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A. L. NELLUM AND ASSOCIATES

December 1C, 1982

Dr. Frank Morris

Deputy Director

U.S. Agency for International Development
U.S./AID Mission to Jamaica

2 Oxford Road

Kingston 5, Jamaica

Arta: Mr. Cyril Buchanan, Project Director

Re: Agricultural Planning Project
Contract No. LAC-0061-C-00-1003-00
ALNA No. 201

Dear Dr. Morris:

A. L. Nellum and Associates, Inc. (ALNA) is pleased to submit ten (10)
copies of the Year 1 and Year 2 Report as required in the contract. As
indicated in the contract, you are requested to forward three (3) copies to
AID/Washington to fulfill the requirement. Under separate cover, we have
compiled a number of reference documents which reflect the major products
developed in concert with our team's work at the Ministry.

As we are at the end of our second year providing services to the MOA
with 15 months remaining in our contract, we wish to capitalize on a unique
opportunity for sharing and planning together. We would like to propose a
meeting with you in mid-January 1983, after you have had an opportunity to
read our Year ! anc Year 2 Report. The purpose of the meeting would be to
clarify directions and decisions related to the APP and formulate work plans
to guide our tean's technical assistance/training services in the coming
year.

The meeting would also afford us an opportunity to review the results of
the project evaluation conducted recently by the evaluation team. By that
time, the Ministry may be prepared to make a decision regarding the data
processing/computer system. Thus, we feel that a collaborative approach to
the next 15 months will result in work plans and strategies to which we are
mutually committed.

Therefore, we will await your affirmative response to a mid-January
meeting and suggested dates which are convenient. If, for some reason, you
will be traveling to the Washington area in late December or early January,
and can meet with us, then that is a possibility also. Please let us know
what you prefer.

SINCE 1964 CONSULTANTS IN EDUCATIONAL. ECONOMIC, AND HUMAN SERVICES PROGRAMS
PLANNING « DEVELOPMENT + RESEARCH « TRAINING + OPERATIONS « SUPPORT



Dr. Ffank Morris
December 10, 1982

Page 2

On behalf of our entire APP team of specialists, let us express our
appreciation to you for the support and guidance over the past two years.
We look forward to continuing our work with you in years to come.

ely,

A. Gexaldine Brooks
Team Leader

( ~ / Z
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’;/ZV_,(“/_C /\.// = L/
Bruce A. Petty

Executive Vice President
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1.0 EXECUTIVE SUMMARY

On December !, 1980, A. L. Nellum and Associates, Inc. (ALNA)
was contracted by the United States Agency for International Development
(US/AID) for assistance in expanding the capability of the Jamaican Ministry
of Agriculture (MOA) to manage the training of its personnel in data collec—
tion, analysis and and management and to use this expanded capacity to plan
for increasad agricultural production and productivity. This project,
familiarly called the Agricultural Planning Project (APP), was a part of a
five year agricultural and economic development effort aimed at greater
capacity building for the Government of Jamaica (GOJ).

ALNA's role in the APP is designed to provide training and techni-
cal assistance services to MOA personnel in systems and data processing,
survey and statistical methods, training methodology, data and policy sys-
tems, evaluation methods, library systems, and audio-visual aids technology
and installation, ultimately resulting in 90 person months of service over a
3-1/2 year period which ends May 30, 198&4.

This report highlights the accomplishments and experiences of our
technical assistance team during the first two years of the project, satis-
fying ALNA's contractual requirement to report on an anmual basis by evalu-
ating the project progress and contractor performance. More importantly,
our report is designed to pinpoint successes as well as areas which need to
be strengthened. It is ALNA's belief that by recognizing pitfalls, we are
better able to assist US/AID and the Ministry of Agriculture in resolving
the difficulties and in more effectively utilizing the resources required to
achieve the objectives of the project. We are presenting not only major

accomplishments and areas needing improvement, but also a series of

-
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strategies which we believe are feasible approaches for US/AID and the MOA
to consider as we collaborate in partnership over the remaining 15 months of
the contract. Thus, our Year ! and Year 2 Report reflects objectives which
we feel were successfully arcomplished, barriers which impeded progress, and
strateglies which we used or recommend using to ensure the ultimate success
of the Agricultural Planning Project.

The report is divided into four distinct sections which follow.
Under separate cover, we have included a number of the major reference
reports, documents and project deliverables which are products of our tech-
nical assistance efforts with the divisions and units of the Ministry of
Agriculture.

Section 2.0 provides the setting and background for the contract
by discussing and analyzing the origin, goals, and evolution of the APP. It
presents ALNA's appraisal of the impact of various organizational and envi-
ronmental factors on the successful implementation of our technical assis—
tance contract, and sets the stage for a detailed account of our team's
work.

Section 3.0 provides a substantive descriptiocn of Project Imple-
mentation methods employed by each member of ALNA's tean, beginning with the
Team Leader. 1In addition to the accomplishments, we present the tasks
performed beyond the scope of work, and discuss strategies used by the team
to achieve positive resulrs, despite implementation barriers which were
ancountered.

Section 4.0 discusses four significant factors which affect the
way in which ALNA administers and manages the project. Included in this

section are ALNA's relationship with US/AID and with the Ministry of
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Agriculture personnel, ALNA's design and delivery of technical assistance
and training, and our approach to technology transfer.

Finally, in Section 5.0, we present our conceptual approach to
planning the final 15 months of the project. While this section is not in-
tended to offer the work plan, it is designed to share lessons learned dur-
ing the two-year period, and to outline some of the issues and suggestions
which we feel are important guldeposts in the develcpment of the 1983-84
plan of work.

The partnership represented by US/AID, the Ministry, and ALNA over
the two years has had a positive influence on the project's accomplishments
to date. All of the plans made have not been executed. All of the efforts
attempted have not been resounding successes. What is important is the way
in which ALNA's team members have been received in Jamaica, supported in
their efforts to deliver technical assistance, and encouraged through the
extension of their expertise beyond the original requirements in the scope
of work. If in two years this partnership is able to produce such results,
then we are enthusiastic about the accomplishments over the next 15 months,
and optimistic that our contractual commitments will be more than

fulfilled.
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2.0 BACKGROUND

2.1 Agricultural Planning Project Rationale

This section of the report presents a discussion and analysis of
the origin, goals, and evolution of the Agricultural Planning Project. We
also present our assessment of the impact of the various organizational and
environmental contexts in which the project has functioned. Finally, we
discuss the implications of those contexts on ALNA's approach to successful
completion of contract requirements.

Throughout the decade the deteriorating effects of Jamaica's
economy have been evidant: the declining investment and spending in tourism
and mining; the increasing.costs of petroleum and imported gocds; the down
turn ir employment and the building trades; and the rising patterns of
criminal and violent acts. Agricultural work programs and fiscal strategies
did not result in solutions to the balance of payments deficits. In fact,
Jamaica suffered a negative net reserve position, lacked investment capital,
and experienced grea: fiscal deficits; not to mention decreased agricultural
and industrial production, compounded by a reduced gross domestic product
(Gpp).

The lack of growth in the agricultural sector over the past decade
has been a major cause of Jamaica's increasing unemploymént, high inflation
rates, foreign exchange shortages, high rural to urban migration, lower liv-
ing standards, and emerging nutritional problems, according to the Ministry
of Agriculture (MOA). These findings were substantiated by the World Bank
as well as subsequent MOA stuvdies.

One of the most blatant marks of an underdeveloped econany is low

productivity, and Jamaica has shown all of -he qualifying signs. Jamaica,

1~
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for example, has experienced a dynamic shift politically which has caused a
rippling wave of impact throughout its culture and economy. Many strengths

are observable but many problems are also caused by the state of affairs.
Chief among the problems which has directly affected the economy is the
earlier great wave of "out” migration by professional and skilled manpower.,
Consequently, a dire economic situation exists, one which has been charac-
terized by inflation and a lack of foreign exchange. The agricultural sector
has probably been impacted negatively more drastically than other sectors.
More specifically, efforts to reduce poverty, iacrease the supply of basic
food and the necessary raw materials, and to utilize a massive number of the
island's people in the growth process have begun.

In response to the obvious problems which stem from the depressed
economy, the Government of Jamaica (GOJ) has through its Ministries made
commitments to programs which address the continued economic, social, educa-
tional, and agricultural development of the country. Initiatives have been
developed that address basic needs of the communities of Jamaica at-~large.
The Agricultural Planning Project (APP) is one such effort undertaken by the
Government of Jamaica to turn the devastated agricultural economy around.
Under the leadership of the Agency for International Developument (AID), the
United States' bilateral development and security supporting assistance has
been administered tc less developed countries, and in this instance to
Jamaica. The ultimate end desired is the improvement of the human and
economic resources, the productive capacities, and the qualicy of life for a
significant percentage of the Jamaican people, in such a way that political
and economic stability is the result.

In order to bring about this effect in the agricultural sector,

the Agricultural Planning Project was initiated in 1979. 4 number cf
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important outgrowths for Jamaica were expected: the —capacity to supply

basic chemical and mechanical technology and information to the agricultural
sector in forms and ways that farmers understand most; development of a
basic infrastructure designed to make the greatest progress in marketing
goods; and the establishment of work for 1its people.

Certain barriers existed in the country which needed to be over-
come for the ultimate success of the GOJ's Agricultural Sector Strategies
and the Five-Year Development Plan (1978-1982). The most important of which
were transfer of technology in the agricultural sector; trained personnel ;
equipment and resources; a system for planning, analyzing, and forecasting
events and results—-leading to a balanced economy with timely crop, live-
stock, marketing, and extension information. The intent of the Agricultural
Planning Project was to correct these deficiencies and lead the way to in-
creased agricultural production for domestic consumption and for export.

2.2 The Mission, Goals and Objectives of APP

Less than a decade ago, the GOJ established several agricultural
development goals which were cited in a Green Paper:

) To increase rural incomes and improve rural amenities and
social infrastructure as a basis for rai: .ng the standard of
living of rthe rural population;

) To ensure that all agricultural land is retained and used in
as efficient a manner as possible;

¢ To create agro-industrial and small enterprise opportunities
in rural areas to reduce the unequal distribution of capital
and economic activity between rural and urban areas;

’ To produce as much food and raw materials as is econcmically
feasible to meet domestic food and nutrient requirements, to
increase exports of traditional crops, and to develop new crop
exports; and

° To structure agriculrtural production to reverse the growing
reliance on imported commodities.

N
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The GOJ agricultural sector goals, contained in the GOJ's Five-

Year Plan, were to

¢ Produce food and raw materials to meet requirements for
domestic food consumption at satisfactory nutritional levels;

) Increase the number of agro—industries; and

° Expand exports while reducing dependence on imports.

The Agricultural Planning Project was designed specifically to
help the Government of Jamaica and Ministry of Agriculture to achieve the
aforementioned goals by providing hardware and ef fectuating appropriate
technology transfer. Even in the remaining years, US/AID plans to assist
the GOJ in analyzing and responding to changing problems of the small farm—
er, in maintaining gains made in productivity, and in developing technologi-
cal responses and policies in the rural sector. Recognition has been given
to shortages in skills, personnel, management, and business acumen, in
addition to recognizing shortcomings in the GOJ's ability to prepare and
implement projects.

2.3 The Mission, Goals, and Objectives of ALNA's Technical Assistance
Contract

A. L. Nellum and Associates, Inc. was speclificlly conftracted in
December 1980 to provide in 3 1/2 years a total of 90 person months of
technical assistance to the Ministry of Agriculture in the following
specifi: areas:

) Training Technical Assistance

] Computer Systems and Programming Training and Technical
Assistance

) Data and Policy Analysis

s A. L. NELLUM AND ASSOCIATES 2=4



Statistical Survey Methods*
Evaluation Methods
Library Systems Installation

Audio-Visual Aids Installation.

The Project Paper detailing the Jamaican Agricultural Planning

framework identified the project goal and purpose as

"Provide increased MOA technical, planning, administrative and
logistical support for the Jamaican rural/agricultural sector
effort to improve production and incomes at all sector levels,
especially the small farmer.

The purpose of the project is to increase the institutional
capability of the MOA to collect, organize and analyze rele-
vant data; upgrade its level of personnel, both quantitatively
and qualitatively; improve its administration and management;
identify and satisfy its ongoing training requirements; and
utilize these factors effectively to meet the stated project
goals.”

Ihe ultimate result of Technical Assistance in the APP was also

projected to include the outcomes listed below:

The MOA will have absorbed additional trained permanent
staff professionals and satisfactorialy upgraded the
capabilities of other existing professionals.

The MOA will have increased its permanent data handling
capacity through computer availablity, data storage and
retrieval capacity, and trained personnel on board.

The MOA will have significantly augmented its general
management and specialized training systems capacities.

The MOA will be using the information from the equipment,
personnel, and systems improvements made under the project in
designing sound plans and policies to benefit the rural/agri-
cultural sector in general and small farmers in particular.

The MOA will have increased capacity to conduct needed agri-
cultural surveys.

* The Statistical Survey Methods Specialist function was added to the
technical assistance contract in a modification, resulting in twelve
months of service, for the period August 1981 - August 1982,

S A. L. NELLUM AND ASSOCIATES
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2.4 ALNA's Project Ozganization and Plan of Execution

The technical assistance team from ALNA consisting of a Team
Leader, five specialists, and a Senior Technical Consultant embarked on the
mission to Eelp the MOA:

. Collect, organize, and analyze relevant data,

) Improve the professional skills of current personnel,

) Improve the administration and management of select division,
and

) Identify, prioritize, and meet both MOA and relevant public
sector training needs.

In implementing this project, ALNA's team amassed its ecperience,
skills, and knowledge to deliver services to MOA personnel in three specific
ways:

) Through structured training;

) On-the~job training; and

® Technical assistance.

In our initial proposal, ALNA suggested that all other team mem~
bers (except the Team Leader) perform the required technical assistance by
providing short-term service in several trips to Jamaica over che life of
the project (3 :/2 years). After project implemen;ation had begun, it was
felt that the two specialiits with assignments requesting twelve months of
service be stationed in Jamaica for the full term of one year. Thus, The
Systems and Programming Advisor is serving 12 continuous months in-country,
and 1t is the intent that the Data and Policy Analyst do the same. The
Survey Methods Specialist position, added in the second year of the ALNA
contract, required 12 continuous months of service.

Therefore, ALNA's technical assistance delivery pattern consisted

of both the long-term, hands-on, day-to-day work directly in the mainstraam

A3
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of the MOA, as well as the short-term deliveries carried out in intervals
throughout the life of the contract, with a range of duration from 6 days to
8 weeks. On a number of occasions, two or more team members delivered tech-
nical assistance at. .the same time, enabling on~site collaboration and coor—
dination to take place with several team functions and with several divi-
sions within the MOA.

Exhibits 2-1 and 2-2 show the actual number of days expended by
all personnel associated with the project. Only one positioi, that of the
Technical Consultant, has remained inactive due to the fact that a need for
his assistance to ALNA's team has not existed over the two vears. In sev-
eral instances, the demand and great need for services exceeded the provi-
sions initially contracted in the project. Such was the case with the
Senior Project Consultant, Evaluation Methods Specialist, Library Systems
Specialist, Survey Methods Speclalist, ALNA's Project Manager, Corporate
Support, and Clerical Support.

