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9. ACTION DECISICHS FYACLED AT TVALUATION RFVILEW Agent Date

(1) The Logical Framework should be revised
to reflect changes in training
interventions by PDRT. USAIDR/J 1/78

(2) The various possibkle mechanisms for

Jn%tltutlorWI\zwtlon of PNIT's svstenm

for desigp sna planning documentation
should Dhe examined. One mechanism mipght
be to recquire submission of the PDRT
desigred Profile for all rrojects to he

consicderec for AID funding. USaInR/Jd  3/78

(3) USAIT/J and. 1 ‘e GOJ should torcther
exmmlﬂc il Nﬁltloq of PLPT in tre 'OF,

the anjprop r*’ enese 0¥w1t5'1561t30ﬁ—1ﬁér0
the anjpro; _

and +br pos Ujlitr of " raling the PDRY

@ permancnt civision ir the ¥inistry utcmod
most suitatle. UGEAIL/T  3/76

(4) Secondment should te modified as a IRDT
staffing method. Operating under uncer-
tainty has lowered team morale and hamypered
the effectiveness of PDRT activities. One
option might be the use of a contract for
the duration of the project, hiriag team
members from without or within the Govern--
ment. If from within, all parties should
agree to PIRT membership at least until

UNCLASSIFIED
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the end of the project, supplying written

guarantees that employee time gpent on

PDRT will enhance promotion possitilities

and perhaps be grounds for promotion. In

addition, during their stint with the

PDRT, staff would not be required to

perform any outside duties. USAID/J  3/78

and GOJ

(5) Insofar as full use of PDRT's capabhili-
ties should be one of the primary con-
cerns, the feasibility of physically
placing the PDRT in individual miristries
for ¢ - 3 month periods should te investi-
gated. PPRT could hold intensive training
courses for Ministry Divisions, and be
resident cxjperts to assist with all phases
of project development as needed. This
resource would prove invaluable in the
Ministries and w nld reveal to the PDRT
the entire range of problems needing
assistance. Such experience might be
useful for <the team in developing project
preparation documents and manuals. Its
moving about would also serve to publi-
cize the PDRT, and demonstrate the need
for an in-house planning capacity in USAID/J 4/178
each Ministry. GOJ

13. SUMMARY

The National Planning project is innovative in nature;
consequently, many aspects of the rroject are experimental:
as expected, not all elements have proceeded as planned.
The project is designed to strengthen the Ministry of
Finance (}!OF) Iavestment Programming and ProJjects

Division (IPFD) by establishing a Project Development
Rescurce Team (PDRT). This team, planned to be composed
of four Jamaican experts, two American long-term advisors,
and short-term advisors as needed, is supposed to train
Jamaican personnel in project preparation and implementation
planning.

It was only after ejeven months that the Government of
Jamaica supplied its full commitment of four PDRT members.
Nor has AID been forthcoming with its full complement of
advisors, partly as a result of contracting difficulties
and partly as a reaction to the apparent lack of Jamaican

UNCLASSIFIED
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support for the project. Action is heing taken to
remedy this situation by extending the short-term advisor
and replacing the long-term advisor in 1278.

Although Jamaican commitment to the project has been
adequate from some quarters, the team feels it has not
received the level of support necessary to its full
operation. Statffing of the PDRT hars been a problem for a
year. It was not until September, 1977 that the fourth
member of PDRT joined the team. Because of the use of
secondment for six-month periods, PDRT is expected to again
lose a team member in February, 1978. The problem of PDRT
membership must be resolved if full bhenefits of this
resource are to Le realized. Temporary secondment will not
be effective in obtaining top quality preople for the team.

One way to help resolve the problem might be to formally
establish the PDRT positions within the GOJ's personnel

staffing structure (to date the PDRT has been an ad hoc

rather than an institutionalized effort).

In addition, team members might te assured of some henefit,
such as a salary increase, that would enhance the attractive-
ness of the position and demonstrate the government's recog-
niticn of the projects importance. Such recognition of the
PDRT as an organizational entity has suffered from the
several changes in Zeadership of the Projects Division

since the inception of this activity.arst kkexankssgren®x
ZRRARGRRXGUWEERAAXRE &€ RERR akxisxer (XRexgarcankixriikx

ik® sukagdinzix RRRX skemergxxx If organizational stability

and support ar¢ not forthcoming in the MOF, 1t may be that
a more suitable institutional home should be sought for the

project.

