time basis to work with
techhical personnel. As a recult exgectations
".vary reégarding the degree ancé kind of work
whica should be undertaken jointly by the
counterpart (assistant) and the technical
spacialist. Tnis has <lso caused frustreation
and disagreement.

Identificaticn and Ce]ec;ion.” CRT perscnnel
believe that any should be mcre fully asso-
ciated with the prccess of identification and
selecticn of counterpart personnel. ORT
personnel alsc nave a specific icdea cf tne
gualifications which counterperts shculc have
at the time thevy are namsd to this role. 2&s
a ccnsequence, ORT rscnnel have scdetiueﬂ

e o
been dissatisfied with the personne assicned
to work with themnm Cn the other hand, it is
t0 be eupectec counterrarts will noct
necessarily be guzlified. Wwhat is i1mportant
is that thevy bes trainable; that is, that they
have the potential to learn the iobs cI the
technical advisors in crder, eventually, to
replace them. The degree to whicn those
identified are trainakle is in dispute, hcowever
the Missicn concludes that, with few excertions
the ORT team has nct mace the necessary effcr:
to work with those pecple who have been
selected.
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Trainers. The Mission notes that the six trainers
call ent between SAED and ORT

. N - oo - PR . . L .
nave not pgen proviced. oo Delleves Thnat
ric

the "Cheis de Colcnne" (Agricultural Machinery
o

Work Foreman) should zlsc function as trainers,
however, thne "Chefs de Colonne" ncw in place have
not been named to these positicns or reviewed for

their potential tc assume these positicns.

c. Provision of Support Perscnnel. The Mission notes

that undexr the terms cf the SZED/CRT Rgreement,
SAED was to provide a suppcrt team to the procject
censisting of a secretary/typist, drafting tech-
nician, operator for reprcoducing machines, chauffer
and an ordexrly. 2As c¢f July 1, 1822 cnly cne

support person nas been proviced.
N Q
3. Recy lentatwon of ‘the Personnel Ccmponent

2s noted elsewherxe iﬂ this report, the Evaluation Mission
has concluded that the basic objectives of the project remain
souné and the need for assistance in the areas identified in the
project paper and project agreement remain as grezt as ever. The

project, during the twenty-one months since the arrival of the

2 mmemis S FECa e s 4 de} - o S - 4 4T PR T e =3 -
LIl Znnt CLILZSIIgnlCg LI Lhne L‘e_-:"etera }ol e ZxXegg I YI2RnEXr oI
[ RO S T oY At . - - oA o mate s

rgoroanillacicn, AL0CUGCH Chere Gre numeExXlus redcsEons way tinls

is sc and these are dis cgcsec elsewhere, the cverall character

&G SUsSTained 1avelvement 1n the zerineters. Thls nmevement 1is
cea $- -~ = . = P = = . - = o T e
eviaent (&; IXCm Tnhe shlit away I[IYOm USe CL tne rap3lr Zacliilty
mde TN e gy =S T Y Y . -} - - =
at RAichart Tcil in favor cf the base &t Ross Bexhio, (o) +tne
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insistence of ORT personnel that they would only live in St. Louls

and {(c) =the fact that the ORT personnel spent a very minimal

4

4]

. amount of time in the perimeters. While there may be arguments
in favor of each of these points and while S2ED and AID may have
agreed to some ©Of them for a veriety of reascns, the cverall

effect was toc saift the project toward. the regions closest to

St. Louis and away from the -perimeters where the raison d'étre
for the project continues to lie.

Therefore, the Mission has ccnclucded that the present com—

pcsition of the technical team coes not represent the most

effective combination of ski

cement Of perscnnel.

(1

or pl

i

|..1

-

Similarly, the placement;of counterparts, the identity and level

cf the six trainers and the .nature and level of support perscnnel
which is reguired is alsc in dcubt.

C. ~ CURRENT STATUS AND ASSESSMENT OF TRAINING

1. Amount cf Training Ccnducted Lo Date

The absence of any significant amount c©f treaining during

5

first twentyv*cne months constitut

(D

S

. P .
1€ major failure of this

cr
v

project to date. A primery reason for the lack cf training during

this pericd was the modificaticn cof the jcob cdescripticns of the

oelieved at the time that ORT personnel would be able to engage
in production activities while alsc providing much nore cn-the-job

3 1an turned out te be the case. ORT personnel Zound.

tremeelves engaged full time in a varietv of production activities,

PN - N, L) - v . - . . -
GuTen on n ad noc and as neece basis. wfcer 1t was cbserved

(&}
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in mid-1¢ that little training was being accomplished, the OFRT
Team Lecier was removed frem his preducticn responsibilicies and

was reguested to work full time on the preparation of a training
plan. =a~fter his return from annual leave in late August, he

T

LED in

n

cdeveloped a draft "training plan" which was accepted by

Decenrber, 1981.

