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7. 	The present workload of the Program Office 


and its staff needs to be reviewed and 

adjustments should be made to ensure that 

adequate time is available within the office
 
for the management of the PIP project.
 

8. 	The Project Manager should review the 

Controller's quarterly financial report to
correct the assignment of expenditures in
 
project budget categories.
 

9. 	New PIO should be prepared and sent to 

Washington 


10. 	Upon approval of the PIO by AID/W
project paper amendment should be 

prepared. 


Waggoner 4/86
 
Martinez
 
Scovill
 

Waggoner *completed
 

Project 
Committee 

3/86 

Project 
Committee 

5/86 

The 	Project Manager reviewed the Controller's quarterly
 
report with the Controller's staff and has corrected the
assignment of expenditures as outlined in the budget
categories. 
 Long-term technical advisors expenditures which
were being charged to short-term expenditure categories were
transferred to the appropriate long-term category. 
 In
addition expenditures reflected in shorT-term technical
advisors which should have been charged to study tours and
logistic and support costs were 
appropriately transferred
 
to those categories. The GSDR counterpart to the projecT
has 	just returned from Ethiopia, and the appropriate PILS
reflecting these changes are 
being prepared for GSDR signature.
 



This Evaluation was 
prepared as a special evaluation for the Policy
Initiatives and Privatization Project, 649-0132 which is entering
its last year of operation.
 

According to AID Handbook 3, Part II Chapter 8, a Project Evaluation
Summary (PES) is divided into 2 parts as 
follows.
 

PART IREQUIRED: 
 Form AID 1330-15 contains identifying information
about the project and evaluation (Items 1-7), action decisions about
the projects future 
(Items 8-10), and signatures (Items 11-12).
Since the PES reports decisions, it is signed by the Director of the
Mission or 
the AID/W office responsible for the project. 
 Space is
also provided for signatures of the project officer, host country
and other ranking participants 'in the evaluation, to the extent
appropriate.
 

PART II, OPTION 1: 
For regular evaluations, 
use continuation sheets
to respond to 
Items 13-23 as outlined in Form AID 1330-15A.
 

PART II , OPTION 2: For 
a special evaluation, the reporting unit
may opt for a somewhat varied format, with a different sequence or
greater detail in some areas, however, Items 13-23 should all be

addressed.
 

Since the PIPS project is still ongoing and the major purpose of the
evaluation was to review the project and based upon that review,
request additional funding for 1986 and an 
extension of the project
for an additional 3 years, the PES Part II Option 2 was selected.
Therefore a different format was 
utilized by the REDSO/Evaluation
unit to evaluate the project. 
All items in Part II of the PES have
been adequately addressed and the Missions comments on the
evaluation are attached as Annex A to the evaluation.
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I SUMARY AND RECOL-.IENDhTIONS 

A. Executive Summary
 

The Policy Initiative and Privatization (PIP) Project was authorized 
in late September, 1983, just prior to the end of the fiscal year. 

Funding for the entire project, $2,500,000, was obligated at the 
same time. The PIP project was designed as a flexible mechanism to 
respond to *targets of opportunity" in policy reforms and private 

sector development. Both areas were in a state of flux at the time 
of project authorization and there was a felt need for a funding 
source, easily accessible, that could be used to help the Mission 
and the GSDR sort out various options and opportunities. 

Project funds have been used to support three main areas: studies
 
and short term assistance, long term technical assistance, and study
 
tours and seminars. Identified below are the specific activities
 
associated with each area.
 

The influence and i.mpact of the of the sixteen reports/studies 
completed to date has been less than what was planned. The original 
project concept of selecting studies based on targets of opportunity 

has, in fact, zesulted in a "grab bag" of assessments and reviews 
that-generzlly hav mde Jittle contributions to either policy 

reform or private sector development. Because of the unfocused, 
scattering of studies, no body of knowledge has been assembled which 
can be used to establish an agenda for future policy reform. 
Although the process of study selection is informal and open to GSDR 

input, the decisions to fund the studies has been USAID's. GSDR 
participation has been minimal. Further, once the studies are 
complete, there is little evidence that they have had an influence 
on GSDR decision makers. Dissemination of the report results has 
been poor. 

in addition to the private sector adviscr, whose assistance was 
discussed in the PP, three other long term advisors have been funded 

by the Project to the Somali Government: an Industrial Advisor and a 
Librarian both within the Ministry of Industries and a Financial 
Analyst as advisor to the CIPL (Commodity Import and PL 480 local 

currency) Unit in the ministry of Finance. The decision to use PIP 
funds to finance the librarian and financial analyst are clear 
examples of using PIP funds to respond to targets of opportunity. 

In spite of the lack of receptivity of some staff at the recipient 

Ministries to the advisors, the overall impact of the technical 
assistance component of this project has been, for the level of 
effort expended to date, positive. The areas of influence have been 
on the decision markers in both USAID/Somalia and the Ministry of 

Finance as a result of the efforts of the Private Sector Advisor and
 
Financial Analyst, respectively. In addition, the training and
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manuals components oF the Financial Analyst's activities will help

develop the capacity of the future Domestic Development Division to
 
undertake policy analyses and planning activities related to
 
budgetary concerns. 
The most important contributions of the
 
librarian has been the in the dissemination of information of
 
private sector development to entrepreneurs.
 

Seven of the planned 22 study tours have been completed to date.
 
The evaluation team believes that they have not been used
 
effectively 
to either enhance Mission policy dialogue with the

Gcvernment of Somalia or hasten the pace of privatization within the
 
Somali economy. The reasons 
for this rest with the limited number
 
of study tours conducted 
and the lack of planning and monitoring

attendant to each tour. 
 This is not 
to say that study tours could
 
not be used effectively, only that they have not 
been so far.
 

Project experience with seminars has been more limited than with
 
study tours. Only one seminar (compared to the LOP target of nine)

has been conducted, but it was well planned and organized. Its mode

of contact and information exchange are useful both for the
 
dissemination of information and for supporting the development of
 
Somalia's newly emergent private sector.
 

PIP project implementation activities have suffered from design and

implementation problem3 resulting from: 
first, the lack of a clear
 
peoJect design and agenda, and second, the lack of a projoct manager

with sufficient time available to properly implement such a diverse
 
and demanding project.
 

In addition to the routine operational aspects of project

implementation, management of the PIP project contains an inherent
 
and continuirg design element. 
 The Mission has found this

characteristic useful since it enables Mission personnel to develop
 
a relatively quick response to a perceived opportunity for improving

policy dialogue, generating data, studying the private sector, or

providing technical assistance. It is clear that the lack of

specificity in the original project design compounds the project's

management burden and necessitates more active project management

than has occurred to date.
 

Vith active project management, thp flexibility engendered by the

lack of a specific project design can result in 
an effective

solutions to the problems identified by the project. However, by

not devoting the time necessary to manage the project, the

flexibility has resulted in 
some confusion of purpose and action as
well as weakness in addressing policy and private sector problems.
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B. 	 Recommendations
 

Summarized here and presented in more detail in the body of the
 
evaluation document are the team's recommendations. Following each
 
recommendation are 
the name of the office or entity responsible for
 
action on the recommendation and a target date for completion of the
 
action.
 

-1 USAID/Somajia, in line with the Mission Assessment Team's
 
Recommendation, should prepare a "privatization/economy
 
liberalization policy and action scenario" to include a
 
strategy and plan to use PIP study funds to achieve the
 
project purpose of policy reform and private sector
 
development. USAID/Mogadishu should complete this plan
 
prior to authorization of PIP Phase I. 
 For the funds
 
available under the TIPCO and ISTI contracts for private
 
sector studies and short term assistance, the Project
 
Manager should complete a tentative plan for their use by
 
March 31, 1986.
 

2. The Mission can improve the chances of policy reform by
 
disseminating the results and engaging the GSDR decision
 
makers in discussions of the studies that support the AID
 
policy position. Multiple copies of the reports that
 
have broad interest need to be kept on hand by the
 
project manager. All the studies, or summaries of them,
 
if the report contains information that must remain
 
confidential, should be distributed to relevant
 
ministries, donors and libraries. 
The Project Manager
 
should distribute all studies or summaries as soon as
 
possible.
 

3. 	 Short seminars c're an effective means of disseminating
 
report results and there is 
a clear need to increase
 
their use. Careful attention to timing and to meeting
 
structure should enable key decision-makers to
 
participate.. -A meeting of two to three hours in most
 
cases would be sufficient to discuss the major points.
 
For the remained of the PIP project, the USAID/S Program
 
Office should identify seminar needs and set out 
a
 
tentative schedule for them as soon as possible.
 

4. 	 The Private Sector Advisor should be moved from the
 
Program Office to the Ministry of Industry and Commerce
 
or the Chamber of Commerce. The Mission P,,ogram Office
 
should evaluate the relative need in the vaLious
 
departments of the Ministry ind the Chamber of Commerce
 
for the consultant services and reassign the advisor to
 
the approk riate office(s) as soon as possible.
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5. 	 After deciding on the best place for the Private Sector
 
Advisor and before the Industrial Advisor arrives, the
 
Project Manager shorild prepare for both consultants more
 
precise scopes of wOLrk that reflect their actual
 
responsibilities, in order to make the best use of their
 
services.
 

6. 	 The Project manager should establish an agenda for future 
stuly tours and seminars before March 31, 1986. This 
agenda should be developed in conjunction with Mission 
personnel and the advisors active in project activities.
 

7. 	 V1ithin the next three months, the Program Office should
 
hire a fouali on local contract to monitor the day to day

operations related to project implementation. This
 
person should be trained by USAID/Somalia in the various
 
components of project implementation and be made
 
responsible for completing project PIO documents,
 
drafting scopes of work relevant to project activities,
 
following up on report submissions and distribution,
 
disseminating other information, and generally

c6ordinating the various components of 
the project.
 

8. 	 The Program Offic3 should review the present workload of
 
its staff and make adjustments to ensure the adequate

time is available within the office for 
the management of
 
the PIP project. Clearly there is a need to assign
 
overall management control responsibility for the project

to an officer with sufficient time to address the design
 
components of the project 
Such an adJustmLent would help
 
ensure that the project is responsive both to the project
 
design component and the opportunities presented for
 
policy reform.
 

9. 	 The Project Manager should review the Contoller's
 
quarterly financial report to correct the assignment of
 
expenditures in project budget categories.
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11 GENERAL BACKGROUND 

A. Project Background
 

The Policy Initiative and Privatization (PIP) Project was authorized
 
in late'September, 1983, just prior to the end of the fiscal year.
 
Funding for the entire project, $2,500,000, was obligated at the
 
same time. 
The purpose of the project is to (1) reform
 
macroeconomic policy and (2) increase opportunities for the private
 
sector.
 

The PIP project was designed to meet two important program needs.
 
