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I: RECO MENDATIONS (Summary of Section XI), 

IRECOINENDATION 2: Whether or not additional funding is allocated'to the 

SAMD project, the mission should explore ways to sustain a general 

purpose OPEX recruitment and participant trainee placement mechanism 

RECOMME DATION 2: The priorities for further OPEX assistance should be 

personnel management, financial management and perhaps manpower 

planning/needs assessment. 

RECOMMIENDATION 3: Most technical assistance needs in the sectors to which 

USAID is giving priority should be provided through sectoral projects. 

RECOMMENDATION 4: Greater training priority should be given to middle 

manaqement and mid-career technical staff. With few exceptions, SAMD 

training should be limited to individuals who have already served in the 

targeted organizational unit for at least 2 years, preferably more. With 

few exceptions, undergraduate training should be limited. 

RECOM KNDATION 5: M6re use should be made of short-term technical 

assistance and snort-course training. More training should be offered 

in-country through ID4, LIPA, NUL, LAC or other training institutions. 

-
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RECOMENDATICN 6: Changes in support arrangements are needed if the 0 

reco amendations to provide more short-term TA, to make greater use of 

short-course training and to offer more training in-country are accepted. 

RF:CC%MLENDATTO): 7: The cccntracts betwecn OPEXers ana rranscentury anda 

between OenLXers ama (SOL institutions or organizations should oe revieweZJ 

for consistuincy with AiD administrative guidance and project goals, 
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II. LVAf.UATION METHODOLOGY - -

IIA: Workplan and Procedures 

This report represents the 2nd external evaluation of the SOUTHERN AFRICA 

MANPOER DEVELOPMENT PROJECT (632-0069). A PES evaluation was made in 
,CAugust 1981 (see 80-62-9). The findings and recomnendations made at 

that time provided the initial point of reference for this evaluation.
 

j 
 This evaluation was conducted by two people from AID/washington (Jim
 

Hoxeng of S&T/ED and Frank Method of PPC/PDPR) with assistance from Pat
 

Nelson on a personal services contract basis for USAID/Lesotho. Both
 

Hoxeng and Method had previous experience in Lesotho including
 

familiarity with other projects (Lesotho Distance Teaching Centre,
 

Instructional Materials Resource Centre, Institute of Extra-Mural
 

Studies) which imade use of the TransCentury/Phelps-Stokes contract
 

m-echanism for OPEX personnel and participa'nt training placements.
 

::Prior to the field visit, Hoxeng and Method reviewed manajen'nt files in
 

Washington, including the 1981 PES evaluation, and ret wi1h TransCentury
 

and Phelps-Stokes representatives (Richards for 'TC; Cowzn *nnd Wells for 

,,P-S). The Mission Director (Booredy) hand carried other roterials 

including lists of participants and Or.',Xers and irvt with the ovalu.4tozs 

in Washington to discuss the Scope of work. In doiticin, ",ne.Ol ard 

arangements for the field visit wero dicussI .,/o1,-n the, 

(Layne) and 0puty Mission Director (hJeikin). 
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-H oxeng arrived-lesotho -Friday -8/17, and -departed -Tuesday 8/28'.- -Method 

arrived Tuesday 8/21 and departed Friday 8/31. Combined, the two 

external evaluators had 13 full workdays, plus 6 weekend days spent

writing and the arrival/departure days. This was minimal time for the 

evaluation and necessitated relying on files and secondary sources for
 

much of the information, particularly on the accomplish-ments. and impact 

of OPEX personnel in the early years of the project. Fortunately, the 

USAID files were reasonably complete and.detailed.
 

Upon arrival, the evaluation procedure was as follows:
 

Nelson, with assistance from the USAID training officer, Celestina
 

(Moholo) Mahahleha, gathered files and prepared lists for all the 

OPEX personnel and participant trainees under the project. 

Nelson and Mahahleha then .attempted to dontact a sample of 

participants, using file information on last knoun address or 

employer. They were able to verify the status of most of the 53
 

returned participants.
 

