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June 	30, 1984
 

Mr. Julio Sloshtower
 
Deputy Director
 
U.S. Agency for International Development

US/AID Mission to Jamaica
 
2 Oxford Road
 
Kingston 5, Jamaica
 

Attention: Mr. Cyril Buchanan, Project Director
 

Re: 	 Agricultural Planning Project

Contract No. LAC-0061-C-O0-1003-O0
 
ALNA No. 201
 

Dear 	Mr. Sloshtower:
 

A. L. Nellum and Associates, Inc. (ALNA) ispleased to submit three (3)
copies of this Annual Report for 1983 and 1984 to the referenced contract.
The 	Report addresses the activities, accomplishments and constraints of the
project during the reporting period and sets forth a 
series of recommenda­tions for future activities which will 
serve to further the goals of the
Agricultural Planning Project (APP).
 

On behalf of the entire team cf APP specialists, let me express my
appreciation for the opportunity to participate inthis important project.
Please let me know ifyou have questions or require further information.
 

Sin ely,
 

Bruce A. Petty
 
Executive Vice President
 

Enclosures
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1.1 

1.0 EXECUTIVE SUMMARY
 

A. L. Nellum and Associates, Inc. (ALNA) is pleased to submit thisannUdi 
rcoort for the period from January of 1983 through May of 1984 of our
contract to provide technical assistance to the Agricultural Planning
Project (APP) of Jamaica's Ministry of Agriculture (MOA). The Report

consists of four major sections:
 

* 	 Section 1.0, Executive Summary, highlights the acconplish­inents, problems dnd recoM(;IeIlodtions presented in the report. 

0 Section 2.0, Project ImDlementation, summarizes the goals,
activities and events ur ttie cuntratt during its third year
of operation.
 

0 
 Section 3.0, MOA's AccomDlisnments, describes the progress oftie Ministry of Agriculture in achieving APP goals during thethird contract year. 

* 
 Section 4.0, Project Implementation, Problems and Recommenda­tions, delineates the constraints ano barriers encounterea by"NA'Ts technical assistance team during the reporting period,
and our recommendations for their resolution.
 

Technical Assistance Contract Goals for the Reportino Period
 

The Ayriculturdl Planning Project was developed byAgriculture and 	 the Ministry ofUS/AID to effectuate the increased efficiency of theisland's agricultural development system and its activities through appro­priate tecnnology transfer. Aimed primarily at increasing the standard ofliving of the 	 rural Jamaican population, the APP has as its primary goals: 

* 	 to ensure that agricultural land is retained and used 
efficiently; 

* 
 to create increased opportunity for agro-industrial and small
business enterprises, thus reducing the unequal 
distribution

of capital and economic activity between rural urbanand 
areas;
 

* 	 to increase the production of food and agricultural products,
thus meeting Jamaican food 	 and nutrient requirements,increasing the export of traditional crops and oeveloping new 
exports, and,
 

* 	 to restructure Jamaica's agricultural production system to reverse the nation's growing reliance on imported 
commodities.
 

In oesigning 
the project, US/AID and the MOA recognized that the
Ministry would reauire a ranue of technical assistance overcomeshortages in skills, personnel, management 	
services to 

and infomation syste-ns. As aresult, ALNA was selected to provide technical assistance to MOA. The 
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1.2 

specific goals of the technical assistance effort for the final 
seventeen
months of the contract were:
 

a 
 To provide technical 
input and process support to the

completion of MOA's Five Year Plan;
 

* 
 To complete the design of the MOA's Library Information
 
System;
 

* 
 To design procedures and provide support in upgrading the
Ministry's automated data processing, storage and analysis

capabilities;
 

0 	 Consultation and direct assistance in the assessment, design
and delivery of skills training needed by MOA staff;
 
0 	 Participation in design and conduct of research studies and
 

projects; and,
 

a 	 Management of the contract to 
ensure maximum contribution to

the goals of the APP.
 

A big milestone for the APP was 
the development of a comprehensive
Five-Year Plan for the Ministry. 
Originally scheduled for completion during
the first year of the project, the plan 
was delayed by shifting priorities,
unavailability of needed resources, and the slowness of the review process.
As 
a result, the primary focus of ALNA's assistance during year three of the
contract was the encouragement of planning 
as a continued high priority
within the Ministry, and the transfer of the skills and technology necessary
to completion of the Plan.
 

Third Year Accomplishments
 

Durino the final seventeen months of the project, ALNA personnel
and consultants successfully accomplished the goals set forth for the
phase of technical assistance effort. last
 
In doing so they provided 670
persondays of long-term assistance and 231 persondays of short-term advisor
support to the APP. 
 A summary of the activities and accomplishments of
these personnel includes:
 

I 
 The Team Leader served as liaison with the Rural 
Development

Officer of US/AID and the Ministry. In that capacity she
served as an 
advocate for the APP throughout the MOA, playing
an advisory role on 
both 	process and content for the develop­ment 	of the Five-Year Plan. 
 She served as a coordinator
 
among MOA Divisions and Branches, preventing duplication of
effort and reinforcinc the centralized planning system of the

Ministry.
 

The Training Advisor (who also served as 
Team Leader) advised
the Trai inq Division on the develoment of its Master Train­ing Plan, assisted in the desion and delivery of training
courses, and participated in the development of a Skills
Inventory System for the Ministry. 
She also assisted in
 

1-2
 

0 



0 

1.3 

identifying appropriate placenents for U.S.-based training ofMUA staff, and in the development of MOA training schedules
 
and course outlines.
 

The Systems and Proorams Advisor provided technical assist­
ance 	and consultation 
In the areas of development, managementand utiliLation of the Ministry's data processing capabili­
ties, focusing on 
plans for the installation and use of the
new iBM System/38 computer. He developedalso software for use in nationwide agricultural surveys and provided training
in a variety of systens design and documentation skills. 

0 
 The Data and Policy Advisor provided input and coordination

;s-sistdnce to the devemopment of Five-Year thethe Plan, con­pletion of which marks a major milestone for the APP.
advisor worked with the Ministry to 

This
 
obtain and incorporate


the ideas of 
over 	100 of Jamaica's most outstanding agricul­turalists into the Plan, in addition to drafting issue papersand sections of the Plan 
on a 	range of agricultural planning

and policy issues. 

* 
 The Survey Methods Advisor focused 
on the redesign of the

MOA's quarteriy Crops Production Survey which was 
disczn­
tinued in 1981U. 
 He prepared proposals on revisions of area
frames, sample selection and development of survey materials.

He also prepared recommendations on coverage evaluation ofprevious surveys and 
provided assistance to MOA staff as
 
needed.
 

0 	 The Library Systems Advisor worked with MOA to develop over­all conceptuaizatiolm Tor 
tne Ministry's Library Information

System and Learning Resource Center. 
 In this process he

developed a detailed management plan for the implementation

of the Information System, and designed training plans
assist MOA staff in efficient use of these resources. 

to 

Problems and Recommendations
 

The problems encountered by the APP since its inception have been
serious and costly, and it is to the credit of both the staff of the MOA
and ALNA's advisors that significant progress has been made despite these
barriers. 
 It is also a positive reflection on tne project that a number of
specific recommendations have been developed to assist MOA in addressing

these problems.
 

1.3.1 Problems
 

Tne most critical problem encountered by the APP has continued to
be a lack of action-oriented priority for the project within the Ministry,and a corresponding dearth of resources 
applied to APP activities. This
problem is fairly easy to understand wnen viewed in the context of a
national agricultural policy agency experiencing a marked increase
demanos concurrent with high 

in 
Ttaff turnover and sometimes inaequate
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funding. 
 At such times, pldnnlng seens to be a costly luxury rather than a
 
solution to immediate problems.
 

The specific barriers to APP implementation which ALNA has
 
identified are summarized below:
 

Inadequate definition and communication of priorities within
the Ministry, resulting in confusion, unilateral decision­
making and mismanagement of 
resources. 
 This also results in
 a lack of coordination among the Ministry's functional
 
divisions.
 

0 Poor management of, and planning for use of, technicalassistance resources, resulting in advisors spending time on
inappropriate administrative tasks, working without the
availability of counterparts, and addressing un-doable scopes
of work because of lack of equipmient and other material 
resources.
 

* A continued high turnover among MUA staff, resulting in both 
costly vacancies in critical 
positions and the loss of
ski lled and highly trained human resources. This problem
poses a serious threat to the institutionalization of the 
APP.
 

* Lack of availability of data needed for effective planning,because human and material resources allocated to data

collection and analysis have not kept pace with the schedule 
of the planning process. 

0 Increased demand for information, exceeding the projections
of the original APP planning document, causing further delayas equipent dnd staff are upgraded to address the unexpected 
needs.
 

0 Resistance to centralization of staff training functions,
resulting in continued fragmentation of staff development,

duplication of effort and confusion as to accountability and
 
responsibility.
 

Lack of centralization of the APP as 
a whole, causing

serious delay in the development of the Five-Year Plan
because of tne time spent in coordinating a range of
 
independent planning activities. 

Need for managerial training for MOA steff, most of whom have

technical training but 
lack skills in such areas as 
planning,
 
resource allocation, supervision, and evaluation.
 

1.3.2 Recommendations
 

One of the major outccnes of APPthe technical assistance effort 
was a series of recommendations developed to promote the continued 
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usefulness of planning and evaluation throughout the MOA. 
 Highlights of
 
these recommendations include:
 

* The institutionalization of the Five-Year Plan as 
a feasible
 
management tool 
should become a high priority throughout the
 
Ministry. 

* The Ministry should adopt a policy which calls 
for specific

planning for use of all 
human and fiscal resources provided
 
tnrouyn assistance efforts.
 