First, the project provides some of the information and analyses
 
needed by the Mission rand the Government of Somalia (GSDR) to engage
 
in policy dialogue and reforta. From AID's stand point, the CIP
 
conditions, PL 480 self-help measures and,.to some extent, other
 
project covenants provide the leverage for policy change as part of
 
the reform process. The PIP analyses and studies were intended to 
contribute directly to the selection of these grant conditions.
 
Additionally, the PIP studies are 
providing background and reviews 
that help set the direction of the reform prograras in the less
 
forial dialogue process. Clearly, reviews that identify and 
describe reform areas are necessary if the GSDR and the Mission are 
to develop mutually acceptable and informed policy agenda. 

The second area to be assisted by the project is private sector
 
development. Toward this end, advisory assistance, training through 
study tours, industry reviews and feasibility studies are being
 
funded. After 10-12 years of "scientific socialism", the GSDA
 
policy initiated with the change of government in 1969, the private
 
sector has contracted. Although much has improved since project
 
authcrization in 1983, much remains to be done. 
A strcng mutual
 
distrust still exists between the government and the private
 
sector. 
Many government policies and regulations continue to be
 
burdensome disincentives to the entrepreneur.
 

Within USAID/Somalia there are differing perceptions about the
 
relative importance of the two aspects of the project purpose.
 
Those involved in the policy dialogue see PIP's prime objective to
 
be providing the necessary information and analysis to shape strong

reform measures. Project managers and operational personnel,
 
involved with private sector initiatives, view PIP as primarily a
 
means of promoting the private sector. However, in the
 
implementation of the project, these differing perceptions have not
 
caused problems. The key reforms made in the past 
two years have
 
been those that liberalize market forces and improve the environment
 
for the private sector. To date, adequate project funds have been
 
available to move forward on both fronts. 
 However, now that nearly 
all funds have been committed, the obligation and use of new money 

-is an issue. This evaluation i.s timely in that it can help in the 
decisions related to the funding and nature of PIP - Phase Ii. In
 
line with the scope of work presented by the Mission (Annex A),
 
Section VI of this evaluationi presents recomendations for PIP -

Phase II.
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B. Project Context: Government Reforms
 

To help place the project and this evaluation in context, a short
history of the policy reforms and changes in the private sector
environment is useful. 
First and most importantly, pricing policies
have been liberalized, a process begun before the authorization of
this project but greatly accelerated during the last 
two years.
Farmers may now sell their produce at market determined prices.
Fixed prices for fish have been abolished, and a percentage of PL
480 food imports are sold at auctions to private traders. Although
the value of the Somali shilling is still controlled, there have
been a series of major devaluations over 
the past few years.
similarly, interest rates have been moved upward by the GSDR and 
are
now in the range of 12-18 percent. The GSDR has also set out a
strategy to restructure public enterprise and has undertaken 
studies
of several firms to begin the process.
 

For the promotion of the private sector, the major policy
break-through is the GSDR pronouncement supporting the private

sector's role in the economy. 
 Industrial and investment policy is
being oriented to assist and promote private sector enterprises.
The co 
 odity import programs of the United States, Germany and
Italy earmark large percentage of financing for essential spares and
raw materials for private sector industries. The Government has
permitted the start-up of a number of joint ventures. Finally, the
GSDR has begun exploring a number of changes in fiscal and budget
policy as well as 
governm-ent operations. The maost relevant are to PIPthe civil service and budgetary reforms.
 

A sunnarv of reforms and program actions taken by the GSDR between
the first Consultative Group (CG) inMeeting October 1983 and thesecond CG in September 1985 is presented in Annex B. 
This time
period is essentially the same as that of the PIP project.
 

C. Nature of Project
 

The PIP project was designed as a flexible mechanism to respond to
"targets of opportunity" in policy reforms and private sector
development. 
Both areas were in 
a state of flux at 
the time of
project authorization and there was a felt need for a funding
source, easily accessible, that could be used to help the Mission
and the GSDR sort out various options and opportunities. 
The PP is
a very short document, eleven pages only, that is more illustrative
than definitive in its planning of what is 
to be financed. 
A review
of PIP financed activities since authorization reveals a range of
studies and other activities that are scattered into many areas or
subsectors. 
 In fact, 
the record of what has happened has been hard
to reconstruct and the evaluation team had difficulty identifying
all activities. 
Copies of the studies were not 
kept in a central
project file and several studies had to obtained from the contractor
(H1ides and Skins Study and a Development Bank Loan Review).
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On the positive side in relation to technical assistance
 
requirements, the project, in responding to a need not identified in
 
the PP, hired a financial analyst to work with the Ministry of
 
Finance to help control the AID CIP and PL 480 contributions to the
 
development budget. The recent work of the Private Sector/Ministry

of Conmerce Advisor with the Chamber of Commerce is another example

of the project's capability to respond to emerging opportunities.
 

Given the flexible apprkich and a rather open ended PP and logical

framevx-rk, the normal AID evaluation procedure of comparing

accomplishments to planned outputs and logical framework benchmarks
 
is less useful that a qualitative review of what has beeni 
accoaplished. This evaluation presents the project accomplishment
 
in relation to planned outputs, but also presents a review of the
 
PIP activities in relation to the policy dialogue and private sector
 
development. This broader evaluation is in line with the scope of
 
work presented by the mission (attached as Annex A).
 

III 	 PROJECT ACTIVITIES
 

Project funds have been used to support three main areas: studi3s
 
and short term assistance, long term technical assistance, and study
 
tours and seminars. Identified below are the specific activities
 
associated with each area.
 

A. Listing and Description of Studies
 

The Project to date has financed part or all of sixteen studies
 
which include sector or subsector reviews, feasibility studies,
 
parastatal assessmaents, and evaluations to help formulate policy

reforms. In relation to several of the private sector activities,
 
the preparation of reports were completed as summaries of the
 
actions and recommendations of a short term advisor. As such, they
 
represent reports an advisory assistance rather than studies. All,
 
however, include recommendat ions to improve the industry or
 
subsector.
 

Presented in the remainder of this section is a listing of the
 
studies by title, author, cost or project contribution to cost, date
 
of completion and study objective. Comments are presented to
 
clarify or explain the results or special circumstances of the
 
studies in question.
 

1. 	 Somali Civil Service Study (September, 1984): The objective of
 
the study was to help the GSDR undertake its own review of the
 
constraints upon, and opportunities for, improvement of the
 
civil service system and its productivity. PIP financing was
 
earmarked for consultants from Improved Efficiency for
 
EducationalSystems (IEES) otohelp in the assessment. 
The
 
attractiveness of the study lead AID's S & T Bureau to finahce
 
the consultants from centrally funded sources. Thus, although
 
no PIP funds were used, it clearly was a PIP initiative.
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2. 	 Achievinq Sel[-SuEfic1cency in Edible Oils (April, 19851: A 
project contributicn of $4092 supported the consultants from 
the Industry Council for Development. The studies identified 
the gap between local production of edible oil and national 
consumption and then set out a strategy to achieve edible oil 
self-sufficiency.
 

3. 	 Narket Study on Veqetable Oils (April, 1985:) Somconsult, a 
local consulting firm, completed this background study on oil 
marketing under a Ministry of Planning contract using CIP
 
generated local currency. The report provides basic backaroun 
information on edible oil production, processing and
 
consumption. The data collected for the report was important 
for the analysis and strategy presented in the previously
 
listed study.
 

4. 	 Quantitative Analysis of Incentives and Disincentive for
 
Expansion of Industrial Output and Employment in Somalia (July
 
1935): The Harvard Institute for International Development
 
prepared this report to provide the GSDR a framework for
 
quantitative analysis of the impact of its system of incentive
 
and disincentives, explicit and implicit, for growth and 
employment. The study's recommendations fall under three main 
headings: (a) application of economic efficiency criteria in 
designing incentives for industrial development, (b)
implementation of appropriate incentives and (c) directions fo 
further study. The iIID contract to prepare the report cost 
$77,840.
 

5. 	 Forei nExchanne b.rl'et in Sotialia (March-F.Pril, 1984):
Soaconsult at a cost of $6,400 prepared this background report 
cn the regulation and operation of the foreign exchange 
markets. Attached to the report are the important laws and 
regulations governing foreign exchange transactions. 

6. 	 Inflow of Remittances of Somali Workers Abroad (January,
 
1985): The study's main objective is to formulate and evaluat(
 
alternative proposals for the GSDR to attract -he 
remittances
 
of Somali workers in the Middle East through official banking 
channels. Somconsult was awarded a $17,600 contract to 
complete this review by the Ministry of National Planning but 
financed by the PIP project.
 

7. 	 Survey of the Somali Food Industry and Its Ability to Improve
Utilization of Local Foods (November, 1964): The title of this 
$21,000 study explains its main purpose. Production and 
processing data were collected and recommnendation on food
 
processing and preservation were made.
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8. 
 An Assessment of Small Enterprise Prospects in Somalia (.April,_
1984): 
 Partnership, for Pro4ductivity/International assessed the
small enterprise development requirements, including those of
refugees, through a sample taken in the Lower Shebelle Region.
The assessment cost $25,000.
 

9. The Somalia Foundry and Mechanical Workshop (October, 1985):Under the umbrella contract to the International Science andTechnology Institute (ISTI), 
the parastatal, Foundry and
Mechanical Workshop, was evaluated to determine if mightit bea suitable candidate for privatization or restructuringincrease profitability. 	 to
Although the report does not recommend
privatizaticn at 
this time, it does recommend leasing the plant
to a private operator to test if it 
can be operated profitably.
 

10. SomAg Ltd. - Commercial Farm and Feed Lot Feasibility Study(November 1985): This is a study to determine the feasibilityof a comr.ercial farm and feed lot operation with 37,000 head ofcattle and 9,000 acres, primarily in maize. 
The PIP project
financed only in-country support ($25,000) of this study.
a new company formed as a joint venture between 
Som
Ag is 


Agricultural Technologies of America, Inc. 
(ATA) and the Somali
firm of Arab International Livestock and Agricultural Company
Ltd. (AI.LCO). 

ii. 	 An Evaluation of :he Kisracayo Meat Factor"(October, 19C5): Theolijective of this investigation, prepared by ISTI under its
umhrella contract, i.s to assess the potential contributionLhe So(Yali 'ii:;mayo Zlqeat 	 o2
Factory to the marketing of Somalilivestock or livestock products, if the factory were operatedas a private enterprise. 

12. Fisheries Development with the Coastal Development Agency_(July, lO85): The scope of the advisory study undertaken byISTI is to provide plans for the development of fisheries incoastal settlements. Advisory assistance was 
to be an
important component of this review. 

13. Study ofSmall Scale Industries (November 1984 and March1985): The purpose of this study, presented in two reports, is
to provide Soaali businessmen with basic data on 100 smallscale industries which can utilize locally available rawmaterial. 
The cost of the reports was $29,240.
 