The six month "Training Plan" was Ior the period Jaunery o
June, 1982. In fact, the "Training Plan" was more c¢f an overall
work plan in which the training component remained a mincr part

cf the plan's content. The Missicn ccnclucdes that CRT Zailed to

H
W

provide "Treining .Plan" and SAZD and ...ID failed to cbhisct to th
minimal role of training:in the erstwhile "Training Plan". Duri
the past six FOQuJS, therefgreﬁ there has been cnly mincr improve-

ment in the volume of training being preovided. *

2. Training of Counterparts

The Mission's conclusions regarding thé counterpart

e

guesticn are also presented in Section 3.2. (SAED Personnel) so

-hat ccmments here are confined to the training provided throuch
CRT initiatives. As noted in Secticn B.1., with the single

Xcegpticn of the Machine Tcols Specialist, the ORT team has

prcvicded little ©r no

n
1]
I.J
0O
3
o3
)]
'..1
}A
m
o
(&)
ct
B
n
(1

rainind.. The Mis

cr

- [N - 74 s S e 5 N
regTensiniirty for thi cu

- .. . .
NCULC D Snared edweann OUxe

n
bty
it
o
}_J

- £l
[}
M
w

)

..... 1982 five pecple were sent tc Dakar f£or traininc {twc
e1ectric1ans nd three machine tccel perscn nel and 1€7 pecrle
are reccrded'as enrolled in courses organized by ORT and con-
ducted by the suppliers (Fiat, Huard and Massey Tercusond. Some
peoo1e took more than one course sc the total nunber of cecple

involved was less +han 157.
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a:. SAETr which failed in some cases ©C Droviue counterparts at

21l anc in other cases to assure that the des’ nate

parts had a job profile providing sufficient time to permit

adeguate interacticn between the Specialist and the counterpart),

1]

or this failure must be borne by tne

At

however, the major burden

ORT team wnlch repeatedly did nct take advantage of opportunities

Pl

to cdeveldp both perscnal and professicnal relati

H
0O
o
"
o
*..l.
U
)
¥,
'.J
5

thocse counterparts who were made available. The lMission belisves

that nmuch more counterpart training could have occurred if ORT

perscnnel had taken the initiative to reguest recular meetings

to share ln*ormatlon, had informed counterparts in advance of

N . . ;
theilr travel plans and invited them to zaccompany the ORT team
. 1

Y

 merkers to the perimeters, had requested them to assist in the

prararation of training materials and in ithe desicn cf perscnnel
end eguipmant control syste andé so forth.

Similarly, in the case cf the six trainers ("formateurs") who
were supposed to be counterparts tc the Specialist in Agriculturesl

Machinery, ORT cculd and shculd have made an effcrt to assist

'
~1r A e s A d B
in m "\_.u.\; uJ"C:‘—_-l.‘—...g

SEED in identifying these perscnnel an

tcwerds the cewelopmgnt of a training procgram for them.

- m K : . Sy g = 1=

3. Overgeas Training cf Ccunterparts
- = ~ P} - 3.
& schedule fcor overseas training was precarec by ORT in

= A ~ e wa + = an - = . b ~Caon - - -
Zixrst s5ix menths of 198Z. As of SJulv 1, 1882, no ¢one has begun
+his training Y e lav 1n . rmiming koe meen ~niies s
~flls TLlaining. »ile Qe__a_v 1N oversesas TIrainling nag peenh Ccalsed

by unexpectedly long delavs in correspondence with £urcgean

+-v--1v~.4 k. — " i b - — - : ..
trainince centers, by the fact Lhat some trainince courses will

]
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hegin on in Sevtember (W. Senghcr and !l. Ba are scheduled tc

depart Ir train’ng in September, 1982}, and by pocor initial

estimares of the time it would take

Drograms. In addition, ORT found that the tralning center it

]
v
)|
™
’_4.
t
[t)

nad planned to use in Lome, Tcgo, was nc locnger cf

-

gquality, thus necessitating contact with otner training centers.