2.5 Project Staffing

The 1,313 days expended during the first two years of ALNA's
technical assistance in the APP have been delivered amidst a unique set of
conditions and circumstances in Jamaica. From the outset, the framework for
the APP as set forth in the Project Paper has never become reality. There
have been political changes in the election of a new Prime Minister and his
administration; the organizational structure of the Ministry of Agricultura
has not been established as the Project designers had envisioned; and the
resources which were assumed to be available to facilitate the izplementa-
tion of this Project have not all materialized.

Thus, when ALNA's technical assistance team, led by the Team

Leader, Geraldine Brooks, arrived in Jamaica in January 1981, they noted

WA
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., EXHIBIT 2-1
CU¥ITACE YEAR 1
TEAM AND STAVF UPILIZATION
DBECEMBER 1, 1980 - NOVEMBER 30, 1981

LiEC Jal FEB MAR APR § MAY JUHE JULY AUG SEpr acr NOv ‘1O,
‘feam leader 12 20 20 20 22 20 22 22 21 18 22 19 238
Senlor Project Consultant 5 5 2 12
Systems and Proyramning Adv, | 16 23 2 42
bata and Policy Analyst 1 10 13 9 33
Evaluation Methods Speclalist 4.5 3 16 23 8 54.5
Library Systems Specialist 1 2 15 18
Audlovisual Specialist 1 2 10 13
Survey Melhods Speciallist# 3 20 22 19 64
Techinical Cunsultant
ALNA Project Manager 4.5 4.25 3 3 4 5 5 5 4.75 2.5 3.5 44.5
Corporate Support -
Clerical/Adninistrative 125 4.75F 12,75 2,75 3 3.5 1.75 4.5 4.5 7.5 5 2 52,125
TUTAL, 12,125 2Y.25 50.50 33.75 28 21.5 70.75 90.5 58.25 50.25 66.5 53.5f 571.125

4 12 mmth assigiment only
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EXHIBIT 2-2

OMNTRACT YEAR 2

TEAM AND STAFF UTILIZATION
DECEMDER 1, 1981 - NOVEMBER 30, 1982

DEC JAN FEB MAR APR MAY JUNE JULY AlG SEPT ocr NOV TOTAL 2 YEAR 1OTALS
‘Team leader 22 20 20 23 22 20 8 21 8 22 20 20 _226 464
Senior Project Consultant 6 n 17 29
Systems and Progranming Adv. 13 .75 15 14 20 20 82.75 124.75
Data and Policy Analyst 33
Evaluation Methods Specialist 13 20 7 40 94.5
Library Systems Speciallst .75 16 19 16 17 68.75 86.75
Auliovisual Specialist .75 15 15.75 28.75
Survey Methods Specialist* 22 20 20 23 22 20 22 21 20 190 254
Technical Consultant )
ALHA Project Manager 2 4 2 3.75 4.5 4 3 4 4 13 4 4 44 88.5
Corporate Support 6 9 4 19 19
Clericat/Mministrative 2.5 1 1.5 1.5 2 .5 4 3 16.25 3 3 38.25 90.375
TUTAL 48.5 70 56.5 51 50.5 44 33.5 72.25 77 95.25 63 68 237.5 1,312.625

* 12 ponth assignment only




several important observations which were agsociated with the work that the
ALNA team was expected to perform. The areas of greatest note may be

categorized as
° organization
® personnel
° operating resources.

2.5.1 Organization

One of the most notable points of interest was the political set-
ting in which the project found itself. The original Jamaica Agricultural
Project Paper had been prepared during the administration of Prime Minister
Michael Manley. Indeed, it was during that administration under the Perma-
nent Secretary of Agriculture, Derrick Stone, that ALNA's project had bee
launched. The political setting, of course, changed and ALNA's project has
moved forward since that time under Prime Minister Edward Seaga, and under
Minister of Agriculture, Dr. Percival Broderick and Peimaunent Secretary
Derrick Dyer. A chart showing APP reporting relationships in the MOA is
shown in Exhibit 2-3.

The Jamaica Government was not the only organization in which
changes were taking place. US/AID had its share of administrative changes,
including the Rural Development Office personnel assigned to oversee the
APP, and including top changes from the Ambassador to the Mission Director.
ALNA's project has moved forward in Jamaica under US/AID Director, Lewis
Reade, Deputy Director, Dr. Frank Morris, and Rural Development Of ficer
Cyril Buchanan.

The most impactful changes in organization were present in the
HMinistry of Agriculture where three divisions were established to periorm

the work: the Training Division, Data Bank and Evaluation Division, and the

-
|
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Policy and P;anning Division. The Project Paper guiding the implementation
of the APP had called for a different Structure and administrative organiza-
tion. At best, some transitional Structure encompassing the three divisions
listed above was on the chart. The actual flow of direction and protocol
consisted of a less formalized means of operating, based to a large degree
upon relationships, political clout, and inherent rules.

Since that time, progress aas been made in reorganizaing the
Structure of the Ministry to the extent that a combination of divisiouns and

units exist. Currently, the APP is associated with the following divisions

and units:
® Data Bank and Evaluation Division
) Personnel Division
® Economic Planning Division
® Financial Planning Division
° Rural Physical Planning Division
° Training Unit
. Rural Development Unit
2.5.2 Personnel

Changes in staf fing as a factor was unquestijionably the most nota-
ble condition which impacted the APP and our team because it was difficult
to know to whom one would relate from day to day. In addition to the orga-
nizational changes in personnel in the Government of Jamaica and in the
United States tmbassy previously cited, the staffing changes ir the MOA were
noteworthy. The Project Manager, Trevor Clarke and the Project Coordinator,
Tasmin P.O. Taylor were already assigned and established, though their
specific responsibilities wera somewhat unfamiliar to a new team such as

ALVA's entering the APP, Of the 87 stafl positions called for in the design

¥
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of the APP, half of them, or approximately 45 were filled. Most signifi-
cantly, two of the three division directors were changing almost immediately

in both the Training Division and the Data Bank and Evaluation Division.
Relationships would have to be re-established and/or established with the
new designees. The ALNA Team Leader also awaited the assignment of secre-
tarial support to the project for the first four months.

At the same time, other personnel issues affected the APP and
ALNA's team, including those cited below:

. high turnover of personnel in the MOA

° the structure of salaries, increases, and project pay which
did not seem to be based on a feasible employment system

¢ shortage of staff in the Data Bank and Evaluation Division
and the Training Divisionm particularly

] staff retention problem heightened by the attraction to the
private sector

) inability of the MOA with the changing personnel system to be
able to attract the levels and types of professionals needed

. the requirements, qualifications, and scheduling of personnel
to attend overseas training courses, both long-term and short-
term

) the issue of the placement and status of trained personnel who
return to the MOA after completing courses of study or attain~
ing additional professional credentials

° the entire performance evaluation and promotion/award system
which was being challenged.

Perhaps, the most pressing condi:ion which affected all ALNA
project team members was the question of available counterparts with whom
technical assistance consultants could work. The MOA desired the assistance
from specialists, but did not always have a counterpart available and quali-
fied to receive the technical assistance or training, and become a link in

the trapsier of technolecgv. Too often the ALNA team member was prepared to
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deliver the service without a recipient. This condition exists for the most
part because all of the systems needed in the MOA to support adequate
personnel services have not been installed ar this time. For this reason,
resolution of the issues cited above which plague personnel must be made a
priority by the Ministry of Agriculture.

2.5.3 Operating Recources

One of the devastating conditions found by the team in Jamaica was
the lack of resources to operate the project sufficiently, or in some cases,
the lack of a workable system to identify and acquire the necessary re-
sources. Assuming adequate finances, ALNA's team discovered that some of
the basic resources were not in place for project implementation--the great-
est of these was the computer, which did not érrive in Jamaica until the
spring of 1981. Even then, the facility to adequately house and store the
data processing hardware was not complete.

Appropriate work space for the team members was a lengthy process
to facilitate to conclusion, for ALNA's team entered the MOA amidst internal
turf issues and coanflicts over space which had no bearing on the job to be
done. Unfortunately, our team was impacted by it all, and suffice it to say
that after almost a year on site, an office with space for the Team Leader
and secretarial support was finally provided. Team members who provide
technical assistance for short periods of time and in intervals are accommo-
dated close to the divisions in which they are working or close to the Team
Leader's office. Long-term team members have also been placed in close
proximity to the Data Bank and Evaluation Division to which most of their
work interfaces.

Another noticeable condicion affecting the outcomes of the APP is

the lack of available spare parts for equipment and machinerv, and the
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silmultaneous lack of maintenance and repair facilities and/er technicians.
The continuous operztion of the Ministry's trailbikes, automobiles, vehi-
cles, and large hardware is minimal due to this condition. 1In fact, a time
loss study to determine the percentage of downtime and lost operating time
would undoubledly show losses amounting to at least thirty to forty percent
of the available working time.

ALNA's team found basically the same situation in existence with
the Learning Resource Center. Fundamental pleces of equipment and materials
issumed to be present were indeed not there or found to have never been pur-
thased. Acquisition of materials and equipment 1s compounded by both the
system and “red tape” procedures of ordering and approving the order, in
addition to the length of time it takes to logistically receive the re-
sources from the United States (Miami) or another location.

As with other challenges, ALNA's team has adjusted to the lack or
delay in resources, to the changes and styles in personnel practices, and to
the informal and formal structurcs organizations most closely assoclated
with the Agricultural Planning Project. We have found these restraints to
be far more numerous than originally anticipated. Despite these shortcom-
ings, the high level of commitment and support for the Agricultural Planning
Project evidenced by the staff of the Ministry of Agriculture, US/AID, and
the ALNA team resulted in the genesis of a dynamic partnership. There have
been substantial accomplishments, which are discussed in the subsequent
section of this report, Section 3.0. These achievements have moved the APP

toward considerable attainment of project goals.
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3.0 PROJECT IMPLEMENTATION

3.1 Introduction

Within this section, we provide a substantive description of the
scope of work and accomplishments of each member of ALNA's contract team.

In addition, we address the expertise and technical assistance delivered by
team members which transcended MOA requirements. Finally, in this section,
we present barriers to ef fective implementation encountered by the team; but
more importantly, we outline the strategies utilized to achieve positive
results.

The contents of Section 3.0 provide the foundation for a series of
suggested strategles which we believe will result in continued enhancement
of the efficiency and ef fectiveness of the APP. Such issues as staf fing
patterns, project organization, and resource acquisition and utilization are
addressed. A discussion of these strategies may be found in Section 5.0 of
this report.

3.2 Team Leader

The US/AID Scope of Work required that the overall management and
administration of the contract be conducted by the Team Leader. The work
scope further required that the Team Leader carry the additional responsi-
bilities of Technical Consultant to the MOA's Training Division. These dual
roles were assumed by Ms. Geraldine Brooks, and are discussed separately
within this report. Section 3.2 discusses her Team Leader role. Section
3.3 discusses her Training Technical Assistance role.

3.2.1 Scope of Work

The Team Leader's overall responsibilicty was to facilitate the

administration, organization and monitoring of TA activities to ensure
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that releyant Project tasks were achieved ef fectively. The Team Leader

position was required for the entire 3-1/2 years of the contract.

Ms. Brooks' original responsibilities, as stated in the US/AID

Scope of Work included:

serving as liaison with the Project manager designated by
the MOA;

establishing a reporting/coordinating role with the Rural
Development Office (RDO), USAID/Jamaica;

assisting the MOA to keep the USAID fully informed of
project activities;

assisting the MOA to coordinate with USAILD;

establishing the necessary relationships with the various
sections of the Central Ministry of Agriculture and other
Ministries involved in implementation, as well ag the units
of the project itself--Training Division, Policy and Planning
Review Division, and Data Bank and Evaluation Division;

supervising and coordinating the activities of all membe rs
of the Technical Assistance Team to achieve maximum results;
and

participating in the identification and scheduling of short-
term assistance as required.

As the contract entered implementation, a number of additional

responsibilities we_ e assumed by Ms. Brooks in order to facilitate the

effective operation of the project. These included:

community liaison and public information activities to promote
awareness and acceptance of the APP;

assuming the role of APP Project Coordinator in the MOA in his
absence;

conducting the research and negotiations necessary to provide
the ALNA team with of fice space, equipment and supplies;

renegotiation of TA activities and staffing patterns based on
a later start than anticipated;

assuming a leadership/catalyst role in organizing and guiding
APP project staff to address project goals and issues; and
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e provision of on-site TA in the absence of designated
consultants.

3.2.2 Accomplishments Within the Scope of Work

Completion of Ms. Brooks' Scope of Work resulted in a variety of

activities in a range of areas. During the initial months of the contract,
the Team Leader's focus was on organizational and operational accomplish-
ments necessary to effectively get the contract functioning smoothly. In
operating in this area, Ms. Brooks:

° conducted meetings necessary for the day—-to-day operation
of the project and for team business related to the implemen-
tation of the project;

° assured that the necessary support for implementation of
project tasks was provided; coordinated the work of support
personnel in-country;

. provided for constant flow of information on all project
activities, including internal and external documents,
reports, memoranda, and maintained telephone communications

with corporate project manager on a frequent basis; and

) determined staffing needs on a short-term and long-term
basis to accumplish goals.

We should add that the TA Team has been fortunate in having a highly
competent, hardworking and reliable Project Secretary/Assistant, provided by
the MOA.

Ms. Broocks also assumed other tasks in the area of project
management. In this category, her accomplishments involve the planning and
documentation of contract tasks, the supervision of contract staff and
coordination with US/AID and the MOA. 1In her project management capacity,
Ms. Brooks:

° developed a technical assistance implementation plan with
timetables;

) implemented the approved project work plan on a monthly
basis;

L
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o developed work schedvules that included project short-term
team utilization and training and technical assistance
schedule;

o prepared and submitted progress reports and regular
communiques;

® developed and implemented evaluation measures that allowed
for project changes, modifications, and reallocation of
resources ;

¢ administered the arrargements necessary for the successful
implementation of the project, including logistics and in-
country resources;

¢ detected potential problems and took corrective action;

. implemented two project review meetings and led the team in
analysis and review of the project resulting in rewrite and
restructure of project based on reorganization of MOA;

) established a relationship with the RDO in-country that
permitted knowledge of US/AID's plans, needs, ideas and
thinking on matters related to the project; kept the Project
Officer informed of progress on the project, and established
and maintained other open relationships that fostered the
execution of the project; and

. remained alert to new contract requirements, goverment
regulations and directives that af fected the work, cost, and
management of the project.

Ms. Brooks' final area of activity within the original scope of
work focused on the coordination of technical assistance activities. The
goal of this undertaking was to ensure the ef fectiveness, ef ficiency and
timeliness of the assistance provided under the contract. To that end,

she:

¢ lod short-term specialists in the implementation of their
assigned tasks;

. led and motivated all personnel assigned to the project to
maximize project team effort and enhance the quality of wor
and increased productivity;

¢ assured that short-term speclalists were oriented to their
tasks prior to working on-site, that they met expectations
during on-site work, that thev fulfilled follow=up and
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reporting requirements during the post tour phase, and that
continuing support was provided to them;

e arranged for short-term specialists to live and work in-—
country with minimum upset of normal work flow;

° identified staff development needs and provided training when
appropriate;

) as needed, recommended the hiring of specialists to provide
services on the project; and

) assured that short-term specialists and other personnel
associated with the project accomplished assigned project
tasks within costs, schedule, and other specifications.

It should be noted that many of these accomplishments were
achieved within the context of formal and informal meetings and conferences.
Exhibit 3-1 documents the formal meetings in which the Team Leader partici-
pated during the first 24 months of the Project. Ms. Brooks also conducted
or participated in literally hundreds of informal meetings during this time

period.