There does not appear o bhe uniform recognition of the
importance of training in project planning and implementation.
Many Ministries are so accustomed to using expatriate

consultants that they have difficulty in seeing the
utility of developing an in-~house caracity for mid-level

management in this area. An Inter-Ministerial Committece at
the Permanent Secretary level should he considered to
clarify role of the PD&T and to ciarify the PDRT's objectives.

Such a steering committee could strengthen the PDRT's role
as a trainer of other trainers.

UNCLASSIFIED
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The steering committee could monitor the assignment of
full time Ministerial Project working groups to PDRT
training sessions, including their release from their
regular workloa . The committee might also monitor other
issues which have arisen such as the use of PDRT team
members as project officers rather than trainers, the
ieed to establish project development units in all
agencies lhiandling projects, and the relationship of the
PDRT to the lational Plamning Froject resources being provided

to the Ministrv of Agriculture's Productlon Unit.

As clarified Ly project experience to date, project
planning and intervention strategies should be understood
to permit the PDRT team to design and conduct training,
and to give technicéal assistance in all or any combination
of the following stages: (a) yroject profile preparation,
(b) project feasibility study, (c¢) planning for project
implementation, (d) project problem-solving, and

(e) project evaluation.

LVALUATI.N METHODOLOGY

This is the first annual evaluation of the project. Inputs
were acquired through discussions with all PDRT members
including the USAID/J advisor, Dr. Merlyn Kettering.

Ms. Janice "eber, USAID/Colombia, who served as the
IIvaluation Ofiicer, observed a training session held by

the PDRT, reviewed project bhi-monthly and quarterly reports,
and held discussions with MOF Projects Division personnel.

DOCUMINTS TO Dk RITVISFED

Logical Froenework.

EVALUATION FINDINGS ANOUT FXTERNAL FACTORS

The depressecd econcmic situation in which Jamaica currently
finds itsell has caused an inerease in emnhasis upon
domestic production. The need for competent, trained people
has not gone unnoticed; ministries are loath to excuse

their best peuple for three to four weeks to attend PDRT
training sessions, however. Consequently, many ministrics
that need PDRT services are not receiving them. In aadition,
some ministries that feel understaffed recognize the com-
petence of PPRT individuals and want them actually to
develop projects rather than train ministry staff to do so.

UNCLASSIFILED
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EVALUATION FINDINGS ABOUT GOAL/SUBGOAL

Goal: To increase the utilization of available development
resources.

Due to staffing problems and to the slow acceptance of
the PDRT concept by the ministries, projects developed

to date have been too few to contribute to the 80%
increase in foreign institutional loans envisioned for
the period 1977-1978, over the base period 1973-1976.
However, the PDRT has been instrumental in getting propo-
sals funded from Jamaica's own resources and thus has
concentrated on developing projects which have been
appooved for domestic, rather than external, funding.

EVALUATION FINDINGS AEOUT PURPOSE

Purpose: 7o establish a Jamaican capability in rroject
design and management that will (a) increase the number

of development projects available for financing by foreign
and domestic sources, and (b) improve project implementa-
tion and reduce project completion time.

Progress toward End-of-Project Status (EOPS):

(1) During the period 1977-1980, plan 56 or more GOJ
projects, including a minimum of 24 in the Ministry
of Agriculture, compared to 20 projects in the bhase
period. During the first year, training in project
preparation was conducted in the following areas:

(a) Seven projects were used to provide formal
training in profile development. Profiles
provide information on projects so that they
may be considered for further study. This
training was provided to 27 people in two formal
courses. The primary objective was to develop
and improve the Government of Jamaica's capability
for project conceptualization.

(b) Training in project preparation was conducted
informally for approximately 40 people using
fifteen priority projects selected by the GOJ
Preselection Committee, composed of the National
Planning Agency, the Town and Country Planning
Department, and the Scientific Research Coundl.

UNCLASSIFIED
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(2)

(3)

(¢) The PDRT provided assistance to help solve
problems in eight projects already in the pipeline.
These projects served as a mechanism to train 20
additional people. The projects were reformulated
to overcome their specific problems.

(d) A series of one-day seminars was held on the
project planning system, including the use of
profiles for project identification. Over 100
participants were introduced to the planning
system; they requested similar seminars on
specific aspects of project preparation.

(e) Training in project implementation has taken
place. A team of nine people from the Ministry
of Agriculture (MOA), who will be working on the
Integrated Rural Development (IRD) project,
were trained in implementation design and
scheduling. The value of this training is enhanced
by the fact that the same participants who were
required to design an implementation plan for
AID's Integrated Rural Development program will
also be implementing it.

(f) In addition, the PDRT helped appraise some 10
projects during the year. These consultations
resulted in additional training.