0 
 The Ministry, and the Government of Jamaica in general,
should exdil ne revi s1ons to the personnel system to penni tthe Government to become competitive with the private sector
in attracting and retaining qualified professional; 

a 	 Training should be provided to all Ministry managers in theplanning ana evaluation skills which will enable them to make
 
maximum use 
of the Five Year Plan. This training should be

followed by effective accountability procedures which require

MOA managers to apply planning techniques in the exercise of
 
treir duties;
 

0 	 In recognition of the long tern 	nature of formal solutions 
its manpower problem, the Ministry should identify key staff

to 

positions and develop consultancies to fill them with the
 
most 	qualified people;
 

0 	 MOA should provide extensive training to staff in the use of
 
computer hardware and software within the context of the
 
Ministry's need and resources;
 

Both 	MOA, automation and training functions should be 
cen­
tralized within the Data Bank 
and Evaluation Division and the
 
Training Division respectively, to ensure adequate coordina­
tion an defficiency of these functions;
 

* 
 The quarterly Crops Production Survey should be reinstated,

using revised sampling frames and survey techniques; 

* 	 The 
Five-Year Plan should become the foundation for an annual
"roll over" planning procpss to 
ensure continuation of long­
term planning within the Ministry. 

Our 
final, and most basi:, recommendation is our recognition of
the need for continued support and assistance to the MOA in its planning and
information processing activities. 
 In a 	sense, the Ministry is now entering

the most critical phase of 
the Agricultural Planning Project--the use of the
Five-Year Plan as a vital 
andi effective total 
for tne continued economic

development of the island. 
 Tne original APP design recognized the need for
assistance in the application and on-going development of the planning

process once tne 
Five-Year Plan was completed. That need is no less

critical 
because tne Plan's completion was delayed--in fact, it may be
 
stronger.
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We are, tnerefore, reconmending that US/AID cuntinue contrdCttechnical assistance to the APP to ensure that the investments of the past

3 1/2 years result in accomplisment of overall 
project goals.
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2.0 
 PROJECT IMPLEMENTATION
 

In this section, we summarize goals and objectivesgenerally apply as theyto the overall agricultural planning project and as
specifically planned wedna responded to tnn during the last seventeenof our contract. Our monthsplans and responses to these goals and objectives are
in terms of staff organizatlon, utilization and staff activities.regard, we examine and In thismake recommendations regarding scope of work accom­plistrnents, and constraints experienced as we imple:nented ourstrategies for the accomplhsnment of 
pldns dnd

botn contract and Ministry goals and
objectives. 

2.1 Aricultural Planninq Project Imlementation Go Is 

The Agricultural Planning Prejectto help the Government (APP) wdS desicned specificallyof Jdmaica (GOJ) and Ministry of Agricultureachieve tneir goals by providing (MUA) to
hardware and effectuating appropriate

tecnnology transfer.
 

USAID's aim in funding the APP was to assist the GOJ in theaccomplishment of the following goals: 

* To increase rural incomes and improve rural amenities andsocial infrastructure as a basis for raising the standard ofliving of the rural population; 

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

0 To create agro-industrial and small enterprise opportunitiesin rural areas to reduce the unequal distribution of capitaland economic activity between rural and urban areas; 
* To produce as much food and raw material as is econonicallyfeasible to meet domestic food and nutrient requirements, toincrease exports of traditional crops, nd 
to develop new
 crop exports; and
 

0 To structure agricultural production to reverse the growing
reliance on 
imported commodities.
 

US/AID planned to assist thechanging proolems GOJ in analyzing and responding toof the small farmers, in maintaining gains maoetivity, and in produc­in developing tecnnological responses and policies in the ruralsector. AID recognized that the assistance needed by the GOJhelp overcome snortages would be toin skills, personnel, management, and businessacumen, in addition to overcoming shortcomings in the GOJ's ability toprepare and implement projects. 

Consequently, USAID contracted with A.Inc., to provide L. Nellum and Associates,in 3-1/2 years, 90 person months of technical assistance to
toe Ministry of Agriculture in the following areas: 

A. L. NELLUM AND ASSOCIATES 

2-1
 



* 
 training and technical assistance which would result in MOA's
 
having additionally trained permanent staff professionals and

satisfactorily upgraded capabilities of other existing

professionals;
 

* 	 conputer systems and programming training and technical
assistance which would result in an increased, permanent datahandling capacity through computer availability, data storage
and retrieval capacity and trained personnel to maintain and 
operate the systemn; 

* 
 data 	and policy analysis assistdnce to increase the Minis­
try's capacity to develop and impiement long and short term 
planning; 

0 survey methods to increase this capability and capacity to
collect and analyze data and information pertinent to
 
decision making;
 

0 
 evaluation methods assistance to enhance the capability of

the MOA to develop and implement evaluation systems for the
 
APP and to increase the Ministry-wide capacity for planning

and evaluation; 

* 	 library systems assistance to anddevelop plans strategies
for managing the abundance of information required by the

various entities and individuals for planning and decision
 
making;
 

a 	 audio-visual aids assistance to enhance the training of staff

and the communication of data and information within and
 
outside of the Ministry.
 

Accomplishments in the aforementioned areas have been presented inour years one and 
two annual reports. Goals and objectives begun, not
completed, or not addressed during the first two years, plus, the goals
originally seen for implementation during the third year theof projectformed tne basis for the establisrment of goals for the third year. 

Several underlying themes developed during ALNA's year 	three tech­nical assistance activities. In response to the constraints and problemsencountered during first two ofour years project operation, we focused ourthird year efforts on encouraging and assisting the Ministry to establishand institutionalize long-range planning, and the APP, as 
a critical
operational priority. 
 This 	involved an on-going collaborative effort to
identify both the benefits of planning and the costs of non-planning within
the framework of MOA'sthe mandate. 

ALNA's tecnnical assistance team also focused 
on assisting MOA in
the management of information witnin its various divisions, especially 
as it
related to planning, intra-aoency communication and decision-making. Thus,
much 	of the effort of year three involved transferring to MOA staff the
technology and capabilities to enable and motivate Ministry personnel to 
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utilize information within the context of 
an effective long-range planning
 
process.
 

Specific goals for the third year of the APP technical assistance
 
effort included:
 

a Completion of the MOA's Five-Year Plan;
 

* 
 Completion of the design of the Library Information System;
 

* 
 Upgrading of the hardware, software and staff capabilities of
the Ministry' electronic data processing and analysis capa­bilities to bring them more 
in line with current and

projected informational requirements;
 

* 
 Provision of consultation in the design and delivery of

skills training for MOA staff and 
an assessment of training

needs;
 

* Development of studies and survey results on 
a range of

research and forecasting issues, focusing especially on the
revision and reinstitution of 
a quarterly crops production
 
survey; and,
 

* 
 Management of the APP technical assistance contract to 
assure
that advisors maximally contributed to the goals of the APP,
that APP activities were coordinated throughout the Ministry

and with-USAID, that a balanced agricultural planning

capability results from the APP, and that the contract
 
remained responsive to changing needs.
 

In the following sections, we 
present the organization of the
technical assistance team and how the team was utilized for the
 
accomplishment of these goals.
 

2.2 Implementation Team for Year Three
 

In this section, 
we discuss the APP implementation team in terms
of its organization, utilization and placement within the Ministry of
Aoriculture. 
 Two exhibits appear in this section. 
 The team organization
chart (Exhibit 2-1) shows reporting and support protocol 
and provides for a
quick view of positions and advisors assioned to the project. 
 All advisor
positions and personnel 
are shown even thouah a few of them were not
requested to provide services during the reporting period.
 

It should be noted that two chanoes in personnel were made during
year three of the contract. Dr. Malcolm MacDonald replaced Dr. Florencio
Valdivia as 
the Data and Policy Analysis Advisor. And, Mr. Charles Rogers
replaced Dr. Vincent Lindquist as 
the Survey Methods Advisor.
 

For two positions, no advisory suport was 
requested durino Year 3.
The Audio Visual Specialist was unable to continue support during this
period because purchase of equipment on which his activities were to be
based was delayed. 
 Further, the work of the Evaluation Methods Advisor was
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Exhibit 2-1 

APP TECIINICAL ASSISTANCE 
PROJECT ORGArIZArIOU 

Organization Chart 
for the Implementation Team
 

Project Admin. Project Director
Assistant *r. Aert tlanagement Support Group(Team Leader) L lul -e-iT e;a-
 Mr. Bruce A. Petty, Exectitive Vice President 
IMs. A. G. Brooks Ms. Marion D. Harris, Project ManagerMs. Donna d'Almeida, M13nager of Internat'l Development

M-s. C. Powell, Administrative Assistant 

Training Advisor ys ems an Programs ata a l cy 
K o DIlk ss . A . . B r o o a a-t a d P ol i cy S u v y Il t o sL i br a y s tMs. A. G. Brooks Advisor Analysis Advisor Advisor Ad v isor

.Dr. 1. acDonald 
Mr. C. Rogers Mr. R. Paul 

Man-a eIn viesor uio viisual vsor vaationve I:odnsDr. 1l.Williamson visorMr. L. Duncan 
 Dr. A. Lackey
 



essentially completed pending the approval and 
implementation of the MOA's
 
Five-Year Plan.
 

Exhibit 2-2 presents the utilization of short and 
long-term

advisors during the reporting period.
 

2.2.1 
 APP Team Oroanization
 

During year three of the project, Ms. A. G. Brooks continued to
function as 
the Team Leader and Training Advisor.
administrativ She was suppurted in her
and management responsibilities by Sandra Hamilton as the
Administrative Assistant and the home based management support group
comprised of Mr. Albert L. Nellum, President; Mr. Bruce A. Petty, Executive
Vice President; Ms. 
Marion Delaney-Harris, Project Manager; Ms. 
Donna
d'Almeida, Manaqer of International Development; and Ms. 
Carolyn Powell,
Administrative Assistant.
 

The management support group provided backstop support by provid­ing evaluation, planning, logistical recruitment, contract administration,
personnel administration and Washington AID liaison support.
 