3.2.3 Accomplishments In Addition to the Scope of Work

As noted earlier, Ms. Brooks assumed a number of responsibilities
in addition to her original scope of work. Examples of her accomplishments
in this area are listed below:

) provided presentations on the APP to a variety of community
based and international organizations;

) participated in fundraising events for the following groups:

== National Dance Company
=-- National Chorale
== U.S. Embassy, United States Information Service (USIS)

== U.S. Peace Corps

) in the absence of the Project Coordinator in the MOA, managed
the preparation of a major implementation schedule for the
entire APP;

¢ served as Task Force Leader for a special Task Force to
prepare and deliver an ameadment to the APP which was approved
by US/AID;

& A. L. NELLUM AND ASSOCIATES



S21vIO0SSY ONY WNTI3N 1 'Y &

AGRICULTURAL
FORMAL HEETINGS OF ALNA TEAH LEADER

EXHIBIT 3-1

PLANNING PROJECT

1

v,

8 2

7

10

1l

12

10

11

ArP-tlonltorlng Comalttee

Tralnlng Div. Staff

Trug. Offlcers Review Hty.

USALD-Team Leaders

Technlcal Assistence Review

—_—

APP-5tte Upgrading Comm.
Hect ings

Speclal Task Force for APP
Project Amendment

X

Puerto Rican Tralnlng Tusk
Force

APP Project Retreat

ALNA Team Project Review
In D.C.

—]

Special APP Project
Presentatlions

KEY:

.
.
[ 7] 15
]
-
o~
]
-
-

al

A

Month 1 o this chart reflects the first month the Team Leader was on-site

in Jamaica.




® established an office on-site to initiate project activities;

e maintained project supplies, equipment, and materials in
an orderly manner, with a system for identification and
inventory on a semi-annual schedule; and

¢ participated in the selection of major supplies and
materials for the project.

3.2.4 Implementation Barriers and Strategies

An immediate and major barrier to the implementation of the con-
tract was the low visibility and priority of the APP as compared to other
US/AID projects. This resulted in problems related such issues as work
space and staff attrition. The strategies employed to deal with this
problem included:

° establishment of an attractive of fice;

® acquiring high visibility by providing assistance to teams
of consultants working with the project;

° affecting introduction of all contract technicians to the
top administrators in the MOA;

¢ initiating meetings to present project accomplishments and
resolve project issues; and

° providing direct liaison between the APP and the community.

The second major barrier to implementation was the lack of ade-
quate work space in the first 12 months of the contract. The Team Leader
addressed this problem by committing the time necessary to locate and settle
into appropriate work space. An important trade-off to this ef fort has been
a comfortable and versatile facility which has been used as a resource and
meeting space by staff of all Eomponents of the APP,

Finally, as indicated previously, the Team Leader was also
responsible for providing technical assistance to the Training Division.
This resulted in an extremely busy schedule and sometimes overextension of

resources. The major strategies used to address this problem were
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combining training and team leader functions in meetings whenever possible
and application of an experiential approach to the technology transfer
aspect of the project.

3.3 Training Technical Assistance Consultant

3.3.1 Scope of Work

The consultant to the Training Division was Ms. Geraldine Brooks,
who also served as ALNA's Team Leader on the contract. The requirements of
the Scope of Work included working in close collaboration with the Ministry
of Agriculture to:

) establish and evaluate the management system and courses
appropriate to a central training office in agriculture;

. establish a centralized learning resource center wherein
training staff will have access to materials for self-
development in their speciality;

. assist in completion of a Skills Inventory and development
of a Master Training Plan for the entire Ministry of
Agriculture in 1980;

¢ in consultation with the Director, Training Division,
Ministry of Agriculture, rank the required training in
order of priority cousistent with the goals and objectives
of the MOA Five Year Agricultural Plan and the Agricultural
Planning Project;

) assist in the development of in-country training schedules and
suggest course content and additional sources of instructors;

° advise the MOA on courses in the United States which would
achieve the short and/or long~term training objectives set
out in the Master Training Plan; and

° design and assist in the planning and implementation of all
in-country courses relating to the training of the staff
under the purview of the Training Division Center.

Ms. Brooks also assumed responsibility for providing training

related assistance to consultants working with che MOA.
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3.3.2 Accomplishments

Ms. Brooks played a key role in the establishment and evaluation

of a management system for a central training office in agriculture. In the
absence of the Training Director during the first fourteen months of the
project, she often represented the Training Division at internal MOA meet-
ings and in contacts with other Ministries. When the new Director assumed
her position, the Team Leader provided orientation.

Other accomplishments related to this task include:

e on-schedule completion of the Master Training Plan and
delivery of Part One;

® design of the research for the system and training of
Training Division staff to conduct it; and

® design of an automated Skills Inventory for the Ministry.

The task of establishing a centralized Learning Resource Center
was reassigned to the Audio Visual Consﬁltant. Ms. Brooks provided that
person with assistance in implementing the design.

Ms. Brooks also advised the MOA on courses in the U.S. which were
consistent with the goals of the Master Training Plan, as well as reviewing
in-country training plans and schedules.

She also designed and conducted 2 two-weak training courses for
MOA training and field extension staff. A number of other courses were
designed but remain undelivered due to MOA's severe financial constraints.

Finally, it should be noted that the MOA's Training Director
atiributes the improved morale of the training staff to ALNA's APP
assistance activities.

3.3.3 Accomplishments In Addition To the Scope of Werk

Ms. Brooks provided support and assistance to a number of consul-

tant teams working within the MOA. This included representing the Ministry

‘ .
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with a team of Puerto Rican consultants working to develop proposals to be
submitted.to the Prime Minister's Task Force on Training. She also assisted
a group from Central Data Processing in a training resource assessment.
Finally, she assisted a team of education staff assigned to the development
of proposals for the new Jamaica School of Agriculture.

3.3.4 Implementation Barriers and Strategies

Training implementation was a particular problem because the
Training Unit does not have enough control in establishing training needs,
dates, sessions, and funding requirements. The result is a sporadic pattern
in overall training, courses offered, timing, and coordinatiom. Without a
change in structure and control and authority, the level of training as laid
out in the Master Training Calendar will not be accomplished under the
circumstances. There is also concern that the logical framework needs more
training components included in it.

Problems in contract implementation also resulted from a series of
financial crises within the MOA. Funds were unavailable for the delivery of
a8 number of scheduled training events, rendering training schedules and
plans inoperable. The MOA has also been reluctant to allocate extensive
funding for overseas training. The Team Leader will facilitate a meeting of
the MOA Finance staff with Training staff to address these problems. Pro-
ject plans are currently being modified to include more local training.

Finally, as the role of the Team Leader evolved and the project
axpanded in scope, it became increasingly difficult for the Team Leader to
effectively perform dual funcrions. To further compound the dual role, the
Team Leader was required to Tespond to needs at both sites--the MOA and the
Training Center. This has been further complicated by the new T/A requests

for more individualized assistance for the Training Division. Thus, there
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is a strong need to separate the two responsibilities by providing a

separate consultant to deliver training technical assistance.

3.4 Systems and Programming Advisor
3.4.1 Scope of Work

The Project required the services of a Systems and Programming

Advisor for one year to provide on-the-job training for

. Systems Analysts and Programmers in:

systems design and development:

- feasibility studies in order to establish technical
economic and environmental feasibilities of potential
computer systems applications; :

- documentation of proposals for the efficient and
economical methods of meeting the information
requirements of users;

systems design and development of modifications to
existing system to maximize efficiency;

design of conversion and implementation procedures;

development and maintenance of an information storage
and retrieval system; and

development of training programs for users.

e Programmers in:

the developument, writing and testing of computer
program and operating instructions;

the development of test procedures and program
revisions in accordance with establishment of
programming procedures;

the writing of instructions for machine operations;
and

the writing of documentation, e.g., program manuals,
operations manual and user guides for a system.

-
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The statement of work also required this advisor to assist the Data Bank and
Evaluation Division in identifying the long-term training needs and in
designing relevant management information systems.

However, as the tempo of the planning activities increased at the
MOA and its needs for collecting, processing, and analyzing data also
increased, the Scope of Work for the Systems and Programming Advisor
expanded. As the management of information resources to support the MOA's
decision-making, policy development, evaluation, training, and related sup-
port functions became known, it was clear that the Systems and Programming
Advisor would assume a lead role in upgrading the MOA's information process—
ing capabilities. 1In addition, the following functions were included in the
work tasks: developing control systems to effectively monitor the perfor-
mance of over 40 local and 20 internationally funded programs; develop and
implement relevant Management Information Systems covering all activities
and communications ;hroughout the Ministry; develop and implement a skills
inventory/needs assessment system; select and install a Data Base Management
System to facilitate the management and utilization of the MOA's information
resources; and provide advice and technical assistance to the MOA gn related
problems and issues. |

3.4.2 Accomplishments

Dr. Salim Hanmoud, ALNA Systems and Programming Adviscr is cur-
rently stationed in Jamaica for one year providing technical assistance
and advice to the MOA. Prior to his current assignment, Dr. Hammoud served
on the team as a short term advisor, and in three visits to Jamaica, he:
(1) assisted the MOA in preparing for the installation of its first com-
puter IBM System 34; (2) conducted training sessions for the data processing

staff; (3) briefed MOA 2anagernent on the management and utilization of its
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computer resources; and (4) performed studies of the current and potenital
requirements of the computer resources and related cost effective options
for providing these resources.

During his first visit in the summer of 1981, Dr. Hammoud conduct-
ed a needs assessment and skills inventory of the various MOA divisions, in
which he coordinated efforts with other ALNA team members. He also devel—
oped and administered a serles of briefings and training programs for MOA
personnel in anticipation of the installation of IBM System 34. These
activities included:

e Delivered a series of lectures on the following topics:

-— System Development

~= Operating Systems

—— Data Base Management Systems

=~ Project Development Cycle

—— Programming Language and Standard

. A 3-day course in Fortran for Data Bank and Cantral Data
Processing Unit staffs.

) A number of informal briefings to the Agricultural Planning
Project staff on the application of Information Processing
technology to their needs.
Dr. Hammoud provided advice and technical assistance to the Data
Bank and Evaluation Divisioa in the facility preparation for thne installa-
tion of IBM System 34. At the request of the MOA, he also prepared staff

papers and workplans for the

e application of computer technology to project planning and
contrecl;

] planning and implementation of an Agricultural Management
Information System; and

. software development standards for the MOA Data Processing
Branch.,

N
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Dr. Hammoud also conducted initial discussions on the analysis and
design of an automated monitﬁring and evaluation system for tracking the
performance of the MOA program, both locally as well as internationally
funded.

During his second visit to Jamaica in January-February 1982, Dr.
Hammoud initiated work on the feasibility, analysis, and design specifica-
tions for a number of computer-based management systems, including:

e Monitoring and evaluation system for MOA projects;

¢ Management Information System; and

® Automatic-interactive system for Needs Assessment and
Skills Inventory System.

The programs for staffing and training to meet the growing needs
of the Ministry for data processing services were reviewed, updated, and
upgraded. The System 34, which had been in operation only a few months, was
Proving to be inadequate to meet the needs of MOA. Dr. Hammoud, therefore,
developed recommendations for upgrading its capabilities together with cost
estimates.

The Ministry's requirements for data processing have grown faster
than the capabilities of the System 34. 1In addition to plans for upgrading
the capacity of System 34 multiple requests for micro-computers emerged.
Concerned by these developments, US/AID and the MOA Permanent Secretary
asked Dr. Hammoud in September 1982 to undertake a comprehensive in-depth
study of the MOA's computer and data processing needs, and to recommend
hardware, software, staffing and training which satisfied those needs.
Specifically, the study attempted to: (1) provide computer system(s) con-
figuration to meet the overwhelming growth of the MOA's current and pro-

jected data processing workloads, requirements and needs; (2) examine the
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costs associlated with obtaining the necessary computer system(s) immediately
or consolidate the processing workloads of the MOA and CDPU computers in the
future; (3) develop a Master Plan to improve and increase the capacity of
computer facilities, and ensure that resource demands would be balanced by
resource availability and capability; (4) consolidate the MOA data process-—
ing activities in order to provide the framework to develop the MIS System
that would permit cross reference-—when authorized-—between various divi-
sions of the MOA; and (5) show the cost savings assoclated with consolida-
tion of computer(s), as well as, the costs incurred for conversions in the
future.

A survey of computer utilization and needs in the MOA was con-
ducted. This survey included structured interviews with managers, operators
and users and used questionnaires to document computer configuration, costs
and utilization information. Every division and department in the MOA was
contacted and their needs were assessed and analyzed.

Currently, several divisions and departments are developing frag-
mented and, to some extent, duplicated data processing applications. Divi-
sions are unaware of other division's requests and often duplicate them.
Little communication and coordination exists among divisions. Each depart=
ment 1s operating in relative isolation and individually grappling with data
processing problems. The flow of information is too diffused and informa-
tion is not available to the persons who need it. This fragmentation 1is the
result of the absence of centralized planning of data processing activi-
ties.

The study conducted by Mr, Hammoud considered three options to
meet the data processing requirements of the MOA:

l. Purchase/rental of new hardware model to match the data pro-

cessing workloads and the operating environment. Suggested
Systems are I3M 38 and I3M 4331 computers.

s A. L. NELLUM AND ASSOCIATES 3-14

AN



2. Fully utilize the capabilities of the combination of MOA

upgraded IBM System 34 and CDPU IBM 370 through the linkage,
under a contract of services suitable to handle the growing
needs of the MOA data processing. Suggested contract of

services would include 4~6 hours per day - prime time.

3. Utilize the MOA upgraded IBM 34 as a standalone computer with
occasional usage of the linkage with CDPU Computer IBM 370.

Based upon an in-depth cost/benefit analysis, the study recommend-
ed a master plan to be implemented in the following stages:
. Stage I: MOA proceed to comsolidate data processing facili-

ties by establishing an MOA Data Processing Center operating
as a utility offering computational, software development,

training, cousulting and other computer-related services to

various divisions. This policy will permit the MUA to control

rapidly rising daca processing costs and increase the utiliza-

tion of installed computer equipments as proposed in previous
studies of July 198]1.

¢ Stage II: Various Divisions should be able to access MOA Data
Processing Center through terminals or small computer equip-
ment. They should retain responsibility for input prepara-
tion, scheduling, quality control, and output report
distribution.

. Stage III: The MOA Data Processing Center should be given
adequate resources (facilities and personnel) and support to
plan for and coordinate resource sharing and facility
consolidation.

° Stage IV: Consolidation should take place within the frame-
work of a MOA Management Information System as proposed in the
previcus studies of June 1981 and February 1982.

Consolidation would provide the opportunity to establish linkage
between files and data bases maintained by the MOA Data Processing Center.
Consolidation would also provide the MOA with the opportunity to signifi-
cantly increase the accessibility of this information :o managers.

Dr. Hammoud proposed the following implementation schedule:

l. 1t is anticipated that procurement action should take place
no later than December 1982.

2. Installation of the system should begin no later than April
1983.

“y
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3. Training of personnel would continue with the curreat and pro-
jected course recommendations to upgrade their skills to a
level which matches both required skills in applications
development and system knowledge.

4. The initial review, analysis and design of all identified pro-
Jects should be completed as scheduled. Programming support
will continue on the IBM 34 system to do various small appli-
cations and surveys as before, as well as the modification,
conversion and testing of existing programs to fit on the new
machine.