14. Hides and Skins Production and Use Study: ofA copy thisInternational Executive Service Corps (IESC) study was notavailable in USAID/Mogadishu. IESC/Nairobi provided a copy ofthe consultants report. The objective of the consultancy was
to advise and make recoemendations for improvement in the
quality control-of hides and.skins an'. to assist in theimprovement of leather products to attain the 
international
standards required for export markets. The advisor workedprimarily with the public sector tanneries and pickling
factories, shoe manufacturers, and slaughter houses.
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15. 
 Report On The Development Bank Agricultural Loan Program: 
 A
 
copy of this IESC consultancy report was sent 
from the Corps'

Nairobi office. 
The objective of the advisory assistance was
 
to review the existing loan procedures at the Somali
 
Development Bank and then to suggest modifications for
 
improvements that could streamline the process and strengthen

accounting controls. 
 Training would be provided as
 
appropriate.
 

16. Documents and Plan for a Private Chamber of Commerce; 
The long
 
term private sector advisor prepared a draft charter and work
 
plan for the move of the Chamber into the private set-tor.
 
Strictly speaking these documents are not studies but they are
 
important contributions to privatization process.
 

Although not studies, the project did fund a booklet on USID

assistance and successes in Somalia to help promote the role and 
activities, including policy dialogue, of the Mission. 
similarly,

project funds were used to publish a calendar/brochure to promote

the country and the USAID program. 

B. Long Term Technical Assistance 

The second major area of project activity has been ].ong term

technical assistance. 
 According to the Policy Initiatives and
Privatization project paper, long term technical assistance to th
Governwment of Somalia is planned to 
(1)assist in assessments of
 
policy problems and in directing research studies funded under the 
project, and (2) advise the government and private sector 
entrepreneurs on the potential for, and process of, privatization. 

The PP logframe identified the services of macroeconomists for 71

months and of management consultants for 60 months as project

components to provide long or short term consultancies. As an annex
 
to the project paper, the need for a private sector advisor was

identified and a scope of work developed. Subsequent to the project

paper, and in addition to the private sector advisor, three other
 
long term advisors have been supplied to the Somali Government: an

Industrial Advisor and a Librarian both within the Ministry of
 
Industries and a Financial Analyst 
as advisor to the CIPL (Commodity

Import and PL 480 local currency) Unit in the Ministry of Finance.
 
The roles and resporibilities of each of these advisors are 
discussed below. 



1. Industrial Promotion Advisor
 

The first advisor to the Ministry of Industries arrived in Mogadishu

in October, 1984, and remained at post only until February, 1985.
 
Personal reasons necessitated his early departure. 
 The scope of
 
work to be met by an advisor to that Ministry remains valid,
 
however, and a second long term advisor is due to take up

res[mosibilities at 
the Ministry in February, 1986.
 

As the Industrial Promotion Advisor to the Ministry of Industries,

this advisor has responsibilities relevant to the policy, legal, and
 
regulatory issues necessary to promote a favorable investment
 
climate and to facilitate entry of local and foreign firms into the
 
Somali industrial sector. 
 The duties of this officer include:
 
providing advice and guidance 
to the Ministry of Industries on
 
techniques of privatizing state-owned enterprises, maintaining

continuous review of the private industrial sector and advising on
 
appropriate policies, plans, and regulations; encouraging and
 
assAsting national and foreign investors, especially through

promoting joint ventures between foreign and Somali partners; and
 
developing specific proposals which identify potential investment
 
opportunities and all forms of incentives and promotion of
 
activities for the development and encouragement of entrepreneurial
 
activity.
 

2. Librarian
 

The second long term advisor to the Ministry of Industries is the
 
Librarian who began working under 
 this contract in June, 1985. As

head librarian at the Ministry of Industries, the consultant's tasks 
include: establishing, developing, and maintaining arrangements to 
procure information and materials related to the industrial sector; 
classifying, cataloging, and indexing materials for retrieval by

library users; providing reference materials; and traininj library

staff in the technical procedures of the library.
 

3. Private Sector Advisor
 

n Private Sector Advisor started a two-year contract in November,

1984, with USAID/Somalia under the PIP project. 
 In accordance with
 
his scope of work, the advisor began working directly with the
 
Foreign Trade Department of the Ministry of Commerce, the Chamber of

Commerce, and the Somali business community. However, after five
 
and one-half months with little Ministerial support, compounded by

an increasing need on the part of the USAID/Somalia Mission for PIP
 
project management support, 
the advisor began working part-time

directly-with the USAID/Somalia Mission.
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Tasks of this advisor now include promotion of, and research
 
concerning, the private sector in Somalia. 
As such, the advisor
 
provides support and advisory services to the private sector, Somali
 
businessten, the Chamber of Commerce, and the Ministry of Commerce.
 
At USAID/Somalia, the advisor has been utilized 
to assist the
 
Mission in PIP project management, including day to day monitoring

of the ISTI and the TIPCO contracts as well as the participation of

the Nission's in-house evaluation of the PIP project. In addition,

the advisor acts as the Mission's de facto private sector advisor,

assisting the Mission to develop and support private sector
 
activities in other projects as well as policy dialogue associated
 
,with the PIP project.
 

4. Program Analyst Senior Advisor
 

The fourth advisor, a Program Analyst, began working with the
 
Commodity Import Program - PL 480 Program (CIPL) Unit of the
 
Ministry of Finance in July, 1985. 
This advisor filled the position

which was vacant for nearly one year and had previously been funded
 
from the Operating Expense (OE) budget. 
The OE funds were no longer

available for this position and it 
was moved to the PIP project.

The advisor's tasks are to help control and monitor the use of CIP
 
and PL 4t10 generated counterpart funds as an Advisor to, and member
 
of, the CIPL Unit (soon to be renamed the Domestic Development

Division, LIDD). It is the advisor's responsibility to develop and
 
apply a system to budget and control GSDR expenditures of

USAID/Somalia generated local currencies. The value these fundsof
amounted to approximately 1.6 billion Somali Shillings (So.Sh.) in 
1985 and 2.1 billion So.Sh. in 1986 ($19.3- and $25.3m, at $1 equals
83 So.Sh., respectively). Related to the budgeting task, the CIPL
Unit has become engaged in the reprogramming of funds which remain 
unspent on their original allocation. 

Rs a component of the project, the project manager has set
training course of CIPL Unit. course, 

up
for members the The arranged

as an 8 hour per week, eight week course, will provide instruction 
in accountancy. In addition to the course, the project manager is

preparing two manuals, one for operational and one for auditing
procedures, to strengthen the skill and efficiency of individuals 
working in the Unit. These actions have the benefit of 
strengthening the institutional presence, usefulness, and permanence

of a budget and auditing office within the Ministry of Finance in
 
addition to facilitating the control and monitoring of USAID's
 
counterpart funds.
 

C. Seminars and Study Tours
 

Seminars and study tours constitute the third major component of the
 
PIPs project. Originally the project was estimated to include 22
 
study tours during the life of project and'three workshops or
 
seminars per year, according to the project paper's logframe. 
To
 
date, seven study tours have been undertaken: two tours to the Gulf
 
States and five tours to the U.S.. 
 In addition, one seminar has been held.
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PIP's first study tour provided to the General Manager of Somalia's
 
only textile firm the opportunity to attend a Workshop on Policy for
 
Public Enterprises in Developing Countries held at 
the Harvard
 
Institute for International Development between July 9 and August
 
17, 1984. The next study tour funded the visit of two Somali
 
businessmen to the Gulf States and Saudi Arabia to explore the
 
market potential for Somali grown fruits and vegetables. This tour
 
lasted several weeks in mid-1985. Another tour sponsored a visit to
 
the U.S. for the editor and graphics artist from the GSDR's
 
industrial promotion magazine, The Somali Industrial management

Review, in order to learn about production methods and information
 
dissemination techniques. 
 The most recent tour enabled a member of
 
the GSDR to visit the U.S. and talk to U.S. counterparts on private
 
sector activities and a colleague from the livestock sector to look.
 
at range and livestock operations.
 

A Seminar on Private Sector Development was presented by Stanford
 
Research Institute during mid January, 1986 in Nogadishu. The
 
Seminar was attended by approximately 75 Somali businessmen and
 
government officials and provided oral and written information
 
regarding the development of an active private sector in Somalia.
 

PROJECT IMPACTS
 

The analysis of project impacts begins with the comparison of
 
current achievemfnnts to the original logfratme. 
 As mentioned earlier
 
and in line with the Mission prepared scope for evaluation, the
 
document then proceeds to a qualitative assessment of the impacts

associated with each of the three main project 
areas. Each section
 
concludes with a summary of the components influence on policy
 
reform and/or private sector development. Recommendations are made.
 

1. Comparison with PP Logical Framework. 

Given the special flexible nature of the project and the broad
 
objectives in the log frame, a comparison of project accomplishments
 
with planned outputs underestimates the impact and contribution of
 
the project. However, to give the reader an idea of the project

achievements to date, the summary Tables A and B are presented
 
comparing planned and actual achievements.
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Table A
 
Planned Outputs (for 3 yrs) 
 Achievements to Date (2 yrs) 

- Nine Macroeconomic Studies of -Six Policy Reform Studies

National Policy Issues
 

- Nine Workshops/Seminars to 
 - One Seminar

Discuss Issues & Recommendations 
of the Studies Financed by the 
Project
 

- Technical and Financial Analyses -2 Analyses of Parastatals
of Parastatal Operations

-
 TA for 18 Firms 
 -Two IESC consultancies
- Untargeted Outputs 
 -7 Private Sector Development
 

Studies
 
-Chamber of Commerce charter
 
and objectives
 
CIPL Unit development
 
-Ministry of Industry
 
library development
 

A similar picture emerges from a comparison of planned project
inputs and the inputs financed to date:
 

Table B 
Input PlannedI Levels Inputs Used to Date 

Technical 
Ass is tance 

24 PM of Long Term 
Maccoeconomis t

- None 

2 4 Pi of Long Term - 14 PM 
of Pri. Sect. Advisor 

50 Pq of Short Term - 30 Person Months 
Studies Consultants 

Management 

Consultancies 
36 PM - 3 PM of Short Term TA 

Study Tours 22 Tours - 7 Study Tours 

Dissemination 
 $100,000' 
 $88,000*
 

Inputs Added During Implementation 
 Ministry of Finance TA
 
(8 PM)
 
Ministry of Industry TA
 
Librarian (6 PM)
 
Ministry of Industry TA
 
(4 PM)
 

*There were no physical targets established for Dissemination Input!
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...... Lue 
alvergence of both the inputs used and outputsachieved to date from the plans contained in the Project Paper, agreat deal can be explained by the fact that approximately a thirdof the earmarked funds for short term technical assistance,primarily targeted for direct assistance to the private firms, was
delayed by contracting problems until October 1985, the time of the
award 
to TIPCO.
 