The organizational 
structure continued to provide for autonomous
consultancies by advisors within the MOA organization in which they were
assigned while at 
the same time providing for strict coordination of work
plans, recommendations and all products developed with the Team Leader, APP
 program director and USAID.
 

This kind of organizational philosophy only works when all
in the structure parties
are professional and fully competent. 
 It is a credit to
the MOA, USAID and ALNA's team that the final 
17 months of the project were
productive ones 
in spite of resource 
and schedule constraints.
 

2.2.2 
 APP Team UtilizaLion
 

Approximately 1009 persondays were
period. expended during the reporting
Of this amount, 670 were utilized by long-term staff, 231 for
short-term advisory assistance, and 108 were 
utilized in backstop

support.
 

Three full-time staff were assigned this year. the Team Leader/
Training Advisor, Ms. 
Geraldine Brooks, supervised all projec, 
staff and
responsible for the overall was
planning and day-to-day operations of the
project. 
 She also served as 
Training Advisor providing advisory support to
the Training Division of MOA and to ALNA advisors. She expended 267 person­days in her dual role, dividing her time at

ship and 60% as training advisor. 

a level of 40% for team leader-

Within the structure of the MOA she
supported and took direction from Mr. 
Trevor Clarke, APP ProQram and Budget
Director, MOA, and Mr. Cycril Buchanan, USAID.
 

The Systems and Proarams Advisor, Dr. 
Salim Hammoud, expended 147
persondays in the process of advisory support to the Data Bank and Evalua­tion Division which is headed by Mr. Lester Boyne.
provided from January 1983 to August 1983. 
His services were
 

Dr. Hammoud provided training to
Divison staff in systems design, assisted in planning for the installation
of new hardware, and developed software for MOA surveys. 
 And the Data and
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Policy Advisor, Dr. Malcolm MacDonald, expended 256 persondays 
in the devel­opment of the Five Year Plan working in cooperation with Dr. Leroy Taylor,
Special Assistant to the Ministry of Agriculture. He worked to coordinate
the participation of over 
100 of Jamaica's most outstanding agriculturalists

in the development of this plan.
 

Three short-term advisors were 
also utilized. The Survey Methods
Advisor, Mr. 
Charles Rogers, provided 1245 persondays to the Data Bank and
Evaluation Division and was responsible to Lester Boyne for the provision of
a variety of services 
to enhance the capability of MOA in the development
and implementation of required studies. 
 He focused on the redesign of a
quarterly Crops Production survey, examining samplirg frame alternatives.

The Systems Advisor, Dr. Rameshwar Paul provided 101 persondays of support
services to the Data Bank and [valuation Division under the guidance of
Lester Boyne. His services were to develop and 
impiement a Library
Information System. 
And, the Management Advisor, Dr. Handy Williamson,
expended 6 persondays 
in the review of the APP management system, reporting
findings to the APP Program Director, ALNA and USAID.
 

In the area of Management Support, the ALNA backstop team located
in Washington, D.C. provided 108 persondays of service 
in areas of short and
long term staff and advisors, logistical support, recruitment, domestic
personnel administration, central administration, personnel administration,

graphic support, project planning and evaluation.
 

U A. L. NELLUM AND ASSOCIATES 
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2.3 Team Leader
 

2.3.1 Scope of Work
 

During tne course of the third year, the Scope of Work 
for the
Team Leader continued to grow in 
terms of quality and quantity. The demand
for services continued to expand and broaden. by the end of the year, theTeam Leader function had evolved from a liaisonal-coordinating-supervisory
role for the ALNA contract to a managerial-plarining4notivationdl role forMOA's Agricultural Planning Project. 

Inour Year Two Report, we recommended that the position of Team
Leader become full-time. 
 During year three we offered to replace the leam
Leader. Both of tnese suggestions were aimed at solving the problns
resulting from the expanding and broadening demands of the position. A
ful 1-time position would have enabled to fully to theus respond increase inservices requested. 
A new person could also have brought the additional
wealth and deptn of knowledge, skil Is,and experience required of the
enlarged position.
 

However, we failed to make our 
case at both the Ministry and the
Mission. At a more disturbing level, we believe our case 
was misunderstood.
At the end of the third year, we were advised that our Team Leader notwas
required for the remaining four-month term of the contract.
 

We wish to point out for the record that our Team Leader performedadmirably tne functions required in the original scope of work. 
 However, as
the functions broadened, we believed a person with a different set of
knowledge, skills and experiences could have better 
served the project. It
was not our intention to suggest that our Team Leader was 
incompetent to
function at the level of the original work scope. However, we were
suggesting that the project would be better served by a change in the work scope and that such a change would require a person with different skills.
 

It is,therefore, ALNA's position that the reason for not continu­ing the project with a Team Leader is the Ministry's and Mission's belief
that the scope of services recommended was more ambitious than what theyperceived as necessary for the remainder of the project and not due to the
performance of tne project 
Team Leader. 

2.3.2 AccomDlisnments
 

Although we 
hold that the project would have been greatly improved
had our reconmendations been heeded, we 
were very successful with our
accomplishment under the limited formal scope of services and the informaladditional services provided. additionalwe Tne services we performed wereprerequisite to the performance of the contracted scope of work. 

In terms of the overall goals for the final 17 months of contracteffort, the Team Leader was responsible for management and coordination ofthe contract to ensure maximum contrioution to tne APP, on-going coordina­tion of technical assistance efforts and continued responsiveness to thechanging needs of the Ministry. In accomplishing this goal, Ms. Brooks 
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engaged in the following act vities during the final 
17 months of the
contrdCt: 

* Served as liaison with the Project Manager designated by the
 
MUA;
 

* 
 Estdblished a reporting/coordindting role with the Rural
Development Officer (RDU), US/AID/Jamaica;
 
a Assisted tne MUA to keep tue US/AID fully infonmed of project 

activities; 

0 
 Assisted the MUA to coordinate with US/AID;
 

0 Established the necessary relationships with the varioussections of 
the central 
Ministry of Agriculture and other
ministries involved in implementation, as well as the unitsof the project itself--training division, policy and planningreview division, and Data Bank and Evaluation Division; 
* 
 Supervised and coordinated the activities of all members of
the technical assistance team to achieve maximum results;
 

and
 

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

The specific acccxnplisnments of the Team Leader in support of thegener'l management goals of the contract included:
 

* 
 Assisted in the development of a technical 
Library to be
housed in the Data 
Bank and Evaluation Division. 
 The Library
was to be establisned to maintair and reproduce infonnation
 on all 
projects and programs currently in process 
at the

Ministry of Agriculture. 

* As a member of the Agricultural Policy Committee for thefive-year plan, participated 
in the design and content
development of the five-year plan.
 

* 
 Informed mission of contract activities in a thorough and
timely manner.
 

* Developed work plans for all advisors for approval thebyMission and Ministry prior to assignment. Monthly reports
were prepared by all advisors and reviewed by the Mission and
Mini stry. 

9 Substantially improved the planning capability of the Minis­try through the experience gained in the development of the
five-year plan, the conduct of several 
surveys, development
of the Library Information System, development of theautomatic data processing system and the training of staff in-data 
 collection, survey methods, and technology transfer.
 
A. L. NELLUM AND ASSOCIATES 
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a 
 Enhanced the coordination of Division and branch activities
related to the APP by attending all 
project related meetings

held by the Mission. 

* Enhanced the coordination and centralization of trainingactivity 	to prevent dual 
capability and duplication in train­ing dt the MUA branch and Division levels by participating in
top-level 	management meetings aimed at the institutionaliza.tion of the MOA trdining 	division and its new centrdlized 
role.
 

* Selected, nired, oriented 	and dssigned a Data and PolicyAnalyst dnd a Survey Methods Specialist as advisors to the 
APP.
 

0 Revised APPtne to acconmodate the need 	 for inid-tenncorrections in the Loy frame. The results was revised workplans and tne request for a one-year extension for the MOAproject. 	 The framework for the revisions were developed atan Agricultural Planning Project Retreat held June 10.8 to 
0 Modification of ALNA's contract to adjust the budget to
accommoaate increased levels on partthe 	 of advisors. 
a Developed 	 a plan for the recruitment of local candidates for 

MOA/APP positions of progrdmmer and system analysis. 
a Developed a training policy paper for the Training Division. 
0 Developed a work plan for 1983-1984 for ALNA APP staff. 

2.3.3 	 Constraints
 

Durin 
 thne second year and continuing into theTeam Leader found herself spending a great deal 
third year, the 

of time maintaining withinthe Ministry the initial enthusiasm for the project. 
 In order toour scneaule it oecame necessary to help the Ministry maintain 
maintain 

project. 	 focus on theThis involved encouraging the Ministry 	leadership to hire staff,order equipient, act on advisor recommendations, and promote the importance
of long-term planning.
 

The management staff of the Ministry was involved in many differ­ent assistance projects. 
 The newer 	projects seemed to command greater
resources, time, and personnel than the older projects. Consequently, theolder projects were constantly battling for attention, material, personnel,equipment 	 and other resources.
 

Specifically, 
 tne Team 	 Leader spent time facilitating decisionsabout ADP 	equipment selection and purchases based on 	recommendations by the
System and Programs Advisor. Similarly, a great dealgaining action on decisions relative 	
of time was spent into tne Five-Year Plan, trainingactivities, audio visuals, and the library system recommendations. 
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Once decisions were made on past reccanmendations,needed regarding new decisions werework plan and schedules for advisors. 
Consequently, tne Team Ledder had tooverall management be cognizdnt about theof the Ministry to insure thatwould De realized. Some of the 

the objectives of the APPadditional functions which weremanagerial- planning-inotivdtional more of arole than originally envisioned are
presented below.
 

a working with top indnagment of the Ministry to gain theirsupport for the development of the Five-Yedr Plan; 
* assuning a leddersnip/catalyst role in organizing and guidingMOA/APP project staff to address project goals and issues;
 
0 prnoting/selling planning as the essential elanentthe Ministry to enhance needed byits efforts to get data and informa­tion to other projects and agencies such as 
Agro 21,National thePlanning Institute and conmodity boards; 
* 
 attending Ministry managerient meetings to facilitate decisionmaking relative to the APP;
 
0 development 
 of work plan and implementation schedules for MOAstaff and approving plans and schedules; and
 
0 orientation of new managers, consultants and staff. 