5. Try the best approach to mateh the personnel resources with
the future machine capabilities and data processing workload,
for effective and efficient utilization, by staf fing (hiring
or contracting qualified personnel) to match the projected
staff requirements as being proposed.

Dr. Hammoud has also written a proposal to develop “training
modules” for the MOA Data Bank and Evaluation Branch which would introduce
both future users and data processing beginners, at an early stage in their
careers, to the common topics likely to be relevant to them in future
careers and goals. More specifically, the objectives of the proposed train-
ing modules are to provide users with (l) some of the fundamental concepts
of (and developments associated with) computerized information processing;
(2) a general orientation to the computer—~~what it 1s, what it can and can-
not do, how it operates, and how it may be used to solve problems; and
(3) some insights into the broad impact of computers on personnel in busi-
ness and government, the environment in which they work, and on the soclety
in which they live.

The following reports and papers have been developed by
Dr. Hammoud as part of the work perfomed in his function:

l. HAMMOUD, Salim, Project Planning and Control; proposal for

the Data Processing Branch of the Data Bank and Evaluation
Division of the Ministry of Agriculture, July 1981,

2. » Planning and Implementation of Agricultural Management
Information Svstem for the Ministry of Agriculture/GOJ, June
1981,
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3. » MOA Management Information System, Requirements and
Characteristics, February 1981.

4, « Proposed Computer Upgrading and Costs Estimates,
February 1982.

5. » Computer Training Curriculun; A Set of Training Modules

proposed as a certificate program(s) for the personnel of the
Data Bank and Evaluation Division, Septewver 1982.

6. » Ministry of Agriculture, Data Processing Needs and
Requirements and Recommendations of the Hardwara, Software,
Staffing, and Training Required to Satisfy Those Needs,
November 1982. (Included in the reference documents attached
under separate cover.)

3.4.3 Accomplishments In Addition to the Scope of Work

The scope of work for the position of the Systems and Programming
Advisor has grown tremendously with increased responsibilities and changing
priorities. While the initial statement of work emphasized on-the-job
training for the systems analysts and programmers, it 1s clear now that this
Advisor must also provide technical assistance and advice in the areas of
development, management, and utilization of data processing capabilities to
fupport the decision-making, program planning, resource management, train-
ing, and related functions of the Ministry of Agriculture.

3.4.4 Implementation Barriers and Strategies

A major concern in upgrading the data processing capabilities of
MOA has been the high rate of turnover of trained personnel, particularly
after they receive training. Government salaries simply cannot compete
with those offered by the private industry. Both the MOA and US/AID are
quite familiar with and concermed about this problem. Some of the measures
which have been considered to attract and retain the trained personnel in
the Ministry include:

® Bonding the trained personnel to require them to serve the

Ministry for a certain minimum period after they receive
training at governmental expense;
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® Revise and upgrade the salary structure to compete more
effectively with the private industry; and '

0 Contract out certain tasks to private industry/contractors,
which cannot be accomplished in~house.

It is unlikely that one single measure will effectively resolve
this problem. An effective solution would probably require an optimum mix
of all three measures and decisions, both at the policy and operational
levels.

A related area of concern is the inadequacy of the present data
processing capabilities of the MOA to respond effecively to requirements im~
posed upon it by the increased tempo of planning, programming, and training
activities in the Ministry. This has resulted in multiple requests for the
procurement of micro-computers, as well as uncoordinated and often duplica-
tive procurement of data processing services. To alleviate this situation,
Dr. Hammoud, ALNA Systems and Programming Advisor, has conducted a compre-
hensive in-depth study of the Ministry's computer and data processing needs,
and recommended hardware and software required to satisfy these. The recom-
mendations of Dr. Hammoud, if adopted, would move the MOA forward in and
establishing an adequate and effective data processing capability.

3.5 Survey Methods Specialist

3.5.1 Scope of Work

In 1981, the Ag:icultural Planning Project was extended to provide
for a one year consultation effort targeted at Statistical Survey Methods.
This was donme in recognition of a need for increased statistical expertise
within the Ministry. The Survey Methods Specialist, Merton V. Lindquist,
was assigned to the project during the one year period of August 27, 1981 to
August 26, 1982.

His initial scope of work included:
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® Provision of on=-the-job training and in-country courses to
local counterparts on all aspects of survey methodology in-

cluding planning field excursions, office procedures, quality
control, data processing and data analysis of sample surveys.

¢ Assistance in the evaluation of sampling frame.
¢ Assistance in developing questionnaires, control forms etc.

e Assistance in developing plans for efficient execution of
sample surveys.

® Assistance in developing analytical plans for various
surveys.

. Assistance in the design of various types of samples.

¢ Assistance in developing systems for efficient survey manage-
ment and operation.

® Assistance in the statistical, sociological and econcmic anal-
yses of sample survey data.

®¢ Assistance in identifying technical;;ssistance for specialized
areas of survey needs. '

e Coordination of the evaluation of existing surveys.

) Provision of management assistance in the implementation of

field surveys, from sample selection and survey design through
data processing, to data summarization, and finally to publi-
cation of the results.

* Improvement and evaluation of forecasting accuracy and
procedures. :

® Any other areas of statistical consultation which may arise
from time to time including:

=- Remote sensing

— Objective yield measurement
=~ Area frame sampling

== Livestock surveys

~= Crop production surveys

== Nutrition studies.

Each of these activities was designed to advance the efficiency and quality

of the operations of the Ministry's Data Collection and Statistics Branch.
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3.5.2 Accomplishments

The list of activities proposed for the Survey Methods Specialist

was extensive. It was deliberately made so. By 1981, the Data Collection

. and Statistics Branch had an already established program.of. censuses and.. .. . .

surveys being conducted. The speclalist, therefore, was attached to and be-
tame part of the functioning Ministry of Agriculture statistical organiza-
tion.

The operations of the Statistics Branch are not static; unforeseen
requirements for specific statistical information that arise because of new
or changing policy concerns by the Ministry and/or problems encountered must
also be attended. Therefore, it was inevitable that the specific topics
" listed in the scope of work received varying degrees of attention and that
the specialist functioned in a sense as an integral part of an already oper-
ational organization. Accomplishments, therefore, are in part In the sense
of "participation” rather than of sole development.

The activities in which the Survey Methods Specialist engaged may

be categorized as follows:

e the develorment of informal working papers on a wide range of
issues relating to the structure and operations of the Data
Collection and Statistics Branch;

¢ participation in the design and implementation of the Special
Banana Farmers' Survey;

) participation in the design and implementation of the Food and
Beverage Consumption Survey; and

] participation in staff development and planning conferences
and meetings with Branch staf £;

The following paragraphs present more detajled descriptions of each of these

activities.,
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Mr. Lindquist used the medium of informal working papers and
memoranda to provide his analyses and recommendations regarding a wide range
of Branch activities and operations. Such papers provided Ministry staff
with an opportunity to consider and react to the objective observations and
ideas of the Specialist within the context of their own time-frame and pri-
orities. Areas addressed by these papers ircluded:

® analysis and reaction to the Programme of Work for the Data
Collection and Statistics Branch;

° analysis and suggestions regarding Agricultural Production
Forecasts;

° observations and recommendations on Marketing Surveys current-
ly under consideration by the Branch;

° comments on the use of an Area Frame;

) observations and notes in reference to training programs at
the United States Bureau of the Census;

¢ analysis and recommendaitons on staf fing and training of
Branch personnel in the exterior;

) suggestions on the contents and format of the DCO Training
questionnaire;

° observations and suggestions on the Agricultural Inputs
Survey;

° observation and suggestions on the Special Banana Farmers'
Survey; and

® analysis and recommendations on the census coverage of the
Farmers' Registry.

The specialist also played a key role in designing and implement-
ing the Special Banana Farmers' Survey. His specific activities in the con-
duct of this study included:

) design and documentation of a draft questionnaire;

. revision of the study's Enumerators' Manual and preparation of
Chapters 3 (Listing Operation) and 4 (Interview Approach);
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Register.

participation in design and delivery of training of enumer-
ators;

Preparation of an initial draft of a listing of tables as
survey output;

preparation of recommended computer edit specifications.

Mr. Lindquist also contributed to the development of the Farmers'

His participation included:

revisions of the Enumerator's Reference Manual;
preparation of the Supervisors' Reference Manual;

participation in the design and delivery of four training ses-
sions for enumerators and two sessions for supervisors.

Major responsibility was assumed by Mr. Lindquist in the conduct

of the Food and Beverage Consumption Survey. His specific contributions

included:

® preparation of working papers on the initial survey and
alternative sample and survey designs;

° developing the details of the survey design;

¢ preparation of first stage sample counts from the 1970
Population Census Enumeration Districts;

® preparation of the document, "Food Consumption Survey:
Selection of First Stage Sample Areas”;

® preparation of the document, “Sample and Survey Operation
Consideration Work Sheet."”

® preparation of the document "FCS-Supplementary Sample and
Survey Operation Work Sheet";

. design of the following survey forms and questionnaires:
== HL-1 Household Listing Form
== HL-2 Special Dwelling Place Listing Form
== FCS-1 Control Form
== FC5-2 Household Record Card
== FCS~3 Food and Beverage Purchase and Consumption Question-

naire
== FCS=5 Food and Beverage Summary Review Form
== FCS-6 Total Household Expenditure and Family Income Ques-
tionnaire
S —— ]
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e preparation of an Enumerators' Reference Manual for the House-
hold Listing Operation; and

° preparation of the preliminary draft of the Enumerators'
Survey Reference Manual.

A charting and listing of all of the publications produced by the
Data Bank and Evaluation Division under the APP is included in the reference
documents.

Finally, Mr. Lindquist contributed to the ongoing assessment and
refinement of Branch operations through participation in meetings, confer-
ences and training events with Ministry staff. Specific examples of this
activity include:

¢ participation in conferences, working sessions and retreats
concerned with agricultural statistical development as re-

quested;

¢ participation in informal exchanges, sessions and seminars in
reference to Survey Methods including the preparation of
notes;

° observation of training of Enumerators for the Fishing
Survey;

® observation of training of Enumerators for Agricultural
Production Surveys.

3.5.3 Accomplishments In Additiom to the Scope of Work

Because the scope of work for the Survey Methods Specialist was so
broad, none of his extensive activities fell outside his particular assign-
ment. The reader will note in reviewing the activities cited above that
many accomplishments fell within the general management assistance task with
which Mr. Lindquist was charged.

3.5.4 Implementation Barriers

The Survey Methods Specialist generally found the staff of the
Ministry's Data Collection and Statistics Branch to be dedicated and skilled

professionals. The two major barriers to completion of his scope of work

.
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were therefore, related to resource limitations rather than organizational

systems issues,

The first barrier existed in the validity and reliability of data
collected from some samples. It is possible to design an objective proba-
bility sample of farmers for direct interview regarding their agricultural
production, or of designated small units of land for field measure of the
Crops growing in the sample areas. Problems arise, however, in obtaining
the data with complete objectivity. Some farmers in the sample may be un-
able or unwilling to report their production data objectively. Field mea-
Sure exercies may be completed imperfectly. The resulting lack of uniform
objectivity results in unanswered questioas about the overall accuracy of
Some survey data.

The second barrier was a need for an overall evaluation of the
statistical system in use by the dinistry. Factors such as the lack of ob-
jectivity cited above and incomplete information on the part of many report-
ers, indicate a need for an overall assessment of the accuracy of the sta-
tistics generated by the Branch. Compounding this problem is the lack of
availability of 1978 agricultural census data which precluded comparison of
the Ministry's data with the results of a similar but independent study.

3.5.5 Strategies Used to Overcome Barriers

Mr. Lindquist worked with Branch staff to analyze efforts to
establish greater objectivity in sampling procedures. Phase I - staf f ex-
pansion and initiation of experimental objective sampling has been completed
with his assistance. He also participated in che design of a second phase
of development to run from 1983 through 1986 to further correct this prob-

lem.
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Regarding the need for an overall assessment of the overall sta-
tistical system of the Ministry, Mr. Lindquist worked with Branch personnel
in implementing interior Measures to attempt to effect some improvement in
the quarterly crop area and production data being reported and to Study re-
lationships in the cycles of crop production and farm gate prices over time.
These included:

& a detailed regularly scheduled quarterly review by Statistics
Branch and Extension Agent personnel jointly of the reported
information;

¢ a parallel small scale data gathering operation by Branch Data
Collection of ficers for selected important crops as a basis
for essentially independent check date;

e intensive checking of reported data with data reported for
prior base periods by head office statisticians as a mechanism
to flag possible erroneous reporting;

® studies of the cycles of crop production and of farm gate
Prices to note whether significant statistical relationships
between the two series exist.

In addition, the Statistics Branch was assisted in initiating
pPlanning and Preparation for the conduct of a Farmers' Register as a census
level enumeration. The Farmers' Register was field conducted in August/
September 1982. The initial results will be available in January 1983,

The beneficial effect of the several interim measures taken is not
known. It is a fact that the collective procedures being utilized are suf-
ficiently non-objective, and rather non-scientific. In a pure statistical
methods technical sense, any “feel"” for the matter must await more defini-

tive confirmation.

3.6 Evaluation Methods Specialist

3.6.1 Scope of Work

The project required the services of an Evaluation Met hodology

Advisor for 13 weeks to focus on oroviding and transferring evaluation

-
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methodologies and obtaining maximum use of the capabilities and resources of

the Data Bank and Evaluation Division.
Specifically, the advisor was to:

) Provide technical advice in evaluating the skills inventory
survey;

) Plan and implement on~the-job training for MOa staff in:
~= design methodology in a logical framework;
~= application of design methodology;
== evaluation of forecasting accuracy and procedures;
== the logical structure of a development project;
== a logical framework matrix;
- information gathering techniques;
- methods of information analysis;
= elements of electronic data processing;

== cost effectiveness and financing of altermative
monitoring and evaluation systems;

== 1institutional aspects of monitoring and evaluating
agricultural and rural development projects;

== update skills inventory techniques;
== designing an annual evaluation system to ascertain the
ef fectivenss of each program or survey (e.g., Evaluation
of the Training Plan),
Despite the short-term nature of this position, there has been heavy demand
on the services of the Evaluation Methods Specialist, including tasks which
were not explicitly recognized or called for in the statement of work, such
as the evaluation of the Second Integrated Rural Development Project
(IRDP-II). On the other hand, with the creation of the separate position of

the Survey Methods Specialist, some of the responsibilities of the Evalua~-

tion Methods Specialist were transferred to the new position.
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3.6.2 Accomplishments

During the period under review, Dr. Alvin Lackey, ALNA Evaluation
Methods Specialist, made four site-visit trips to Jamaijca. During these
visits, he: (1) served as the primary resource person on reviewing, refin-
ing and clarifying the project goals; (2) provided a major leadership role
in conducting the first annual review of the Agricultural Planning Project;
(3) introduced evaluation methodologies and techniques to ef fectively moni-
tor the MOA programs; (4) conducted evaluation training programs for the
officers and administrators of the Training Division; and (5) prepared a
revised Logical Framework (Log Frame) for the Agricultural Planning
Project.