Interviews were arranged with 6 participants and conducted by 

Nelson. While this was not a random sample, it represents those 

who were most accessible during the rxeriod ot the evaliar.ion and is 

judged to be a reliable sample. In the course of ot.h"r netlngs, 

the team met with 8 additional poruicipants u n:ic . 632-0so 

and approximately 10 participants rIziild Un'. " : .u.c.--isr 

. with funding from othor piroocts.
 

pi : .. . . . . i. . 
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Nelson also contacted and arranged interviews with OPEXers and
 

their supervisors. Of the 11 OPEXers currently supported under the 

contract, 10 were interviewed. One was on leave. Each interview 

was conducted privately, and lasted from about 1 hour to 3 hours.
 

The team then followed up with phone calls and informal contacts
 

for further clarification as the evaluation progressed. Each of
 

the 3 
 team members conducted 1 or more of the interviews. All but 

one of the interviews was conducted prior theto interview with the 

OPEXer's supervisor. 

Interviews were arranged with supervisors of 9 of the current 

OPEXers and of 4 of the 17 OPEXers previously under the project.
 

The interviews lasted from 1 to 1 1/2 hours and were conducted in
 

most cases by I team meber (Method or Hoxeng). Each interview was 

private, without the presence of other staff or the OPLXer. In 

most cases the interviews were remarkably candid, the supervisors 

obviously having given previous thought to most questions.
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[note: The format for interviews with the OPEXers and the supervisors was
 

the evaluation questionnaire used in the previous PES evaluation,
 

attached as Annex 1. The team found it useful to use the same
 

questionnaire to facilitate comparison with the 1981 findings. 
The
 

questionnaire is more appropriate for OPEXers than for the supervisors,
 

and some questions such as 
those relating to the developmental importance
 

of the role are too subjective for meaningful or consistent answers. 
For
 

supervisors, more precise questions of how tne OPEX or 
training
 

assistance contributed to institutional development, strengthening or
 

management ob3ectives appear needed. 
For OPLXers, more precise questions
 

of how or wnet-her their positions may be institutionalized or filled by
 

Basotho professionals appear needed. 
The simple question of whether a
 

counterpart is being trained is too narrow and avoids exploration of the
 

possible alternatives to counterpart participant training as effective
 

means of transferring skills or ensuring that the need for continuing
 

expatriate assistance is reduced or obviated.]
 

The team met with the ministry of Planning, hUnploynnt and Economic
 

Affairs (MPELEA), jointly with the Permanent Secretary along with
 

the heads of the planniny division and tne .anpower s-cretariat and
 

individually with the heads of these two units. Tne Dr:tct ,,netl" 

was mainly tc discuss overall zati factlo /wati n it th: 

program and to aisc.Uss prioritles. anc stratcxiEs fc,- Ciure z.e. 

The indivicual meetinjs were maini/ in their ',es o,; *,[.rvz,-r.; 

of oPEXers. 
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The tean also met with the Permanent Secretary of Cabinet Personnel 

and key members of his staff, including the head of the National 

Manpower Development Secretariate (NNDS). A separate meeting was 

held with the head of NMDS and with the staff analyst responsible 

for a study of staffing needs for public sector accountants and 

financial managers.
 

Note: Cabinet Personnel is responsible for all public sector staffing and 

manpower policy matters and includes the unit responsible for expatriate 

emoloyment as well as NZADS. The P.S. and the four key staff were all
 

participants under SAMD, with 3 of the staff under 632-0069.
 

Finally, the tentative findings and recommendations for the report 

were discussed informally throughout preparation with the HRDO,
 

Mission Director and Deputy Director, all of whom were familiar in 

detail with the progran, most of the OPEXers and participants, and
 

their supervisors. Thiis was extremely useful in providing
 

additional detail and contextual background. The report was
 

discussed as a working draft prior to Hoxeng's departure and as a
 

penultimate draft prior to Method's departure. 



IIB: Scope of Work -	 -. 

The team began with only a draft scope of work and refined it as work 

progressed. The main difficulty in establishing a more: formal SOW was 

that it was unclear whether the evaluators would have time to go into any
 

depth on a) the use of the SAMD-mechanism-for OPEX positions or
 

participant training placements for other projects and SAMD
b) activities 

prior 	to the 1981 PES evaluation.
 

The mission draft SOW indicated that the evaluation should assess the
 

overall effectiveness of the SAMD, emphasizing 632-0069 but including
 

4 	 other funding of SAMD activities to the extent feasible. The team was 

instructed to seek both objective measures and subjective judgments or 

opinions. Activities should be assessed from the point of view of: a) 

the GOL supervisors, b) the GOL counterparts, c) the OPEX personnel, and 

d) Transcentury/Phelps-Stokes.
 