B. Qualitative Assessment of Studies
 
The studies have contributed to the process of policy dialogue andreform in several ways.
GSDR, 

The PP planned "collaboration among theUSAID, and other members of the internationalin identifying donor community"the major economic policy issues requiring analysis.For AID, priority rankings of the PIP studies were to be set
primarily by considering key policy issuerelation likely to arise into CIP covenants, PL 480 self-help measures and other
projects having important policy implications. 
From AID's
standpoint, direct contributions to the selection of the grant and
loan conditions are the most beneficial output of the studies. 
 The
studies have contributed in this area, but clearly the provision of
background information is also necessary to understand the policy
context and reform implications. Although not 
an important
contribution to the policy dialogue, these background studies are

helpful.
 

For private sector development, 
the studies were to review and
recommend actions for privatization of parastatals, new investment
and specific industry or plant 
feasibilities. 
Some studies have
contributed to these objectives, but because the private sector is
just beginning to re-establish itself, information on 
its
composition and operation has also proven to be necessary.
 
To help understand the nature of the impacts of the studies, four
categories are set out to classify the various reviews and
assessmmnts. 
These categories, 
the studies that fit within the
categories, and comments on the impacts of the study follow.
 

(1) 
Studies that have directly contributed to conditions (CP's
or covenants) contained in AID/GSDR agreements.
 

(a) Civil Service Study: 
The 1985 CIP and PL 480 loan as
well as the SOMTAD Project and planned 1986 PL 480
agreements include conditions related to 
the study
recommendations. 
The need for Civil Service Reform
was identified as a potential study area in the PP.
The Civil Service Study was useful and has contributed
to the GSDR and AID's understanding of the problems
and approach to civil service reform.
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(b) 	Edible Oils Self Sufficiency: The recommendation to
 
provide credit to oilseed producers and processers

will be included in the FY 1986 PL 480 agreement. It
 
is difficult to predict the study's impact on the GSDR
 
and which changes may result.
 

(c) 	Industry Incentive and Disincentive Study: The 1985
 
and 19V6 PL 480 agreements call for custom duty and
 
fee reviews. The Mission's understanding of the need
 
for a review of this area comes in part from the
 
study. The influence of this study may be more
 
closely align to an increased understanding of the
 
policy area rather than actual contribution to
 
conditionility, but it remains an important report.
 

(2) 	Studies that have contributed to an understanding of policy
 
issues.
 

(a) 	Foreign Exchange Markets Study: This review of the
 
GSDR rules, regulations and operations for the foreign

exchange markets provided useful information to AID,
 
but its helpfulness to the GSDR is marginal.
 

(b) 	Overseas Remittances: 
This 	is the only study that
 
provides soma basic data on the amount of money earned
 
by Souatis overseas, potentially available for
 
remittance to Somali. 
Neither AID or the GSDR has
 
taken any policy or program initiative in this area.
 

(c) 	Edible Oils Marketing Survey: 
This 	survey provides

production, processing and market information that is
 
useful for policy development as well as private
 
sector promotion in the subsector. It was useful
 
background to the Edible Oils Self-Sufficiency Study.
 

3. 	 Studies that have contributed to an understanding of the
 
private sector.
 

(a) 	Food Industry Survey
 

(b) 	Assessment of Small Enterprise Prospects (by PfP)
 

(c) 	Edible Oils Marketing Survey (Also listed in Category
 
2 above)
 

The studies in this category are explained by their
 
titles. All provide some information on a particular

private subsector, and are useful to AID's understanding of
 

_*he private sector. However, the benefit of these studies
 
to private sector development is only marginal. Their
 
usefulness to an entrepreneur does not appear to be great.
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However, the PFP Assessment of Small Enterprise Prospects
 
did help the Partnership to develop a proposal which was
 

funded by RID to help refugees achieve economic
 

self-reliance through the development of small scale
 

enterprises.
 

4. 	 Studies that have contributed to private sector 
development, including privatization of parastatals. 

(a) 	Foundry and Mechanical Workshop Study: Although the L
 
study is not optimistic about profitable operation of
 
this parastatal, it does offer a possible path to make
 

the operations profitable and, over time, an
 
attractive candidate for divestiture. No action have
 
yet been taken in relation to the recommendations of
 

the study.
 

(b) 	 The Commercial Farm and Feed Lot Study: This
 
feasibility study projects that the proposed farm and
 
feed lot will have an attractive financial return.
 
Som Ag is presently looking for project financing.
 

(c) 	Kismayo Meat Factory Study: This assessment of the
 
factory shows little potential to make the factory
 

profitable. It recommends that any private investors
 
interested in meat export consider opening a new
 
factory to produce frozen meat. The Ministry of
 
Commerce is apparently reviewing this report.
 

(d) 	Chamber of Commerce Documents: Although riot a study
 

per se, these incorporating documents and the general
 
outline of operations have provided the legal and
 

organization structure needed to make the Chamber of
 

Commerce a potentially private operation. The
 
services provided by the Chamber of Commerce at this
 

time have little impact on the expansion or
 

strengthening of the private sector.
 

(e) 	Hides and Skins/Leather Consultancy Report: The hides
 
and skin market is controlled by the government and
 

AID included in the 1985 CIP a covenant on the
 
liberalization of exports, including hides and skins.
 

The policy issue was understood before this
 
consultancy was undertaken, but the work of the IESC
 

advisor clearly identified the inefficiency of the
 
public sector operations in this sector. Only one of
 

the eight publicly owned firms in the sector was
 
judged to be operating efficiently. Recommendations
 
were made, but were generally stop-gap measures to
 
address the most serious itmULediate problems. The
 
consultant judged the private sector to be operating
 
efficiently.
 



5. 	 Other Studies
 

(a) 	Coastal Development Authority (CDA) Fishing Study:
 

The study was to review and suggest changes in the
 
fishing operations in CDA supported areas. The team
 
changed the scope of work of the study and its main
 
activity became a discussion of the Coastal
 
Development Authority's role in strengthening the
 

traditional fisherman's operations. The most
 
important outcome of the study was CDA's determination
 
that 	its role is to help the traditional fishermen as
 
well 	as the migrant fishermen, resettled under various
 

migration programs.
 

(b) 	 Somali Development Bank Consultant's Report: The IESC
 
consultant was able to identify serious procedural and
 
control problems at this publicly owned bank. A
 
number of suggestions were made, but the extent of the
 
needed reforms was so great that little headway could
 
be made in bringing about the required changes. The
 
objective of improving the operations of the Bank was
 
unrealistic, but clearly a better understanding of the
 
problems has resulted from the IESC visit.
 

3. 	 Conclusion on Studies
 

a. 	 Policy Reform
 

In reviewing the above categorization of the studies, only three
 
studies (those in category 1) can be shown to have had a direct
 
contribution to the selection of CIP and/or PL480 agreement
 
conditions. Although these conditions are only part of the policy
 

dialogue, they are difficult to formulate and require extensive
 
study, review and deliberation. In this evaluation and in the
 
Project Paper, contribution to the formulation of agreement
 
conditions are considered a priority of the PIP studies. Both in
 
relation to the many conditions in the AID program and project
 
agreements since PIP authorization and in the context of the GSDR
 
reform program, the contributions made by the three studies seem
 
relatively small.
 

The six studies in categories 1 and 2 a.so provide background
 
information to the policy dialogue process. A judgement on how
 
useful this information has been is difficult to evaluate since the
 
process, much of which is informal, is still on-going. The team did
 
find that other donor representatives cited several of the studies
 
as being useful to their understanding of policy questions.
 
However, it is clear that the contribution of the background
 
information contained in these studies to the formal policy dialogue
 
has been minimal since few policy qhanges have resulted in the study
 
areas.
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b. Private sector
 

The ten studies/assessments in categories 3 and 4 have yet to

influence on private sector development. Unfortunately, the
project/factory feasibility studies have either not recommended

investment or, where an attractive opportunity was identified,

financing has not yet been secured. 
The background studies have had
little impact on th.: development of the subsector or 
industry which
 was studied. The development of an independent and privately
supported Chamber of Commerce appears to offer potential to help the
private sector, but to date the Chamber has had little impact on
private entrepreneurs or the business climate. 
Before the Chamber
becomes functionally independent and self-financing, several serious
 
problems have to be overcome.
 

c. 	 Study Selection
 

The original project concept of selecting studies based on targets
of opportunity has, in fact, resulted in 
a "grab bag" of assessments
and reviews that generally have made little contributions to either
policy reform or private sector development. Because of the
untorused, scattering of studies, no body of knowledge has been
assembled which can be used to establish an agenda for future policy
refori. The USRID project coirmittee that reviews the studyproposals has not developed a set of criteria nor a strategy to use
PIP study funds to achieve the project purpose of policy reform and

private sector development.
 

Some of the studies that have been completed appear to have resulted
itore from contractor interest and proposals than AID needs. 
 In
several project quarterly reports, long lists of planned studies
 were presented that reflected the plans of the contractor, ISTI.
The Project Manager has since eliminated the listings with only a
transportation and a regulation study presently in the planning
 
stage.
 

d. 	 Impact on GSDR Decision Makers and Dissemination of
 
Study Results
 

Although the process of study selection is informal and open to GSDR
input, the decisions to fund the studies has been USAID's. GSDR
participation has been minimal. 
 Further, once the studies are
complete, there is little evidence that they have had an influence
 on GSDR decisioi makers. 
From the Mission's viewpoint, the purpose
of the project is to help AID in policy dialogue and private sector
development. 
The PP takes a broader view. 
AID's success in a
policy dialogue is enhanced by providing decision makers with the
information and analyses that have led AID to its policy position.
The Mission can improve the chances of policy reform by engaging the
GSDR in the studies and disseminating the results, especially to
decision makers, that support the AID policy position. The studies,
themselves, should be part of the policy dialogue, not just input to
 
the AID side.
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The Civil Service Study is 
a good example of what can be done to
disseminate the results of a study and influence the GSDR decision

makers. 
First, the government itself was the coordinator of the
study with the AID funded team supporting GSDR personnel. 
The
report was published by the GSDR and several seminars/meetings were
held by the GSDR to discuss the findings and recommendations. The
level of interest was unusually high and President Siad, himself,

became involved in the discussions. 
Civil Service reform is a
complicated issue and changes in the system are 
just now beginning

to be implemented, but the study, the level of participation and
interest within the GSUR, and the follow-up meetings have been
crucial to the initiative. 
To expect this level of GSDR interest

and participation from all studies is unrealistic, but the approach
and the techniques used demonstrate some ways of expanding the

usefulness of the studies in policy dialogue.
 

The present practice of requesting Ministry of Planning working
level review and comments on study proposals strengthens GSDR's
understanding of policy problems and commitment to, and support of,

the studies. 
Short seminars are an effective means of disseminating
report results and there is a clear need to increase their use.

Careful attention to timing and to meeting structure should enable
key decision-makers to participate. 
A meeting of two to three hours
in most cases would be sufficient to discuss the major points.
 

Dissemination of the report results has been poor. 
The fact that
all of the reports are not kept in the central office files or
single location where they 
can be found and sent out 
easily attests
 
to this situation. Multiple copies of the better reports that have
broad interest need to be kept by the project manager. 
All the
studies, or suaemaries of them if the report contains 
information
that should remain confidential, should be distributed to all donors
and relevant libraries. 
 It was found that the Ministry of Industry
Library that is receiving assistance from the project had only two
of the project reports financed under the studies component of the
project. 
 Short summaries of the reports, translated into Somali and
Italian, and distributed widely, would also help broaden the impact

of the study recommendations.
 