2.3.4 
 Recommencations
 

As noted aDove, the role of the Team Leader hasing administrative and policy emphasis though 
acquired increas­

prime importance the life of the project.is the function of serving as 
Of 

project tooetner--stiinulating action, 
the "glue" which holds theioentifyingtion proolems, preventing overlaps 

ana resolving conmunica­
and gaps in effort, and generally servingas an 
aavocate for structured planning witnin the MOA. 

With the final developmentMinistry and approval of the(ana the APP) now Five-Year Plan,face the 
tation of the 

the biggest challenge of all--the implemen-
Plan, and the thoughtful and effective evaluation of its
progress. 
 The functions listed above becone more essential than everaccomplishment of to theAPP goals.
 

ALNA is therefore recommendinothe that, shouldAPP technical assistance efforts, 
AID select to continue a full-time Team Leader be recruitedto direct the continued efforts of the technical
individual assistance contract.should have an Thisextensive backgroundmentation of agricultural policy 

in the development and imple­on a national
proven skills in the level. Also required will bemanagement and administration
and policy of technical assistanceoesign contracts in developing countries. 

A. L. NELLUM AND ASSOCIATES 
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2.4 
 Training Advisor
 

2.4.1 Scope of Work
 

Ms. A. G. Brooks provided services in accordance with the originalscope of work 
from January 1983 tnrougn August 1983. 
 In her capacity as
Training Advisor, Ms. Brooks was responsible for accunplisrment of theovreall contract goal of assessment, design and delivery of needed trainingfor MOA staff. In acclnplisning this goal, 
Ms. Brooks was tasked 
to:
 

* 
 maintain the training inanagment system and establish courses
appropriate to 
a central 
training uffice in agriculture;
 

* 
 establisn a centralized learning resouce center;
 

9 assist in the development of in-country training schedules,
suggested 
course content and additional sources 
of
 
i nstruction; 

a advised MOA on courses in Unitedthe States which wouldachieve the snort and/or long-term training objectives set
out in tne master training plan; and
 

a 
 designed and assisted 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.
 

During this period she worked against a specific work plan whichinvolved responding to training requests 
as presented below:
 

0 serve as 
a resource person for meetings under "Development of
 
New Training Philosophy;"
 

0 serve as resource to *he task 
force for desioning and
implementing training :ourses for CARICAD management training 
course;
 

0 assist tne 
task force to review "field extension training
 
course;"
 

0 advise and assist the training division and Data Bank and
Evaluation Division on Skills Inventory System; 

I design and implement a system design workshop; 

I 
 write articles for the training division magazine "Focus" 

a 
 attend training division staff meetings and training officer
 
review meetings.
 

Ms. 
Brooks expenoed 59.5 persondays in the execution of these

tasks. 
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In September of 1983, 
Dr. G. Brown joined the MUJA staff, assuming
the position of Human Resource Development and Training Advisor.
assisted Dr. Ms. Brooks
Brown in the following tasks:
 

0 completion of a skills inventory and completiontraining plan for of a masterthe entire Ministry of Agriculture by 1984; 
0 planning and 
implementation of all 
in-country 
courses
relating 
to the 
training of the staff under the provision of
the Training Division; 

* recommending courses 
in the United States which would achieve
the short and/or long-term training objectives
master training set out in theplan and serve on training tasks forces asrequired;
 

* 
 development of in-country training schedules, suggestions in
course content and additional 
courses 
for instructors;
 
0 
 assisting the Director of Training to develop appropriate
training schedules covered within the overall 
training


pol icy.
 

Ms. Brooks expended 47 persondays in support of the task duringthe period covering September 1983 to Marcn 1984.
 

2.4.2 Accomplishments
 

During the reporting
training goal 

period, Ms. Brooks accomplished the generalof the contract period. 
 In doing so, 
she addressed the
following specific objectives in her role 
as Training Advisor on 
thetechnical assistance contract:
 

I A training curriculum manual 
with a training schedule and
program for tne field assistants 
course was developed.
 
I 
 The section of the five-year plan dealing with training
policy for the Ministry of Agriculture was completed. 

I The skills inventory was completed.
 

* The Master training plan for the entire Ministry of 
Agriculture was 
revised and updated.
 

I In-country training courses were developed and conducted. 
* Trainee assignments were made in the United States. BeulahAdvo and Jonn Campbell were placed at American University.Valeria Brown was placed at Cornell University. 
* The Mission was informed on an 
on-going basis of development
and implementation of training plans and activities. 

A. L. NELLUM AND ASSOCIATES 
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0 
 A full-time coordinator of Human Resource Development and
 
Training for the MOA was hired and oriented.
 

* 
 A training of trainers course for twenty five participants

from all the Islands in the region was developed and
 
conducted. Tne program 
was titled tne CARIC(N training
 
program.
 

0 
 An article in FOCUS title "Cross Training" was published;
 

0 A "Systems Design Workshop" Curriculum was 
developed; 

0 A training course on communications was developed and 
delivered at the St. James Land Authority. 

2.4.3 Constraints 

Two major fdctors created problens in the accoaiplishrnent of theScope of Work for Ms. Brooks in her role as Trdining Advisor. The first,as noted earlier, was the continued increased demand inherent in the Team
Leader role. 
 This, coupled witn continued high turnover rates among MOA
staff, created some barriers to the accomplishment of specific staff
 
training objectives.
 

Work 
goals relevant to the finalization of the Master Training
Plan also encountered barriers. 
 In recognition that the finalization of the
the Training Plan prior to final 
approval of the Five-Year Plan would likely
result in poor coordination of training activities, the Training Division
has postponed this milestone. 
 Thus, many planned training policy

development and implementation activities have been put "on hold" pending

the completion of the Master Training Plan.
 

2.4.4 Recommendations
 

With the arrival of Dr. Brown 
in the position of Human Resource
Development and Training Advisor to MOA, the ALNA Technical 
Assistance
project took 
on a new role of coordination and support in the 
area of
training. It should be noted tnat we 
are recommending 
a range of training
design and delivery functions in our 
continued technical assistance efforts.
It is essential, 
nowever, that tnese activities take place in strict
compliance with the objectives of the Master Training Plan, and in close
coordination with Dr. 
Brown and the Ministry's Training Division. 
 Specific
areas of coordination snould include: 
 training for staff of the Data Bank
and Evaluation Division in infonniation systems, programming, specification
development, system documentation and data analysis; and, formalon-the-job training of Data Bank 

and 
and Evaluation Division staff in survey


methodology, design, conduct and analysis.
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2.5 
 SYstems and Proqrams Advisor
 

The Project's Systems and Program Advisor, Dr.posted in Jamaica from January through August of 1983. 
Salim Hammoud, was 

involved with the Project for some 
Dr. Hammoud has been

time, having successfully completed threeprevious 	 snort-tern assignments on the contract. 

2.5.1 	 Scooe of Work
 

The yenerdl mandate of the
provide 	 Systiis and Proyrdn Advisoran 	 Wds toimproved statistical and analytical base for the formulation of
agriculturdl policy, arid 
tne design and evaluation of rural
projects. 	 development
The overall 
goals of this advisor were:
 

0 
 to increase MOA's institutional 
capacity in data collection,
management, analysis and processing;
 

0 to manage the data management training of MOA personnel; 
* 
 to develop, interpret and analyze overall 
government policies
 

as they affect agriculture and rural development; and,
0 
 to design, plan, implement and evaluate projects.
 
During the reporting period, Dr. Hammoud's task was tothe design and development of systems 	 continue 

to enhance these goals, and to
continue 	 training to upgradp the skiilIs ofutilization. 	 MUA staff in systems designThese activities were to 	 and 
integration 	 focus on the installation andof an IM 	 Systen/38 computer to replace the System/34 which hadproven to 	be inadequate to meet the MOA's data processing needs.
 

2.5.2 	 Accomplishments
 

During 1983, the Systems and Program Advisor providedassistance and consu:tation in tne 	 technical areas of 	development, management and
utilization of 

activities 

tne MUA's data processing capabilities. The focus of hiswas to

making, 	

provide continueL support of the Ministry's decisionprogram planning, research, management and training 	 functions. 

Of major 	importance was 
the distribution of Dr. Hammoud's 1982
report, "Manpower Resources Inventory and Planning System"Directors throughout the Ministry. 
to Division 

This report identified training needs inthe area 	 of information sciences and
assessment 	 was based on a comprehensive needsconducted in all of the Ministry's Divisions.
 

Additional accomplishments during 
 the reporting period included: 
0 presentation of suggested approaches 
to all aspects of the
Ministry's 	systems development and 
implementation activities
with a corresponding time schedule;
 
* preparation of design, coding and programming of a generalsurvey package on MOA and Central Data Processing Unit 

A. L. NELLUM 	 AND ASSOCIATES 
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computers to 
provide d flexible programming capacity in the
 
conduct of future MOA surveys;
 

0 
 design of an approach to the development of a software

FORTRAN program to accomplish the processing of the Base-Line
Credit Survey, involving 700 questionnaires and 115 statist­ical tables on various crops, livestock and other relevant 
infonnation on fanners;
 

* findllzation of deLdiled procedures and timetaules for Lne
purchase and installation of MOA's IBM system/38 computer.
 

