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Summary

In the first two years of its existence, institutional development
of CENACOF began slowly. The piysical infrastructure is now largely
in place; investments in equipaent and participant training almost
match the planned levels, although not all of it was spent in the
single-minded pursuit of institution building. The dozen training
activities dispensed by CENACOF hava been well received and have
stacted to establish a positive reputation for CENACOF; the 430
trainees come close to the target of 500.

staff was hired in a somewhat naphazard manner; some adjustments in
gtaffing will be necessary in the near future. The third position
of senior management has been filled only recently. Arrangements

" have been concludad to provide long-term technical assistance %Yo
CENACOF after a one-vear suspension of that function. The
just-completeu training plar 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 human and financial means available.
However, close monitoring is required to ensure adhercnce to the
gchedule. Progress to date, tncugh modest, is in tue right
direction; the training plan will allow an acceleration of the pace;
the prospects of achieving rl. projuct purpose are gond and warrant
a continuation of project 660-0068, Development Manpower Training.

The main problem encountered ris been the inability of the senior
CENACOF management to devalop a team spirit and to motivate the
staff to work towards a cotmon goal. Senior management, therefora,
is currontly in the U.S. undergoing intensive training in general
manayement and leadership/interpersonal skillu., 2ther problcma
include the ad hoc manner in which CEUACOF's daily oparations have
been conducted; the lack of agtabliahed proceaures for dealing with
expatriate consultant selection; for co-managing 1S$ and counterpart
funds between USAID and CENACOF; and the failure to astablish the
Technical Advisory Council. Colutions to these probloms will be
sought upon roturn of CENACOT'S scnlor manaygement.

Evaluation Methodology

The project paper for project 660-0068, Nuevelopaent Manpownr
Training , calls for an evaluation after <wo yeard to 175e58 the
pilot Phase I. This evaluation i3 tnteadued to yield a "go/noc-go"
decision on the continuation of the projact with Phasa IT. Dota the
government of Zairn (GOZ) and USAID will determine the desirability
to proceed with tha projact on the basis of ita arminlstrative

faasibility, and in light ot the outputs obtilaed. DL flrue phase
was an experimental phase lsaijgred to tast the prolect concopt and
the uge of tho experiaential trainirg method tn a Talroan
environmant. A trainfag pian for the remainder o Lt penjnct wag
to ba alaborated bofore thae start of tnw secoad phiisa. Lan oseoond
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Benaficliaries

The direct beneficiaries are the tcchnical and administrative staff
of the =one and the collactivitd, mid-level and low level minaqgers,
respectively, in the priority sectors of agrieulture, health .24
transportation. These will be trainoed by the tralnlag units {a
their respactives departments. [he training units themselves will
be staffed from the pool of 300 CiLMACOF-trainsd tralners, and will
receive lnitial CINACOF tecanical assistunce in setting=-up and
orginizing viable training proqgrami, CHUACOF belicves that tna
number of heneficlari{=a who can pe reacned witih an approach Lased on
the multiplier effect far outstrips the 1000 Zilrean Phase 11 target
form:lated in the projoct pap=r, altnougn the direct number of staff
trained will only be about 57J. Some technical and administrative
staff, partisalarly at =he project manager Tovel, will he rrained
directly by CLIACOF as part of Its progran to train 270 cadres.

The irdirect bereficiaries include all naople who will be affected
by the sicces:iul im; lementation of .levelopment projects responaive
to the necla af tha tarqet population., The main benefits comprise
the establiscaent of a cooperative probiem-solving attitude amongst
the agents of change responsible fer the develoment and
implementation of multidisciplinary projects, and the development of
their management skills for employing scarco resources.

Extornal Factora

CENACOF was attachad upon its craation cr 3Saptember 30, 1980 tc the
Gecrétaire d'Etat au Commissariat Cénéral au Plan., A protracted
projact start-up causcd CENRCOY to be transfered in Auguat 1981 to
the Cabinaet du Fremier Commissalre d'Etat. In Juna 19813,
conslleration {3 belng given In the Canlact u Prexier Commissalra
1'Etat to divest itsel? of all oporational Jepartments. This would
{nclude CENACOP., Iniztal indications polnt to a reassignemeat of
CENACOF to the Commissariat Général au Plan,