C. Qualitative Assessment of Advisory Assistance
 

Long term technical assistance, too, has influenced both policy

dialogue and the establishment of a supportive environment for
private sector activities. 
The objectives of this assistance are
oriented more to process changes rather than to a discrete set of
results. Performance and influence in the short 
run may be,

therefore, more subtle than in other project areas.
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1. Ministry of Commerce - Private Sector Advisor
 

Due to the poor environment for reform and private sector
initiatives encountered by the advisor at 
the Ministry of Commerce,
it is fair to say that his policy impact in relation to private
sector development has not met original expectations. However, the
advisor has been instrumental in maintaining an awareness of private
sector activities and policy reform within that Ministry and the
-Mission, as well as managing certain PIP project activities (eg the
successful SRI seminar). 
 The advisor has also provided technical
services in conjunction with establishing the Chamber of Commerce asan independent organization. His has had,presence therefore, somepolicy implications, though not necessarily in areas originally

planned. 

2. Ministry of Industries - Librarian
 

The librarian funded under the PIP project has made notable
achievements relative to both the specific task of establishing the
Ministry of Industries library and the 
more general objective of the
PIP project of creating an environment supportive of private sector
activities. 
The library itself has become an important resource to
the Ministry and private sector individuals who use it each day. 
It
is one of few resources available to Somali citizens which provides
information and instruction on 
the full range of activities critical
to establishing a private enterprise. 
Another activity, a

newsletter which keeps library users up to date on library
acquisitions and resources, helps disseminate information on the

existence and useCulness of the library.
 

The library and the librarian have had some Intluence 
on Somali
private entrepreneurs. 
In addition, library activities have had a
limited impact on ministerial capacity in that Ministry officers
have been instructed in certain day-to-day tasks operating the
library. The self-sustaining operation of the Library once the
librarian leaves, hoever, remains in question. 
The chances of
continued Library operation will improve in early 1986 when the
librarian's counterpart begins working with the library.
 

The success of this project component results from a combination of
a well defined task, a tdlented and persistent advisor (who has
worked with the library for an extended period), and a ministerial
willingness to support the project activity. 
The impact of this
 
component has out-weighed the project investment in this activity.
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3. Ministry of Industries - Industrial Advisor 

Given standard contracting delays and the difficulty of recruiting

people to live and work in Somalia, the contractor responsible for
 
filling this position has only recently secured the services of an
 
individual for this position. The new advisor is due to arrive at
 
post in February, 1986. These various difficulties have combined to
 
produce the result that there has been negligible positive, but no
 
negative, impact caused by the initial advisor (who left for
 
personal reasons) and the fact that the position has been vacant for
 
over a year. The Ministry remains anxious to receive its advisor,

however, and the counterpart awaits the assistance.
 

4. Ministry of Finance - Financial Analyst 

The Financial Analyst at the CIPL Unit in the Ministry of Finance is
 
equipped with a well defined scope ol work which includes the
 
development and application of a system to budget and control GSDR
 
expenditure of USAID/Somalia generated local currencies. In
 
addition to the deEinition of the work program, component tasks
 
consist of the application of routine procedures to the Somali
 
situation. 'While the procedures themselves may be routine, their
 
application in a country like Somalia, which has little tradition of
 
forma;l budgeting and accounting procedures, is not. The combination
 
of a clear task and a persistent individual has resulted in 
a 
revamped reporting systeom of budget allocations and expenditures
whick has allowed both cash flow analyses and reprogramming
activities to be undertaken by the Unit. Success is also visible in 
the ongoing series of project audits which verify expenditures and 
delineate the problems and achievements of various projects. 

In addition to budget and control procedures established, the

advisor has also been engaged in activities which will strengthen

the Unit's capacity to continue its budgetary, analytical, and
 
monitoring responsibilities. These activities include training in
 
accountancy (8 hours per week for 8 weeks) for Ministry of Finance
 
officers seconded to the Unit, and the production of two
 
instructional manuals (operations and auditing) relevant to the
 
tasks of the Unit. These activities will strengthen the Unit itself
 
as well as the Ministry.
 

To date, the scope of work, in terms of budgeting and control over
 
expenditures, extends only as far as the programming of
 
USGAID/Somalia counterpart funds. 
 However, the establishment of a
 
Unit like CIPL within the Ministry of Finance has visibility and
 
informational advantages. 
In the fourth quarter of CY 1985, the
 
CIPL Unit became involved in a reprogramming activity for those
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funds not yet expended during the budget cycle. This was, perhaps,
the first time that information regarding the mid-year availabilityof funds became known to senior officials in the Ministry of Finance
arid they became actively involved in the reprogramming effort. The
supply of this information in one year is likely to create demand
for its reappearance in subsequent years. 
This process is most
likely to result in the strengthening of a Unit like CIPL to do its
work, as well as the integration of the Unit into the day-to-day

operations of the Ministry of Finance.
 

The impact of this long term technical advisor is, therefore, seen
to be quite strong both in her ability to carry out assigned

budgeting tasks and to establish a functional and useful budget and
control office in the Ministry. 
 These tasks were not planned to be
included in the PIP project. 
 The need for sustained support to the
CIPL Unit, funding for which was not available from other sources,
is a clear example of using PIP funds to respond to a target of
 
opportunity.
 

5. Conclusions - Technical Assistance 

In Somalia, more so than in other countries, the impact of long term
technical assistance is a function of the personality of the
individual advisor, the receptivity of the recipient Ministry to 
the
advisor, and the relationship that develops between the advisor and
the staff of the Ministry. 
In spite oE problems that exist 
in these
 areas, the overall impact of the 
technical assistance component of
this project has been, for the level of effort expended to date,
positive. 
Prime areas of influence have been on the decision
markers in both USAID/Soualia and the Ministry of Finance as a
result of the efforts of the Private Sector Advisor and Financial
Analyst, respectively. In addition, the training and manuals
components of the Financial Analyst's activities will. help develop
the capacity of the future Domestic Development Division to
undertake policy analyses and planning activities related to
budgetary concerns. 
The positive contributions of the librarian
 
were discussed previously.
 

The following recommendations are made with respect to improving the
overall policy impact of 
the long term technical assistance
 
component of the PIP project:
 

- The Private Sector Advisor should be moved from the Program
Office to the Ministry of Industry and Commerce or the

Chamber of Commerce. The Mission Program Office should

evaluate the relative need in the various departments of
the Ministry and the Chamber of Commerce for the consultant
 
services and reassign the advisor to the appropriate

office(s) as 
soon as possible. 
This advisor represents

.nearly one-half of the available management consultant
 
services of this project and his talents are not well used
 
as an assistant project officer.
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After deciding on the best place for the Private Sector
 
Advisor and before the Industrial Advisor arrives, the
 
Project Manager should prepare for both consultants more
 
precise scopes of work that reflect their actual
 
responsibilities, in order to make the best 
use of their
 
services.
 

An agenda for the remaining technical services available
 
under the contract needs to be determined. ThiZ is
 
especially true given Mission concerns over maintaining
 
control over future activities related to the ISTI and
 
TIPCO contracts.
 

D. Study Tours and Seminars
 

To date, study tours have not been used effectively to either
 
enhance missicn policy dialogue with the Government of Somalia or
 
hasten the pace of privatization within the Somali economy. The
 
reasons for this rest with the limited number of study tours
 
conducted and the lack of planning and monitoring attendant to each
 
tour- This is not to say that study tours could not be used
 
effectively, only that they have not been so far.
 

Project experience with seminars has been more limited than with
 
study tours. The seminar that was conducted, ho;ever, was well 
planned and organized- In addition, the seminar format, convening a 
meeting of concerned individuals foL the purpose of learning and 
sharing information and meeting people, is one which appears to fit 
well into Somali culture. As such, its impact is expected to exceed
 
the level of effort required to produce the two-day seminar. This 
mode of contact is useful both for the dissemination of information 
and for supporting the development of Somalia's newly emergent 
private sector. 

The following recommendation is designed to substantively enhance
 
the policy impact of the study tours and seminars.
 

- The primary task before the Mission with respect to this
 
area of activity involves establishing an agenda for future
 
study tours and seminars. This agenda should be developed
 
by Mission personnel in conjunction with the advisors
 
active in project activities.
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V. PROJECT MNAGENENT
 

A. Program Office Management
 

1. Management Issues
 

With the exception of AID internal financial management of the
 
project, PIP project implementation activities have suffered from
 
design and implementation problems resulting from: first, the lack
 
of a clear project design and agenda, and second, the lack of 
a
 
project manager with sufficient time available to properly implement
 
such a diverse and demanding project.
 

The first management problem of the project results from the
 
ambiguous definition of the project and its component tasks in the
 
original project design. Thus, in addition to the routine
 
operational aspects of project implementation, management of the PIP
 
project contains an inherent and continuing design element. The
 
Mission has found this characteristic useful since it enables
 
Mission personnel to develop a relatively quick response to a
 
perceived opportunity for improving policy dialogue, generating

data, studying the private sector, or providing technical
 
assistance. Although there is little evidence as yet to support

this perception in relation to the studies, from the stand point of
 
technical assistance, the tzroet of opportunity approach has been
 
useful-
 However, it is clear that the lack of specificity in the
 
original project design compounds the project's management burden
 
and necessitates more active project management than has occurred to
 
date.
 

The second main management problem affecting PIP corresponds to the
 
time available withinp the Mission to manage the project. 
With
 
active!project management, the flexibility engendered by the lack of
 
a specific project design can result in an effective solution to the
 
problews identified by the project. However, without this active
 
management, the flexibility can result in confusion of purpose and
 
action.
 

Two implications of these problems are the proliferation of
 
contracts associated with the project and the lapses in coordination
 
among various project components. Each adds to the management
 
burden of the project.
 

PIP is a $2.5 M dollar, 71 million So.Sh. project. It is not
 
especially large project by comparison with other AID projects, yet

it has a set of relatively complex implementation arrangements.
 
There have so far been four long term advisors, with a fifth en
 
route. 
Three of these have direct personal services contracts with
 
the fourth and fifth supplied through an institutional contract
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which has, despite its institutional aspect, involved the
 
USAID/Somalia Mission to a considerable extent. 
 Also, two major
 
contracts, those with ISTI and TIPCO require, by the Mission's own
 
assessment, tight management to ensure that project goals are met.
 
In addition, there have been 16 studies funded under the project

involving 13 separate contracting arrangements. Finally, the seven
 
study tours and the seminar have required separate contracting
 
arrangements. 
In total, then, this project has generated at least
 
20 separate contracts plus additional procurements, each with its
 
own negotiation and implementation burdens.
 