rogress Toward the Establishment c¢f a Permanent

'U

raining Structure

The Mission has concluded that there has keen limited
progress toward the realization of this central project goal.
Tersonnel files have -been established and inicrmeticn about the
entered intc this system, agricultural and constructicn eguipment

at eguipment

(T
g
{1
I
03
0]
H
n
t
0
Vi
2
13

.
may be available for training purpcses in which perimeters,
ave been established to measure current

as been learned and training materials have

The Mission was given the impressicn that scme S

co nct fully appreciate the importances cf a

&s & necessary pre-cenditicn for the tvee oI training eIficrt
vnich is recuired. Understandzblv, scme paecple tend te lccx
excessively &t the amount of treining achiewved to date as
virtually the sole measure of project progress. In fact, the
traininc needed within S2ZED is = permanent need. Trainingc must



he Mission has concluded,

skills ocadened into new areas. Th
there: .re, that although the absence ¢f anv significant amount

of training is the major failure of the project to date, this

fact 1is ﬂ1t1~ ted somewhat by the prcgress made in the area of
training structure. The principal failure in the effort to

®
0
ct

sblish such & permanent structure nhas been the almcst total

™,

coment.

hl

p-

eve

ol

3

sence of Sensczalese part1c1patlo“ in it

.

n

There dces not seem to be & cenerzl ccnsensus between OKRT

].

o
'

£

£D on the exact form training shcul

-

hand, there is a general copinicn amcngst SAED perscnnel thet
nsarly all training: sbo 1é be OJT which dozs not require any

' %
formal training.- On the other hand, ORT personnel who are the

¢

prcfessional trainers are of the cpinion that there should be

iz

NiAamA ~AF ATT 2w A Eageraa] e ar=h ok eNod Lash: 1S A EEFA v o O-F: coinicen
e X T S SV ot L Cddda doNvamditla rde Chch ddebedig o Al QlrizZerx L =P8 nece e P R id

cI the Center and discussi ions witnh S2AED and CORT personnel, we

have cencluded that pessibilities exist for cocperzticn between

de o~ : i 3 i . ' H ety - -~} 3 = 3 b 3 (e 4=

tnhe Center and the proiect but that these are limited by the

m i 1 . e = : fe e - 3 . - : ,
Centex's cwn needs Ifcgr its classrcoms and workshop. The project

rerscnnel are welcome to use Center facilities to the extenc

worashep at the Center is equipped for training in most pasic

arzas ¢ agricultural machinery.

BEST AVAILABLE COPY

-76=



The Mission ™as found that the training facilities
-which are listed in the SZED/ORT Agreement have not been
provided by SAED. (These inclucde a demonstration worksicp.

0 “¢c 25 trainees and

o

two classrooms, a building to house

n

space for audic-visuval apparatu

LTUS AND ASSESSMENT COF PROSECT EQUIZMEUT

1. The necessary AID project documentaticon (PIO/Cs) was

g
A}
(o))
e 1
3
8]
(t
o
O
p—
6]

)
o}

epared and prccessed in a timely manner. Most !

oy

workshcp equipment necessary for project implementaticn have

been received. The -equipment néas
. . . t . - - .
perimaters, however, mosg of it has never been used since very
) “ !
little training has been conducted thus far.

)

| SR S a o Y on i 3
1so 'beern distributed to t

)

e
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sy Ay AR
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th

Ke)

roject eguipment purchased by AID

was preparecd by the ORT team with the assistance cf S2AED (see
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mentaxry Cr replacement tools prepared by CRT

3 E :

- - -

<. The only significant prcblem revarding equipment was
4 P = - = = 2 - M S
“iat nNe satlisZactory records were kept relating orders td the
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only keeps a record of parts in and cut of the warehcuse.