Dr. Lackey first visited Jamaica in February 198! to participate
in a project review of the Agricultural Planning Project attended jointly by
the MOA, US/AID, and ALNA team members. The purposes of the review were
to: (1) review, clarify and obtain agreement on project goals, and
(2) develop a set of work plans with attendant implementation dates. With
Dr. Lackey serving as the primary resource person, the three parties reached
an understanding and agreed that the official goals of the project were
those which appear in the Project Agreement as signed by the two govern-
ments. Although these goals are subject to revision by the signers, it is
these goals, as revised from time to time, which will be used to evaluate
the success of the project. It was also made clear that goal revisions
would be made for the purpose of refinement and/or clarification and not to
change the basic purpose of the project. Thus, the restatements of the
goals for greater clarity would not require formal revision of the Project

Agreement.

L
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During his second visit to Jamaica (June 1] - mid-August, 1981),
Dr. Lackey, at the request of the Ministry of Agriculture, performed an
in-depth evaluation of the management system of the second Integrated Rural
Development Project (IRDP-II). The major focl of this study centered on the
organization, planning, implementation, budgeting, and reporting function of
the management system. The framework of the study was based on the proposi-
tion that management involved the achievement of Project objectives through
control of physical and finanecial resources, people and time, based on
accurate and timely information flow. The most significant observation to
come out of this study was that the management of the project appeared to be
shifting from control by the Project Director to a high level management
committee with a number of Subcommittees. Also of significance was the
change in the Project Director's position which took place during the study
period. These two factors were of such major importance for management and
SO recent that statements about how the pProject was being managed were
perhaps not as useful as suggestions for how the new management team might
proceed. Therefore, this report outlined a number of suggestad procedures
for the new management team to consider,

During this visit, Dr. Lackey also provided technical advice and
assistance to the MOA Data Bank and Evaluation Division on a number of
issues. These included:

° A monitoring system to evaluate the on-going performance
of MOA programs;

0 Procedures for conducting a training needs assessment
projecc;

® Methodologies for evaluating the Agricultural Planning
Project.

° Project evaluation functions of the Evaluation Branch (M0A).

S
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® Recommendations relating to the organization and functions of
the Data Bank and Evaluation Division.

® Recommendations of a system which would combine the moni toring
and evaluation functions of the Evaluation Branch of MOA.

In January 1982, from the fourth through the fourteenth,

Dr. Lackey returned to Jamaica to work with the staff of the Evaluation
Branch of the Data Bank and Evaluation Division, to prepare and conduct the
Annual Review of the Agricultural Planning Project. This task was actually
initiated in the summer of 1981, when Dr. Lackey suggested the steps to be
taken in the preparation of this review. Dr. Lackey performed a major lead-
ership role in conducting this review. He worked with the participants to
conceptualize the main functions of Agricultural Planning Project, and the
roles and interrelationships of the Ministry's organizational units included
within the project.

In addition, Dr. Lackey also prepared a job description and out-
line of work for a continuous cost/benefit analysis of the Second Integrated
Rural Development Project.

Dr. Lackey's fourth visit to Jamaica, in the period under review,
took place between July 3 through August 6, 1982. During this period of
consultation, Dr. Lackey performed the following tasks:

® Reviewed and made suggestions/recommendationms on the cost/

benefit study being conduccted by Mr. Dan Fleming and the Eval~
uation Branch at the Second Integrated Rural Development

Project in Christiana.

] Reviewed and made comments/suggestions on the current work of
the Evaluation Branch.

¢ Made a number of recommendations to Mr. Lester Boyne, Direc-
tor, Data Bank and Evaluation regarding the functions of the
Evaluation Branch.

) Prepared a revised Log Frame for the Agricultural Planning
Project including a suggested M0A organiation chart for pre-

sentation and discussion at a meeting of Division and Yranch
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The

the work done

L.

2.

3.

4,

Heads with AID participation. (The Log Frame is included in
the reference documents under separate cover.)

Prepared a final draft of a Log Frame for the Agricultural
Planning Project along with a proposed organizational chart
for submission to the Permanent Secretary and AID for
approval.

Redesigned the evaluation forms being used by the Evaluation
Branch.

Introduced a new form and procedure for calculating estimated
end-of-project costs as a basis for determining budgetary
requirements for each Project component and total project
financial needs.

Identified a number of references for purchase under the
project for use in training evaluation officers.

Conducted a three-session training program in the evaluation
of training programs for the of ficers and administrators of
the Training Branch.

Met with PAMCO (Project Analysis and Monitoring Company) of fi~
cials to discuss the coordination aspects of the evaluations
being conducted on MOA Projects by the Evaluation Branch and
PAMCO. Wrote suggestions to Mr. Lester Boyne concerning the
relationship between these two organizational structures.
following reports and documents have been issued as a part of
on this task:

LACKEY, Alvin S., Trip Report, February 26-March 2, 198].

» Management Study, Second Integrated Rural Development
Project, prepared by the Evaluation Unic, MOA, July 1981,

» [Proposed Reorganization of the Ministry of
Agriculture], Organization Issues Group, July 1981.

» Suggestions for Evaluating the Agricultural Planning
Project; Memorandum to Mr. Lester Bovme, Acting Director, Data
Bank and Evaluation Division, August 6, 198].

» Project Evaluation Functions of the Evaluation Branch;
Memorandum to Mr. Lester Boyne, Acting Director, Data Bank and
Evaluation Division, August 6, 1981,

y Recommendations Relating to the Orzanization and
Functions of the Data Bank and Evaluation Division; Memorandum
to Lester Boyme, Acting Director, Data Bank and Zvaluation
Division, August 7, 1981,

R
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7. » Monitoring/Evaluation System; Memorandum to Mr. Lester
Boyne, Acting Director, Data Bank and Evaluation Division,

August 7, 1981.

8. » Irip Report, January 1982, July 22, 1982,

9. y Observation Re: Cost/Benefit Survey Instruments and
Approach for IRP-~Z; Memorandum to Faith Inneratrity, Branch
Head, Evaluation, July 7, 1982.

10. » Views Re: Training Needs Assessment, July 23, 1981,

11. » Evaluation System; Memorandum to Mr. Lester Boymne,
Director, Data Bank and Evaluation Division, July 22, 1982,

12. » Comments on Summary Reports; Memorandum to Faith
Innerarity, Branch Head, Evaluation, July 27, 1982.

13. » Relationships Between PAMCO and the Evaluation Branch;
Memorandum to Mr. Lester Boyne, Director, Data Bank and
Evaluation Division, August 5, 1982.

14, » Logical Framework——Agricultural Planning Project, August
1982.
15. » Activities Report Covering the period July 3 through

August 6, 1982; Memorandum to Geraldine Brooks, Director,
Technical Assistance Team, September 8, 1982,

3.6.3 Accomplishments In Addition to the Scope of Work

During his second visit to Jamaica in the summer of 1981,
Dr. Lackey was called upon to perform an in-depth management study of the
Second Integrated Rural Development Project (IRDP-II) which consumed consid-
erable amounts of his energy and time. This study was not explicitly
recognized or implied in the statement of work.

3.6.4 Implementation Barriers and Strategies

This position was provided for on a short-term — 13 weeks -~
basis. However, the demands on the incumbent for additional duties and
assignments have been quite heavy. Additional time has been requested for
the Evaluation Methods Specialist to respond wmore adequately to the

increasing demands for technical assistance.
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3.7 Data and Policy Analyst

3.7.1 Scope of Work

The Project required the services of a Data and Policy Analyst for

one year to:

° establish a Data Analysis Branch in the Data and Policy Review
Division;

) upgrade the skills of the Data and Policy Review personnel
through in=country training courses, or on-the-job training
in the following:

forecasting agricultural production and demand ;

the role of agricultural policy decisions in social and
economic development ;

the processes by which agricultural policies are formu-
lated and implemented;

implications of major policy issues such as food and popu-
lation issues, marketing issues, land reform, resource
conservation policies, price policy for agricultural com-
modities, tax policy, import-export policies, development
and diffusion of new technology, and other issues related
to national agricultural policy decisions and their
implementation at local levels;

meaning and measurement of economic development;

operational procedures to use different forecasting tech~-
niques and evaluate forecasting accuracy;

distinctive features of less developed countries as
related to theories of growth and development;

techniques for analyzing the impact of alternative poli-
cies, including function fitting, calculation of elastic~-
ity co-efficlients, resource productivities and comparative
advantages;

application of analytical techniques to policy issues most
relevant to Jamaica, such as credit, taxation, price mar-
keting, trade mechanization, population and land temure;

identification of conflicts among goals, the relative im-
portance of alternative goals and trade off among goals;

the comprehension of :he impact of the poli:ical environ-
ment and resource limitrations on priority policy issues;

A
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® Assist the MOA's Planning and Policy Review Division in
identifying needs for long and short-term overseas training
and technical assistance.
Thus, the role of the Data and Policy Analyst in the Agricultural
Planning Project is to develop a capability or subsystem at the Jamaican
Ministry of Agriculture which would effectively use the information
generated by the data collection, processing, and management specialists.,
The Data and Policy Analyst is to sort out these data by selecting what
would be reliable and relevant. By using various economic analytical tools,
ranging from marginal analysis to simulation and linear Programming models,
the Data and Policy Analyst would analyze these data sets (information) to
obtain answers to various agricultural problems, as well as estimations of
risk and uncertainity in the rural sectors. The accomplishment of this
function would create an integrated information system for rural development
which would also be valuable in bettering development planning, program
planning, diagnosing rural and regional problems, and in identifying,

formulating, and evaluating rural projects.

3.7.2 Accomplishments

The ALNA consultant-Data and Policy Analyst, Dr. F. Enrique
Valdivia, visited Jamaica from June 17-July 17, 1981, By then, however,
the Ministry of Agriculture had caanged its priorities and placed a major

emphasis on the Demand Analysis studies. The Data and Policy Analyst was

asked by the Ministry of Agriculture to develop a workplan for Demand
Analysis studies, design the methodology to be used, the resources needed to
complete the studies and the schedule for the completion of the studies.

As required by the MOA, Dr. Valdivia, the Data Policy‘Analyst,
devaloped an outline and workplan for the study of demand analyvsis for food

items in Jamaica, discussing the methodology to be employed, data required
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to conduct the study, sources of information and the Possible applications
of the information gathered in the study. Dr. Valdivia also made several
Presentations to the MOA mdnagement and staff to brief them about the
objectives, scope, methodology, and the use of the demand analysis studies
in agricultural policy development and planning.

The following publication was prepared and issued as a part of the

work on this task:

1. VALDIVI4, F. Enrique, Outline of Study on Demand for Food in
Jamaica, July 198].

3.7.3 Current Status of ALNA's Efforts On This Task

Dr. Valdivia left the Agricultural Planning Project in September
1981 to pursue other interests. After an extensive national and interna-
tional search, ALNA identified three very highly qualified, experienced, and
viable candidates to be considered for selection by the Ministry of Agricul-
ture. In the meantime, however, the MOA had already recruited two senior-
level analysts who, with the technical assistance of the ALNA Survey Methods
Specialist, proceeded to begin gathering data for the demand analysis stud-
ies. The Ministry has yet to finalize its plans for the utilization of the
services of the Data and Policy Analyst and consequently, despite our
repeated urging, has not acted on the selection of the candidate. Needless
to say, this matter needs to be resolved quickly and urgently, if ALNA is to
meet its obligation for the timely and successful completion of the Project.
Extended delay in the final selection could result in the nonavailability of
the selected candidate, requiring opening up another expensive and time con-

suming search for a suitable candidate,
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3.8 Library Systems Specialist

3.8.1 Scope of Work

The Project called for the services of a Library Systems Special-
ist on a short-term basis to assist in the establishment and maintenance of
the Data Bank Library and relevant systems incJluding:

== documentation of pertinent surveys, manuals for all data

processing and programming procedures used in the Data Bank

Division;

== tapes or disks of applicable canned pregrams with appropriate
user manuals; and

—— tapes or disks storing the new raw data from all surveys for
which the data has been processed.

Although the statement of work appeared to focus this task on
information programs and activities of the Data Bank Division, it was soon
realized that such activities were pervasive throughout the Ministry of
Agriculture, particularly in the MOA divisions actively associated with the
Agricultural Planning Project. These divisions use as well as generate
volumes of information to support the decision-making, policy development,
program planning, evaluation, training, and related support functions. To
obtain a proper assessment of the nature and scope of these activities, our
Library Systems Specialist, Dr. Rameshwar Paul, during his first site visit
in Jamaica in October 1981, prepared, at the request of Mr. Trevor Clarke,
MOA Director of Budgets and Programmes, an Overview of the Information
Activities in the Ministry of Agriculture. This overview helped to identify
the major information resources, programs, and activities in the MOA and
provided insight into the existing and potential interrelationships.

During his second visit in August 1982, at the request of US/AID,

the scope of the proposed Library Information System was defined and
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developed more precisely and explicitly within the framework of the
Agricultural Planning Project.

The revised scope provides an integrated information resource
management approach for the proposed APP Library Informatiom System (LIS)
and has the following components:

° Programmatic/Statistical Data Bases

® Publications Management

e Bibliographic Data Bases

. Document Collections, including Learning Resources Center

) Information Dissemination and Utilization

In addition, the proposed system provides for a strong and active
interface with the Management Information Systems as well as the use of com-—
mon centralized information processing capability of the Data Bank computer
facility. Exhibit 3-2 on the following page, illustrates the conceptual
model of the proposed Library Information System. A scope note defining the
role of LIS within APP was prepared, and reviewed and the system was
approved by both the MOA and US/AID.

The design phase of the APP Library Information System calls for
the following steps:

l. Requirements analysis of the information nceds of the
various MOA Divisions participating in APP

2. Systems requirements for various information systems
components

3. Identification of data elements for various information
systems/components

4. Developing definitions of data elements and the initiation
of a Data Dictionary/Directory

5. Design of various files, structures or a unified data
base

A
A. L. NELLUM AND ASSOCIATES 3-36



Arp
COMPORENTS

AGRICULTURAL PLANHING SYSTEM
LIBRARY THFORMATION SYSTEM
- A CONCEPTUAL MODLL -

EXHIBIT 3-2

DATA/ THFO PROCESS ING INFORMAT TON
COLLECT Ion ANALYS§S RESOURCES Uritizarion USER COrTum 1T 1Es
1
nis
® Project...

® Flnancial

e Personnel

® Uata Bank &
Evaluation

¢ Econ. Plan.
e Fin. Plan.

—_—

Surveys Processing

Inventories

A
Census nalysls

Information
Repackag ing
& Da

Bibliographic
Data Bases

Collectlons

Programmatic/

On-Line
Statistfcal Interactlon
Data Bases
1 Off-Line

ueries

—_—

—
—

Jargeted
issemination

ocumen

ta Bank Lib.

kgarnlng Resource On-Pemand

Center Services

~ e Project Starr
¢ Other MOA Staff

e Extension Services/
Farners

Other Govermient
Ngencles

Other Organizations/
Institutions

——
———

—_—




6. Design of LIS component 2 - Information Package/
Publications Management

7. Design of LIS component 3 - Bibliographic Data Bases
8. Design of LIS component 4 - Document Collection

9. Design of LIS component 5 - Information Dissemination and
Utilization

10. Implementation - (Design of component 1 - Statistical/
Programmatic Data Bases will emerge as a direct output of
Step 5.)
The Design Phase will also attempt to define and resolve implemen-—
tation issues and develop recommendations for the organizational structure

and interfaces for the proposed APP Library Information System.

3.8.2 Accomplishments

The project schedule calls for the completion of the work on the
design of the APP Library Information System by the end of December 1982.