A second problem has been actual coordination among the component
 
parts of the project. It is, therefore, surprising to learn that 
the Librarian who is producing a newsletter on library materials 
available on establishing small scale businesses is not aware of the 
Chamber of Commerce's mailing list of Somali businessmen, or of the 
Chamber's interest in producing a similar newsletter. In addition,
the Director of the Private Enterprise Department of the Ministry of 
Industries, the man who is the past and future counterpart to a 
USAID sponsored advisor, remains unaware of the Private Sector
 
Seminars or of the pending arrival of the new advisor.
 

How the management problems affect the implementation of the PIP
 
project and manifest themselves with respect to its components is
 
discussed below.
 

Advisors Several management problems are exhibited with respect 
to
 
the advisorial component of this project. 
One example of this is
 
the shortfall in macroeconomic services provided by the project.

Neither the TIPCO nor ISTI contracts will remedy this situation
 
adequately. Thus, the level of effort specified in the project

paper will riot ba met, and no evidence exists that this is of
 
concern to the Mission or that this situation follows fron a
 
deliberate change of position or policy by the Mission.
 

Second, the project has been marred by weak or invalid scopes of
 
work for the advisors. 
This has not been a severe disadvantage in
 
those cases where the advisor has, actual SOW notwithstanding, a
 
clear agenda for the activities to be conducted under the project.

Weak scopes of work have resulted in part and from a lack of
 
communication between USAID/Somalia and the recipient ministry

regarding the advisor's tasks and in part on a lack of time
 
available for the project's continuing design components.
 

Related to this is the example of moving the Private Sector Advisor
 
into the Mission on a part time basis to help manage the day to day

affairs of the project. It now appears that the appropriate move at
 
that time would have been to move 
the Private Sector Advisor into
 
the the position vacated by the Industrial Promotion Advisor.
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Instead, the Private Sector Advisor moved into the USAID/Somalia Mission
while the Ministry of Industries, active and keen to utilize an advisor,

has waited a year for a replacement. 
Closer contact with the Ministry of

Indus;tries may have suggested the transfer of the advisor as an option
which would have resolved two problems. The move of the Private Sector

Advisor into the Prograt 
Office, on at least a part-time basis for the

last nine months, has substantially altered the substance and intent of

his original scope of wvrk. 
While there may be compelling reasons for
this advisor's move in the minds, if not the files, of the Mission, there

is no reason why that advisor's scope of work has not been rewritten to

reflect the changed circumstances and responsibilities.
 

Studies Management problems are also seen in the 
area of studies

undertaken by the project. This issue is discussed at length elsewhere

in this report, but it must be reiterated here that there appears to be

little planning or coordination of studies to produce body of
a 
information that will have a discernable impact on either policy

initiatives or privatization.
 

The second problem area addresses the reports themselves in their

collection and distribution. Several project sponsored studies are not
 
to be found at the Mission and others have not been distributed to those

ministries or organizations active within the project and interested in

the study topic. Distribution and dissemination problems are indicative
 
of a lack of sufficient time available to monitor project activities.
 

Stud- tours anl seminars Although a total of 22 study tours and three

annual seminars or workshops were originally seen as part of this

project, only seven tours and one seminar have materialized. For the
study tours, only one report is in the office files. Again, there is no

evidence regarding a change in policy, pursuit of missing documents, or
efforts to meet the PP objectives in the official files. Continuous

omissions of this type point to a breakdown in project management.
 

A second issue related to the study tours themselves is the seeming lack
of control over tour scheduling by USAID/Somalia. Thus, by one
participants' cw 
 admission, the interests of the second participant,

livestock and range management, were poorly addressed by a prolonged stay

in Vashington, D.C. The Mission admits to this problem but appears

unable to respond with a solution to correct the problem for future tours.
 

2. Conclusions
 

The management problems experienced by this project are the result of

time constraints imposed, perhaps, by the current distribution of

responsibilities. 
Thus, the Project Manager is unable to respond to the
 
management demands of the project. 
 The flexible approach which the

Mission is taking in this project may well be the most appropriate to the

rapidly changing Somali policy environment. The current degree of
 
management omissions'coupled with a flexible approach borders on
 
confusion, however, for most people involved with the project.
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At this point it is important to stress that there are a variety of 
manageraent problems attending the current implementation of this 
project and that they must be addressed or resolved to ensure a 
successful completion of project. The most positive step the 
Mission can take in this regard is to encourage officer work plans 
so that one officer has both complete responsibility and sufficient 
time to manage the project properly. Specific recommendations 
regarding the project management problems are identified below: 

- The Program Office should hire a Somali on local contract
 
to monitor the day to day operations related to project
 
implementation. This person should be trained by
 
USAID/Somalia in the various components of project
 
implementation and be made responsible for completing
 
project PILO documents, drafting scopes of work relevant to
 
project activities, following up on report submissions and
 
distribution, disseminating oiher information, and
 
generally coordinate among the various components of the
 
project. It is expected that this individual will be a
 
Somali so as to facilitate a closer relationship between
 
the Mission and Ministry activities related to this
 
project. In addition, a Somali so trancd would become a
 
valuable asset to the Mission for future project management 
and local residence would help insure the person's 
continued availability. 

- The Program Office should review the present workload of 
its staff and make adjustments to ensure the adequate time 
is available within the office for the management of the 
PIP project. Clearly there is a need to assign overall
 
management control responsibility for the projcct to an
 
officer with sufficient time to address the design
 
components of the project Such an adjustment would help
 
ensure that the project is responsive both to the project
 
design component and the opportunities presented for policy
 
reform. It will also be the responsibility of this person
 
to develop, in conjunction with the recurring design aspect
 
of the project, a project agenda identifying the priority
 
areas for project studies, study tours and seminars, and
 
long and short term technical assistance.
 

Financial Management
 

1. AID Contributions
 

The financial status of the project as of December 31, 1985 is 
presented in the latest quarterly financial report of the 
USAID/Somalia Controller (Annex C). Of the $2,500,000 obligated, 
$2,496,037 has been earmarked and $2,393,609 committed. 
Disbursiments however, total to only $53,240. The difference 
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between disbursements and commitments rests primarily on the fact

that the private sector support contract award to TIPCO has been in

the negotiation process for nearly a year. 
This delay in

contracting held the $1,000,000 earmarked for the contract in

abeyance until the contract was signed (Novembe: 1985). The
 
contract award was negotiated at $858,310, and, through the end of

1985, no funds have been disbursed to the contractor. The second
 
area where there is a large pipeline is long term technical
 
assistance. 
 In the case of the CIPL Financial Analyst and the

Ministry of Industry Advisor, much money remains unexpended under
 
their contracts.
 

Even though there have been many implementation orders issued for
the various studies under the project, the USAID/Somalia controller
 
quarterly reports have provided accurate and timely financial

summnaries to project management. These reports are 
the best summary

oe project activity and, except for some iinor expenditure
classia.ication problems, are easily used tools.
 

Given the need for continued policy dialogue and reform and the fact
that nearly all funds are committed, project and Mission management

have determined that additional funds are required. The Mission is
proceeding with the process of approval and authorization of PIP Il. 

With the availability of the support and services under the recently

signed TIPCO contract, the requirement for additional funds for
private sector development is low. However, for policy studies and
 
any related technical asistance, there is clearly a nceod for

additional resources. Also the desirability of continuiug the CIPL

Advisor and possibly the Industry and Private Sector Advisors
 
indicate the desirability of added funding.
 

In summary the financial management of the project has been good.

The complex contracting and other implementation actions have been

recorded best in the financial summaries. Timely financial

monitoring had identified the need to begin planning for additional
 
financial report.
 

2. Local Contributions
 

In accordance with the PP, local expenses for the project are 
to be

contributed by the GSDR drawing from the local currency generations

from the CIP. The allocation of AID generated local currency to the
 
project has been SoSh 10,000,000 for CY 1984 and 1985 (SoSh

5,000,000 in each year), which is the equivalent of approximately

$325,000 (1984: 25 SoSh/Dollar; 1985: 40 SoSh/Dollar). This 
represents 36% of total project expenditures. Additionally, local
contributions have been made to the completion of several studies.
Counterpart and support staff salaries and the related operational
expenses at the Ministry of Industry and Commerce, the Ministry of

Planning, the Ministry of Finance and the Chamber of Commerce can
 
also be added to the local contribution.
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For CY 1986, AID and the GSDR are planning an allocation of SoSh 61

million ($735,000 at SoSh 83/US Dollar) to 
the PIP project. The
 
planned uses of this allocation are summarized in the budget
 
attached as Annex D.
 

VI RECOMENDATIONS FOR PIP PHASE II 

A. Justification and Need for Phase II
 

Since the authorization of the PIP project in September 1983, 
the

GSDR has strongly pursued a policy reform program that has included
 
changes not only in the macroeconomic area, but also reforms that
 
have iiuproved the environment for private sector development. USAID 
has been involved in a continuing policy dialogue with the GSDR. 
This dialogjue has helped to promote the liberalization of the
 
pricinj structure and better control over 'the budget. 
 Foreign

exchanige and 
foreign trade policies were modified to ensure 
the
 
availability of imported inputs for production. 
New policies

relating to the management and operation of public enterprises,

combined with measures to stimulate private sector activity, are
 
being pursued to increase productivity in manufacturing and
 
processing enterprises.
 

However, it is apparent that, 
as the easier and more obvious policy

chartres 
are implemented, better analyses of the macroeconomic
 
probleas, the pussible solutions, and likely outcomes of policy

changes are required in order to refine the policies of the
 
government. Further, as 
the private sector environment improves,

there 
is an increasing need for technical advise and institutional
 
strengthening to take full advantage of the growing private sector

opportunities. The proposed PIP Phase II would permit the analyses

needed by AID and the GSDR to continue the policy reforms necessary

to sustain growth as well as provide the advisory assistance and
 
feasibility studies to help private sector development. The

justification for the original PIP project remains valid today and

the policy and private sector improvements argue even more strongly

for a PIP Phase II. 
 AID must continue to play an important role in
 
policy change and private sector development and needs a flexible
 
funding source to respond the evolving opportunities. 

Despite certain problems in the direction and implementation of the

project, the net effect of PIP interventions has been positive.

With modification in the design of a Phase II 
to incorporate the
 
changes recormaended in this review, the evaluation team believes
 
that a continuation of the Policy Initiative and Privatization
 
Project would be highly beneficial to the Mission and the
 
development of Somalia.
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B. Nature and Structure of Phase II
 

The project should continue to be flexible in nature, and although a
 
better idea of how project funds will be used in Phase II is
 
possible, part of the budgeted funds should remain illustrative in
 
nature. 
However, the PP should identify priorities at the onset of 
implementation. First, percentat-e guidelines should be established 
for the relative balance of funding between policy studies and 
private sector development. These should not be seen as fixed
 
percentages, but rather targets that need to be reviewed on perhaps
 
a semi-annual baSis taking into account implementation experience

and relaltive success in the two areas. Secondly, a plan for policy

dialogue needs to be set out to include strategies and priority

reform areas. Given th,! many fronts of policy reform on which the 
GSDR is moving, prioritization is necessary, but clearly one aspect
of the strategy is to make sure AID remains in a position to
 
withdraw from one policy area to another-if limits to reform are
 
reached in a particular area. Additionally, the private sector PIP
 
component has also to be tightened by setting priorities and 
strategies. The target of opportunity strategy used in Phase I has
 
shown little success in promoting private sector development.
 

