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Recognizing the severity and lcng-term nature of
 

Sot-wana's lack of sufficient numbers of 
trained manpower., AID
 

has been involved in personnel training and development since
 

1973. The Scouthern Africa Manpower Development Froject (SAMDP)
 

was authorized on August 30, 1978, and the Grant Agreement was 

signed on August 31. 1978. The pro.ject was an outgrowth of two
 

predecessor regional projects: The Southern Africa Development
 

Personnel and Training Project (SADFT), initiated in 1973: and
 

the Southern Africa Academic and Skills Training Project
 

(SAAST), authorized in IY 7 9 and later conbined with SADF'. 

These projects funded participant training, primarily in the
 

fields of .,gr'icult.uro,, health and education. SAMDF and SADFT, 

hoJwever, also provided OPEX technicians (operational experts)
 

to- fill kiy GOD positions while Datswana counterparts were away 

r: l.ong-t.,.rm Lraining.
 

The slated project purpose was to reduce o:ritical manpower 

constraint s to deve-lopment mainly in the fields of agriculture, 

health and educat.ion wi-i ile strengthening the public sect.zr''.s 

instiLut iunal capability to meet the development needs of the 

c:cunLry. In June 191,, a mid-point evaluat io:n determined that 

"t.he pr",ject had met cr exceeded all project objectives; the 

pro'j o:at con to iluL .d ka the GOD and L.SAJ.I) Lraining and 

1ocalina Lion objec.L.iv :. and :is cos3t. ef'f'ect ive." This pr oject , 

ha s !-si .. Lhe GOL? in r,.c:cogn's:ing the need to plan, der iqn 

audU implemotm p raqr in eCC ana e,fectiv marnne,±mp 1c , a an ffic ient. 

whtl,1 un a;.t real i : t icr 'iuin, mcdprt. and local izat iorn plan. 
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AID was also able to recruit highly quEaliiied OFEX technicians
 

who made valua.ble contributions -to GOB operations. 

PROJECT IMPLENENTATION 

There was a one year delay in initiating major components 

of the pro.ject. The number of operational ex.perts (OPEX) did 

not meet projections, but the long and short-term overseas 

participant training far 
e:ceeded original projections. Over
 

the life of the project, forty-four long and short-term OPEX
 

officers (siX,1.v-Four person years) filled key GOB positions, 

and one hundred seventy-Lwo participants (255 person years) 

completed training in the U.S. or in other African countries. 

In Addition, 258 participants (243 person months) received 

short-term in-cot.tntry training. 

Ten sta.f f houseS funded by A.I.D. were built by the GOB on 

a Fived Amount Reimbursement (FAR) basis for the use of OPEX 

off icers. A U.S. Cantr-.ctor,, TrAnsCentury Corporation .(TC), 
and its .subconfr-actor, Fhelps-StQlI:es Fund (FW), providec the 

services for the recrui t.nent and backsLapp ing of' OFEXers and 

for the placement and orientation in the U.S. atio third 

countries of lonI and short term participants for a period of 

four years until August , 1983. 

For purposare o f Lhioi project, training in any of the BLS 

countries Alz. conupidwrs.d L,., bi in-cou:ntrv training becauge of
 

Lhe regional nat,tre of Lho *1t1tUt0t Of Dcvelapment lIlanagoment 

(UDM) which CoIcCLcLd maot. of h1:0 COmurzm. 



AIDQF:OJECT IN PUTS 

Although AID had planned to provide ninety person years of
 

long-term OPEX services, sixty person years were actually
 

provided; a target of sixty-five person months for short-term
 

OPEX serviczes was eventually reduced to approximately fifty
 

person months by the end-of-project. The one year delay in
 

approving a ,:ontractor appears to have been a cont. ibuting 

factor to these reduced inputs. Another factor was that 

additional funds were switched to participant training, thereby 

reducing the number of OPEX new starts. It wao felt that the 

benefits of increased participant training were greater than 

Lhose which might accrue from fully meeting OPEX targets. 

Whereas AID had planned ninety person years of long-term 

U.S. and African training for GOB officials, the figures by the 

end of the project indicated one hundred twenty-seven person 

years, or 2% above, the target. Support for an estimated 

thirty-four person months of short-Lerm non-academic tr-air ing 

was incr ased to forty-five person months, an increase of over 

24.% above the planned figure. 