1. Specific questions for OPEX technical assistance were:
 

- were 	 the tasks of the OPLXers clearly defined and understood? 

- did each advisor have at least one counterpart?
 

- to what extent was the advisor aole to train tne counterpart? 

- to what extent will the counterpart be able to assume;i the duties 

and responsibilities of the adviso" upon his Je.,arur,.?. 

- what 	 systais, manuals, procedureti, etc. dic t. dnviot"" wttutu?i 

- s:s 	 the retk~ionsntit Lie ewen the 

counterparts and bthor Ii3otho 

were tn9 delegations of authority clcar? 
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2. Specific questions for participant training were:
 

- did the participant obtain the desired degree?
 

- did the participant have the necessary support 
(financial and
 

otherwise) during training?
 

-did the participant return to the position to which (s)he was
 

bonded and for how long?
 

- did performance improve as 
a result of the training?
 

-
was pre-training preparation/orientation adequate? 

- does the participant feel properly utilized following training? 

3. Other elements for evaluation:
 

- effectiveness of contractor support
 

- appropriateness/relevance of training 
to GOL needs
 

- general operation and management of the project
 

- institutional strengthening impacts 
of TA/Training
 

- current plans for TA/Training for remaining 2 years
 

IIC: COVERAGE, COMPLETENESS OF EVALUATION
 

The team was able to address most of the scope of work for 
the OPEXers
 

and the participant training under 
632-0069. Wnile 
tne findings and
 

recommendations 
in this report are thought to be generally applicable to
 

other OPEX assistance and training providea thro, :_, SAmD for otner 

projects, time did not permit detailed ana'y,,;i D;: 't.2r pro3ects. 

Insteac', the team relied on bacKcround kno,%;I. > t prevt' u. 

familiarity witn most of these other projccr.2. 



The objective data on participants and OPEXers is complete, current and
 

reliable. Expenditure data by purpose and line item is difficult to
 

untangle, given the use of SAMD for activities funded from several
 

accounts and given the fluctuations in exchange rates. They should be
 

treated as reasonable estimates, particularly for COL contributions.
 

Progress indicators were difficult to measure, due to the lack of
 

baseline mtasures. Statements regarding improved effectiveness and
 

efficiency or the moderation of staffing constraints are based mainly on
 

sub3ective impressions formed by the evaluators during interviews with
 

the OPEXers, their supervisors and other GOL officials.
 

Sub~ective opinions and suggestions for changes or reallocations in
 

future SAND activities are included only when they appear to the team to
 

be widely held. In most cases, the suggestions rere vetted within USAID
 

and at high levels of the GOL, particularly the Cabinet Personnel, NMDS
 

and MPELA. Where suggestions are more speculative and mainly the
 

opinions of the team, they are described as hypotheses.
 



III BACKGROUND
 

IIIA: SUMMARY OF PROJECT
 

The Southern Africa Manpower Developuent (SAMD) Project was designed to
 

reduce critical manpower constraints in areas relevant to the 1973
 

Congressional Mandate, and to strengthen institutional capability in
 

Lesotho's public sector. 
The project provices a mechanism for the
 

recruit=ent and support of OPEX personnel ("OEerational Experts" who work
 

under direct contracts with the GOL) and for the placement and support of
 

participant trainees.
 

SA.MD began in FY 78 and the projected EOP is 9/86. The project is
a
 

bilateral ot.tgrowth of two predecessor regional projects, the Southern
 

Africa Development Personnel and Training (SAUPT) Pro3ect of 1973, and
 

the Southern Africa Academic and Skills Trainilng (SilST) Pro~ect of
 

1978. The first project provided OP[:X technical assistance along with
 

participant training and the latter was limnitci 
zo traiiinn. These 

projects were on a regional basis and providx. Ista.c2 to Dots;,.ana, 

Swaziland anu briefiy to Zinbab .e as ',,Qll as t) ;C2otno. ;z.la: a 

continues along w;ith Lesotno to o.:cciisi.use tnp LA",D cn oilatcral 

basis tor 
OPLX recruitment and participint tr ,:,, olac:;_nts.
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Total planned AID obligations under the project were $9,970,000, all of
 

which has been obligated. Approximately $865,000 remained uncormited as
 

of 7/84, with most earmarked for OPEX extensions and new training starts
 

this fall. This budget was to cover inputs for:
 