(See Information Management Function in the Agricultural Planning Project-—

A Scope Note, August 19, 1982.) We plan to meet this deadline.

Besides developing the scope and the conceptual model of the LIS,
design work on the following implementation steps has beea completed:
=— A detailed outline of the APP/LIS scope has been prepared.

== Requirements analysis of the information needs of the Agricul-
tural Planning Project has been conducted.

=~ The role and the requirements for the publications management
function in the Agricultural Planning Project were developed
and reviewed. Three (3) systems configurations which can be
implemented in stages and provide for a minimally acceptable
control of the management of the APP publications to a com-
plete ministry-wide system were proposed and received enthusi-
astically by the Ministry. Work on the identification of the
data elements for the LIS bibliographic data bases, as well as
a Data Element Dictionary/Directory (DED/D) was initiated and
will be continued.

=~ A basic understanding of the organizational issues, structure,
and interiaces affecting the implementation of LIS has peen
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developed and discussed»informally with the MoA counterpart
and the US/AID Project Monitor.

The following reports have been issued as a part of the work on

this task:

l. PAUL, Rameshwar, An Overview of the Information Programs and
Activities of the Ministry of Agriculture, Government of
Jamaica, October 21, 1981.

2. » Information Management Function in the Agricultural
Planning Project, A Scope Note, August 19, 1982,

3. » Information Management Plan for [the] Jamaican Ministry
of Agriculture [submitced by JOBS, Inc.]; Some Review Notes,
August 24, 1982,

4, » Agricultural Planning Project Library Information
Systems: Project Issues angd Design Considerations, September
2, 1982.

5. » Information Needs of the Agricultural Planning Project:

Requirements for the Proposed Librarv Information System,
October 14, 1982.

6. » Report of the Site Visit, August 9 to September 4,
1982, October 15, 1982.

7. » Publications Management in the Agricultural Planning
Project, October 28, 1982.

8. » Report of the Site Visit, October 17 =- November 12,
1982, November 16, 1982.

3.8.3 Accomplishments In Addition to the Scope of Work

As part of the related activities, the Library Systems Specialist
prepared for Mr. Trevor Clarke, APP Project Manager in the MOA, an in-
depth review of the Information Management Plan for the Jamaican Ministry of
Agriculture, submitted by JOBS, Inc. The Library Systems Specialist also
continued to develop informal contacts with other MOA divisions and of ficers
who would benefit by the establishment of the APP Library Information

System.
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3.8.4 Implementation Strategies

The Library Information System is still in the Design Phase with
implementation scheduled to begin in early 1983. A major barrier to imple-
mentation of the LIS might be encountered as the Ministry faces organiza-
tional issues. In. anticipation of that potential barrier, we have had
several informal discussions with the MOA counterpart and the US/AID Project
Monitor. As a result of these discussions, we have developed a basic under-
standing of the organizational issues, structure, and interfaces affectin,
implmentation of the LIS. We believe this understanding will contribute
significantly to the removal of barriers which may impede the implementation
of the LIS. We will continue to develop similar understandings on related
issues through ﬁormal and informal communication with appropriate personnel

involved and try to resolve the issues or conflicts before they emerge as

barriers.
3.9 Audio=-Visual Aids Specialist
3.9.1 Scope of Work

The Project required the services of an Audio-Visual Aids Special-
ist, in consultation with the Training Division personnel, for three months
wno would determine ways in which audio-visual aids may be used to help
achieve the objectives of training programs, and to advise in the selection
of related media. Specifically, the statement of work required this Advisor
to:

e conduct training courses and workshops to orient training
division personnel in the effective use of audio-visual
methods.,

] assist in the preparation and implementation of courses to
upgrade the skills and methodology of trainers :to enable

them to design, administer and present effective training
programs.,
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¢ advise as to the requirements for upgrading the training
center facilities at Eltham and Twickenham Park in Jamaica to
allow for optimum use of audio=-visual aids and equipment.

The Project provided for the establishment of a centralized Learn-
ing Resource Center (LRC) to support the training programs of the MOA. The
Audio-Visual Aids Specialist was required to sér?élbriﬁarily in an adviéory
and support capacity to determine ways 1n which audio and video technologies
could be used to achieve the training objectives of the Project. An initial
requirement of this task was a quantitative assessment of existing learning

resources including books, periodicals, magazines, statistical resource

materials, audio-visual supplies, and equipment both from local setting, and

when appropriate, from abroad. As such, the Learning Resource Center was to

be actively interfaced and integrated with the APP Library Information
System.

The project also called for the following:

e A series of formal workshops on instructional design and
development, featuring the proper use of audio-visual mate-
rials and equipment, the production, evaluation, and selection
of audio-visual materials, and individualized instructional
methods.

® An audio-visual training manual to be used by the MoaA
tersonnel, which includes

== a detailed document with diagrams, specifications, and
costs for the improvement of the physical facilities;

== an audio-visual bibliography or catalog describing all
of the commercially prepared subject matter materials,
as well as materials used to improve instruction; and

== a list of equipment and self-instructional software
recommendable for use in the local environment.

3.9.2 Accomplishments

During his first site visit to Jamaica in November 1981, Dr.

Lionel S. Duncan, ALNA Audio-Visual Aids Speclalist, made an in=-depth
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analysis of the role of the LRC in the MOA's training program, covering the

following areas:

. training procedures and requirements of MOA;

e facilities requirements for educational media production and
utilization;

e minimum personnel requirements for the proposed audio-visual
services;

° list of recommended basic equipment and materials; and

) audio-visual support requirements, including inventory
management, electrical power requirements, and proposed
physical facilities.

Dr. Duncan returned to Jamaica in August 1982, and found that
despite his analysis and recommendations, very little progress on the estab-
lishment of the LRC had occurred between November 1981 and his return in
August 1982, 1In fact; some unanticipated events had imposed new require-
ments on his work plan for the Learning Resource Center. These events
included:

¢ A complete turnover of the administrative staff of the Train-
ing Unit. Most of the staff with whom techmical assistance
had been delivered in the past, were all transferred or
temporarily away from the unit.

¢ The Training Unit had been relocated from the main quarters of
the Ministry. This move led to new requirements for physical
arrangements. These new facilities are temporary, and create
some difficulties in consolidating intermediate planning.
® The urgency to acquire audio-visual equipment that was dis-
played during the previous visit, seemed to have decreased
with the staff turnover. As a consequence, the equipment
which was assumed acquired, had not been ordered.
These and other developments required establishing new analysis, rapport
with new personnel, and diverted emphasis on reassessing the new

organization and requirements. As a consequence, the following tasks were

implemented:
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l. Analysis of the equipment status

The purchase of equipment has not been indicated. This made
workshops on The Use of Equipment and Production of Audio-
Visual Materials unfeasible, The initiative was taken to
verify the status of the list of equipment proposed during the
last visit. This required a search of the registers and
files, locating and interviewing old as well as new adminis-
trators, justifying the equipment selection at the US/AID
level, and soliciting commitments for the earliest possible
dates for the acquisition of a partial listing of the
equipment.

2. Establishing rapport with a new counterpart

Ms. Marilyn Clarke, who has recently returned from training in
the United States, was assigned the responsibility of imple-
menting the LRC. Her training overseas was in the Administra-
tion of Training Programs. Her status and responsibilities
have not been defined, but it will be important that her role
in administering the LRC and the Audio-Visual Program be
clarified soon. Dr. Duncan would then work more directly with
Ms. Clarke as counterpart in LRC.

3. Analyzing the new physical facilitiesg

The new facilities are limited, but adequate for beginning the
improvement of the training efforts. A lay-out will be sub-
mitted to Ms. Clarke for implementation. A list of the type
of resources that may be acquired or produced in-house will
also be submitted. This should serve as an implementation
guide during the interim period between Dr. Duncan's visits,

4, Workshops in instructional design and development

Workshops for planning were modified as a result of scheduling
difficulties; however, several opportunities were afforded

to meet with trainers. These meetings emphasized Systemmatic

procedures for improving training methodologies and were well

received. Interest for more hands-on experience in the future
seemed high,

We believe that, in spite of the unexpected changes, the motiva-
tion and interest in the Learning Resource Center, and the search for
alternative training methods to replace some of the straight traditional
lecture methods are extremely high. This has been very encouraging. With

the staff returning from training in the U.S., the future and potential of

media and a viable Learning Resource Center is quite promising. A detailed

SR
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proposal for a Learning Resource Center in the Training Division of MOA has

been prepared. The proposal includes a conceptual model of the proposed
B
gid

LRC, purpose of the LRC, proposed plan for the LRC (physical facilities and
staffing and detailed operational plan), equipment, staffing and production
of resource materials together with a detailed cost analysis.

The following reports have been issued as a part of the work on
this task:

1. DUNCAN, Liomnel S., Trip Report, The Agrcultural Planning
Project, ALNA No. 201, December 1981.

2. » Site Report, Visit of August 10 to 27, 1982; Audio-
Visual, Agricultural Planning Project~-Scope of Work.

3. y Proposal for a Learning Resource Center in the Training

Division, Ministry of Agriculture, [October 1982].

3.9.3 Implementation Barriers and Strategies

As previously mentioned, the major barrier to the effective imple-
mentation has been the inadequacy of the organizational capabilities at the
MOA to follow through on the plans and recommendations of the Audio-Visual
Aids Specialist. With the returning U.S. trained staff, this problem
appears to have been rectified to a great extent. The future development of
various media and a viable Learning Resource Center are indeed achievable

through the Agricultural Planning Project.

A
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4.0 PROJECT MANAGEMENT

Major considerations in managing the contract are presented in
this section of the report. We include ALNA's relationship to US/AID——the
client, relationship with the MOA--the beneficiary of services, our techni-
cal assistance designs and deliveries, and our approach to technology trans-
fer. Throughout this section, we highlight the important cross-cultural
implications of management which impacted the coordination and administra-
tion of the contract.

4.1 Significant Factors Affecting Project Management in Jamaica

4.1.1 Relationship With Client--US/AID

ALNA's conceptual approach to managing the project is based on an
interactive relationship between US/AID and ALNA. The Team Leader has been
charged with the responsibility for establishing and maintaining a positive
working relationship with the ARDO Cyril Buchanan and US/AID Deputy Direc-
tor, Dr. Frank Morris who monitor ALNA's contract performance in Jamaica.
Other ALNA team members and home office corporate managers have been suppor-
tive of this relationship in their backstopping role. This role has primar-
ily involved advising the Team Leader of information and contractual re-
quirements from US/AID/Washington. On occasion in ALNA's corporate support
role, direct contact with US/AID in Jamaica has been extremely facilitative
and informative. Communication through cable and telex of team members'
travel schedules has been the most common communique to ALNA/Washington.

The Team Leader's role in maintaining an interactive relationship
has been much more specific. As such, she has been asked to ensure that
(1) regular meetings are held to create a Zacilitative atmosphere, share

information, discuss mutual concerns, and plan project implementatiom
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direction; and (2) progress reports are made to detail accomplishments,
technical assistance and training delivered, barriers encountared and
surmounted in project implementation, and next work scheduled to be
undertaken. This is the type of open relationship which has allowed for
flexibility and sensitivity to charges in activities and time frames, and
which has provided the Team Leader with guidance in her management
decisions.

4.1.2 Relationship With Beneficiary of Services—-MOA

A second significant factor affecting project management in
Jamaica is the relationship with the MOA. Acknowledging the need to be
particulérly sensitive to the personnel at the MOA, the Team Leader has been
ALNA's coordinator and liaison. With this end in mind, she has been charged
with establishing and maintaining a close working relationship with the APP
Project Manager, Trevor Clarke and APP Coordinator, Tasmin P.O. Taylor who
direct the Project in the Ministry.

The Team Leader's role in maintaining a sensitive relationship has
included (1) regular meetings to share information, handle technical
assistance requests, and coordinate the acquisition and utilization of
Project resources; and (2) technical reports of services delivared by
Specialists, calendars and implementation schedules, and plans for technical
assistance Strategies in the future. Occasionally the Team Leader has been
requested to assume g temporary staff role in the Ministry in the absence of
the APP Project Manager. In her role as technical assistance consultant to
the Training Division, the Team Leader has had the opportunity to establish
secondary relationships with extension personnel and Jamaicans in the field

who are the ultimare beneficiaries of training and technical assistance.
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In the next subsections, we discuss our approach to technical
assistance, training, and the transfer of technology, for it is from ALNA's
conceptual approach to management that these processes have been developed.

4,2 Design and Delivery of Technical Assistance

4,2.1 Common Elements

The major result of a needs assessment process is the development
of technical assistance plans and strategies. Since each situation and
problem in the MOA was unique in history, staffing, and structure, each
technical assistance plan or strategy was unique——a tailored strategy or
intervention provided by ALNA as a resource to alleviate a troubling
condition in the MOA. While each strategy was unique, there were enough
common components tc link our approach to technical assistance and training.
These common elements included:

e identified problems or obstacles that the MOA wanted to

resolve and major areas of need for training and technical
assistance;

e measurable objectives designed to address the problem areas;

e resources currently available to be utilized in solving
the problem;

) specifically tailored technical assistance strategies
and/or training designed to meet the identified needs;

e designation of key MOA personnel and divisions to be
impacted;

° timetable of action steps and completion schedules;

° system for evaluating the technical assistance or training
and the subsequent impact of the intervention(s) om the
MOA's objectives.

The conceptual design shown in Exhibit 4-1 illustrates the common

elements and their link pin effect.

hi ,
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4.2.2 Relevant Definitions of Technical Assistance and Training

We defined technical assistance within the context of the MOA and
this Agricultural Plaaning Project as:

. On-site assistance designed to resolve or alleviate manage-
ment, operational, programmatic, or performance problems
specific to an organization/division/unit/individual.

° Information sharing through resource materials, workshops,
discussions and conferences, or telephone calls to answer
specific questions.

Training, on the other hand, was defined as an activity occuring
in a formal group setting, generally with an instructor/participant rela-
tionship, and with the objective of increasing personal skills. ALNA's APP
team did not consider the provision of technical assistance and training to
be a panacea, but rather only one phase in developing the MOA's institu-
tional capability to meet the agricultural demands of Jamaica.

At the core of ALNA's technical assistance and training plan is a
series of factors which when considered lead to the decision as to which
mode is appropriate to use. Definitions are crucial in this process. Our
experience indicated that techniczl assistance and training decisions were

far less subjective or personal when the following distinctions were

considered:
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TECHNICAL ASSISTANCE

TRAINING

Designed to resolve or alleviate
operational, programmatic, or
performance problems gpecific to
a particular organizational
division, limited unit, or
individuals.

Designed to impart jinformation
or increase skills; vsually
directed at knowledge, skills
or attitudes; expected to
produce behavioral change (e.g.
job performance).

Designed to alleviate a
"deficiency in execution."

Designed to alleviate a
"deficiency in skill."

Cften delivered on a one-to=-one
basis.

o U

Usually provided in a group
setting.

Specifically directed at an
identified need, often with
“unique” characteristics.

r—

General enough to apply to the
entire group; designed to
address common needs.

Usually conducted in an informal
manner with preplannsd flexibil-
ity to respond on an "as needed"
basis.

A more formal procedure where
specific methodologies may be
identified and developed.

Usually conducted at the
recipient's "on-rite” location.

Usually delivered in a central
location (or where most appro-
priate facility is located).