The above figures do not include an Unplanned group of 

t.u~rlt fund participants, partially funded by the GOB and by 

AID. In May. 1980, an Amendment to Annex I of the Grant 

Agreement was signed to allow appro: imately 20 mnw startz a 

year to oarn bchulrs' dcur'eas in specific fields in the U.S. 

Thf,/ iwre to be employed by the GOE' upon their return Lo 

Patuwina. ly tho cund of Lhc projot. two Studnts had 

cmrplo:tod thisir degre-i and 1*.!,ar %till in trainincj. 
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AiLhouqih AID planned for 360 person months. annually, for
 

short-term in-country training, estimating a total of eighteen
 

cOUrses per year for 42C) StLdenLs, the number trained (258) 

fell far short of' th,2 original target by appro.ximately 38%.
 

However, forty-four courses were from
conducted 1979-1982. 

Ten staff houses were constructed as planned by the GOB
 

under the FAR method during the 
first year of the project.
 

With a few minor changes involving wiring and doors, the
 

original approved plans ware followed. OPEXers occupied these
 

houses or, as their numbers increased, were provided GOB 

housing and furnishings. 

Funds were allocated from supporL costs for use by OPEX 

personnel for selected services, the purchase of a iimited
 

supply of 
locally produced teaching materials and equipment,
 

and photocopying and typing, as needed.
 

A major input was contractor support which enabled 

Tran;sCentLur'y CorporatLion recruitLa OF'EX officers for service 

in Eotswana and provide fundinq for 
the subcontractor.
 

Fhelps-SLokes Fund, to pla.cce long 
and short-.erm participants
 

in the U.S. and third countries. Since SANDF was operative in
 

the three DLS countries, the contractor had reqional
 

responsibilities for recruitment of OFEXers and placement of
 

participants. The contractor 
ronresentative resided in
 

a1 w inq the tflir;nion mo:r J daily contai: ts. The input 

of 1ivc ,ccontr! ctuAL fundinq wxa reduceId to four becausm
 

of the one year Jolav from the- Grant AqrwmnL dLau of AuC.AUit 

7-L. 1978 to rha cont.ract start-up date of AiLI~t 71, 1979.
 



It should be noted that TransCantury Corporation recruited 

OFEXers and placed participants for Mission projects in 

addition to SANDP; so contractual ficures of OFEX and
 

participant totals for Bots wana are greater than those
 

indicated in this report. 

g01 PROJECT INPUTS: 

An Annual Training Plan was to be developed and
 

implemented in collaboration with OPEX personnel and in
 

coordination with USAID/Botswana, Other than training requests
 

and individual training plans for a few ministries, no overall
 

Annual Training Plans were submitted to USAID.
 

The GOB released government officials for both long and
 

short-term training with the assurance of continued salaries, 

housing and othesr standard GOB benefits. With very few 

exceptions, returnees were immediately employed at levels
 

commensurate with their training.
 

The GOE signed a local contract with each OPEX officer to 

pay the basic local salary for those filling established 

p.ositions within Ministrius or Deoartmenti. The GO provided 

residential housing and furnishings as necessary to supplement
 

Lhe ten staff houles constructed under, the project. Other 

local allowances and employment benefits were provided on the 

same basi s as for GOB employees of comparable rank. The 

differnnce in salary and allowances betw.Jeen what was required 

to obtain Opo,:n off(icers and the GOD remuneration level was 

provided by AID through the central contract mechanism. The 

main difficulty wiLh GOB inputs lay in the inability to furnish 

countrparts for some of the UPEX officers. 



PROJECT OUTPUTS 

It was anticipated that forty-eight nationals woId be
 

trained in 
the U.S. and Africa ko replace U.S.-funded OPEX
 

personnel. From unofficial contacts with 
GOB officials, USAID 

technicians have reported that some returnees are serving
 

either in their' former positions or have been promoted to the
 

next level since their return. In some cases, 
 after a period 

of overlap, counterparts have localized positions originally
 

filled by an OPEX technician.
 

Although a target of 420 Batswana trained in-country or 

within the DLS countries was set, only 258 were actually 

trained during the LOP for a total of 16 i:ourses in 1979/80, 11 

courses in 1981 and 17 courses in 1382. All but two were
 

conducted by the Institute of 
Development Management, using
 

facilities in Botswana, Lemot.ho 
and Swasiland. 