U.S. technical assistance in the amount of $7,320,000, divided
 

between long term (90 person years, $6,930,000) and short term (65 

person months, $390,000); 

participant training estimated at $968,OUO (90 person years of long
 

term training divided equally between U.S. and African
 

institutions, $900,000, and 24 months of short term training, 

$68,000);
 

other costs estimated at $972,OUC (mainly tne construction of 10 

houses for occupancy by OPEXers) and a small discretionary sup,>xrt 

fund for OPEXers $32,000), and; 

an inflation allowance of $710,NO0 

The GOL's inputs were projectcd to be l,51bfA% (D87I, .: for tecnnlcal 

support, $252,00J for participant training suppo;rt, $t, tar uth( r 

costs and -215,u for 1:nLiation). 



11113 SU MRY OF INPUTS
 

As of 8/84, the project is fully obligated and most funds areexpended or

comitted. The housing has been constructed as planned. Participant 

., 
 training has exceeded planned levels and OPEX inputs will be near planned
 

levels by end-of-project. Other planned inputs (short-term OPEX, 

short-term training) have been less than planned. With two years 

remaining, GOL inputs are estimated at the equivalent of $1,345,000 as of 

8/84, 89% of the projected local contribution of $1,518,000. 

A total of 53 individuals have returned from long-term training and 20
 

are either still in training or scheduled to begin in the next few
 

months. 21 of these have completed and 3 are pursuing Master's-level
 

training. 31 have completed and 16 are p~irsuing BA/BS degrees. 1 has
 

cnmpleted and 1 ispursuing diploma-level training. Most of the training
 

has been in the U.S., with 6 individuals studying in Lesotho or 3rd
 

countries (2 in Botswana, 1 in Swaziland, 1 in Kenya, 1 at NUL/Lesotho).
 

A limited amount of short-course training was prov4.ded, primarily through
 

the Institute of Development Management (IDM) in Botswana and in 

Lesotho. A total of 1284 personmonths of long-term training has been 

completed and a further 259 -ersonmonths are projected. This compares 

with 1104 originally estimated. 

Since 1978, 28 UPLXers have served under the project for a total of 864 

personmonths (72 personyears) to date and 80 projected over the next 

year. Some contracts may be extended further. This compares with 90
 

[vrsonyears of long-torm TA originally estimated. 
The 28 OPLX 

individuals represent 25 jxositions in 12 dif,'occnt institutions and 

:ilnistry brancneo, with 3 moplacin, .Iarier ..., No qrt-termn 

io.tance hias been proviot,,A under thD*u projoc".J,,' r;vral Qt:;%,' 


hove arranged short-turmil tochnical. auoistance t."W'j)l ,-
$AXDIa.c1lanit..
 

: v - . -- .4.: 4 ; -:
-' , - : " , '. . 4i. . . . / , : .. , ,4, " : , -4- : 

X 
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UIIC: MISSION APPROACH TO PROJECT IMPLEMENTATION
 

The project paper emphasizeJ the training of Basotho &s the primary 

purpose. OPEX perscnne! w;ere primarily to fill on a temporary basis the 

positions of key GOL personnel while they were away for training. 
The
 

OPEXers were in the interim to function in'line (i.e. replacement)
 

positions and, by example and oy professional accomplishment, contrioute 

to increasing the efficiency and effectiveness of the organizational unit
 

to which they were assigned. Where possible, in-service and counterpart
 

training would be provided on-the-job. 

The project set five criteria, which applied both to the OPEXers and to 

the training:
 

1.clearly within AID's development mandate and GOL development
 

priorities
 

2. strategically placed in a key developmrent oriented institution
 

3. precisely defined as to purpose and duracion
 

4.within an established WL post
 

5. associated with available, (ualified p :to t3:o'tho 

prticipate 



The 1981 evaluation restated the mission's implementation approach as: 

a) selection of sectors where prospects were favorable forSI 
-

significant impact in areas important to AID's COSS strategy; 

b) concentration on a toselect number of' "thematic groupings" 

increase the probability of sustained improvement in institutional
 
it 3: : "...sinif upn re as mpotally to nsur theSwor tewas 

* capability; 

c) in-service and external training of a "functional unit" of
 
Basotho to correspond to each O nEX and;
placement, 

d) direct supervision by a L supervisor, with the OPEXer 

*understood bythe uevio n consistent with the organization's
 

,work plans and developmnt strategy.
 

