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Summary
 

In the first two years of its existence, institutional development
 

of CENACOF began slowly. The p~lysical infrastructure is now largely
 

in place; investments in equipment and participant training almost
 

match the planned levels, although not all of it was spent in the
 

The dozen training
single-minded pursuit of institution building. 


activities dispensed by CSNACOF hav3 been well received and have
 

started to establish a positive reputation for CENACOF; the 430
 

trainees come close to the target of 500.
 

was hired in a somewhat haphazard manner; some adjustments in
Staff 

The third position
staffing will be necessary in the near future. 

Arrangements
of senior management has been filled only recently. 


have been concluded to provide long-term technical assistance to
 

CENACOF after a one-year suspension of that function. The
 

just-completeu training plan for the next two years maps out an
 

aggressive program to establish a Zairian training institution;
 

while the project life will ne, d to be extended, the proposed action
 

program is well within the h=Lin and financial means available.
 

However, close monitoring ii reTuired to ensure adherence 
to the
 

right
schedule. Progress to date, though modest, is in tiie 


allow an acceleration of the pacel
direction: the training plan will 


the prospects of achieving r.- project purpose are good and warrant
 

a continuation of project 660-0068, Development Manpower Training.
 

senior

The main problem encountered uiio been the inability of the 


to develop a team pirit and to motivate theCENACOF management 
staff to work towards a cut,=on goal. Senior managenent, therefore,
 

is currently in the U.S. undergoing intensive training in general
 

management and leadership/intcrpersonal skills. ',,ther problemi 

include the ad hoc manner in which Ci!TACOF's daily operations have
 

been conducted; the lack of estdbliahed proceaure; for dealing with 

consultant selection; for c,-managing 13S$ and counterpartexpatriate 

funds between USAID and CrflACOF; and the failure to establish the
 

Technical Advisory Council. Solutions to the.:a problems will be
 

sought upon return of CEIACOF's acnior management. 

Evaluation Mlthodoloqy 

660-0068, Nivelop,e'nt ;'inpow#%rThe project papor for project 
to lisens the
calls for an ovatuition after two years
Training , 

yield a "go/no-go"
pilot Phase I. This evaluation is intended to 

decision ol the continuation of the project with PhiAe IT. Both the
 

USAID will determine th" ,le±rabilitygovernment of Zaire (GOZ) and 

itn am~n1Jtrat2/'
to proceed with tho projact on the basis of 

feasibility, and in light o the outptuts ottied. flrt phse 

t°.": o ;1r."' .t -nncpt and was an experimental phafte ,.ijred to 
nthe use of the experientiil trainr.rj method a 7,itr". 

, was
Ior the i,,u. in,'a oif .environment. A trainiag plan 

l;.:.,. .
to be elaborated before the start (f i:n,. ;;vc/,,e1 

Best Available Document
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Beneficiaries
 

The direct beneficiaries are the technical anA administrative staff
 
rni-level and lod level minagjir,of the zone and the collectivit', 

-

respectively, in the priority sectors of agri-ultuir , iewlth ..7,1 

training iitransportation. These will be trainod by the units 

their respectives departments. rhe triining units thumselv c3 will 

be staffed from the pool of 300 C! .lACOF-trainaJ trainers, and will 

receive initial CZNACOF tectinical a3.;ist,,rice in 'stting-up -n'i 
CT'1ACOF blieves that tn,)or(-inizing viable training projrams. 

who cin no reacned with an approach base,] onnumb(,-- of b-nuficiarl.q 
the multiplier effect far outstrips the 1000 Z-itrean Phase II target
 

formulated in the project pal4.r, althougn the direct number of staff
 

about 573. Some technical and adninlitrativetrain l wPll only be 
':11o l, will rrAinflEsitaff, rIrthhrly at proiocc manager lrv be 

270 cadres.directly by C-.1COF a's ,-'Irt of its pr,rwm to train 

oeople who will be affected
The irdirect beneficiaries include all 

by the z:cc:'2u1 imj lementation of !evolopment projects responaive 

to the necio nf thn: t:rict population. rhe main benefits compriJe 

the establi ;,-wri of %coop-rAtive probicm-solving attitude amongst 

the aqonts of cnange rosponsible for the development and 

implementation of multidinciplinary projects, and the development of 

their mnagement skills for employing scarce resources. 

External Factors
 

CENACOF was attached upon its creation cr aptembor 30, 1980 to the
 

Secrtaire d'Etat au Commisnariat*C:n .ral au Plan. A protracted 

project start-up caused CENhCOF to be transftred In Aucrunt 1981 to 

the Cabinet Au Vre-der CommLisaire dk'htat. In Junq 1983, 

c:i'w:,n in the C.'Inet -'.ii Pre.xie Ccmiiwiuiraconsileration iA being 
!'Etat to dcvesr. itself of all oporitinl A,:part.tents. Thia wvoulU 

include CENACOr. Inl:!al indicati.!n3 point to a reassignement. of 

CENACOF to the Com.ijsariat Giniral au Plan. 