"Spin-off" donor-supported pr'ojects have developed as a 

result of this project. AID anticipated six dur'ng the LOF', 

but only a fQew have actual.y acw rred. For egample, one OPEXer 

desiqned a cert.i ficate (15 weeks' course in Local Government 

Administration to well s a manpower development study of the 

United Local Government Servicv, (ULG$). With an original 

2,700 ULGS officials to be trained, the ambitiou5 1C.-year 

program hai grown and has involvyd the Swvdtih International 

Davulopmo'nt Avjncy (SIDA), whictm in fundirnq the training of 

nppre'oximmtri,].' 5,00'C of' ficialz,. Another uneaxpected spin--off has 

bmtn the riLt. Account. AcQrwoment of May, L.980 which nadc it 

pcsmiblo $or Lwenty new ;Lartua(ambridqv Lavwrm) peir vaar to 

'itudy (or bAuNi3r n tho U.S. with the undcrctandinq th, t t.hto 

http:Lemot.ho
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(O3 would hire them upon the successful completion of their 

studies and pay international transportation and the cost of
 

training Up to $12,000 per student per year. This arrangement 

was so successful that the GOB now fully funds all Trust 

Acco.int participants under BWAST while AID handles placement 

and backstopping in the U.S. 

Under the technical assistance component of the project., 

thirty long-term 'OPEXersfilled technical and administrative 

line positions in nineteen different departments with the 

majority filling positions :Ln the Ministry of 

Education/UniversiLy of Botswana "'1E/UB), the Ministry of 

Agricultur: MOA), the Ministry of Commerce and Industry (MCI). 

and the Ministry of Local Government arid Land:% (MLGL). During 

their service in EBotswana, several euperLs held positions in 

mor,2 than one ministry. Jf LhL: fourteen short-Lerm OFEXers, 

five Pither remained or returned to Eotswana to take over a 

full-Lime position or wore re'quiested by the GOD to return for 

another Thorig-Lerm asiqnmenit. Since most of the long-term 

OPEX te-chnicians and pirlicipantni had not complecd their 

services/triAining prior to the completion of SAIIDF', they were 

transferred to the 1Botswana Workforce ind Skill .I Training 

Proj cL. Conf&Lqiuntly. no and-of-projoct evailuation was 

oonducted for SAMDF. A n;ummary evaluation of SAMDF' will be 

conducted, hcwevr, dur rcg t~ha 

Thraeo wurz ,,c!.u~Ily not dw%,qnatcd ska OPFEXCr~i but tiora hired 

Univr Lho projoat biforw tha, cntracrtor wit- strivatod. 



mid-point evaluation of BWAST. Therefcre, it it is premature 

to determine the ei,act number of counterparts trained by the 

OPEXers during th,:- five year LOP and verify whichto 

participants have returned from overseas training to take
 

positions temporarily filled by e:,patriatus. In some cases, 

CountLerparts were never appointed; so OPEXers were requested to 

extend their tours until arrangements could be :;iade within 

departments to nominate appropriate GOB Counterparts. 

The use of OFEXers in other USAID projects is a direct 

result of the SL1C-cessful performance of PEXers under SAMDP and 

the eff:icient operation of the support mechanism for 

recruitmenL And backstLipping of OPEXers, these projects include 

the Rural SecLor Grant, the Primary Education Improvement
 

P.oject, and the Health Services Development Project. Some
 

OIPEXers we.re tran!.oferred 
to these and other projects after
 

their 2-year toLrs under SAMDP. The desiqn of the Rural Sector 

Grant arid theFPrimary Educ,.At.o,- Irnprr\,-'m-nent Project can be 

traced to several studios -nd the wor of OPEXers under SAMDP. 

For example, a Statist eal !:tudy of ot.svjan..a's Education System 

arid an MOE/UJD Primary Education Training/StUdy Investigation, 

both conducted by short--term advisors under SAMDP. led to the 

de.ign of the Primary Education lmprovement Projoct. One 

OPEXer lateor joined the i.'rojtect to help in its imp lementat ion. 