Most often these distinctions were made by the APP team as a

matter of course and from years of expzrience delivering technical
assistance. However, there are occasions when the specialist analyzed the
situation, conferred with the division head in the MOA and the Team Leader,
then made the decision on the mOsSt appropriate mode.

There were a few situations in which either technical assistance
or training was requasted by the MOA personnel, and in the specialist's best

Judgment, the other mode was more appropriate.
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Another distinction which the APP team often made was "deficiency
in skill" versus "deficiency in execution.” Skill deficiency indicates a
need for new concepts or behaviors, updating or modifying existing knowledge
to reach the required or desired performance level (most often, resulting in
a need for training). Deficiency in execution indicates that basic know-
ledge exists, but there is a problem with performance. Our team found that
what was sometimes needed was a redesign of procedures, removal of job
impediments, or reallocation of resvurces. In other words, there was a need
for technical assistance.

The various technical assistance designs used by our team special~-
ists may provide a model for .US/AID, and the collective plans may very well
provide the MOA with numerous models to be used, adapted, redesigned, and
evaluated over time. This is a process which could ultimately provide
US/AID with research and state-of-the-art cyportunities that transcend the
Agricultural Planning Project. Models of the technical assistance strate-
gies and plans alone could offer a resource which may be shared throughout
the agricultural/rural development sectors.

4,2.3 Requirements of Technical Assistance Consultants

The work of a technical consultant in a developing country
involves a aumber of difficult tasks--all simultaneously interacting and
influencing the quality and quantity of the technical assignment as well as
the human relacionships with the counterparts. Ideally, the ultimate objec-
tive of this type of technical assistance is zo make the host institutionm
indepenaent. To work toward this objective places a great aumber of demands
on the technical assistance team, in particular, on the Team Leader and
long-term specialists. Such was the case with the ALNA team assigned to the

Agricultural Planning Project in Jamaica.

N
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Our team found that Jamaicans are proud and expressive people.
They have their own unique characteristics, as does any culture in any
country, be it developed or less developed. Such uniqueness imposes certain
requirements on a team of technical consultants. Broadly these requirements
included:

° technical competence and credibility;

¢ a high threshold for frustration, ambiguity, and stresg;

° the ability to establish self~sustaining and meaning ful
relationships within Jamaica;

. an appreciation and respect for the values, beliefs, and
customs of Jamaica and its people; and

° the flexibility, resourcefulness, and creativity to be a
productive technical assistance consultant.

It is the premise of this report-—indeed, of ALNA's approach to technical
assistance that an appropriate sensitivity and blend of the requirements is
essential for successful delivery of services to the MOA. ALNA's observa-
tion and experience in conducting numerous technical assistance contracts
showed that the absence of either the technical requirements or the human
relations requirements usually led to failure. 1In Jamaica, during the last
few years, there have been examples of highly technically skilled consul-
tauts who were released from service due to their inability to relate cross-
culturally and sensitively to the environment in which they were assigned to
work,

In delineating the role of technical assistance in developing
countriles such as Jamaica, Dr. Frank Morris, Deputy Director of US/AID in
Jamaica, proposed five factors which lead to establishing trust that are
vital for the delivery of technical assistance. Dr. Morris cited:

¢ mutual respect;
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# self confidence;

’ thorough knowledge of one's own history and a thorough
knowledge of the language, history, and culture of the
developing country;

) ability to understand, appreciate, and accept differences;
and

] understanding and acceptance of the mutual interdependence
of peoples and nations.

Such attributes are important in the technical consultants, though
such attributes are difficult to recognize in lists of their credentials or
even in face-to-face interviews. While we found that it was not possible to
assess the degree to which our technical team possessed such attributes, we
felt it was important to emphasize the expected roles and enabling behaviors
that support ALNA's concept of technical assistance. For the most part, we
feel that our technical assistance has borne this out over the two years.

While we do not feel it is sufficient enough to merely mention the
attributes, we have instituted several team practices which are designed to
improve our team's chances for success in delivering technical assistance.
Among the technical practices established for the remaining work on the APP
are:

o request and description of the work to be performed communi-

cated to the Team Leader and technical consultant prior to
his visit;

) opportunity for the technical consultant to respond o the
request in advance of arrival on-site;

) pre~conference with the Team Leader on-site before the techni~
cal assistance or training begins in the MOA;

) discussion and work plan in a mutual agreement with the
division head or unit head (including strategies and written
reports); and

. post-conference follow~up with Team Leader before departure
from post.

4
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Our objectives with the initiation of these practices are not only related
to improving the quality of technical assistance, but with strengthening the
management and coordination of the project from ALNA's side and from the
MOA's side.

Among the human relations practices is: the involvement of the
Team Leader and team members in community activities in Jamaica; encourage=-
ment of team members to become a part of the cultural life of Jamaica by
interacting with Jamaicans beyond the work day at the Ministry; and by
formally and informally participating in the professional and soclal events
with Embassy personnel and appropriate Government of Jamaica activities.
The emphasis on cross-cultural relationships transcends the MOA, and we feel
that our team members maximize their effectiveness as technical assistants
and trainers when they are able to relate to the cultural environment and
the technical work simultaneously.

4.2.4 Cultivating the Partnership Between Consultants and the MOA

In addition to the role that the technical consultants play
themselves in establishing and maintaining a mutual climate for technical
assistance, AID and the MOA also bear a great deal of responsibility. 1In

Ralph Tomlinson's booklet, The Roles of a Resident Foreign Advisor to a

Developing Country, he says

"Before setting up an advisorial program, foreign-
assistance administrators should resolve a number of
1ssues, many of which usually remain ambiguous both
to advisors and to local agency directors long after
the advisors have begun working in the developing
nation.”

The Agricultural Planning Project was not an exception. Tomlinson

points out that there are important job specifications that are key to
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creating the partnership between the deliverer and the recipient of techni-

cal assistance. Some of these are:

. the scope of the advisor's activities

e the decision-making responsibility

. administrative work to be performed

* involvement in budget decisions

o day-to-day operations

e role in reception activities

e reporting responsibility (written)

. reporting responsibility (verbal impressions)

e heirarchial relationships

Such was the case with the ALNA team with the APP. The Team
Leader who is the chief of party and functioning on a continous full-time
basis in Jamaica is more impacted by these factors than any other team
member. However, we have found that the factors are just as significant for
short-term specialists as they are for long-term team members.

The factors listed above comprise a basic set of key elements that
make technical assistance more likely to succeed when resolved by AID and
the MOA before the arrival of the technical team. In the case of the APP, a
number of factors were already decided, while a number of factors, such as
the scope of the advisor's activities have been continually evolving and
being updated to meet the changing needs of the Ministry. Both positions
are appropriate for the success of the APP.

The recipient of technical assistance, the MOA, has a responsibil-
ity to ensure the success of technical assistance and ultimate transfer of
technelogy. Dr. Frank Morris, US/AID Deputy Director delineated what he

felt were pitfalls which developing countries such as Jamaica should avoid

.
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when minaging technical assistance; thereby, achieving greater results from
the expertise, and ultimately developing independent skills and knowledge.
The pitfalls, cited ag disadvantages, were as follows:

¢  becoming overly dependent upon technical assistance (foreign
or outside);

° allowing the consultant to stimulate a dependency upon his
services, the services of his firm, or friends;

® relying upon technical assistance because it is easily
available or offered at little or no cost;

] utilizing the advice of the wrong technical expert which is
beyond the needs and means of the developing country;

® managing the technical assistance very poorly (particularly if
TA is easily available at little or no cost);

® assuming more of 3 proactive role, rather than a reactive role
in managing technical assistance; and

] managing the technical resources very loosely (particularly
with the rising costs and limited resources).

Dr. Morris offered advice on how the developing country should get
the most out of technical assistance, and ALMA concurs that the following
points are applicable to the Agricultural Planning Project and the Ministry
of Agriculture. First, Jamaica must manage, direct, and control the techni-
cal experts who are coming to assist the country. Second, the personnel
assigned to work with the technical consultants must be competent and self-
confident enough not to be intimidated by the outside expertise. Next, only
the technical consultants who are able to teach and transfer their skills
and knowledge should be accepted by the recipient of services. Fourth, only
accept the technical expertise if there are Jamaicans who are working close-
ly to learn and transfer the knowledge at the conclusion of the technical

assistance. And finally, Dr. Mords urged that the technical expert not be
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allowed to remain in the country too long delivering technical assistance
and building increased dependence upon his expertise.

Thus, the real ends of technical assistance will be reached as
ALNA's team of consultants continues to consciously demonstrate the techni-
cal and human relations skills, and as the MOA takes measures to institu-
tionalize the expertise. The section which follows addresses ALNA's
approach to the transfer of technology and the measures taken to assist the

MOA in waximizing the use of our training and technical assistance.

4.3 Approach to Technology Transfer

The basic objectives of the Ag%icultural Planning Project are to
increase the institutional capability of the MOA to collect, organize and
analyze relevant data; upgrade its level of personnel, both quantitatively
and qualitatively; improve its administration and management; identify and
satisfy its ongoing training requirements; and utilize these factors
effectively to meet the stated project goals.

The following project outcomes, as articulated in the Project

Paper, will determine the degree to which the APP has succeeded in
accomplishing the above objectives:

) The MOA will have absorbed additional trained permanent
staff professionals and satisfactorily upgraded the capabili-
ties of other existing professionals.

) The MOA will have increased its permanent data handling
capacity through computer availability, data storage and

retrieval capacity, and trained personnel on board.

° The MOA will have significantly augmented its general
management and specialized training systems capacities,

) The MOA will be using the information from the equipment,
personnel, and systems improvements made under the project in
designing sound plans and policies to benefit the rural/
agricultural sector in general and small farmers in
particular.

vy
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e The MOA will have increased capacity to conduct needed
agricultural surveys.

t should be noted that the emphasis is on what the MOA will have
"absorbed”, "increased"”, “augmented”, and "used”, or become capable of
using. The project, therefﬁre, is essentially a transfer of technology,
methodology, or expertise by the ALNA team to MOA personnel and
institutions.

A major emphasis in the Project is on providing relevant and
appropriate training. The Project provided for each ALNA team member to
conduct on-site assessment activities to determine the specific training
needs of current personnel; set priorities among these needs; identify
available resources, including existing courses in the MOA and other
branches of the Government of Jamalca, course materials, facilities, and
personnel; and initiate training programs.

The extensive training activities undertaken and planned in this
Project have been discussed in detail Previously in Section 3.0. However,
it is clear that the training alone will not accomplish the technology
transfer objectives of the project, particularly recognizing the high turn-
over rate that has characterized staf fing of the Ministry. We are especial~-
ly sensitive to the fact that public sector involvements in highly technical
fields which compete with the private sector are currently not competitive
nor likely to be competitive in the near future. The MOA's training pro-
grams and the institution-building ef forts are therefore, continually frus-
trated by the attrition of people to the private sector after they have

spent their required time with government, subsequent to receiving train-

ing.
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To accomplish the technology transfer objectives, therefore, it is
essential that the project place due emphasis on developing capabilities in
MOA to (1) develop, integrate, organize, manage, and utilize its institu-
tional resources to support decision-making, policy development, program
planning, and related support functions, and (2) when necessary, be able to
utilize the capabilities of the private sector of Jamaica for many of the
responsibilities which cannot be accomplished in-house because of the lack
of adequate personnel.

We are taking a number of steps to develop these institutional
capabilities of the MOA. At the direction of US/AID and the Permanent
Secretary of the MOA, we have conducted a comprehensive in-depth study to
determine the Ministry's computer and data processing needs, and recommend
hardware and software required to satisfy these. The recommendations of the
study, when implemented, would provide for a consolidated data processing
facility which will permit the MOA to meet its data processing and analysis
requirements, develop and implement management coutrols to monitor the
performance of its various programs, and accomplish its mission and program
objectives more effectively.

The Ministry is also in the process of developing, with our
technical assistance on the Library Information System, an integrated
resource management program to manage the information generated or collected
by the APP components. This system would cover the program and statistical
data collected by the MOA divisions, all publications and substantive
memoranda generated within APP components, as well as acquired by or for
them, and provide for the effective utilization of these resources to
support the MOA's decision-making, policy development, program planning,

evaluation, training, and related support functions.

~
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The proposed Library Information System will be actively inter-
faced with the Management Information and Project Control systems and serve

as an important component of the “institutional memory"” of the MOA. A
workplan to set up a Learning Resource Center (LRC) in the MOA's Training
Division has also been put together. Interfaced actively with the APP
Library Information System and the MOA Library, the LRC will provide strong
informational support to the training programs of the MOA through

® production of subject matter resource materials,

® provision of audio-visual equipment, and

. training in the proper use of the equipment and materials.

With the publication of Part I of the Master Training Plan, the
training program of the Ministry has also established institutional
capability to assist the MOA components in planning and meeting their
training requirements on a long~term basis. Parts II and III of the Master
Training Plan will carry this process further by (1) analyzing all projected
training needs and proposals for 1983/85, and (2) evaluating and analyzing
the long~term plan for training and staff development, as it relates to the
Ministry of Agriculture's Five Year Development Plan.

In the area of evaluation, new techniques and methodologies have
been introduced and are in operation at the MOA. A revised Log Frame for
the Agricultural Planning Project has been prepared. These methodologies
will permit MOA to more effectively monitor the performance of its various
programs.

Similar progress is being made, though less easily discermnable, in
transferring expertise in the areas of survey methodology and data

collection, and data policy development and analysis.

W A. L. NELLUM AND ASSOCIATES oo

A



For the successful accomplishment of APP, and the transfer of
appropriate expertise and skills to the MOA, and for the MOA not to become
overly dependent upon outside technical assistance, it is important that
ALNA team members are not used in operating line positions. We are equally
mindful not to stimulate a continual dependency on our services or to offer
advice which might stimulate a demand or aspiration beyond the MOA's real
need or capacity. Each ALNA team member is urged to offer only the most
appropriate technical assistance to meet the ﬁOA's needs.

We believe that tasks accompiished under the Agricultural Planning
Project have been appropriately directed and will result ultimately in the
transfer of technology, meth.dology, and expertise that the MOA needs to

. Collect, organize, and analyze relevant data;

e Improve the professional skills of current personnel;

. Improve the administration and management of select divisions;
and

. Identify, prioritize, and meet both MOA and relevant public
sector training needs.

In turn, these institutional capatilities will permit the MOA to

) Increase rural incomes and improve rural amenities and
social infrastructure as a basis for raising the standard of
living of the rural population;

e Ensure that all agricultural land is retained and used in as
ef ficient manner as possible;

. Create agro~industrial and small enterprise oppor:unities in
rural areas to reduce the unequal distribution of capital and
economic activity between rural and urban areas;

) Produce as much food and raw materials as is econamically
feasible to meet domestic food and nutrient requirements, to
increase exports of traditional crops, and to develop new crop
expnrts; and

) Structure agricultural production to reverse the growing
reliance on imported commodi:ies.

i
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5.0 CONCEPTUAL APPROACH TO PLANNING THE
FINAL 15 MONTHS OF THE PROJECT

Within the previous sections of this report, we have presented the
accomplishments of the first two years of the contract and identified the
strategies we applied to overcome barrims to project implementation. At
this point, we are prepared to begin the planning stage for the contract's
final 15 months.

Our approach to this effort will involve a number of activities to
be conducted during the month of January 1983. First, we will conduct a
needs assessment, discussing with both MOA staff and the ALNA team members
the activities, priorities and outcomes to be acheived during the duration
of the contract. At the same time, we will complete an in-depth review of
the contract evaluation recently completed by US/AID evaluation team.
Finally, we will meet with the staff of US/AID in Jamaica to discuss and
resolve a number of issues which will directly impact our Plan of Work for
the remaining months.