manage: as done a creditable job in reconciling most orders
and, t.srefore, largely resclving tils problem. & few pieces

of eguipment (micrometers) were supplied in English rather than

metyic measurem:=nts, some electrical test equipment is
considered by ORT to be toc scphisticated for SAED's needs and
some electric motor equipment was supplied for 110 voltage and

nad transformers enclosed but, on the whole, the acccunting,

ccenditicon and choice of eddl ment is remarkably gocd.
E. SUPPLY MANAGEMENT SYSTEM
i. The system of supply manegement now in use by SAED

does nct ellow for the acquisiticn of information on the mest
- ‘ 3 3
commcnly reguirecé spare parts for a particular machine, it

s

systel o0f suppil

- - 4 de Ve = o -2 11 - . £ 43 -
nanagement tihat will @llcow for the zbove as
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2. The most common prcblem mentioned to the Evaluaticn
Miszicn by the perimeter chiefs is the unavailability cf spare

carts. This 1s due largely to the fact that a system cf spare

parcs management at the perimester level is virtually ncn-existen
3. There was nc basis fcr the 2gstablishment ¢f a svstem

cf eguipment management until the ORT team arrived and macde an

inventory oI eguipment which lists the machine and medsl nurmber,

S rrn T~y o e = . = K - PEE Ll A FETE
ceveCpiiegnct CcI a S!Stem CI eguipmenc manacemna2nt ciat wi.l AlLCW



z The incumbent ORT team member responsible for Eguipment

U
£
[

T e s e i e criemA m e aee ER T
S.ppli s@nagement hag . Ylfed & gysTel oI nmanacement thac

a. A common codificaticn system for the central and
perimeter warencuses tnat allows identification
of the mach-“e a part is made for, the factory

. part number &and the bin in which the part should

be placed,

v 1n the central warehouse thet

0. A ex system
lists approximate acguisiticn cost fcxr a2 spare
part,

c. The possibility of acdvance planning of spare
parts \supplies,

d. P system ‘for determining tihe interchanceabilit

of commcn spare-parts between machines, and

e. 2 record of spare parts at both the perimeter

and central base levels.
s. The present spare parts purchasing procedure is also
curberscm2 and time consuming since several separate steps are

recuired to make a purchase. This sytem is still in place

. CCMSTRUCTICN
Mis o Y = - =~ ~T e T - N P -
. e Migsion has concluced that it woulda gt e 1o the
T ; - = = - R -l - - S ma s
pest 1nterests of the project Zcr us to make a recommendation
e [ S S Sy £ - -~ .- N 3 : : : \ T
CO alvieIRT Lo reverse the cdecisicn made 1n Tecember 19E0 Lo
T e . - -3} T - < - Y~
£lace tnhe central workshop at Ross Bethio rather than at Richard
m 11 a7 o = - Py N = - H el - 'S 3 3
Tcll. «nether the shift to Ross Zethioc which was reccmmended
v ORT 2128 act2cted by SATD zZnd ATD wa -h e Yot s -
O% S 200 dcleprea DY (SR D) 1 o Was the Correco Ccne 1n
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er of the ‘achievement oI =Zhe prcject's objectives is an cpen,

bt academic, gquestion. There 1s substantial informaticn to
suggest that a number of the original reasons given for the

1 -

shift to Ress Bethio micht ncot have withstcocod careful scrutiny.

1=

Unfortunately, it does not appear that the technical or manacerial

i)
n
n

umpticns implicict in ORT's recommendation received such

scrutiny.

2. The chance to Ross Bethilio required additional building
plans and the preparction of bids. & series of delays within
S2ED and insufficient communication amcng SAED, ORT and AID

resulted in the final decisicn to approve-the bids and kegin

o c . (S .
constructicn being delayed antil June, 1982. They are now
o : .

B

awaiting the apprcwval of AID.
3. The celay in construction has, in turn, delayed the
renovaticn of workshops which, in turn, has delayed wcrkshcp

reorganizaticon and the start of training for wcrkshcp staffs.
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efs and other local perscnnel.
Again, these meetings should be planned in
advance so that the new personnel are prepared
to ask sp secific guestions and engcsz in an

rall review of project progress and cocn

S
nd the role envisaged for the new personnel

in this context.

a

The absence of e=l ffective management is
result of ceficiencilies in the management cap
bilities of SAED staff located in the Industrial
“vision, hcwever, it is primarily ti. cdirect
result‘og the absolute shortage of gualified
personnel at the supervisory level within the

BDivisicn. THe Director and Deputy Directcr both

cgppear tc have re tasks to perform than they
can reasonably be expected to dc well. Significant

4

mcunts of time are also consumed in travelling

B

to and from meetings in the various perimeters,

"in St. Louis and in Dskar.