In addition. , participant under -n earlier aoriculturo,projact 

wan able to obtain G01/US3AID fundinq to complete a riparearch 

study in "lhio of ' t'thBot~wana on Control Hoof Io DIaeatu." 

Studifig such Avr, this, and conferncwr on Library Sclinco, 
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Science Education and Nursing were funded under the Support 

Cost Budget item of SAMDP. 

CONCLJS I ONS 

This project has proven to be very successful in reducing 

the magnitude of the country's manpower d.ficit through both 

Lhe provision of OPEX technicians and through training programs
 

specifically tailored to meet the development needs of 
the 

country. The major conclusions-of this report are discussed 

below:
 

1. Inrovd ranizational Efficiency in Government 

rn~n t s 

Under Lhis project. OFEX technicians have contributed tc a 

sustained and improved level of organiza ional efficiency in 

the GOB deparLments in which they sierved and have therefore 

enhanced the GOB's capability to direct and administer their 

developmfnl. prograMs. 

The OFEX concepL has proven to be a very efficient 

mechani.m of Lehnology transf(-r which allows the GOB 

flexibiliLv in determining its highest priority technical
 

assistance nuce(ds and enables thcm to fill theur? reedru quickly. 

The OPEX v;tem has provided valuable assistance in achieving 

significant. dc.velcpmunt objectivos over a relatively short Lima 

boLh filling critical GOD p;r-,!Jnnvl gapaz and through tho 

provision of' on--tho-job trainLing to counterparti. 

Z. FE'.r..As.; ip. : j~t T,_]_r JO Pt 

Over the courqri of t.h,;i project.. USAID crriad out two 

detAiled vurvevi of reir.cipmit,. Thn r.aultiroLurntid t, 

indicaitedL.hit A larqt2 pruor'rr i n of rt~wr.a trAnaod in tho 



United States under AID auspices felt that their training was 

appropriate; they were using the skills learned during
 

training; they were significantly more effective in 
their jobs;
 

and they recommended that more Batswana be sent to the United 

States for training. To date, not a single MoLswana has failed 

to return to Botswana following overseas training, and the vast 

majority have been assigned to positions where they are
 

effectively using their new skills. 

The overseas training component under SAMDP has provided 

the human resources needed to rep lace e;pensive expatriate 

staff. This replacement of e::natriates by Bat ana has 

resulted in consid.:rable long-run cost savings both to the GOB 

and donor organizations which finance expatriate personnel. 

From the point of view of opportunity costs of donor funds, 

funds freed up from financing the servic. of eixpatpiatus are 

now being made available to the GOD for use in other
 

dvveIopm.n L activitiou. 



LESSONS LEARNED
 

While this project proved succes3ful in accomplishing its
 

objectives, the question remains as to the relevance of 

providing training to numerouis GOB otficials in a wide variety
 

of 	 fields. Nore appropriately, training of this nature should 

be 	directed and should target individuals whose training will
 

benefit the greatest number rf people. In the case of SAMDP, 

this did not occur to the ma:imum extent. However, recognizing
 

this deficiency during project implementation led to a more
 

focussed approatch in the follow-on project (BWAST). Under
 

BWAST the emphasis has been placed on training individuals from
 

a few target ministries and related institutions which have the
 

greatest impact. on employment. generation activities in the
 

country, which is consisLenL wiLh USAID/BolLswana's program goal.
 

AREAS FOR 11i:P'FGVErOEH1T
 

I. 	 Stevni-#n-nLal or Annual and Final Reportsi should be required 

from FLE,re,;. Yhvir axperierce on--the-job is valuable to 

USAID ind thv L'Ok and 3houlId bo rec ordo.:d and tncorporadted 

in projiect 0v,%lu . iorns. 

2. 	 Minintri.- qmon:rallv do not. und.r tand tho contant .'And 

froam!wort of rraininq 'larm. JAID n(cds to worf with the 

DIric t.c', ,A,of Fornonnal and mini 'Lt. t' ±- to improve auch 

'.	 5ela ct Iyt? iAc;±iL,.& s t.r.iloro to %poci('c nocdu of tho GOB 

can havo hiq(h payof(!. uzpaciI lv with th 

OFEX/. untvrp#Ar t.Loom.
 

pr , 

(rdalucw-uon proLct: (IN61.,r ) in th=t MiLj-u-rtc 1C','.AILtIA .an Cj( 

4. 	 Th'a€ ,,, ,im =:or WA-Va,¢ qV-Wted (or inclusion in LA 



June, IYSI. AID has included the sector in BWAST. 