PDRT/Viorking Teams will design and develop approxi-
mately 14 projects per year including a minimum of

6 per year designed by MOA working groups. During

its first year, the PDRT has helped develop 30 projects.
The PDRT also has developed a variety of training inter-
ventions that meet the short-term needs of the GOJ

and still establish an in-house capability in project
design and implementation over the long term.

Thusfar, the PDRT has concentrated on small projects,
both because the GOJ has identified small projec:s
(less than $5 million) as having priority for develop-
ment., and because high-~level personnel in Jamaica are
not accustomed to utilizing the PDRT's capabilities
tfor preject appraisal and design, especially fcr large
projects. The PDRT's efforts on these small but
important projects may serve as a proving gsound for
its work.

Increase the project expenditure rate by 40% during
1977-1980 and by 60% on MOA projects over the base
period. UNCLASSIFIED
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Contd.. (3)

1973-1976. It is too early to judge the progress which has been made
towards this EOP indicator. iowever, some of the small projects with
profiles prepared have been funded and the team reports that they are
being successfully implemented.

19. EVALUATION FINDINGS ARQUT OUTPUTS AmD INPUTS
Qutputs:
1) Jamaica Project Development Resource Team (PDRT) of 4 officials with

(2)

two or morc vears of training and experience. (a) A team of four

officials with two or more years of experience in training and
consultation was pdanneld. lowever, due to staff secondment there is
little possibility that any team member will serve on the team for
two years. Thcre will probably have been more than four team
members by project's end, but they will have recelved training and
experience for only six months to a year. (b) One of the first two
PDRT members left, however, he is still cooperating with the PDRT in
his role as a project officer. (Although this has not been good for
the tcam's morale or performance, the experience gained by tnese
team members has been recycled into the GOJ). (c) Recruitment has
been adverscly affected by inadequate position guarantees and
remuneration prospects. Several interested and competent persons
could not be recruited for the PDRT cue to these problemns. Tlhey,
however, have assisted with training and maintain an interest in
PDRT operations.

Work groups in Government Ministries trained in project pre aration
Ip5 11 r i cL prepatat o

and implementation. Over 180 persors (about 306 work groups) plus

an eight-man tcam in the Production Unit of the MOA were supposed
to be tralned by projects end.

(2) There have been two formal training scssions of three weeks
each, thus far. The first session had 15 participants from three
project teams. The second session had four temms (12 people) in
project planning and one team (13 people) in project implementation.

(b) The PDiY has bepun a series of one-dav seninars on various
aspects of project planning. There ..ave pbeen four such sessions
with a total of 102 participants from various ministries.

Despite the late asscmbly of the full PDRT, plus the inability of

a few ministries to sponsor working groups, select projects,

and release employces for training, the PDRT has had direct
{involvement in the preparation of over 30 project profiles. This
nlus the technical assistance glven to various ministries at one or
another stage in project preparation indicates that at least 180
persons will be reacihed by the project's end.

UKCLASSITILD
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(3) A Jamaican training manual for project preparation

and execution. Tc develop a preliminary tTaining
manual, the team made a survey of GOJ problems in
project planning and implementation. A system of
project documents devised by the team includes pro-
files for project identification, whose usefulpness
has been recognized by the GOJ and approved for use
throughout its agencies., A manual for preparing
these profiles has been written; it was revised as
recently as October 1977. The PPRT has also recom-
mended formats for other project documents and
studies, prepared papers for preraration and manapc-
ment, and developed twenty training modules in pro-
ject preparation and management. The training
modules cover the following avreas:

Introduction to action training strategy
Concept of a project

Project planning systems

Management of the planning process
Objectives, goals, and targets

Project area

Identification of alternatives in projects
Demand analysis

Financial analysis

Fconomic analysis

Project technology

Planning for implementation

Planning for prcject divestment

Project documentation

Managing the project preparation
Managing the project environment
Maraging human resources |

Project organization

Criteria of project worthiness

Environmentsl analysis

UNCLASSIFIED
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These training materials are under continuous
revision as the PDRT members learn by teaching.
After a training cycle, the module on profiles
is modified to incorporate new ideas suggested
by the training. The standardization of forms
for project presentation, especially at the
identification stage, has been one of the most
important contributions of the PDRT.

(4) A production unit trained in project preparation
and implementation in the MOA. This EOP‘
was not reviewed because it waas added so recently.