While the basic approach of linking OPEXers with counterpart training and
 

concontrating on key organization units within priority 
 unctors
remains
 

unchanged, the approach hAs shifted from that oriinally envisaged.
 

rsto,the osup ram is concentrtent in fe rgareias than 
before. The major emphases (both for OPEX anJ Cor training) tire
 

agriculture and education, along with road buildiny (incLuding th 
 .
 

large Southarn [arivioter Road jrojuct) and tr.nirgy In Zitnancii]
 

and pernonnol~ manaoteret for )ey iiin~ntrJo.,
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Second, the primary use of the OPEXers has been, and continues to
 

be, the provision of high level expertise to strengthen key
 

organization units. 
In most cases, the OPEXer was selected and in
 

place before the Basotho counterparts were identified and sent for
 

training. 
Thus, the training component has shifted to counterpart
 

training to replace the OPEXer.
 

Third, a significant amount of the training is not keyed directly 

to OPEX positions. In effect, the pro3ect has evolved to having
 

two distinct objectives: OPEX provision to strengthen key
 

organization units; training to increase the pool of Basotho
 

managers and tecnnicians in positions related to but not directly
 

counterpart to the OPEX assignments.
 

Finally, while the USAID recognizes needs for assistance in other 

key Ministries, institutions and administrative units, it has oeen 

forced to place its bets on those sectors and organizations where 

the need for strengthened planning and acriinistratize systeis are 

most critical for the success of its curtent prcgr.?,i strategy. 

This has led to tne SAY}D project ceing usd ,or, -s a aeans of 

strengthening systemns in advunce of or as mD,,.: to prujoct 

activities than was origina'li4 ii:tnditu, .. th c .' :nt 1o';i r 

priority for stret:jtnEning inL-ituzions i:i se _cctor:. U;i-A1Dwhici 

does not atiticipate project ust-nnce. 
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Note: These shifts are not necessarily inconsistent with the pro3ect
 

purpose. The project was originally designed to be flexible and to
 

evolve as needs changed, initial training priorities were net and the
 

project shifted attention to different organization units. however, it
 

is important to note these shifts and 
(see Section XI, Recommendations)
 

to consider whether the project is approaching the point at which
 

redesign, rejustification and reorganization of the adninistrative and
 

support systems is needed.
 

No more funds remain to be allocated for training under this project, and 

funding for OPEX technicians is running short. The mission is giving 

priority to continued support for those functional units most closely
 

connected to projects and is providing bridge funding for OPEXers who
 

will be picked up under the two new multi-faceted projects in education
 

and agriculture. In other areas, discontinuities are being experienced
 

as OPEXers complete their tours and leave, in 
some cases before
 

participants have completed their training and/or have had time to settle
 

into counterpart roles and gain necessary experience. No assessment is
 

possiole at this time of the effects of gaps and discontinuities on the
 

assisted entities. 
However, it is apparent that unless additional
 

funding is obtained the original objective of using SAMD to address
 

institutional weaknesses in
areas beyond the project portfolio
 

concentrations will be limited.
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45III.) EXTERNAL FACTORS 

The external factors which were cited as problems at the time of the 1981
 

PES evaluation have largely disappeared. Late startup caused by slow
 

approval in AID/ did not cause permanent delays and the project is 
now
 

on track with both participants and OPEX personnel. Key assumptions-

GOL support for a moderate and realistic localization policy, and
 
willingness to provide counterparts within the limits of feasibility 
-

have largely been borne out. AID's technicians, for the most part, have
 

been competent and well received.
 