2.5.3 Constraints
 

While Dr. Hammoud continued to 
contribute to the development of
the MUA's infonmation systens capacity as detailed aDove, a major barrier
to much of his original 1983 Scope of Work 
arose early in the year. At that
time, it became apparent that instdl laIton of tne I8M Systen/38 computerwould be seriously delayed due 
to the need for approval from the office of
the Prime Minister and tne amount of paperwork to be completed by US/AID to
requisition the equipment. 
 Thus, many of the projected services of the
Systems and Program Advisor in the installation and integration of the new 
system within the MOA could not be accomplished.
 

2.5.4 Recommendations
 

Events over the past two years have amply demonstrated thatdemand for computer services witnin MOA 
the

will continue to increase. With theinstallation of the 
IBM System/38, the Ministry will 
be better able to
address demands. However, a number of additional activities are necessary
to ensure that MOA receives maximum benefit from this 
resource. These
 
include:
 

I increasing ddta processing staff to ensure adequate staff 
support to address both increased need and increased 
capabi1 i ty; 

0 continued training of MOA staff in the areas of computer
programming, systems documentation, writing of instructional

manuals and users' guides, and use of computer language; 

* the development of a comprehensive guide for users 
of the IBM
System/38, both inside and outside MOA. An existing users'
guide from a well-known computer service center should beused as a model. At sanetne time, periodic publications
(newsletter, informational brochure, annual 
report) could be
planned. Tnis should be done as 
soon as possible;
 

* 
 the design and implementation of 
a program or orientation for

existing users 
to tne new system and oevelopment of an

ongoing program of training for new users. 
 This should be

done upon the arrival of tne new system; 
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0 
 design of a realistic charging system 
for use of computer
services 
to ensure accurate reflection of computer resource
utilization tnrougnout the Ministry;
 

* 
 a study of the feasibility of converting the Data 
Processing
Departinent to a corporation wholly owned by MOA which func­tions as a computer service bureau to various divisions of
the Ministry on a fee-for-service basis;
 
4 
 development of computer 
room operating procedures;
 

* 
 exploration and estabislinent of tele-colnmunications links;
 
* acquisition of an uninterruptible power supply, which is
essential 
to a time-sharing mode of operation to protect both
MOA and its users from the inconvenience and wasteful 
rerun­ning caused by losses of power. 
 The UPS consists of a quant­ity of batteries in series with the main power source and 
a
charging apparatus to keep th~n at a state of readiness.They protect against power fluctuations as 
well as outright


outages; and,
 

* establishment of a pilot remote linkup to establish a remotesite, including identifying an appropriate linkup; acquisi­tion of the needed computer hardware, communication equip­ment, and computer software; establishment of the physical
link; and implementation of 
a pilot application using the
remote linkup with CDPU. 

A. L. NELLUM AND ASSOCIATES 
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2.6 Data and Policy Advisor
 

2.6.1 	 Scope of Work
 

The period of performance for the Data and Policy Analysis was 
for
 one year 	covering May 15, 
1983 to May 15, 1984. During the period
Dr. Malcolm MacDonald worked full-time providing technical 
assistance in the
preparation of the Ministry of Agriculture's Five-Year Agricultural Policy
and Production Plan. 
 He worked 	closely throughout the year with Dr. 
Leroy
Taylor, who was designated by the Ministry of Agriculture to direct the
preparation of the Plan.
 

Dr. MacDonald expended 256 persondays assisting in the development
of the Five-Year Plan. 
 The final draft of the Plan was 
submitted
1984 	 in May
to the Minister of Agriculture for senior policy level consideration.
 

2.6.2 	 Accomplishments
 

The completion of the Five-Year Plan marks 
a major accomplishment
and, indeed, a milestone for the APP. 
 Although 	the Plan is two years late
in its development, its 
importance 	cannot be underrated given its potential
impact on 
both the 	attitude of agriculture professionals towards planning
and its potential utility as 
the Ministry's most effective management tool.
 

Had the Five-Year Plan been developed during the first year of the
Agriculture Planning Project 
instead of 	the final year, 
it would have been
used as 
the guide for the training and data base components of the APP.
However, 
even though these components have advanced considerably, plans may
be made now for pullinq together these components of the APP as originally
envisioned by US/AID into an 
articulated sectional planning process.
 

The process of the development of the Five-Year Plan results 
in
partial accomplishment of US/AID's goal of institionalizing planning 
in the
public and private sectors of the country.
 

Over one hundred of Jamaica's most outstanding agricultural
professionals within and outside of the Ministry of Agriculture actively
participated in the preparation of the Plan document. 
 Thus, professionals
are knowledgeable about and identify with the Plan rather than seeing it as
just another document, and 
are 
therefore, 	more committed to "planning" than
in the past. The participation of Agro 21 consultants in the Agricultural
Policy Committee and in appropriate work has permitted the incorporation of
much of Agro 21's projections in the Plan.
 

Finally, these agriculture professionals are already using the
draft document to prepare sub-plans in their 
areas of responsibility.
recognition of the document and process 	
Their
 

as an 
effective 	tool for day-to-day
management is already apparent.
 

Specific contributions of the Advisor, Dr. MacDonald, include
 

I 
 Assisted Dr. Leroy Taylor in the development and management

of the process for developing the Five-Year Agriculture Plan

document;
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--

0 	 Served as 
head 	of two of the Plan document work groups;
 

* 
 Prepared issue papers and developed various sections of the
 
document;
 

* 	 Coordinated weekly reviews of work 
group products;
 

* 	 Participated in the development of the following issue papers

or sections of the Five Year Plan
 

--"Proposals for Feed Grain Production"
 
-- "SId II Faniers dnd Their Developient in Jamaica" 
--Export and Industrial Crops 
-- Domestic Crops 
--Fisheries
 
-- Beef dnd Dairy Cattle 
--Small Stock
 
--Poultry
 
--Veterinary Technical 
Services
 

Breeding Services and Breed Development
 
--Nutrition
 

2.6.3 Constraints
 

Once the Ministry prioritized the development of the Five-Year
Plan, its development progressed rapidly and highly professionally. 
 With
assignment of Dr. 
Leroy Taylor to head the development of the plan and his
subsequent establishment of 
a process for Plan development involving taskforces comprised of staff from various MOA divisions and units, the requiredresearch, data and information collection, and preparation of "papers"progressed according to plan and establisred schedules. 

Given the commitment of top management to the development of the
Plan, barriers to its development such as availability of personnel
prioritizing of surveys and data 	
and 

collection can come 
to an end. Witnout
these barriers, the work group documents for the draft 
were 	completed within
the scheduled timefrane, altnough a shortage of secretarial help prevented

production of the draft plan until mid-May. 

2.6.4 Recommendations
 

Now that the plan is undergoing senior policy review, steps mustbe taken by the MOA and US/AID to ensure tnat the document is publishedwithout delays which could result from extensive rewrite born of the desireto have a perfect document which takes into account all issues and
 
considerations.
 

The desire for perfection is often the major stumbling block which
keeps plans 
from being completed. There are always--even on a daily
basis--new data and information which can be added 
to a 	plan. However, if
an attempt is made to 
include the most current available information and
issues, the document will 
never complete the revision stage. 
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Reviewers of tne 
document should be advised and statisfied that
the document is a "living plan" 
and an on-going process and thus will
revised more often than be
on tne five-year basis. 
 It is the current plan 
to
review and adjust the document every year and revise subsequent years
appropriate to as
accommodate new 
issues, datd and information.
 

We recommend that the MOA adopt 
a Five-Year Rollover Plan
which provides for process
tne incorporation of information and efficiences acquired
and analyzed during the 
preceding year; adjusting
priorities dnid to changes in Government
tne overall 
econunic situation; and projecting
more year into the the Plan one
future, thus maintaining a five-year planning horizon.
 

We suggest that tnis 
review and adjustment involve, during
initial the
two years, the core 
team and work 
group involved in 
the original
Five-Year Plan process to 
assure continuity.
 

A. L. NELLUM AND ASSOCIATES 
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2.7 
 Survey Methods Advisor
 

2.7.1 
 Scope of Work
 

The Survey Methods AdvisorEvaluation Division on 
was assigned to the DataOctooer 17, Bank and 

surveys dna 
1983 to support the design and Conduct of
studies conducted by the Division througn May 31,
assignment is that of 1984. 
 The
a general statistical 
advisor to the Division. Mr.
Charles Rogers assumed that position. His specific scope of work 
includes:
 

0 
 advisory support in the development of 
an objective data
collection and processing systen for crop acreage and
production estimates and forecasts;
 

S 
 assistdnce and support in the development of an objective
yield estimating system for crops;
 
a advisory support in data collection procedures and analysisof livestock, prices and other surveys;
 
0 on-the-job-training for Data Collection and Statistics staffin the Data Bank and Evaluation Division; and,
 
a 
 general statistical consultation to the Division as 
needs


arise. 

2.7.2 
 Accomo]ishments
 

Mr. Rogers first visit on 
tnis assignment was for two months in
October, November and December, 1983. 
 Following
including extensive site visits to 
a three-week orientation,
 

proceeded to conduct Jamaica's agricultural centers, hea review and evaluation of the sample frame used in the
1979-80 quarterly crop production surveys to detennine the areas and
specific requirements of appropriate revision. 
 During this two months of
effort, Mr. Rogers: 

* 
 prepared proposals and recommendations to 
revise area
select frames,
new samples, supplement the samples witn 
lists and
re-establish the Crop Acreage and Production Survey;
 
* 
 began investigation and planning for revising area
survey materials to prepare for an April 

frame and
 
1984 pretest of the
Crop Acreage and Production Survey;
 

a prepared recommendations of options on coverage evaluation ofthe August, 1983 Cattle Survey; and
 
* provided orientation and 
resource location assistance to
staff of the Division as needed.
 