D
a minimum of two well gualified pers

2ssist in dewvelcping and carryi

Ive communlcCatidn ancncgc

(0]
(¢}
(t

he absence cfi a ccmmen

L
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andervstanding ©of such concepts as ‘the role and
ragponsibilitiss of counterparts, tna content
and nature of training and the precise elements
reguired to establisn a permanent training

ent with the dMission's
recommandations concerning a reorientation cf
ent, the Mission recommends

n the overzll arez

regarding hcw, precisely, prcject cooiectives
c

e achieved.

receié% and distribution of t
semlna* coul d be held cver three £
five half days ana shcould have a written &agenda
which would lncluce a thorough discussion of
the majcr issues raised and reccmmendations

in this repcrt. A rapporteur should provide a
ummary ©of the rﬂndings cf the seminar whic

id ke mads aV“llab‘e to higher level perscnnel

se
views amcng themselw
views to poclicymakers. P
and perscnn eL.witLin the sections < the Ind
Divisicn could present theilr fZindings <C
pclicymekers.

& subsegquent meeting or
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Specialist in Supply Management. The counterparts 1n guestion
snhould nave a level of formal training which will permit them

¢ specialists upon the

\.

tc take over the functions of these tw
termination of project actiwvities. This regquirement should be
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pecople who have only minimel time to spe

Feilure toc resclve the ccunterpert prcblem will result in the
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tnis project to achieve most CcZ 1tz chjec.lves. Wit

: )
ouit ccunterparts-in placg at the terminaticn cf project activiti

111 be no SAED capabilify to continue project initiated
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2. The Missicn reccmmancs tnat AID elso asx SAED to
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identily the six trainers who are to e tralned at perimeter
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only one has been provided. To prevent ccstly expatriate
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rom continuing in their role part time secre-
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taries and messengers, the lMission reccmmends that AID either
insist that SAED provide suitzble support personnel or that

greement be amended to increase

ox

AID urge that the SAED/ORT
project funds available toc ORT so they can hire their own
support personnel.

n grder to

t-1

5. Recorientation of Personnel Ccmponent.

move tcward the achilevement of the project's opjectives, the

S
LS

n

o+

icn reccmmands that the size and compcsition ©
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the techniczl assistance team be modified .nd that the crgen-
izaticnal structure fh Whlc prcject perscnnel work be changed.
The varicus elemen£é of th1§ reccmmendation (ouﬁlined below)
zre intended to facilitate the achievement of the criginal

chjectives c¢f the project bv promoting two central concepts

integraticn and decentralization. Rcth are censistent with

SEED's stated policies and priorities.

To surmarize, the propcsed new project orientaticon will:

o Maintain the same number cf long term perscnnel but
rplace three of them directly at the perimester level;

G Require each lcng 'term perimeter level trainer tc heve
& counterpart in each perireter for which the trairner
is responsible. Thsase =iz counterparts ("formateur™)
should have both e prcducticon and a training Zuncticn;

o Convert the present Integrated Training Unit (Cellule
ce Formation Intégrée - CFI) into a technical studies
and prcduction center (Bureau d'Ttudes);

o Assicn one cf the tweo long term perscnnel remaining at
Focse Bethio to the rew Bureau d'ftudes (the Crzanizaticn
and Methcds Specialist) ;
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Assicn the cother long term person remaining at Koss
Bethio cdirectly tc the "Division iagasin Central" in
the Industrial Division ({(Supply Management Speci~list);

Require SAED to identify and select counterparts to
the two long term personnel remaining at Foss Bethio
wno will have nc cther responsibilities v:ithin SAED
‘besicdes ‘working with the technical speciclists in
question;

Call for a short term consultant for at least sixz

months to work ¢n the reorganizaticn of the Central

Repair Workshop ("Divisicn Ztelier Central") Machine
P P

Tool Civisien

11 for a sheocrt term consultant for at least six
ncnthe to work cn the reorganizaticn ©f the Centrel
palr Workshop autoc-diesel division;

Call for personnel assigned tc the perimeters tc hav
technical and mechanical skills plus a willingness

and demonsirated ability to live in rural environments
with &ifficulf climatic ccnditicns;

Modify slightly the Industriezl Divisicn's organizaktion
chart by placing the new Bureau d’'Etudes directly
under tie ceputy Director's controcl and meking the
eputy Director the Training Coocrdinator called for in

the Project Rgrecemzsnt;

Strengthen support to the "Division fagasin Central”

and "Division Atelier Central® bv thorcugh cocordineaticn
end feedbac“ efforts of the Senegalese Training
Ie)

Co dlwa;oﬁ,

Define more precisely the role cf the ORT team leader

in terms of the new structure and nis substantive

respensibilities relative to other CRT perscnnel.