The assumptions of OPEXers generating spin-off projects was questioned in
 

1981; the evaluation called it 
a valid concept in principle, but doubted
 

whether spin-off projects would constitute a valid measure of project
 

success. 
In fact, current AID policies and practices require projects to
 

be anticipated in CDSS and ABS cycles. 
While in some cases the OPEXer
 

may be (as several have been) an important resource for project design,
 

the level of effort and time required for an OPEXer to be responsible for
 

initiating a project make the idea of spin-offs unworkable, and in most
 

cases undesirable. Some small activities were funde-d by other donors as
 

a result of OPEXer efforts, but the numbers and resourcez involved are
 

small and these efforts, while cm-mendable, are in moit cases a part of 
the OPEXer's regular position responsibilities rather tian spin-offs.
 

The more significant oternal factor may be tho proli~.?rtion of
 

donor-assistud project, !providjnu re-source.; n.,to 'iin-l;c ,,tit: to 

which the OL'Wers ari ti*,icjned. In. :Ivorai Lin~I.'IV 1 va 

had tile o0CL-t of boouly confusin~t ta&'f plae~jialliinqn
 

andi the clovelop~.nnt ot staU trttiflin1 strastt?)iou.
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The brain drain from Lesotho is an external factor of increasing 

importance. The greatest lure is not the U S or other western countries 

but the newly-created "homelands" in South Africa. They offer salaries 

much higher than can be earned in Lesotho, reportedly up to 3 times in 

some fields. Given the financial inducemrents, it is notable that few of 

the SAND trainees have sought positions in the homelands. One individual 

under 0069 whose whereabouts could not be confirmed may have done so and
 

several trained under other projects are reported to have gone. A 

hypothesis is that relatively few of those trained for the public sector
 

are likely to go. Those who have invested several years in public
 

service have acquired both service years counting toward seniority or 

retirement and a degree of institutional loyalty, along with peer 

pressure. While data is not available, it is speculated that willingness
 

to work in the homelands may be greater for those a) who are either 

relatively young and with few years of service or who are recently
 

retired and seeking a second career, and b) who are trained in technical 

fields (medicine, engineering, accounting) in high demand and/or which
 

are applicable outside public service. This hypothesis, if confirmed by 

further observation, suggests the desirability of biasing training toward 

mid-career and mid-level public service technicians and managers and of 

being very selective in any training provided at the first degree level
 

or for individuals not currently employed in the public sector.
 

An external, factor notea in 1981 is the lack of a cohcorent GOL n .npcer 

policy. While there are definite improvements in planninrj and ,:. .nt 

capacity (e.g. ILMOS) tnere continue to be genern). weaknu;:;sz f :ic 

Ministries and organization unita. A large ,!,irt of tho p o ile , . 

dulo to tht:u ckipdJence (noted ar1ric) on dn:J i .-. r:,iii i";. =. 13 

Lila aifflCulty of plonniny. for uiifl t.4W1 

dLicipline_ onl tho ekstriblalitr~nt. 01 ALIitIO, IJ jAWJdU jjr 



IV INPUTS 

IVA: GENERAL NOTE
 

Though the following accounting of project inputs is limited to inputs
 

provided through SAND 0069, it is important to note that SAMD also
 

facilitated other inputs and was complemented by other inputs which may
 

not have been possible without the "seed capital" ard "head start" which 

was provided ay SA1D. [see Annex 5 for sumnmary of other SAMD inputs.] 

As discussed previously, SA 'D wa s preceded by two relatea pro3ects (SADPT 

and SAAST) and in the initial stages continued OPEX and participant 

training placements started under these other pro-ects. During S.VD
 

implementation, several of tne OPU< placeTments were corplexpentary to 

other projects supported by USAID ar.d other donors (particularly roads
 

and agriculture projects). 
 At least 6 of the participant trainees who
 

startedJ training under 0069 receive partial sup[ort and finished thair 

training witn funding uncer other project accounts. It is probable that 

at least 2 of tne current CPLYers will be pickud up uncier other projects, 

possibly prior to the expiration of tbhe proe,t 'YD - ntract. 

Finally, the recrultTent ana traine placf.ornt :ccani :.; for SI ,D 

through rNew Transcentury Cor!orat ion (TCC) , It l[j,-2L.,., (PS) hae 

been used for recruitrent and traininm, tor ot:h- 'roJcct,.Nearly as 

mucn uze ha; b2n rnIjdQ of tn.c S,%!,J3 *cn.,i- 1.- other : purj-OtCo3 

as has been ace for SAJ) purposeY2. 
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The results are: a) that it isdifficult to sort the inputs which are
 

attributable solely to Project 0069, and; b) though it isclear in an
 

accounting sense which inputs have been provided through 0069 funding, it
 
ismisleading to attritute the outputs and impact of SAMD solely to those
 

elements funded through 0069. In effect, the outputs, impact and utility 

of SAMD are greater than those measured by.the 0069 input accounting.
 