A second visit covered two months during January, February and
March, 1984. 
 During this visit, Mr. Rogers: 

A. L. NELLUM AND ASSOCIATES 
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* 
 continued with planning and preparation for a quarterly crop
production survey. 
 This work included procurement of maps

and other materials, optimum allocation of sample to 
strata,
preparation of 
a sample rotation plan, design of the
questionnaire and pareparation of edit checks, estimators and
 
output formats for survey processing;
 

* 
 prepared methodology for field weights and measures 
to be
used in objective yield estimates for yam and onion;
 

* 
 reviewed and evaluated all 
existing repetitive surveys

conducted by the Data Bank and Evaluation Division arid
prepared proposals for modification and the collection of
data for 
further evaluation;
 

0 participated 
in planning and the preparation of materials for
updating the Farmers Register; and
 

0 
 conducted regular training sessions each week with additional
 
sessions as 
staff were available.
 

The third and 
final visit covered approximately two months ending
May 31, 1984. During this visit, Mr. Rogers:
 

a 
 assisted with implementation of a new area 
frame and sample
for a crop production survey. 
This involved orientation and
training for photo interpretation, land 
use stratification,
 
map measurement, sample selection and the preparation of
enumeration maps. 
 Work sample selection and preparation of
enumeration maps was 
still in progress at the end of this
 
assignment;
 

* 
 prepared methodology for selecting an 
objective yield sample
of farms and fields from crops listed in the area frame crop

production survey;
 

* 
 discussed processing of the crop production survey and the
cattle survey with the Data Processing staff. Prepared and
discussed examples of expanded estimates and measures 
of

their reliability; and
 

0 
 consulted with Data Collection staff and others concerning
various types of statistical work 
including experimental
design and analysis and surveys for special types of data.
 

2.7.3 Constraints
 

During the period that Mr. Rogers was 
reviewing and evaluatino the
methodology applied in the 1979-80 quarterly crop production surveys, none
of the staff which had participated 
in that project was still employed by
the Division. This meant questions about the logic 
and rationale for the
design of those surveys were not answerable by incumbent staff in many
cases. 
 It also created difficulty in locating materials and worksheets.
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The infonnation gdp Cost valuable time 
sample and the sample frames. 

in review and analysis of both the 

Also, due to the fact that many Division staff were
the period when Mr. Rogers away during
was in Jamaica, formal 
and non-formal
trdinlng staffdid not occur at the level anticipated. 

Infrared photography, for the 

did not 

areaJdnuary, but frame revision, was expected inbecome available untilbeginning late March. This delayed theof the frame and sample revision. survey was delayed As a result, the planned firstfrom April 1984 to July, 1984.and supervision Also, Division staff timeon the area frame and sample work notwas adequate and thedelayed July 1.984 survey is questionable.

were not adequate for the 

Space, lighting and equipment
area frame, map and photo worK.
production and discouraged quality. This delayed
 
but Scales for objective work 
were ordered
not availaole at the end of this assignment.
will probably be Some technical assistancenecessary if the work is to be researched, tested andimpl emented. 

2.7.4 
 Recommendations
 

The following general recommendations were submitted by the Survey
Methods Advisor: 

0 
 A crop production survey should be implemented 
as soon as
possible to provide an 
objective basis for acreage and
production forecasts and estimates.
 

0 
 The new sample should consist of a larger number of smaller
segments than 
were used in 1979-80.
 

9 The area 
sample should be supplemented with list after it is
well established. 
 This supplementation should reduce the
sampling 
error of the estimates for many crops.
 
* *An annual 
rotation plan should be incorporated into the


sample design.
 

0 The crop production survey list of tracts 
should be used to
provide a frame for objective yield samples, crop production
survey samples and other special surveys. 

0 The area 
frame survey should be extended to livestock,
poultry and economic data 
on an open segment basis after crop
surveys 
are well established.
 

• Objective yield work should be 
initiated immediately when
equipment is available. It should first begin on
experimental an
and training level 
for a short harvest crop
(onion), a long harvest crop (yam) and 
a continuous harvest
crop (banana). 
 This work can provide validation, strong
support and defense for yield estimates from the crop

production survey.
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0 
 A full-time survey research person should be available on 
the
Data Collection staff for maintenance review, evaluation and
development of sample frames, samples and survey materials.
 
0 Intermittent technical assistance should be obtained when
possible to provide support in all 
sampling and survey work.
 

* Training in all 
phases of statistics and survey work should
be utilized whenever possible.
 

Detailed reports and proposals covering all phases of the crop
production survey preparation and processing, objective yield work and other,
survey work and processing were provided to 
the Ministry and USAID during

this assignment.
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2.8 Library Systems Advisor
 

2.8.1 Scope of Work
 

Dr. R. Paul expended 101 persondays during 1983 providing advisor
services to the Data Bank and Evaluation Division. 
His scope of work
generally involved the design of the Library Information System. 
Two 	visits
 
were made in January and May.
 

The January visit was planned to:
 

0 	 Develop programs to manage the Information Resources of the 
Agricultural Planning Project; 

* 
 Develop a Functional Oroanizational Structure for proposed
 
Library Information System.
 

A second visit occurred in May. The purpose of the visit was to:
 

* 
 Gain 	approval for the proposed program to manage the

Information Resources of the APP;
 

0 
 Gain approval for the proposed functional organizational
 

structure;
 

0 Finalize restructuring of the Library Information System;
 

a 
 Develop the scopes and operational specifications/standards
 
of the Library Information System's programs and services;
 

* 
 Assess the training needs of the Library Information Systems
 
personnel and developing a training program to meet them;
 

9 	 Evaluation and, if necessary, mid-course correction of the
 
LIS program and services;
 

* 	 Review operational policies and procedures of LIS to obtain
 
economics and efficienies of operations;
 

0 
 Identify candidate areas for application and appropriate
information technology to achieve better cost effectiveness;
 
and
 

* 
 Advise and assist on other related issues and problems

confronting MOA management and LIS staff.
 

2.8.2 Accomplishments
 

The 	major products of the consultancy were:
 

* 	 conceptualization of the Library Information System;
 

development of a Management Plan for the LIS; 
and
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,I development of training plans. 

It was anticipated that three visits would be utilized during
1983. 
 During the first visit tne system would be developed and two visits
would be utilized to implement the system.
adhered to, visits would 
Had our proposed plan beenhave been maae in January,1983, resulting in an operating system by 

May and November of 
the first of 1984.
 

US/AID, 
Even thougn the proposals were approved by Mr. Cyril
tne APP policy body Buchanan ofanda Director, and Lester Boyne ofand Evdluation Division, tne the Data BankMinistry did not take concrete steps to
implement it. 
Consequently, and counter
visit wds to our expectations, the secondsient tryiny to yet approvdl to proceed with implementation

Instead Dr. 
Paul was engaged in:
 
0 addressing the MOA Librdry Training 
course participants on
Public Relations in Libraries;
 

* 
 waiting for meetings with the Personnel Secretary;
 
0 
 developing recommendations for the Director of Programming
 

and Planning on integrated reporting systems;
 
reviewing the ISIS 
Information System; and
 

• participating in the APP review meeting. 
None of these items was in the work 
plan for the second visit.
 

2.8.3 
 Constraints
 

Inadequate planning for use of the advisor seems to be the primary
barrier to 
the advisor being able to 
complete his task
there seem as planned.to be secondary barriers However,to tne completion of the tasks which maybe the real source 
of the primary barrier.
 

Implementation of the LIS requiresresources. It is possible, although not 
staff, materials and equipment 

failed stated, that the APP Directorto initiate implementation of the LIS because these resources were
not available. 
 Consequently, even 
though all
approval parties pertinent to theof the system mad approved it, the Director was unable to proceedwithout the required resources.
 

Lack of resources is an acceptable reason for holding up implemen­tation. However, this reason was
fore, we are 
and has not been given to date. There­left to 
surmise that poor planning is the reason for (a) the
delay (eignt months) in official 


and (o) for not 
approval of the system's implementation;
utilizing the aovisor for 
implementation purposes once he
was called forward.
 

These 
components. 

issues of management of informationThere seems effect multiple MOAto be natural reluctance
realign these functions--a step necessary to 
on the part of MOA to


realize an effective management
and utilization of the Ministry's information 
resources. 
 The Ministry is
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slowly beginning to recognize, develop and implement ation in the area of information and computer resources. 
policy making func-

Ministry will be able We hope that theto move in this direction moreto implement the quickly asFive-Year Plan. it prepares
successful imple-entation of 

We believe that the requirements of thethe Plan will mandatemanagement system along the 
an effective infonniation 

lines we 
have proposed.
 

2.8.4 
 Recommendations
 

Boti pruyrU1I1fatic and management reconmendationsthis advisor. are in orderbotn tfe managenent and proyrcunmatic 
for 

assure recomnendationsthat APP project objectives willare accomplisned prior to thecontract. Consequently, we 
end of the

recLmmend:
 

0 The Five-Year Plan is in tne final 
stage of development.
because of the critical 
role of information 
in the
implementation of the plan and planning in general,
essential 
 it is
that the 
plan contain 
a section regarding the
policies, availability, management and utilization of
information in Jamaica agriculture. 
 Dr. Paul can develop
this section of the Plan during this proposed visit.
 
* 
 Once again, advisor utilization resulting from inadequate
planning has resulted in advisor time 
not being used 
to meet
priority goals and objectives. 
 It is very important that
MOA, AID and ALNA work 
together to 
ensure 
tnat idvisors
used appropriately. are
We must continue to work to help MOA use
consultants in a timely, efficient mannervaluable, costly time on 

to avoid loss ofthe part of advisors. 
 One way to
ensure positive planning is to require that 30 days notice be
given AID prior to 
issuance of 
a "call forward." 
 Next, AID
should cneck 
to insure that all 
approvals and 
resources
required 
for the advisor to 
proceed are available upon
his/her arrival. 
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.3.o 
 MOA'S ACCOMPLISHMENTS RESULTING FROM DIRECT AND INDIRECT APP
 
TEHNICAL SUPP wR
 

1983 and 1984 may be recorded as banner years 
for productivity on
the part of staff of the Ministry of Agriculture.
 