a. Leng Term Fersconnel in the Ferimeters, During
numerous interviews with Perimeter Chiefs, SARD
perscnnel lccated in Ross Eetnic ana in Si. Louls
anc¢ with cthers, it became clear that the greatest
need for training andé recrganization is at the
perimeter level. The Mission was repeatedly
tola by SAED personnel at the perimeter lsvel tha:s



long term presence of appropriately skilled
individuals. The Missicn recommends the
{zllowing living and WOrking pattern:

Residence Perimeter Ccverage

Pocdor cr Yianga Hianga and Cuece.
r

rRichard Toll Ca
m

an O J0 <
Ndiaye —~—Lampsar,-Grande Digue/
Tellel Kassak and
Ndebe Bundum
SREED expericsnce with a technicel specizlist from

- i - . - ! . . . -
Revised jcb descriptions f£cr all positions have
been prcposed in Annex 7. In additicn to tech-
nical gualirfications, the iMission rec

e
the strongest terms that perscnnel ke selected
1

- .

ves 4 O N —~ - ~ 4 - - - -2 ~ TN Y A

Wi Ol Teacning T vecatilna. craining gxperience,
N A - . : - 1 1 2 -

e EoR IR thIral R o~ 1 4 = b T oD b = .7 =

rnarviguais withh th CeChinical SGRLLLS wWwnC zZiscC
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establishecd with the expectation that on-the-jcb
training anc some classrccm training wculd be
integrated into the producticn actlivities cf the
industrial DiVLSloﬁ and the other relewvant

Div L I

of a separate unit hcousing ti entire ORT team
and’ tne minimal participaticn of counterparis in
the CFI has resulted in & training unit which is
both physically and practically isclated frcom the
rest of the Industrial Divisicn. The officaes cf
the ORT team are in one wing of an coffice blcck
while counterrarts—--to the extent they exist--~are
ces. The phvs1cal

mostly sitting in different cffi
S i

4= rde s ~ ey = - Y- P - - — 3
context 1n which that Wworr must e pericrmea.
m . T 3 P - —_-L A - - — - de =
The Migsicn keligves thet thne technlcel So2Clalillsts
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vere bullt at Ndiaye by 21D for a cost of $208,300
ZCY cccoupancy on June 4, 1382, Twc C¢f the houses
£foxr the long term perscnnel based at Ross RBethic,
used for the perimeter based tachnician covering
and the Iourth housa cculé he used for sncrt ternm
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work much more directly and rec._arly with counter-
o

e’
)
H

s and that they shoulad be supervised by a

o

fu
'J

ning Coorcinator oI Senegalese natiocnaliity.

To accemplisn this, the CFI can be

ccnvertced to
a Bureau d'Etudes, retaining the Crganizaticn
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outside SAED if necessary) a well-gualified
a

Senegalese counterpart. 1Initially, the Bureau
d'Etudes would be an office Cesicned tc provide
support to training efforts through the producticn
cf training aids, standardizincg tests and ctnher
curriculum materizals. The Bureazu would alsc
maintain records of training throucn the use of
the p rsonnel files already established &y the

ORT téam and will provide documentaticn Zor the
reorganlzation of the Industrial Divisicn generally.
Later, the Blreau d'Etudes migiit be eixpanded to

provida the Industrial Division with & technical
research/analysis capability in substantive areas

£ concern.

This measure woulo help toc provicde a mcre clear
divisicn of respcnsibilities between the Director
andé Deputy Direc work

o - e 4} - 3 - = - - - - N ——
recucing tine time he must sSpend Cn rUTlning TETTers
- & 3 - — - - [aad * Y ~ - .y T
ZIecting the training efIzcro. INIS sTST woulo

T Lrad m 2 o - . ol Bl = [aal < e~
Long Term Technician in the Bureau d'Ztules. Tnis
- - - - 3 A B + ¥ oo
tecnnilcan will report directly tc the Trainiag
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Coorusnator and have
time who will nave a

nim te pe trained

T

to
specialist by the end of the contract. The
e

'g
'y
O
H

Specialist will be responsible for the su t
c¢f training efforts at the perimeters and at the

central base at Ross Bethio and will produce

Ccordinatecr in the supervisicn of the work c¢f the
thrze long term perimeter trainers. The Zureau
will also maintain accurate records concernin