PIP Phase II should start with the the very design process itself to 
involve GSDR decision makers in the project. Delays in sortie 
implementation activities will surely result from increased 
government participation, but the benefit of GSDR commitriont 
resulting from their involvement outweigh the cost of delay.
 

C. Studies 

For the studies component of Phase II, the following recommendations
 
are made. Some of these recormmendations are also relevant to the 
PIP Phase I and, as appropriate, are repeated in the sunmary

recommendation in Section I. 

1. Tile AID Study Review Ccmmittee should select studies and 
assessments based on the strategy and priorities set out by

the Mission Policy Dialogue Plan which is required as a
 
recommendation of the recently completed Mission Assessment.
 

2. The Phase II PP should set aside money for dissemination of
 
the study results and identify and plan the mechanisms for
 
distribution. The study contractors should be required 
to
 
make sufficient copies of the report for wide distribution
 
and inclusions in appropriate libraries. Summaries in 
English, Italian and Somali for each study should be
 
prepared for even wider distribution. As a matter of
 
course, follow-on seminars should be conducted to review
 
the results and to discuss potential problems with the GSDR
 
and the private sector.
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3. 	 Private sector studies should have objectives that can lead
 
to tangible developments. Thus, feasibility studies and
 
recommendations on regulation change have priority over
 
general reviews of an industry or subsector.
 

D. Technical Assistance
 

Several recomendations have already been made with respect to the
 
technical assistance component of PIP Phase I. 
Additional
 
recommendations are made here for the project's second phase.
 

1. 	 Priorities [or the use of both long and short 
term
 
technical assistance should be set 
during the design phase

of PIP II. The mission should decide whether or not
 
existing technical assistance activities remain appropriate

in the current reform environment in the respective
 
Ministries.
 

2. 	 The Mission way also wish to make more use of short term
 
technical assistance during Phase II in both 
 the private

sector (e.g. assistance in modifying or expanding a firm's
 
activities) and the public sector (e.g. revenue measures
 
and export promotion).
 

E. Study Tours and Seminars
 

Study tours and seminars provide userul means of raising new ideas,
disseminating information, and stimtulating discussions. As such,

these 	activities should be continued during Phase II, but 
they

should be used more effectively.
 

1. 
 There should be more study tours conducted and they should
 
be more carefully planned in order to support other project
 
activities. For example:
 

(a) 
study tours could be conducted to countries which have
 
recently and successfully cut 
their civil service
 
staff (e.g. Mali) in order to facilitate civil service
 
reform in Somalia;
 

(b) 	study tours 
to look at the successful divestiture of
 
parastatals in other African countries (e.g. Mali) may
 
also 	be useful;
 

(c) 	study tours for members of the private sector to visit
 
other countries with an export mix similar to
 
Somalia's (e.g. Botswana and livestock) may be useful
 
in providing examples for expansion of Somalia's
 
exports; and
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(d) 	members of the Chamber of Commerce should make study
 
tours to their sister city's Chamber of Commerce in
 
the U.S. in order to better appreciate the range of
 
activities with which such an organization becomes
 
involved.
 

2. 	 Seminars, as stated before, are an appropriate and
 
effective methol of generating discussions. They should be
 
conducted not only in conjunction with the studies funded
 
by the project, but also on related issues and the
 
dissemination of study results. 

F. Project Management
 

Several reconunenddtions have already beed made with respect to 
i.mproving the management of the the first phase of the PIP project.
Th--e rrmain valid recomendations for the project's second phase as 
well. Specifically:
 

1. Design will remain a component of Phase II, therefore it
 
will be necessary to ensure that the person designated as 
project manager have sufficient time to effective design
and monitor the project. 

2. 	 Related to the design aspects of the project, the proj,',ct 
manager, in conjunction with Mission management, must 
develop at the outset a strategy to utdlize various project 
components in conjunction to ieet the project's overall 
goals. 

3. 	 The local project assistant, who will be hired to assist in
 
the imple:mentation of Phase I, should be retained to assist
 
in the imrlementation of Phase II.
 



ANNEX A
 

USAID/Somalia Mission Comments on 
the REDSO/ESA
 
Policy Initiatives and Privatization Project 649-0132
 

Para 3 page 7 In 
a number of LDC's in Africa and elsewhere, there
 
is a clear political committment 
to broad based economic development

goals. In this situation, the usual USAID model of project design

and implementation makes good sense. 
What exists in Somalia is a
 
Government making a slow uncertain transition from a rigidly

socialized structure on 
the Russian model to a more open economy and
 
society. Every move in 
this direction, however, results in a loss
 
of power to an important vested interest.
 

Para 1 page 8 
Policy dialogue and promoting the private sector
 
are inextricably linked. 
 The implied perception by the evaluation
 
team as an 
either/or situation is incorrect. Without policy

dialogue development of Somalia's private sector cannot 
take place.

When policy changes are announced by the GSDR it is important that
 
actions which encourage the private sector take place. 
 Those
 
actions by and for private businessmen must be positive for the GSDR
 
and the private sector. A situation which to the outsider viewing

the project, may seem as an unwarranted concentration on private
 
sector assistance.
 

Para 2 page 8 
 GSDR has also agreed to allow private banking and
 
independent business associations, private schools and is also
 
currently working toward allowing private insurance agencies.
 

Para 3 page 9 All reports had been sent to USAID's Library and
 
2 documents were 
unable to be located. 
 (Tannery Factory Assistance
 
and a Development Bank Loan Review, both by the International
 
Executive Service Corp. have now been located and replaced in the
 
Library.)
 

Para 1 page 11 
 This study was only the beginning of what the
 
Mission hoped would be a dialogue between GSDR and the Somali
 
private sector involved in edible oil production. A follow-on
 
activity has not been undertaken due to lack of funds.
 

Para 2 page 13 
 (This document has been received from
 
IESC/Nairobi and is in the Library).
 

Para 5 page 13 
 Two other studies well underway at the time of

the evaluation were 
(a) A Sectorial Business Regulation Study, and
 
(b) SRI Policy Study on the Environment Conducive for 
the Private
 
Sector.
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Para 1 page 14 
 The Private Sector Advisor is assisting in
directing research studies only on a part time basis, under the
present PIP agreement he cannot carry out this function while at the
Ministry of Industry and Commerce.
 

Para 3, page 16 
 (and five Technical seminars 
- One on InvestmentPromotion, Oilseeds Production, one related to the Harvard
Incentive/Disincentive (HIID) study, one on Rural Urban Development
linkages and one was held in Merka on Administration for
Development. 
The first three were dollar funded as well as Somali
Shilling funded. 
 The latter were almost completely funded by Somali
 
Shillings.
 

Para 1 page 18 (plus two near completion)
 

Para 1 page 19 (Previous Projec 
Manager was macroeconomist and
 
Private Sector Advisor is macroeconomist)
 

Para 1 page 21 
 Stating that the Civil Service Study "was useful
is an understatementt 
 The Study is leading to a major policy
initiative which is strongly supported by the donor community,

especially the IMF.
 

Para 4 page 24 
 Mission believes that policy changes, when viewed
where the GSDR was 
4 years ago, have been more than average when
dealing with a system which has demonstrated rigid socialist and
 
traditional tendencies.
 

Para 2 page 25 
 Mission disagrees with the term *grab bag'.
The first Regulatory Study conducted in 1984 resulted in the
contractor being asked to leave the country. 
 In August 1985, 22
leading Somali businessmen were arrested for working too closely
with USAID's private sector activities. 
 Only now is the climate
in Somalia giving some signals it will allow formal research with
two major regulatory studies near completion. The Mission is
developing a set of criteria and a strategy to use PIP study funds.
 

Para 3 page 25 
 Mission does not agree with this statement. In
several project quarterly reports, long lists of planned studies
(suggestions for proposals) 
 (near completion) stage (neither

undertaken by ISTI).
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Para 3 page 26 
 One should remember that the GSDR reviewers

often are strong adherents to State Planning Procedures (not private

enterprise) and they have rigid guidelines they must get around in
 
order to (a) approve a study or (b) dissiminate what may be
 
impallative truths.
 

Para 1 page 27 USAID agrees with the above. 
Present procedure

for distribution however rests with the Ministry of Planning, the
 
GSDR implementing Ministry for PIP's. 
Their dissemination of

published study documents is not out of clear choice. 
 The Mission
 
and other donors are presently working on this problem.
 

Para 3 page 28 The library component to the PIP's project was
 
not originally envisioned in the project. 
 The Mission was requested

by the Ministry of Industry and CQmmerce to provide the services of
 
a Librarian and saw an opportunity to provide special directed
 
services for private sector information dissemination.
 

Para 3 page 30 
 Mission agrees with this recommendation.
 
Mission believes that the Private Sector Advisor Scope of Work
 
(SOW) should be reviewed and changed to reflect any changes in
 
duties. These revisions will be incorporated in the PP
 
amendment.
 

- Para 4 page 30 Mission agrees with this 
recommendation and now that the Industrial Advisor has 
arrived in-country a review of both SOW's reflecting
changed conditions is being carried out. 

- Para 5 page 30 Mission agrees.
 

Para 1 page 31 Study tours and seminars aze planned to be

undertaken through contractual arrangements with TIPCO. Almost l
 
million of the project funding was tied up for almost 1 year during
 
contract negotiations in Washington.
 

Para 1 page 33 The Chamber of Commerce is being formed anew as a

privatized organization. The list of Somali ;:usinessmen registered

with the Chamber of Commerce is not up-to-date and includes
 
individuals who left the cointry during the socialist experiment.
 
:n addition the Minister of Industry and Commerce has instructed his
 
expatriate advisors to communicate matters on seminars to the
 
Permanent Secretary, Vice Minister or the Minister himself and they

will designate who is to be involved fn the private sector seminars.
 

Y)
9 
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Para i P.14 
Mission agrees with this comment and now that
both advisors are on duty, appropriate and coordinate scopes of work
 
will developed
 

Para 34
3 page Ministries do not have a comprehensive system of
distributing the studies and reports 
to interested parties

especially if the report seems 
to be negative in its findings.

USAID has also had a continuing problem of reports disappearing from
 
its library.
 

Para 4 page 34 
 USAID is attempting to meet PP objectives as
shown in the official files and improvement in administrative
 
support activities will produce better results.
 

Para 1 page 35 We disagree with this comment. 
 The tour arranged

for this participant was contracted thru a Washington based
contractor. The participant's, wishes and desires were taken into
account prior to his departure for the U.S. His prolonged stay in

the U.S. was not consistent with USAID's wishes and a report is
 
still awaited by the Project Manager.
 