CENACOF e¢3timated in lta training plan that ik was of prima
importance [or it to bc attached to the Cabiner du Premier
commigsaire (1'Etat to cnsura a ruccecsful ;o oot implementation.
It {9 now Lallieved tnat a tranufer to the Flanning Ministry would
continue to provide the auperdepartmental wnvironsment necesasry for
{t to fun:tion properly, on the conditson that CriACOF can maintain
ftg sca!-autonomoun position as rogazds policy formulation,
dencision-making, anid budgeat. ‘Thia would preclule any merger or
affiitlation with the Tnatitut Zalrofn in Managjemaent already under
the auaplcer of tha Planniag Hinlacry.
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Sustainability

The training plan specifies the orqanirzation and staffin+ necassary
to implement the tralning program. The propoSod organization
respor.ds to the goals and the work program of CENACOF, and should
allow CFNACOF to carry out effoctively {its operations well beyond
1985 without outzide assistancn and without further changes in {its
organizatioual set-up. Tho intermittent supervision to be provided
by the long-term advisor is irtended to monitor the guccess of this
approach. The training plan also spacifies an elaborate selection
process for the traineces, CIMACOF's corc staff, and extensive staff
trainino for its sc¢nior managera and the trainers, This two-fold
action should ensure a qualified Zairean staff capable of
implemcnting the training plan, and of carrying CENACOF's activitiec
beyond the prnject cloasing date. The intended move of CENACOF from
the Prize Minister'a office to the Planning Ministry chould further
enharce CENACOF's nperating environment by providing political
stibilizy while keeping it at thu superdepartmental level.

CINACCF's future financing, however, is still unresolved, Onn of
the major tasks to be tackled by CENACOF in the immediate future is
to work out with the Government of Zaire a method of phasiag in to
the ordinary budget the gradual assumption of CENACOF's operating
expanses. In parallel, various approaches will be explored to pansa
on to the participants and their sponsoring organizations tho costs
of the training seminars, This should be facilitated by the high
quality of tho seminara which CENACOP isa atriving for.

Legssoons learned

Five main lessons can be drawn from the project to date. First, the
intended project management staff of homologues should be ifdentifled
as early as pogaible, preforably before the preparation of the
project paper starta, On the one hand, this would allow for
pertinent and informed local input in projact design and layout; on
the other, it would give the national staff a stake in the projact
and theroby increase the liklihood of nuccess. Second, Third World
nationals, while in general well-educated in academic gubjects. lack
two key {nqgredients vital for projact implementation: a ccoperrtive
toam spirir. and management ckilla, Every effort ahould ba made to
provide initial training to senior project managument ataff in these
areas prior to project ilmplemertation; mid-level staff could be
trained a: a latar date. Training should be conducted at roputable
{natitutions *n the U.3., or {n-country by theae san- inntitutions
if the numbor of parsicipanta warranta it, Third, organjizacion of
the project should be started by an experienced mancger; this would
{nelude cxperiernco 2lth daclalon-making processens, roliclas and
procodurau, functiond and reapcveibiliticys, and purchanes of
equipnment and rateslel, The tauk of managlng an ouisting
organizatinn for an {naxnesiencad manaqger 18 taxing ancugh without
the adled brraen »f antting=up tha orqganizaticn first, Fourth, tha
long-term _echntcal advisor furchion shoulsd be rethought,
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Traditionnallv, long-torm advisors spend considerable periods on the
project with the projnct minagement staff. Because of their
experience and their direct access to the donor agency, they acquire
a king pin position, with the rosult that the lnexperienced national
ataff dovelop a tatal dependency on thelr presence, to the point of
Leing unable to managa after thair doparture. Instead, careful
transition prograzs ought to be olaborated that would give the
national management staff an early opportunity to manage the project
for short periods without expatriate help) their performance during
thece pcerlods would be roviewed and evaluatzd nd corvective
pmeasures taken; thece periods would be increased subsequently. The
training plan specifies a nine astaff months technical assistance
effort over an eighteen months pariod; thiu would be devide? into
up to six separate supervision periods. Finally, the evaluation of
a project is greatly facilitated by the existence of a detalled
plan. It is roconmended that projects include as one of thoir first
activities the cstablishment of a detailed action program showing
hew tho project outputs will be roachad and with what neans.

Special Comments or Romarks

The training plan outlines an action progran through the and of
1985, and identifics ag an immediate next step the preparatlon of a
project awmendisant to extend project funding at least until the end
of 1985 from the current project closing date of Decenber 31, 1984,
1t ls envisaged, however, to examine the possibility of amending the
financing ot tho project for an adéitional two or tarce years:; ‘We
conusider the preparation of the amendmant the proper vehicle to
recommend a project extension date.