CEACOF etimated in its training plan that it was of prime
 

importance for it to bc attached to the Cab'net du Premier
 

LO a implementation..ommissalre -]'Etat ensur succecstul p ,wte-t 

It ij now L-,llev'nd tnit a trinufcr to the Iannny Wnistry would 

contInuO tu povide the nuperdnpar:'nntal ,nvirr,iv'riot nocennary for 

it to fui:tion propirlv, on the condLtion hat C. AMOF can aintairi 

policy Vrmttl'tIon,its se:.i.-autvnom'"in position as roqards 

And budget. Thin - nuld Proclu'e. any m..rg-tr or
d,,cision-makIng,

affiiiation with tht InstItut Z !i'ooi .,13 !an,lirvint a!.-,!adly untder 

th- auspLces of thn Planning :iinis-r?. 
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Sustainability
 

The traininq plan specifics the organization and staffin,1 necessary
 
to implement the training program. The proposed organization
 
responds to the goals and the work program of CENACOF, and should
 

allow CFNACOF to carry out effectively its operations well beyond
 
1985 without out.ido assistance and without further changes in its 
organizatioiL.l set-up. The intermittent supervision to be provided
 

by the long-term advisor is intended to monitor the success of t"'is 
approach. The training plan also specifies an elaborate selection
 
process for tho trainees, C.":ACOF's cote staff, and extensive staff 
trainini for its senior managers and the trainers. This two-fold 
action should ensure a qualified Zairean staff capable of 

implemn(!ting the training plin, and of carrying CE1iACOF's activitiec 
beyond the project closing date. The intended move of CT-11ACOF from 
the Prime Ministerls office to the Planning Ministry zhould further
 
enhance CEfACOF's orerating environment by providing political
 
stihility while keeping it at the superdepartmentnl level.
 

CZNACGF's future financing, however, is still unresolved. One of 

the major vasks to be tackled by CENACOF in the inmediate future is 
to work out with the Government of Zaire a method of phasi.ig in to 
the ordinary bLtdget the gradual assumption of CENACOF's operating 
exponses. In parallel, various approaches will be explored to pass 
on to the participants and their sponsoring organizations the costs 

of the training seminars. This should be facilitated by the high 

quality of the seminars which CENACOF is striving for. 

Lessons learned
 

Five main lessons can be drawn from the project to date. First, the
 

intended project managemrent staff of homologues should be identified 
an early an possible, preferably before the preparation of the 
project paper starts. On the one hand, this would allow for 
pertinent and informed local input in project design and layout: on 

the other, it would give the national staff a stake in th,' project 
and thereby increase the liklihood of success. Second, Third World 
niationals, while In general well-educated in academic subjects.. lack 
two key ingredionts vital for project implementation: a ccopo)rt'e 
team spirit and management skills. Every effort should be nide to 

provide initiail training to aenior project managqmtnt ntaff in these 
areas prior to project implnmertation! mid-level stiff could be 
trained a; a liter date. Training should be conducted at reputable 
institutions in the U.S., or in-country by these ,an inntitutions 
if the nunb'or of p irticip ints warranta it. Third, rclanJzation of 
the proje:ct 1hul,:t.irtea by an experiencrd mantgerl thil. would 
Inclielc i,:', 11,, k.ng projco-u aoln,!dlt i,T,,n ,:i, ,' 
proceduro, , 12rcti0,nn! resp,-i lbilhlitics, and purch.', ,.. of 
equipnent :n,l trat,.' il. 'rho task of managing an e:. t 
organizaItion frr an ini'xmni.'nrid managor In tix ing ,inouhq without 
the ad lod b,'r ivn ,jf a tti li-up th or,lanization fint. Fourth, tho 

long-term .chnI.:I a,|vinor furction uhould be rethoui|t. 
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TraditionnallY, long-term advisors spend considerable periods 
on the 

p-.OjcCt with the projnct mxnagement staff. Because of their 

experience and their direct access to the donor agency, they 
acquire
 

inexpertencCd national
 a king pin position, with the result that the 

staff develop a total dependency on their presence, to the point 
of 

being unable to manag after thair departu-e. Instead, careful 
theto be elaborated that would givetransition programs ought 

national managemnt staff an early opportunity to manage- the project 

for short periods without expatriate helpi their performance during
 

these puriods would be reviewed and evaluated 3nd corrective
 

measures taken; thece periods would be increased subsequently. 
The
 

a nine staff months technical asnistance
training plan specifii 

thib would be devided into
effort over an eighteen months period; 

Finally, the evaluation of
 up to six separate supervision periods. 


a project in greatly facilitated by the existence of a detailed
 

plan. It is recommended that projects include an one of thoir first
 

activities the establishment of a detailed action program showing
 

how the project outputs will be reached and with what neans.
 

Special Comments or Remarks 

an action program through the end of
The training plan outlines 
1985, and identifies as an imuediate next step the preparation 

of a
 

prujuct ameidmnt to eKtend project funding at least until th- end 
of December 31, 1934.

of 1985 from the current project cloning date 
to examine the possibility of amending the

It lI envisaged, however, 
we

findncing ot the project for an additional two or throe years 


consider the preparation of the amendment the proper vehicle 
to
 

revtmmo-r-, a project extension data. 