Para 2 page 35 
 The Project Manager could respond more
effectively to the demands of the project if additional staff
 
(either expart or Somali) could be assigned to the Project Manager
in order'to handle day to day o, 'rations such as writing of PIO's,

review of contract specificationL and monitoring contractors and
activities within the different components of the project. 
 Ii,

addition, for 
the long term T.A.'s, assistance is also requirud.

The long term T.A. at the Ministry of Finance is in dire need of a
competent auditing manager/training expert, personnel supposedly to
be provided by the Ministry of Finance but 
as yet unassigned. In

lieu of continuing this situation, it would be helpful to assign

project employ(:d personnel to assist the advisor. 
 While the

Ministry of Industry and Commerce has assigned 2 part-time
individuals to assist the advisor at the Ministry of Commerce, the
 
Ministry of Planning has yet to approve their assignment or their
 
salaries.
 

- Para 1 page 36 It is highly unlikely that the Somalis
 
hired and trained under this project wculd remain with the
project. It is equally unlikely that Somalis so inclined

would accept the jobs at 
the entry level wages offered by

USAID.
 

- Para 2 page 36 Mission does not agree totally with 
this recommendation. The Program Office has overall 
coordinating resronsibility for this project. The hiring

of a PSC to assitt both the program officer and economist
 
to manage the prcject would be of great benefit.
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Para 1 page 37 CIPL Advisor's contract ends in July 1986.

Industry Advisor's contract began January 1986
 

Para 4 page 37 
 Most of the funding for private sector assistance
will come through the GSDR's increased local currency contribution.
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SON'ALIA POLICy TNTIATIVE AND PRIVATIZATION 
SCOPE OF W;ORK FOR 

PRIVATE SECTOR ADVISOR 

Nature and Scope of Work:
 

The Private Sector Advisor provides advice and support in 
promoting the development
and growth of the Somali private sector. The advisor will 
focus his/her attention
o.i the policy, legal and regulntory constraints which hinder private economic 
activlity. The major progrom objectives are: 

- to promoLe a favorable invesli-menf: climate;
 

- to promote a 
 free trade environ:ment for both local and foreign trada; 

- to assist in the organization of the local business community;
 

- to facilitate the rjrivatization of selected 
state-ow.,ned enterpri=.es., in

accordance with decisions taken by the 
Government of Somalia.
 

The Private Scctor Advisor will operate 
from a base within the Ministry of
Commerce, buL the advisor will also work in 
cooperation with other ministries 
and
private sector as.;ociati.ono 
in ordc- to integrate their independent ict.ons
achieving the overall progran objectives. In partictilar, the. advisor will 
into 

consult
wi.th the Charn:ber of Co mncrc- and other private trade associat3i:.:. 

Dutle8:
 

.Assit the 
 'in stry of Commerce in developing an inv,2stment promotion progrpo1and ma'- rerorinen,laLions which will facilitate th- entrance of foreign firms
 
into the So:.ali markeL.
 

2. Arrange for the technical expertise 
to private busine3smen providcd by the
 
Policy Initiative and Privatization Studies Project.
 

3. Develop contacts wit.-i Somali 
Covernment officials, reptresent.tives of theprivate zector, and other advijors from international organizations in order v ensure tha coordination of private sector developmrit activities.
 

A. Identify potential new products, markets and 
investors.
 

5. Make proposals concerning all forms of 
incentives and promotional activities

for the development and 
encouragement of entrepreneurial activity, including

the preparation of 
promotional literature, manuals 
and guidelines.
 

6. Help to establish and maintain 
a suitable 
register of priv,;"e companies and a
system for 
the regular collection of data on 
their operationo.
 

7. Help develop and implement specific Dronosals for the 
reorean'.qion of the
.a 

Chamber of Commerce.
 

8. In consultation with the 
GSDR, develop specific proposals for more liberal
 
import and export 
licensing procedures.
 

9. 
Develop specific proposals which identify potential investment opportunities
 
for presentation to foreign firms.
 

http:enterpri=.es


Annex G
 

PIP Evaluation Interviews
 

The following people were interviewed during the course of the PIP 

project evaluation, 12 - 23 January 1986. 

Person Title Office 

Lou Cohen Director USAID/Somalia

Gary Nelson Deputy Director USAID/Somalia

Loring Waggoner Program Officer USAID/Somalia

Meredith Scovill Program Economist USAID/Somalia

Ed Birgells Project Development Officer USAID/Somalia

%Iike Bradley Controller USAID/Somalia

Hazel AcPherson Program Sociologist USAID/Somalia

Hussein Siad Program Assistant USAID/Somalia

Mohamed Sherriah Program Assistant USAID/Somalia
 

Judy Beckwith Advisor iin Finance
 
r4ike Huston Advisor USAID/Somalia
 
Kay Rader Advisor 4in Industries
 

"vHussein Alabi Permanent Secretary in Planning
Abdulahi Sheik 4ohamed Director General Ain Planning
 
Sharif Abubakar Hassan Dir., Private Enterprise Ain Industries
 
Abdurahman' ohamed Yusuf Dir., Foreign Trade Amin Commerce
 
A.A. Subrie Dep. Dir., Foreign Trade M in Commerce
 
Abdi Al; Director, CIPL Unit 4in Finance
 

ohamed Ibrahim Egal President Chamber of Commerce
 
;alvatore Schiavo-Campo Resident Representative IAF
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ANNEX I
 

MEMORANDUM 
 March 11, 1986 

TO: Mr. E. Birgells, PROJ 

FROM: Loring A. Waggoner, PRc#-/ 

SUBJ: ISTI Work Program for Remaining Funds 

Excluding a separate estimate of $100,000 for Cleveland Thomas,
 

there is about $124,000 remaining in ISTI's budget for 1986.
 

For illustrative purposes this might be programmed as follows:
 

Date
 

1986 summer $50,000 6 study/observation/seminar tours
 

ASAP $10,000 Word processor (Chamber of Commerce)
 

ASAP $40,000 Banking Study (Chamber of Commerce)
 

ASAP $10,000 Information Services (Chamber of Commerce)
 

ASAP 
 $14,000 Misc. commodities
 



-- 

-- 

-- 

-- 

ANNEX 

SOMALI MANAGEMENT TRAINING AND DEVELOPMENT PROJECT 
(649-0119)
 

Scopes of Work for Technical Advisors
 

1. Long-Term Advisor to the Ministry of Labor and Sports (MLS)
 
A. 	 Major Responsibfi ities: 

-- Serve as advisor/counterpart to the Permanent Secretary. 
Assist in effective implementation of Civil Service Reform.
 

--	 Develop a computerized data base covering the education, 
technical skills, compensation, and patterns of career
 
development of all civil service employees.
 
Develop systems whereby other ministries/organizations 
can use
 
Ministry of Labor and Sports data and program for human resource
 
planning, policy formulation, and policy analysis.
 

2. Long-Term Advisor to the Permanent Secretary of the Ministry of Finance
 
A. 	 Major Responsibilities
 

--	 Serve as advisor/counterpart to the Permanent Secretary
Assist in the collection and analysis of statistical data on 
public finance in Somalia 
Evaluabe the impact of financial policy on the national economy
and on consumer prices 

-- Recommend improvements in central government budget procedures 
-- Assess the accounting systems of the banks, with particular

attention to the timing and flow of information, reporting, and 
inspection 

-- Develop operational guidelines for improved bank management 
systems, with emphasis on simplicity and suitability 

--	 Identify specific organizational changes which may be required
to implement an improved system in both the banks and the 
ministry 

(Note: Subsequent to the signing of the SOMTAD Project Agreement,

the GSDR split the former Ministry of Finance into two separate

ministries --
a Ministry of Finance, generally responsible for
 
administration of foreign grants and loans, national budgeting and

financial resources allocation, and administration of financial
 
institutions; 
and a Ministry of Treasury, generally responsible for
 
collection of taxes and making financial policy decisions. There
 
has, 	however, been no public announcement of specific, detailed
 
roles.)
 



-- 

-- 

-- 

-- 

-- 

-- 

-- 

-- 

-- 

-- 

3. Long-Term Advisor to the Ministry of Treasury (MOT)

A. 	 Major Responsibilities
 

--	 Serve as advisor/counterpart to the Permanent Secretary
Assist in GSDR efforts in the collection and monitoring of both
direct and indirect taxes. Specifically:
(1) 	Setting rates for taxes on domestic income and properties.
 
(2) 	Setting taxes on imports.

(3) 	Improving methods of tax collection.
 
(4) Setting a computerized data base to improve the
 

administration and control of tax collection.
 
--	 Assist in improvement of the system on fiscal policy decision 

making. 
Assist in definition of the ministry's role, and in training
personnel to function effectively in their new positions.

-- Establish the computerized data base necessary to establish an 
adequate tax system. 

4. Long-Term Advisor to the Ministry of Industry and Commerce
 
A. 	 Major Responsiblities
 

--	 Serve as advisor/counterpart to the Permanent Secretary
Develop a system for reviewing legislation, regulations and 
policies affecting business and industry 

--	 Identify those business/manufacturing ventures whose furtherdevelopment would generate a positive effect on the national 
economy
 
Establish a system of uniform quality standards and effective
 
measurements of those standards for manufacturing organizations

Assist the WMTU in determining the special training needs in
 
private iodustry, and assist in the establishment of in-service
 
training courses to meet those needs
 

-
 Develop a system to improve industrial/business organization,

especially in information processing and management reporting

Assist in speeding the process of divestiture of selected

parastatal organizations, and preparation of those selected for
 
that 	process for smooth entry into the private sector.
 
Develop, where possible, an understanding of the importance of
 
labor organization, as an independent entity, in the private
 
sector
 

6. Long-Term Advisor to the Ministry of National Planning (MONP)

A. 	 Major Responsibilities
 

--	 Serve as advisor/counterpart to the permanent secretary
Identify policy and program implications from available human 
resource development data 

--	 Help integrate manpower-supply and demand data from the Ministry
of Labor and Sports into ongoing planning, policy and policy

dialogs of the GSDR
 
Train ministry staff to perform necessary data analysis and

interpretation tasks, policy analysis, and program development
 
tasks
 
Develop an appropriate computerized data base of planning

information that can be used government-wide in policy
 
formulation
 



-- 

-- 

-- 

-- 

7. Long-Term Advisor to the Ministry of Interior (MOI)

A. 	Major Responsibilities
 

--	 Serve as advisor/counterpart to the Permanent Secretary
Develop methods for improving regional and municipal
administration 
Assist in development and implementation of strategies to
improve communications between the central government and other
 
parts of Somalia
 
Develop regional and municipal regulations favorable to the 
development of private enterprises
Assist in the improvement of policy analysis capabilities, with 
special emphasis on regional equity in resource allocation 

--	 Develop a comprehensive computer data collection, storage,
retrieval and analysis system that will allow the ministry to
remain current on all important activities in the regions 