In the face of limited and shrinking resources, forservices from within and outside of the Ministry and the 

higher demand 
tive oemand problem of competi­for the limited personnel, money and material resources, the
staff manaQed--to the satisfaction of most of its clients--to provide avariety of high quality services and products. 

The Ministry of Agriculture responded to requests for data fromthe Goverrient action government departinents, statutory bodies, and inter­national organizations and educational institutions.to requests Thecal ling for surveys, Ministry respondedproduction estimates, censusprices, and valuations imports. data, fannyateIt also responded to many requests for
training and evaluation activities.
 

The majority 
of the services and products initiated or completed
in 1983 resulted from the enhanced capability of staff gained from the three
years of technical 
support provided by
promotional tne contractor.
and technical The contractor's 
the areas of survey 

efforts in planning generally and specifically inmetnodology, evaluation, policy and data analysis,library systems and project management contributed both directly and in­directly in tne Ministry's 
1983-84 accomplisnnents. 
 The exhibit following
this page summarizes the accomplishments of the Ministry of Agriculture
during the reporting period.
 

Suffice it to
Government of Jamaica's 

say, these accomplishments were in keeping with the
long- and short-term goals. 
 The development of the

first draft of the Five-Year Plan, the compilation or distribution of the
Farmer's Reoister, Meat Statistics 1972-982, Indices of Domestic Aricul­turai Proauc:ion 
anoFarmate Prices 
192-1982 ana
inJamaIca,SeotemDer 1980 are examples 

tne Census ofPieFarmers
 
snort-term neeas of now the MOA met
during 1983. Dotn long- and
These products 
are
the enhanced capacity of the Ministry 

fine illustrations of how
 
projects such can contribute to the success of other
as Agro 21 
and CRIES, as well 
as 
otner government planning
agencies, the Parishes and most importantly, the farmer.
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4.1 

4.0 
 AGRICULTURAL PLANNING PROJECT IMPLEMENTATION
 
PROBLEMS AND RECOMMENDATIONS
 

The problens 
faced by the Ministry in accomplishing its
within the original goals 
Programmatic 

time frame have been both managerial and programmatic.prool ns havewhich impeded progress on the part ofwere discussed in Section 2. advisorsProgrammatic problems which are
the Agricultural Planning Project and 
systemic to

its role in the accotnplisimnentMinistry goals will of thebe discussed in this section.
mandyement problens wnicn affect 
In addition, thosetne APP and are iinistry-wiae will bediscussed.
 

As a preface to 
this section, we wisn to 
point out tnat
process of change--involving theattitude adjustments, procedural
and tecnnoloyy transfer--is not easy to plan or schedule. 
adaptations,
 

are engaged in a process Tne fact that we
means 
that activities 
are on-going and incremental.
The fact that schedules were not accurately projected should not be the only
criterion for assessing program success
the in this project. We believe thatfact that change has occurred, regardless of the rate, is a more useful measure.
 

Consequently,
failure so much they 

the problens described are not indications ofas are indicators that changethe projected is not taking place atrate. With recognition and solution of theserate problems,of change can be increased and may conform more closely 
the 

schedule. to the originalThe fact that change has occurred and is likely to continue is
amply supported by the productivity documented during the last seventeen
 
months.
 

Manaoerial Problems
 

These managerial problems were
have been confirmed by the Ministry and 
identified from our experience and

US/AID through various letters,group discussions and evaluations. 
 Some have been addressed and solved,
others remain a problem wnich will 
continue to affect the project if not

resol yea.
 

4.1.1 Prioritization Throughout the Ministry Activities
 

The pressure on the top management of the Ministry is great, due
to the competing demands for resources. Because managers competeresources, forthe process r~f making aecisions about allocation andcooperation ana fosteringcoorG-.nation among division managers often requires lengthy
periods of time. 
 Sometimes decisions 
are simply not made at the top level
and activities either are not initiated or are carried out withoutsufficient 
resources.
 

In cases wnere decisions are made, the decisions
relayed are often notto lower levels. Consequently, tne fact of the decision does not
result in increased activity toward accomplishment of activities. 

Regarding the APP, several activities should have been considered
as Ministry-wide priorities because
all Ministry programs 

of their potential positive impact onand the overall goals of the Government of Jamaica. 
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The development of 
the Five-Year Plan, establishment of the Data
Processing Center, the conduct of certain surveys, the establishment of the
Library Systen and the conduct and attendance of training coursesexamples of this problem. are all 
priority and 

In each case, had these activities had a highthe prioritization communicated, all projects wouldhave been farther along most likelyin tneir actions and the Ministry would have beencloser to the dccomlplisrnent of 
its goals and objectives.
 

The Five-Year Plan should have been the priority item two years
ago. Had tnis been the case, several prograiis now under revision wouldhave nad notto waste time duplicating effort. 
 Had the data processing center
been operative by the end of
Agro 21, CRIES and 

the second yedr, several surveys needed bytne Ministry could haveplacing been published much earlier, thusthese prograns in a much better position to accOcnplisn their objec­tives within schedule. Similarly, tne Library System wouldto have been ableprovide greatly needed information to al I requestors had it notdelayed. Finally, had training been 
been

prioritized at the topMinistry, managers and other staff would 
level for the

have been better equipped to carryout their responsibilities and duties. 

4.1.2 Recommendations 

Having completed the development of the Five Year Plan, the
Ministry must now take steps to institutionalize the use of the Plan as apriority planning tool. This will involve clarity of communicationorganizational on bothand individual responsibility for implementationand of the Planon-going assessment of the accomplishment of tne Plan's objectives and
goals.
 

4.1.3 Manaoement of the Technical 
Assistance Effort
 

On too many occasions, technical assistance
utilized. This resulted in costly project delays. 
was not appropriately
 

Because of the inter­dependency of functions, these delays affected more than the accomplishment
of a single goal; several goals were affected. 

Short-term advisors often arrived to learnprerequisite to their visit had 
the activities

not been accomplished even though we hadbeen advised to the contrary. For example, plans had nottherefore implementation of these plans 
been approved

could not begin. Tne consultantwould spend time getting approvals rather than consulting on
implementation.
 

Uther times the staff whom the consultant was to assistwith was not available. or workPlanned meetings would not take place. In somecases, staff had not been or could not be hired. 

In the case of permanent advisors, their time 
was often misused.
Tney attended meetings of questionable value for their role and responsibil­itie,. 
 They performed staff functions instead of advisory functions.
 

This mismanagement of consultantsstanding of their roles and 
results from a lack of under­a shortage of resources. 
 Often the shortage of
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resources was 
a resuit of failure to establish priorities for resource
 

allocation.
 

4.1.4 
 Recommendations
 

Planning for use of consultants, under- this contract, and from
other assistance efforts, will be improved greatly if the Ministry adopts
and applies a 
policy which calls for specification of:
 
0 
 the expected outcomes of assistance to be provided;
 
6 
 a list (in sequence, if applicable) of activities involved
and specification of individuals responsible for each,
 
* delineation of the level 
and source of the material, human
and fiscal 
resources requirea for assistance to be


effective; and
 

* 
 communication and documentation of all 
necessary MOA
approvals of assistance plans.
 

4.1.5 
 Lack of Resources
 

APP technical assistance staff often encountered lack of both
human and material resources 

In 

necessary to the accomplishment of their
objectives. 
 some cases, training which had been designed and planned
could not take place because staff was 
on leave or
was had not been hired.
especially problemmatic in situations where on-the-job training was 
This
 

big function planned for a
an advisor. 
 The Survey Methodologist, for example,
accomplished a number of his technical objectives, but was 
unable to effect
the technology and skills transfer projected because staff were 
usually not
available to work with him.
 

Lack of staff resources
working in an inappropriate vacuum. 
also meant that advisors were often
The input and information required to
enable them to work efficiently and ensure the relevance of their activities
and product to the need of the MOA were often missing. This resulted in
some tasks requiring more time than originally projected, and the need to
rework 
some products to incorporate MOA input late in the development
 

process.
 

Lack of material 
resources also presented serious
project assistants. impediments to
This was especially true in the case of the Systems and
Program Advisor since much of his 1983 scope of work was based on the avail­ability of the IBM System/38 computer. 
As noted earlier, that equipment had
not yet been installed at the time this report was 
prepared, rendering the
advisor unable to provide the planned assistance in the application of the
new computer to the data management needs of MOA. 
Similar problems were
encountered by other advisors to the extent that one of them, the Audio
Visual Advisor, was 
unable to provide any assistance at 
all during the
course of the year.
 

g 
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4.1.6 Recommendations
 

Our recommendations in solving these problems 
are consistent with
the major themes underlying this report--the need for 
a higher priority to
be given to the APP within the day-to-day workings of the Ministry, and the
need for careful planning regarding the use of advisor services. 
 A higher
priority for the APP will ensure'that MOA staff take all 
steps possible to
ensure that the human and material resources required by the Project are
acquired and in place. 
 More careful planning for 
use of technical
assistance resources will 
ensure that advisors' work
rather than scopes reflect reality
"wishful thinking," thus preventing waste and inappropriate use
of their expertise.
 

We also recommend that the unaccomplished technical 
assistance
tasks which resulted from these problems be completed. The staff training
and system design activities left undone because the
described above are lack of resources
essential 
to the relevance and usefulness of the APP as
a whole and should not be abandoned because of schedule slippage and other
 
resource difficulties.
 