IVB: TECHNICAL ASSISTANCE (OPEXers) 

The SAMD project was to provide 90 person years of long term technical
 

assistance and 65 
 person months of short term assistance. Total costs 

were estimated at $7,320,000, plus inflation.
 

AID l'is filled 25 positions with 28 OPEXers. 
 864 PMs (72 PYs) have been
 

provided. 11 persons remain with a 
projected additional 89 2PM (62/3)
 

coritted between now and 8/85. After 8/85, there may be no OPLYers 

continuing under 632-069, tnough the SAD mechanism may continue to be 

used for OPEX placpents through Transcentury for other projects. 

Positions were filled from 19' to a projected 66 months. median ti.'* per 
position and per UPf.Xer is 26 montns. Average ti.m per position is 37 

months. Average time per OPEXer (including projoated ccvpltion u 
is 33 months. Average ti-e per co fpleted OPL acsinrment i 27 , 

Only one OPEXer served less than 24 mnths and 10 contrecta were ixtinded 

for I or more years, Tho longest contract will 1* 66 ixxivn ac oLtLia 
projectod conliotion date. At learit 2 OPXern -.to to c 

iWto continuin.4 contracto ef 2 ycarw tr morc unlor the LALxik (1 r 'ii) 

and the DMhLS (I or mroru pocitiotia) projects. 



SVirtually 
 no short term technical assistance has been provided under this
 
contract. 
 (The 1981 evaluation mentioned two consultants who provided a 
total of five months assistance, but these appear to nave been under 

1another funding account] No clear explanation is offered for the lack of 

short term assistance. Since there seems to have been no negative
 

reaction to the use of short-tem personnel, the most likely factors are:
 

a) that most of the specific needs were addressed by other projects, and;
 

b) that the staff effort involved in identiflying the need, preparing the
 

PIO/T and recruiting the short-term consultant madeit prohibitive. The
 

SAND project differs from some of the other projects which have made use 
of the TCC mechanism for short-term TA in-that ithas no resident team 
leader or full time coordinator to undertake the necessary staff work. 

Another factor is that the OPEX positions were viewed in large part as
 

line positions to be filled during the period of long-term training.
 

Given the strong bias toward long tem training, the natural effect is to
 

bias toward long-term technicians. 
Training for the "functional unit"
 

(FU: the group of trainees corresponding to each OPEX position) has taken
 

somewhat longer than anticipated, especially in the-hard sciences and
 
engineering. 
 (check this: what is average time? what was anticipated? Is 

it a problem of length of time or of phasing of training with OP Xers?)
 
Note: recomendations 
 for increased amphaslu on short-term training and
 
on short-term TA, as well as for strengthoned local-hiro staff support 
 to 
make short-term TA and training more feasibl*, are aco in Section X1, 

Reconvandations. 
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A major problem is the time required to identify and train Basotho .
 
counterparts. In about half 
 the cases this appears to have been
 
accomplished. 
 In the other cases, the nature of the OPEX position and 
the process by which an individual muse acquire the professional skills 
and experience to fill such positions means that there is not a precise 
match between the OPEX position and the training. See discussion under 

Section IX,Lessons Learned, and XI, Recomrendations.
 

The absence of short term technicians has lessened the project's
 

flexibility to respond to more narrowly defined specific needs. 
Short
 

term technicians could provide in-country training for selected 
 trainees, 
targeted to specific applications. 
They could assist trainees in putting
 

the training into practice as the course.wPs comrpleted, or return after a 
time to monitor use of the new practices. Rather than extending OPCX 
positions for additional years, the OPEXer might be enabled to return
 

periodically to reinforce practices 
or provide training workshops. This 
format could lend itself especially well to the needs of top-level 
government officials and r'=n for whom long-trm training is not an
 

option. Also, it is 
 likely parastatal and private sector managers would 
be willing to participate in managwm t training offered locally. 
Finally, the ability of local institutions to offer this training could 
be etablished. See Section XI, Recomledations, for further discussion. 