trained personnel and will assist th

e
rdinator in the supervision of the trainin

®
®
'..l

we!
crtsy being conducted at perimeter 1

Long Term Technician at the Supplv ilanacemen
The technician will establish an effici
cf supply and eguipment managemsnt. This will

inveolve development of a file supplying r
o

P

infermaticen on the numbers and condit

ecguipment, on the situation of stocks and supplies
s

cf. corders in progress. 2 copy cof ithe jcb des-
cripticn for this post can be found in Ennex 7.
The technicien will work tcgether with 2 counter-

s e ae
rx fuli-time

S YT EArT chen 1S
e & Bl Pl B R N Y
p— i LILAP - -
ze the lachine
<
i1
ksacp. Wnhile the
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This base is the essential backup t©. :2e i

7

(1
[t}
Fy

rim

'(

repair facilities ancd it provides coordination
higher level repair capability ana n. inery

repalr assistance to the perimeters. For these

reasons, the Mission has retained the cbjective:
in the original project agreement to reorganize
the main base (originally at nlc%a & Toll but now

moved to Ross Bethio) and prqpose a short term

technicien- or at least siv menths to focu
cr

ﬂ)
0

machine tool division. (See jcb ¢
Annex 7). The ccensultant's ccunterpart shculd be
the present counterpart tc tn

e
machine tocols (Mr. William Earra).

Short Term Consultant for the Zutc-Ii

oﬁ thé Central Workshop. Working wi
csultant in machine tools, this co
focus his efforts on the reorganizati
auto-diecel divisicn. The censultant's counter-
part should be the head of the Central Workshdp
("Chef de la Division Atelier Ceni:al", Mr.

Yaram Diallo).

Provisicn cf Ccunterparts fo

r
Perimeter Mechanical Training Specialist. Durin

the first twenty-ocne months of the proiect, the

8ix trainers which were to be provided by SAED
as counterparts to the prolect were not selected.
It has been agreed amcng most SAED and CORT per-
sonnel that these trainers ("Formacteurs"'"; shoulcd

ce located in the perimeters anc shculid o
involved in precduction and
the~jcb training. n

C a
at each of the six larce pe
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#qe

counterparts to the Perimeter Technician baszd
at Richard Toll and so forth.
The "CheiZs de Colonne" anc "Chefs d'Explcitatiocn”
possiple ccocunterparts to
e

have been suggested as po
a

serve in this training c

named the c¢ osition than it is to
identify the individual in the perimeter structure
t of interviews and testing, appear

who, as & r»ecsul
to nave the best potential fcor bheco
Therefore, it may be that in scme perirete
"cnef ‘ce colcnne” is selected while a e
perfmeter(the "chef d'explcitaticn" or scme other
person may be selected. Once the six trainers
("Formateurs") have been chcsen, the Trzining
Coordinator and the Bureau dfEtudes wo
together with the Perimeter Technicans will
establish a written Training Plan whic i
training measures £o be w

ific
perimeter level, at Rcss Bethic, &t

the Ndiaye Training Center and, if necessary,

Laal - - rmy ~ - -
Lralners &t K thilc. ‘ne Missicn cannct over-
- S 'J_ - — % - e~ -~ -~
empiiasiZe LTS cnviction £nat CoUuntEerparts are
‘Y

Methe
&t present, assigned technical and supervisory
duties in ad
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Division

o]
s

exter..al assistance to the Industri

ct

in these areas. Although the Mission 1is
reCom....14ing elsewnere in this repcrt that the
project should be extended to December 31, 1984,
this extension should be contingent upcn a
Condition Precedent: that full-time counterparts
for these two positiocns be officially designated
and that ORT and AID have been satisfied that

the counterpérts so cdesignated are of a calibre

sufficient to permit them to take over the

p—
O
Q)

work c©f the ORT perscnnel as < Janua 5.

}
W
[ ]

’

—

Appointment cf Training Coorcinatcr. The HMission

reccmmends the appointment of the Deputy Director
of @he.lndustrial Division tc act as the
T?aining‘Coordinator. .As mentioned above, this
will. sharpen the division of responsibilities
between the Deputy and the Director and will meake
the lines of autherity more clear. The Training
Coordinator should alsoc monitor and nelp to
coordinate the training efforts in the perimsters

of non-CORT personnel (for example, the UWIIDO

specialist at Ardalac) in order to assure an
gptimum training effort and the effective dalivery
P

of training suppcrt from the Bureau &'Etudes ©o
in ndé

DI
[
n
ct
[
[
f
’_4

all traini:

A s - o ™
rece emanacling Iroi cne 1

Division.