4.1.7 
 Staff Turnover
 

The continued high rate of turnover among MOA staff posed the most
serious threat to date to the institutionalization of the APP. 
 Not only did
turnover result in lack of staff resources described above, but it also
resulted in the loss of carefully developed human resources. Staff with
whom project advisors had worked extensively inboth formal 
and on-the-job
training settings left to seek 
more financially and professionally rewarding
positions, taking with them the skills and commitment so critical to the
Ministry's capacity for effective planning.
 

Staff turnover also played a pivotal role in the cycle of low
morale among MOA staff. 
 As skilled individuals resigned due to frustration
and lack of resources, those left faced even areater burdens, thus further
decreasing morale and encouraging more resignations. It is difficult for
even 
the most skilled advisorto generate creativity and enthusiasm for
innovation in such a work environment. ALNA believes that this problem may
well be a key factor in the low priority given to the APP within the MOA.
Planning seems 
like a costly luxury when 
so many "brushfires" need 
to be
extinguished with so few resources.
 

4.1.8 Recommendations
 

The causes of high staff turnover in any work environment are
usually systemic in nature and 
are not easily addressed through single
steps. 
 The challenae faced by MOA is to both decrease the frustration
experienced by its skilled professionals and increase the incentives to
become and remain an MOA employee. Some suggestions include:
 

0 
 Steps to ensure that communication within the Ministry is
accurate, consistent and complete;
 

* 
 Revision of the personnel system to:
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- allow for recruitnent of qualified professionals

based on job descriptions linked with required functions;
- linkage of pay increases and promotions with measureable
work standards applied in regular documented performance 
rev iews 

- revision and upgrading of the salary structure to compete
more effectively with the private sector;

- bonding for personnel trained through GOJ resources to
require theiri to continue to serve the Ministry for aspecified period of time following training;- contracting to the private sector of some tasks which MOA
IdCkS staff or skills to acconplish.
 

4.1.9 Institutionalization of Planninq
 

Stdff of the Ministry have increasingly recognized the importanceof planning in the conduct of their duties and responsibilities. 
 Given the
dual forces of shrinking resources 
and higher demand for services, staff are
utilizing planning to increase their productivity.
 

In the past, pressure for planning has flowed upward from lowerlevel staff towards management. Strategies must now be employed to reversethis phenomenon so that planning pressure vectors are in the same direction
as the authority vectors--downward. Productivity increases only when theseforces flow in the same direction. 

The Five-Year Plan serves as 
an indication of the Ministry's top
management's commitment to planning. 
 It will provide the conceptual
framework of Division and unit-level planning. However, the plan alone will 
not routinize planning. 

The institutionalization of planning as a pertinent day-to-daymanagement tool will 
require a process of monitoring and evaluation that
becomes rudimentary. 
 It will require training of staff and understanding onthe part of staff that their performance will be evaluated regarding their

skill and commitment to planning. 

4.1.10 Recommendations
 

The first step in the implementation of the Five-Year Plan will beto train managers and supervisors on its use and implementation. We recom­mend training in planning and evaluation techniques. We believe that allMinistry managers from the top to the bottom could benefit from a refreshercourse of this nature. It is our experience that managers and supervisorsneed to periodically review the fundamentals of planning which areapplicaDle for day-to-day activities. 

Once this training has been delivered, managers and supervisorsshould be held accountable for their ofuse planning tecnniques in theexercise of their duties. 
 Criteria should be placed in their performancestandards so that recognition can be made for this skill 
and commitment to
 
the planning process.
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4.2 

Finally, monitoring and evaluation systems shouldimplemented to be designed andassure on a regular basis that al] levels of the Ministry areengaged in and contributing to 
the overal I process of the Five-Year Plan

implementation. 

4.1.11 Manoower 
Issues within the Ministry
 

Noncompetitive salaries have served as a major barrier to institu­tion building. 
 Unfilled positions due to
resulted staff leaving the Ministry have
in duplications of effort and loss of opportunity regarding
capability ennancenent. 

Surveys were cancelled whnch would have provided wonderful 
learn­ing opportunities for staff had staff been available 
to conduct the surveys.
Loss of productivity hds resulted because personsservices have trained to perfonnleft and thus time was devoted to building capability inteam when this time could have been more 
a new

spent effectively. 

Noncompetitive salaries contribute to both of these problems-­staff leaving and the time required 
to fill vacant positions.
 

4.1.12 Recommendations
 

These problems are Goverrment-wide
control and thus beyond the absoluteof the Ministry. However, there are a few examples of consultancies
dnd exempt positions that suggest solutions to these problems.
 

We recommend that the Ministry conduct a survey of key positions-­positions that will be essential to the accomplishment of its goals. Thesekey positions should bethen connected to consultancies. The consultanciesshould De for the period of time that they are considered essential. 

This strategy will serve the short term need of increasing produc­tivity which is planned to increase revenue 
of the country. The increased
revenue 
could solve the long term problem of noncompetitive salaries.
greater revenue, Withthe Civil Service Commission may be authorized to increase 
the salary rates.
 

Proorammatic Problems
 

A number of technical, or prograimatic, barriers to the accom­plishment of APP objectives also arose during the 
course 
of the third year
of tne technical assistance project.
 

4.2.1 Lack of Valid, Timely Data 
for Economic Planning 

MOA is continuing to experience oroblems in collecting andgenerating the data neeoed 
to produce reliable planning estimates and
targets in such areas as crop production,
training land utilization and manpowerneecs. This has posed a problem in the developme2nt of the Five-
Year Plan, ano will continue to hinder the MOA's ability to evaluate
progress against objectives and modify the plan to address changing economic
and technological circumstances.
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4.2.2 
 Recommendations
 

Our reconmendations in this 
area
solutions to relate directlythe management problemns discussed to our suggested 
are above. most cases,not available Inbecause datathe skilled professionalsare not available. needed to generateMUA themmust beware of thIeided of software danger of misinterpreting"packages." thePackagesmake a are not magic. They are tools whichtask easier and more efficient, but highly ski] led people must
instruct the packages 
on what 
to do and how to 
 ao it. 

Tnus, we wish to reinforce the reconmenaations madethis section, and in Section 2.0 of 
earlier in 

training of this report, regarding the needMUA staff in tne foruse of computer hardware and softwarethe context of withinthe Ministry's needs.
 

4.;).3 Increased Demand for 
Information
 

information
Since the inception of the APP, the Ministry's requirements for
and data processing have grown fasterMOA equipment and human 

than the capabilities ofresources.

requires rapid Policy management and evaluationaccess to information.organizations Other public and private sectorare making routine use of MOA data for their own planningpurposes, and a range of Ministry Divisions require assistance in the
of statistical methods areas
or automated data processing.
 

The APP technical 

these prob]ems througn 

a-sistance team has recognized and addressed 
development 

a detp led assessment of MOA's computer needs and theof reconmendations on the hardware, software and staff configu­ration most suited to current and future MOA requirements.
this exercise has been a The price of
 
time consuming to 

delay in the schedule of the project. 
 It is always
"change horses in mid-stream." 
 But, if one's horse proves
unaole to carry tne buroen, the time 
is worthwhile.
 

4.2.4 
 Recommendations
 

The MOA currently anticipatesIBM System/38--will be installed by mid-summer. 
that its new computer systen--the


It is imperative that, at
that point, the project pick up where it left off--developing within the MOA
the skills and materials necessary to maximizeresources. the benefitsThe assistance required will 
of computer


design, applications and 
include staff training in: systems
documentation; programmingdevelopment of users' manuals; statistical 

and program testing;

methodology; and training of new
and developing staff. 

Continued 
capability will 

growth of centralization of MOA's dataalso serve to processingincrease the Ministry's ability to coordinateand monitor data processing activities and 
resources.
mentation Finally,of previously the imDle­described recommendationsturnover will on reductionalso serve of staff 
ments with 

to enable MOA to meet its data processing require­a stable and highly skilled cadre of professionals. 
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4.2.5 	 Centralization of TraininQ
 

Even though it is the stated aim of the Ministry to centralize
training 	in the Tralning Division on 
too many occasions decentralization
has been allowed. 
 This has resulted in wasteful duplication of training
resources 	and has served dS a barrier to Ministry-wile planning in thisdrea. 

During the past two years, training planningbest. 	 has been haphazard atThis is due primarily to the

not 	 act that the "Master Training Plan" wasd product oased un d valid needs assessment. Soiiie divisions did notcontribute to the needs assessment or 
were careless in the preparation of
the submission because it was their intent to conduct their own training. 
4.2.6 	 Recommendations
 

Tne Master Training Plan is 
now undergoing review in light of the
Five-Year 	Plan and the realization that the first plan is 
not reliable.
 
We believe that steps should be taken to ensure that all
understand that training will divisions
 

oe centralized in the Training Division and
training will 	 no
take place unless authorized by the division.
 

If the Pennanent Secretary mandates centralization,second "Master Training Plan" will 	 then the
have a better chance of being valid and
thus a useful planning document. 

4.2.7 	 Centralization of Automatic Data 
Processinq
 

The delay in gaining

equiipment 	can partially be 

a design for the purchase of data processingblamed on 	Divisions desiring that data processing
be decentralized. 
 We believe the Ministry made the correct decision to
centralize for reasons 

setting. 	

of quality control, cost reduction, and priority
However, tne Ministry should hold fast to this decision and not
let special projects undermine this decision 
even thouQn they may have funds
for equipment.
 

Given the 	deinana for information services fromis no 	 the Ministry, therepossible way to coordinate service delivery if each unit has its ownequi pient. 

4.2.8 	 Recommendation
 

Currently, two units have requested 	 computers. We recommend thatthey be allowed to lease until 
the Data Processing Unit has its computer andthen after tney snoula use this unit. 

If each Division develops conputer capacity, there will 
never be
enough funds to buy a system large enougn to handle the needs of the
Ministry 	 and the Ministry will lose control over APPpriorities for 	 and not be able to setwork to be 	 accomplished regarding 	 Ministry-wide activities. 
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