. bsence of some counterparta w.ill perpetuate presence of
 

expatriates. For example, one OPEXer had been in-country 

for 5 years with no counterpart. The existence of 

counterparts is now a specific requirement for OPEX 

placements under SWAST.
 



A4TgACHNENT . 

SUMMARY OF PROJECT BUDGET AND EXPENDITURES 

($000) 

Original 
Project Obligated and
 
.dqe6t E'poended
 

1. Technical Assistance $ 7,320 $ 4,086
 

2. Participant Training 968 4,630
 

3. Construction 350 
 314
 

4. Other Costs 622 
 240
 

5. Inflation 71:) _ 

TO'PAL $ 9. 970 $ 9,270
 

The above budget bremakdown does not idantify funds used
 

tor the technical a i~tancc contract with rranrCentur-, 

Carporation. Contr: ct corals, hcwever, are included in tho 

technical . itnd F,-trLicipant Traininq line items. In 

,additiori. ov.r the Ltfo.-oi-Fro jucct, funds were trannforred from 

the Technicid A, itant:.& Lin, Itern to Lho Farticipant Training 

Line Itor due to increascid train,.nq cont andc a conaiderable 

increse i n Lh nurmber of pirticipanta trained in compriuson to 

thu number oriqni lv ,:,nt i o.od in tho Project F' #p r. In 

addition. .Oc.s;'ii i d at thv Pnd ofdtjaU *cr4,LWi the Frooct 

ulnco an-quing ,%tivit1il wqr'i, Lrgn-a(trruc to ttip rjotswanA 

Workfarcm and Sh111% Training F'roject. 

12/83
 

http:train,.nq


ME MOfRq Nl&RM 

Date: 10 February 1984
 

From: U;AID/Niger Assistant Project 
 .--


Development Officer, C.Doggettc!..;-J .
 

To: MO/PAV
 

Subject: PES 683-83-01
 

Enclosed for reproduction and distribution please find the
 
Information 
Annex for Executive Level Personnel for the subject

PES. The PES itself (Forestry and Land Use Planning Project) was
 
pouched to you from USAID/Niger on 12 December 1983.
 

L.
 



Information Aooendix for Executive Level Parsonnel
 
Forestry and Land Use Plannina (683-0230)
 

Mid-Term Evaluation
 

1. What constraints does this project attempt to overcome and who
 
does it constrain? Does the project attack labor, policy or other
 
constraints?
 

The Government of Niger (GON) is limited in its ability
 
to increase agricultural production and smallholder
 
productivity by the lack both of a mechanism and a
 
framework for overall land use and natural resources
 
planning. Such planning would constitute an important
 
element in development planning in Niger by assisting
 
the GON to define more clearly production potentials

and limitations throughout the country and enable it to
 
apply more efficiently the limited financial, adminis­
trative and human resources available to projects and
 
activities with the greatest possible benefit.
 

2. What technology does the project promote to relieve these
 
constraints?
 

The project is designed to provide assistance to the
 
GON to strengthen the planning and managerial capa­
bility of the Water and Forest Services. More specifi­
cally, inputs provided by the project will be used to
 
(a) help establish a Technical Planning Unit within the
 
Service, (b) carry out a nationwide inventory of -na­
tural resources, (c) initiate a series of model for­
estry sites for experimentation, data collection and
 
training, and (d) carry out a human resources develop­
ment program to review natural resources manpower needs
 
and design training, orientation and extension activi­
ties. In light of the present evaluation it has been
 
recommended that these rather ambitious targets be
 
scaled back to more manageable and better-defined tar­
gets so as to concentrate on institutionalizing and
 
strengthening the planning process which the project
 
has already gotten underway.
 

3. What technology does the project attempt to replace?
 

The project seeks to increase the Forest Service's
 
institutional capability for analysis and planning
 
relative to land and natural resources development. To
 
dat' this planning and analysis has been limited and
 
haphazard, leading to poorly executed projects, undi­
rected expansion of agriculture, and destruction or
 
disappearance of forest and brush cover vital to over­
all environmental stabiity.
 