Definiticn of the Rcle of the CRT T=aem Lezder.
Finally, in order for this recorientaticn tc Zuncticn
e s

properly, the role and r
Team Leader must be made more explicit than has
been the case thus far. S8A s

system in which the ORT Team Leader acts as a

leader only cn guestions relating to ORT adminis-
s s

[t
th
m
[
n
ct
3
Y]
(41

trative concern

r
its Team Leader lead the team in the sense of
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ordinator has both
t

s
o

ne respcnsibllity and auctnority for the overall
t ing effort.
s

anizaticn

t
™
ju]
O
L
LQ :3

and “vtboas)swill be availzable tc adwvise the

Training Ccordinatocr as regui

t

L

i
ould not be wviewed as the c¢

0]

z) the Training Coordinetor i e
above the Bureau d'Etudes and b) the work
Specialist in Organization and Methods is
time job requiring a fu

in :the Bureau d'Etudes.

C. TRATNING ) :
1. Plan and Conduct Training Ncow

There have been ccntinucus demands by AID that a

razining plan ke formulated which woulé set out the specific

training activities which the project would undertake 1in both

i T - 3 3 3 %
{Un.iXe the so-called "training plan” ci Jeanuary 1982 wnicha was,
ln Zaci, a werx plan with a training element). The plan shculd



is its raiscon d'étre For tnis reascn, the !lission also recommendc.

rr

tnhat ORT personnel not wait for all structures to be in place
.0or all workshops to be reorganized before beginning training.
Some accommodation must be méde to the realities cf SAED's
organizzational and managerial situétion or there will be reascns

into the indefinite future as to why other actions must be

eted befcre any training can begin.

[

cormp

2. Increasing Agricultural Machinery Efficiency.

Py

13
)

The Mission recommends that S&ED and ORT initiate a

£raining program in the management of agricultural tractcrs and

t

mechinery to increase their e "ficiency ©f cperation. Trainees

n
oy

Lo 4 . . . .
culd be taught hcw to decrease ncnproductive time in the use
I, [

cf the machinery. (For example, a hectare of land which is

)

5C X 200 meters reguires half the turning time at the end of

the field as it would be for a hectare of land which is 100 X
100 meters.)
3. Use of g

Supplier Provided Trainin

5

The Mission commends the project for its initiative in

O
B
Vo]
)

‘ P_;
(R
R
15
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Q
rt

he frees training prcvided by machinery manufactures

such as Fiat and Massey Ferguson. This type of training should

be continued, expanded andé instituticnelized as a regular
featurxe cf training at SAED for zll newly arrived machinery.
4. Ccunterpart Training

Although some couwnterpart traini

3

g cccurs naturally

4 et
ar<t cr

i)
(R

as the resclt of a working relationship, counte ining

A

should not be left primarily tc osmosis. Each specialist must

& 4

pi

(t

oM
Lia gy

r

have an identified counterpart and should develop a wri
. BEST AVAILABLE COPY
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o obtain a waiver at this point on the

grounds thnat they have
ict =2t been accepted and will not = pendcing the grant of

waiver. The Mission recommends this course as preferable to
reorder because of the further delay which will inevitably be
involved.

B. SUPPLY MANAGEMENT SYSTEM RECCMMENDATION

1. The Mission believes thet the prcpcsed sup
7

e
'-.I

)
(3
ar
3
U
Q
m

[

ment system is sound and recommends its implementaticn as soon

2. The Mission reccmmends tinat ORT perscnnel in close

rh

ccoperation with SAED initiate acticn 'to prcovicde for the effective
use of the eguipment inyentory by establishing a system of

phased depreciation of equipment.

2 T - L -
J. inictilate &4 mor

§-2s
)

—

L. L. . - —
ccurate system cf records manzgsment

M
i

at the perimeter level so that costs for the agricultural
machinery compenent can be determined.

4. Expedite constructien cof the new warehcuse so that

{4

the new system of stock management can be installed as scon ‘as
possibple.

F. CONSTRUCTION RECOMMENDATIONS

AID cshould expecite the constructicn cf the facilities at

53

S - = 3 - o 1~ - vy 1 m = a.
SLuXoner celay whldll cann CnLly nave 2

Ross Bethic to preve

5
ot
th

negative impact on the achievement ¢ other prcject objectives.
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