The first subsection of the report presents some of the observa-
tions and suggestions which we have developed as lessons learned from our
first two years of contract operation. While this discussion is not
presented as conclusive, it does provide us with an opportunity to highl.ght
some specific issues prior to entering into the formal planning process.

5.1 Analysis of Assumptions About the Final Year of the Project

Because the nature of US/AID-assisted technical assistance
projects 1is formative changes in direction, methods, and resources during
implementation must always be expected. Examination of the challenges rfaced

by the project staff during the past two vears, along with the strategies
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employed to meet those challenges, provides sufficient evidence to suggest
that certain aspects of our approach should be revised during the last phase
of the contract to maximize contract resources and avoid recurrence of past
nroblems.

The experience we have gained during the past two years suggests
strongly that some of the assumptions which guided the contract design for
years 1 and 2 will not be valid in the remaining 15 months of the contract.
We wish to discuss those assumptions and provide a conceptual base which
will be useful as a guide for contract design and execution during the last
15 months of the contract period.

5.1.1 Assumption l: The Team Leader Can Function in Two Roles

During the last two years, the APP has become institutionalized
within the MOA. Institutionalization of the project has resulted in greater
demands being placed upon the MOA as it realizes potential resources, and
capabilities. ALNA's technical assistance project has had to accept its
share of this recognition on the part of the MOA; and because of the APP's
visibility, the demands on the Team Leader have increased significantly,

During the past year, the Team Leader's liaison role has
increased. She spends increasingly more time interpreting the project
within and outside of the MOA and to foreign dignitaries. Requests for TA
have mulriplied, requiring time for revision of plans and reallocation of
limited resources. In addition, she provides overall coordination services
to the APP and its expanded organizational structure~-a structure which is
in a constant growth mode.

The new demands are further complicated by the negative impact of
the environment in which she has to work. For example, unexpected utility

service interruptions have been occurring with increased frequency.
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As the APP's capacity increases, the demands on the MOA Training
Division have similarly increased. And, as employment in the country has
increased, staff turnover has increased, resulting in a greater need for
training, policy development, and program design and implementation.

These coterminous demands on the Team Leader are quickly reaching
the overwhelming stage, and, if continued, will severely and negatively
lmpact our ability to deliver technical assistance services.

The Scope of Work requires the Team Leader to function as project
manager and administrator and to serve as technical assistance advisor to
the MOA Training Division. The contract was designed to allocate approxi-
mately half time to each function. However, it is becoming increasingly
clear that the original assumptions on which of the dual role of the Team
Leader was based, are less valid now than at the inception of the project.

5.1.2 Assumption 2: Turnmover in MOA Staff Would Not Impact in a
Negative Way Our Ability to Deliver Assistance

In order for a technology transfer plan to be successful, it is
necessary to have a stable environment. This project was designed for the
transfer of technology through technical assistance and training methodolo-
gies. The larger portion of technology transfer planning had, as its aim,
the transfer of knowledge to individuals in the MOA.

During the past year, the APP was faced with an inordinate number
of staff changes across all of the TA target areas. All of the key MOA
managers with whom ALNA's team interacted turned over at least one time, and
the key person responsible for survey management and administration left the
organization. For the most part, as these personnel left, ALNA team members
were witness to an exodus from the MOA of the products of their transfer

technology activities.

SRR .
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The result was replication and repetition of TA and training
efforts every time new people came into the organizatiom. This instability
resulted in inefficient and, to some degree, ineffective applications of APP
resources. Consequently, the resources earmarked for other activities were
used to duplicate efforts. We were unable to accomplish some of the objec—
tives originally planned. The assumption that the turnover in MOA staff
would not negatively lmpact our ability to deliver assistance is no longer
valid. We must now accept turnover as a reality and revise our structure
and technical assistance and training approaches so that technology transfer
can be provided within the context of a changing personnel resource pool.

5.1.3 Assumption 3: Demand for Technical Assistance Services Would
Gradually Decrease During the Life of the APP

This assumption was a major underpinning of the organization
design for ALNA's APP project. It was hypothesized that, during the first
year, major technology transfer efforts would be undertaken, resulting in a
strengthened MOA workforce. It was further expected that this workforce
would coutinue to grow in capability, requiring less TA and different TA
over the course of the 3 1/2 year contract period.

What has taken place in the last two years has been the reverse of
this assumption. 1In fact, the demands for TA have increased substantially.
As the APP and the Ministry have developed and grown, more TA has been
desired and required. As staff became more knowledgeable and more skilled,
they left the MOA and moved into the private sector in search of greater
rewards for their newly acquired knowledge and skills. And the ALNA team
has encountered an increased demand to assist new staff and to support the

ever expanding programmatic efforts of the APP and the Ministry.
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The original assumption about demand must be analyzed and new
design and implementation strategies must be developed to address this

reality.

5.1.4 Assumption 4: TA Would Be Advisory In Nature

Technical assistance methodologies range from the more distant
advisory services to the hands-on staff Support variety. The original
project design assumed that the advisory type of TA would be most cost
beneficial. This approach would be successful in a stable enviromment which
permitted the organization to incorporate consultant advice. We have found
during the course of the past two years thaﬁ this is not the case. While
some MOA st I are in a position to benefit from advisory assistance, most
require hands-on guidance--staff support. This latter type of assistance
requires more labor dollars and time resources. The project however, has
had to revert to this method of TA in order to assure that our objectives
were met. The causal situation can be attributed to absence of personunel,
workload of personnel, and the lack of understanding of how TA should be
utilized. Because, in many instances, we were forced to revert to staff
supporf as opposed to advisory assistance, our resources were consumed at an
accelerated rate, and some project objectives had to be revised downward.

During the time remaining in the contract period, this assumption
must be revised so that design and implementation strategies are available
to deal effectively within the reality of the enviromment in which project
staff work.

5.2 Project Design Issues To Be Addressed Turing The Planning Process

In the above subsection, we identified some areas in which im-

provements would greatly enhance our ability and capacity to deliver the
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technical assistance to the MOA. In this subsection, we present some sug-
gested strategies upon which we are considering basing our Work Plan for the
remaining 15 months of the contract.

5.2.1 Team Leader

We recommend that the dual roles required of the Team Leader be
separated into two distinct positions. There is currently sufficient evi-
dince to justify a full-time position for the Team Leader for the remaining
15 months. The responsibilities of the Team Leader would not change, and
the execution of those responsibilities would be on a full-time basis.

We feel that this division of labor will provide for greater effi-
ciency and effectiveness in the delivery of project-related coordination and
administration by relieving the Team Leader of the responsibility of train-~
ing technical assistance. She will have more flexibility to manage the pro-
ject, adminster local logistics, monitor service delivery, and communicate
accomplishments, problems, and issues to the Ministry and to US/AID.

5.2.2 Training Technical Assistance Consultant

Based on the continuing requests for technical assistance from the
Director and staff of the Training Division, we believe the MOA would
benefit by having a full-time advisor for a 12-month period. Technical
assistance should be provided during the remaining 5 months at appropriate
intervals. If this new position is added, we believe rhe Training Division
would be better able to respond to the growing demands of training new
staff, the development of training policy and training systems, and the
implementation of the Master Training Plan.

Therefofe, we recommend the addition of this new position as it is
essential to free the Team Leader to devote full-time to the management and

administration of the project.
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5.2.3 Systems and Programming Advisor

The technical assistance objectives of data pfocessing would be
greatly enhanced if there were a stable staff. We anticipate that until the
salaries in the public sector for ADP personnel are competitive with the
private sector, the problem of turnover will persist. We therefore recom-
mend that the MOA contract out for staff with a local or stateside firm. in
the ADP area, to a large extent, technology transfer will have taken place
when the computer system is designed, programs are developed, and the hard-
ware is configurated. Personnel are less important in this environment for
technology transfer to take place than in other environments. In this type
of capacity building, knowledge is in the software, and thus can be trans-
ferred to new staff at will. Consequently, it is perfectly acceptable and
appropriate to meet technology transfer and institutionalization goals
through the use of temporary personnel.

It is imperative that the staff required for establishing the ADP
system be employed immediately. Given the growth and demand for servicse
and the requests which fragment the system, it will be far less costly in
the long run to immediately centralize ADP, as opposed to centralization at
a later date when fragmentation has been established. The MOA is in a pre~-
carious position as each organizational unit would like to have its own com-—
puter. This type of fragmentation is both inefficient and ineffective and
will show a negative cost benefit in a very short time. Therefore, it is
our recommendation that ADP centralization and outside contracting for staff
be employed as feasible measures to meet data processing and systems needs.

5.2.4 Survey Methods Specialist

The ALNA Survey Methods Specialist, Merton Vincent Lindquist, has

completed his one vear assignment with MOA and submitted his terminal
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report. At the same time, Ashok Sahney, Assistant Director of the MOA Data
Bank and Evaluation Branch and Chief of the Statistical Branch, transferred
to another position in the Marketing Division of MOA. His successor, John
Campbell, is also leaving to pursue studies overseas which will leave a
major vacuum in the MOA's capability to continue itsg growth program of
statistical surveys and data collection.

At a time when the tempo of planning and data collection activi-
ties is picking up, we believe this vacuum can seriously damage the credi-
bility of the Agricultural Planning Project and the Data Bank and Evaluation
Branch and impede the planning and related activities of MOA. We, there~
fore, strongly recommend that technical assistance in this area be continued
as a stop-gap measure until the staffing in the Statistical Branch resumes a
normal level, Naturally, ALNA will be pleased to respond positively to any
further requirements in this area.

5.2.5 Evaluation Methods Specialist

The ALNA Evaluation Methods Specialist, in his four site visits to
Jamaica, has accomplished most of the project objectives with respect to
providing and transferring evaluation methodologies to MOA. However, there
has been a heavy demand for his services and skills, including the IRDP
evaluation and other tasks which were not explicitly recognized or cal led
for in the statement of work. We anticipate this demand to continue for the
rest of the contract period and recommend that he continue to be retained to
provide technical assistance to the MOA at least at the level of effort
expended over the past two years.

5.2.6 Data and Policy Analvyst

The advisory services required of the Data and Policy Analyst have

not been delivered to date. Instead of providing the technical services in
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the areas of: establishing a Data Analysis Branch; upgrading the skills of
the Data and Policy Review personnel; assisting in identifying long and
shert-term training and technical assistance needs; the assigned Data and

Policy Analyst was utilized as a staff person to conduct Demand Analysis

studies.

After completing these studies, ALNA's Data and Policy Analyst
terminated his employment, and the position has not been filled. The
position remains vacant to-date due largely to the MOA's decision about the
scope of work required of this specialist, and to US/AID's deliberation
about the type and quantity of technical assistance to be contracted. Even
more than this, the question of using the Data and Policy Analyst as an

adjunct staff member in the MOA or as a technical advisor has been raised.

Discussions have ranged from using the specialist to help develop -he Five
Year Plan to completely changing the role from Data and Policy Anmalyst to
Farm Management expert. Either usage is outside the intent of the contract
to ALNA. Either usage will result in adjunct staff services, rather than
technical assistance advisory services.

We believe that the original scope of work required by US/AID is a
valid use of the Data and Pclicy Analyst position. Thus, it is recommended
that ALNA provide the Data and Policy Analyst as planned to deliver the ser-
vices required to strengthen the MOA's instituctional capability and accom-
plish other contract tasks., We request assistance in finalizing a decision,
so that the services of a Data and Policy Analyst may be retained with the
resources remaining in ALNA's current contract.

5.2.7 Library Systems Specialist

By the time this report is submitted, ALNA, working in close

collaboration with the MOA and US/AID, would have completed work on the
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design phase of the Library Information System for the management and utili-
zation of the information resource of the Agricultural Planning Project as
well as developed a set of recommendations with respect to the organiza-
tional issues, Structure, and interfaces of the System. We believe that,
when operational, this System will make a significant contribution to the
MOA's decision-making, pProgram planning, evaluation, training, and related
support functions. We anticipate that, as the Ministry proceeds with the
implementation of the APP Library Information System, ALNA will continue to
plan an important, though increasingly diminishing role in the remaining
contract period. This technical assistance is likely to require 2 or 3
visits (60-80 days) to Jamaica between February 1983 and May 1984 during the
implementation phase.

Because the field of information is very dynamic and fast chang-
ing, we foresee a continuing need for low~level assistance/liaison,
particularly in the areas of resource development and accessing--machine
searching of non-MOA data bases until such a capability is readily available
in Jamaica, and enhancing resource utilization. With the MOA, we are able
to identify and scope out these needs more precisely, we would be pleased to
make appropriate recommendations .

We should also add here that the present system is being developed
within the framework of the Agricultural Planning Project and does not cover
the other MOA information programs and activities. As this system becomes
operational, it should be extended to cover, in an add-on activity, or
perhaps, as a separate small pProject, the management and utilization of the
information resources of the entire Ministry. The Ministry's interest and
concern in this area was expressed when it asked Dr. Paul, ALNA consultant,

in October 198! to prepare an overview of the information activities and
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programs of the MOA. As the work on this task nears completion, we suggest
that the interest in Dr. Paul's October 1981 findings and recommendations be

reactivated.

5.2.8 Audio=-Visual Aids Specialist

The ALNA Audio-Visual Aids Specialist has made two site visits to
Jamaica and has accomplished most of the project objectives with respect
to developing a proposal for the Learning Resource Center (LRC), using
audio-visual aids and techniques in the training programs of the MO0A, and
developing a list of basic equipment and materials. This equipment,
although recommended in November 1981, has not arrived one year later. Once
this equipment is received by the MOA, ALNA's Audio-Visual Specialist anti-
cipates two (2) site visits to Jamaica-—about 30 days—-to (a) conduct a
series of workshops on instructional design and development featuring the
proper use of the audio-visual materials and equipment, the production,
evaluation, and selection of audic-visual materials, and individualized
instructional methods; and (b) initiate an audio-visual training manual.

5.2.9 Technical Assistance Training Strategies

It is our belief that achieving the objectives of the APP is more
ilmportant than any commitment to technical assistance methodology. Though

the technical advisor mode may be planned for the TA delivery, we should not

continue to use it as the only method. If other methodologies seem more
appropriate given our two years of experience regarding the setting and the
needs, then we are willing to alter our strategy.

Because of excessive staff turmover, lengthy periods for replacing
staff, and the increase in demand for suppor*, we believe that our team
should respond to these occurring situations with strategies and methodolc-

gies that result in the accomplishment of the objectives of the APP.
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We believe it appropriate when MOA staff positions have not been filled, to
do the staff work rather than delaying the assistance until a position is
filled. We believe that when MOA staff are not emotionally and mentally
prepared to receive TA, the appropriate strategy for our team is to deliver
hands-on assistance.

We recognize the pitfalls these approaches hold for us. However,
as we are aware of these pitfalls, we can respond in a timely manner to the
situations and work toward change that will yield positive results.
Although it is not our desire to prevent institutionalization, we believe
that in instances in which institutionalization is not possible, the
objectives of the APP should not be compromised. We, therefore, recommend
high flexibility in the selection of the type of technical assistance, the
methods of delivery, and the approach to TA. While the short-term efforts
may result in higher resource utilization and costs, the long-term benefits

will be recognizably more cost effective.
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