4. Why do the project planners believe that the intended benefi­
ciaries will 
adopt the proposed technology?
 

The GON is itself cognizant of the needs for and poten­
tial of 
 land use and natural resources analysis and

planning, as evidenced by the undertaking of the pro­
ject. Given the short 
 time since the project has
 
become operational and has begun assemble
to data,

maps, 
reports and other analyses, the evaluation team
 
was unable to verify the continued interest of many

segments of the Government or of other donor 
projects

in accessing this information. 
 Potential constraints
 
to adoption of this technology, however, are still 

real. These constraints include recurrent costs 

very
 
asso­

ciated with the Technical Planning Unit and a continued
 
low level of trained and experienced Nigerien staff 
to
 
man it.
 

5. What characteristics do the intended 
beneficiaries exhibit
 
that have relevance to their adopting the proposed technology?
 

As the principal beneficiarv at 
this stage is expected

to be 
GON Water and Forest Service personnel, their
 
commitment to the project itself 
 (as evidenced, for
 
example, by meeting the conditions precedent, including

the establishment of 
the Technical Planning Unit within
 
the Water and Forest Service) bodes well 
for the adop­
tion of this technology. It should also be noted that
 
there is an growing appreciation in Niger of the funda­
mental relationship between overall sta­environmental 

bility and agricultural productivity, a relationship

which the project and the technology it brings to bear
 
will strengthen and operationalize.
 

6. What adoption rate has this project previous
or projects
achieved in transferring the proposed technology? 
Why have or

have not the intended beneficiaries adopted this technology?
 

The project is still 
rather new and somewhat encumbered
 
by unrealistic goals, 
making achievements difficult to
 
assess. The Evaluation Team was, however, Able 
 to

ascertain that the project, 
its director and staff were

already playing an 
active part in assisting tho Water
 
and Forest Service, and other branches of the GIN, 
to

assemble needed environmental resources 
data and omploy

it in an improved but still 
nascent national planning
 
process.
 

7. Will the project set in motion forces that will induce further
 



exploration of the constraints and improvements to the technologi­
cal package proposed to overcome them?
 

The project, particularly as a result of the recommen­
dations stemming from the evaluation, is clearly seen
 
as a first phase of what necessarily must be viewed as
 
a long-term process of institutionalizing land use and
 
nitural resource plaining ir Niger. The Evaluation
 
Team recommended an exte,sion of the project PACD, an
 
increase in the number of scholarships to strengthen
 
staff capability, and closer integration with other
 
government agencies to further the modest progress
 
already achieved.
 

8. Do private input suppliers have incentives to examine the
 
constraints addressed by the project and come up with solutions?
 

It is not envisaged that the private sector is likely
 
to become involved in the planning process, although
 
greater capability on the part of the SON to analyze
 
options and advise the private sector on land use and
 
natural resources will ultimately benefit the latter.
 

9. What delivery system does the project employ to transfer the
 
new technology to intended beneficiaries?
 

The overall nature of the project is one of technical
 
assistance to the Water and Forest Service personnel
 
assigned to the project, concentrated in the area of
 
carrying out the basic steps in information collection
 
and analysis through the resources inventory, the model
 
sites work and the human resources development activi­
ties. These activities are supported by provision of
 
commodities (vehicles, equipment and materials), opera­
tional costs and scholarships in natural resource
 
4: ields, 

10. What training techniques does the project use to develop the
 
delivery system?
 

Owing to the predominant technical assistance/institu­
tion building nature of the project, training tech­
niques have been largely those of hands-on, learning­
by-doing, guided by the expatriate staff. More formal­
izod training in the form of short courses for staff
 
carrying out specific tasks (e.g. a course given for
 
survey enumerators involved in the human resources
 
survey) has also taken place. Scholarships. both long­
and short-term, are planned. The project has also held
 
briefings on its activities for Government staff from
 
other ministries.
 

k1
 



Date: 10 February 1984
 

From: USAID/Niger Assistant Project
 
Development Off icer C.Doggett (.Z..--)
 

To: MO/PAV
 

Subject: PES 683-83-04
 

Attached 
please find for reproduction and distribution PES 683­83-04 for the 
Niamey Department Development I First Interim
 
Evaluation.
 