Inputs:

(1) AID financing: Technical assistance $630,000;
commodities $5,000. (a) Although AID financing
has been forthcoming, lidck of long term technical
advisors must be remedied as soon as possible.
The longterm contractor left after only one of
his two years due to personal problems. Neither
his replacement nor an additional person to fill
the other long-term slot has been found. Since
the Mission has a short-term advisor for a year,
it plans to extend that person as long-term, and
continue recruiting for the other long-term posi-
tion through the USDA Development Project Management
Center. Contracting complications have left the
team without a second US advisor for five months.
(b) USDA's Development Project Management Center
has provided the team with training material.
Lack of USAID/J monitoring has hampered the project:
most of the problems have existed for some time
without significant action from the GOJ. The short-
term advisor has taken upon himself the partial
management of the project but feels the need for
greater USAID/J monitoring. With Mission staffing-
up, this request for increased USAID involvement
should not present a problem. (c) Commodities
requested by *he PDRT have not been procured: since
the GOJ did not provide staff as planned, leaving
the team in a tenuous position, the Mission was
loath to invest rmoney in training materials. Now
that the team is fully staffed, the Mission plans
to proceed with procurement.

(2) GOJ financing, staff, logistic support: As described
earlier, this input has been limited. The final
Jamaican member of the PDRT joined the team a year
after the project began. At present he has no office

UNCLASSIFIED \
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The logistic support of the MOF has been minimal.
The team has used the Ministry of Public Service
facilities for training sessions but would like
to ally the training more closely with the MOF's
Projects Division. The advisor has supplied
USAID/J with a list of equipment to facilitate
PDRT operations. That list includes such items
as bookshelves, filing cabinets, and audiovisual
equipment--an indication of the low level of GOJ
support. If the team is going to continue to
functiorn, these inputs must be obtained.

(3) IDB technical assistanee: The IDE provided two
technicians who were to help develop a system for
project development. The PDRT team felt that the
value of their contribution to the development of a
capability in project design and management is in
doubt. For example, the IDB proposal for a project
planning system largely was.a reworking of a UN
document.

EVALUATION FINDINGS AEOUT UNPLANNED EFFECTS

The first document produced by the PDRT, '"A Project
Planning System', was critical in the development of

the project planning system now being institutionalized
throughout the Government of Jamaica. It stimulated the
interest of key personnel in the need for a system and

was widely distributed as a discussion paper before the
present system was initiated in June, 1977. This document.
which is more comprehensive than the planning system design
in that it also addresses projecti appraisal and selection,
is still being used as a working paper in several Ministries
who are creating intra-Ministerial planning systems or
training prozgrams.

The Emergency Production Plan, initiated in April, 1977,
has placed an even greater emphasis than before upon
agriculture project development. As a result, an
amendment to the project for $260,000 was approved in
September, 1377 to finance three additional person-
years of technical assistance in agriculture plus
short-term technical assistance and in-country training.
These resources for the MOA's Production Unit show the
MOA's recognition of the importance of PDRT <iraining.
(This evaluation will not deal with activities planned
under the amendment as these consultants have not yet
arrived in Jamaica.)

UNCLASSIFIED
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CHANGES IN DESIGN OR EXECUTION

The team would benefit from some formal short or
long-term training courses, which could be paid for

from funds already in the project. It would be useful

to expose PDRT members to various approaches to organiza-
tional development and planning systems, and might make
a position on the PDRT somewhat more attractive.

LESSCNS LEARNED

It is fair to say that, since the inception of this
project, much has been learned about the project
planning process in Jamaica. The PDRT has adjusted
its training interventions and has designed training
activities to fit the needs perceived by the GOJ.

There is no doubt that this project has the potential
to £ill a gap in the GOJ's planning processes. The
next annual evaluation should provide more useful
insights into PDRT potential for other countries since,
by that time, the Mission and the USDA Development
Project Management Center should have had an opportunity
to witness a year of fully-staffed PDRT funciioning.
The PDRT will have greater exposure throughout the GOJ
from a presentation in January 1978 at a planning
seminar for all Ministries. In the future, presenta-
tions of this type should take place immediately upon
establishmert of the team so that all agencies know
about PDIT's existence and can use its services.

RECOMMENDATIONS

(1) All Jamaican USAID employees who will be involved
in project planning, preparatio.., and implementation
should participate in a PDRT training course,
especially when the training is on AlIDirelated projects.

(2) In USAID/J's contracts with other donor organiza-
tions, it should be useful and importapt to appraise
multilateral and bilateral assistance agencies oi
the PDRT's existence and capabilities. Participation
of PDRT members in planning activiies of other
agencies and a method of assuring utilization of PDRT
resources.

IRVING
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