In sumry, the provision of long-trM technical assistance appears to be 

directly aiding the project to achiave itS Purjose. The OPEXers apiear 
to be appropricately qualified, well motivated and well utilized. 
Haweverl ther* Continue to be problems with the time requirod for 
couterpart relacemet, resulting In Ot1Mes being continuoqi longer than 

Ml 00appropridte or necssary. 
-



%VC: TRAINING
 

The pro3ect estimated 90 PYs of long-term external training (45 PYs in
 

the U.S.; 45 PYs in African Institutions), 24 PMs of external short-term
 

training and 18 P s or $90,i000 allocaed for in-country trdining. A
 

covenant in the ProAg required the GOL to identify two individuals for
 

long-cerm counterpart training within one year of the arrival of an
 

OPEXer.
 

As of 8/84, 53 individuals hac been sent for training and had returned,
 

for a total of 1284 Pes of long-term training. An additional 2U
 

individuals are 
in training or about to aepart, for a pro~cctedJ 259 PMs. 

The total loUg-torn training exrxndd or jpro-ecttec uncer tho project is 

1543 PR.- or 128 1/2 PYs. Averag~e tli-e in training is almost exactly 24 

montts, with BA/BPS taking so.mea;hat lonjer and :Anster's scmew.hat less. 

Of the 53 trained to date, 21 have ron sent for .:aster's progia:s (MA, 

MS, ,IPA, "BA, 31 BA/I.; procjr~ms, and 1 tor di'plora (inRL),for a 

worksn; rnag.rt . 01 th*.5e, 3 eliu fin; 3 lctnot Ic's.or 

dejr,,s r plc 4 '..v2d-a-str;l :, n (2 BS 

nursin:3 InI P OL-.', 

i; .;. ,r,! 3rn" c>;;tr i.n 

, I 3 f ori ec no ic: In r.l 2 ... Ea in, con. 

yenya).
 

21 pjarticpants '-ere farule, inclu,]ing a Ct tVia 'I :astrr's candidates. 

All f(i rid cournos, 18 in tn,. 3 in .rd cA'rIes. Ai their U.J., 

generaL inprossIon 1s tI.t the aJ.n 'd .,,L, Oxci:Zs-%1h1, .ra hau 

relativoly ii:'er prctl,.1r:, nan did u:, .iLn sent c e A,* .trann 

http:prctl,.1r
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Of the 20 in training or about to depart, 16 are in BA/BS programs, 3 in 
MA/MS/MPA programs and 1 in a diploma program (in mechanical 

technology). Of these, 5 are female. 18 are in the U.S., i at NUL and1
 

-at Kenya Polytechnic.
 

Two shifts are noted between the trainees who have completed and those
 

currently in training: a) the MA/MS level training has declined from 
21/53 or 40 % to 3/20 or 15%, and; b) the female participation has 
declined from 21/53 or 40 % to 5/20 or 25%. No obvious factor explains
 

these shifts. Hypotheses include:
 

elimination of some fields such as nursing and home economics and 

increased emphasis on civil englneerlng may bias training toward
 

men and toward BS programs
 

as the program has evolved to target fewer entitles with
 

longer-term manpower 
 development strategies, it has in effect 
trained the first cadres of middle and senior management and is now 
training more personnel for support positions and staff expansion 

changes in OOL personnel policies are limiting the establishmnent of 
new positions at senior levels. Other policies are to provide only 

partial salary continuation and to require both bonding and partial 

payback of the costs for long-term external trainees. b1iile the 

team did not analyse the effects of these policipq in any dupttl, 

there are indications they may have the etfect of li.Ccourawin3 

long-term training for middle- and senior-lovel roc'nnol 3:v 

concentrating training on junior and entry-level ..onel. 



IVD: IN-COUNTRY TRAINING
 

Essentially no in-country training has been provided under U069, though a
 

substantial amount has been provided under other projects using SAM).
 

Some individuals have been sent to the Institute of Development
 

Management (IDM) for short-courses and 1 individual is studying at the
 

National University (NUL). 
 Several OPEXers reported considerable
 

informal counterpart training on-the-job, though the team could not
 

verify independently the extent or quality of this 
training. Three
 

OPEXers are in teaching positions and two reported teaching courses at
 

the university or elsewhere additional to their main assigrnents.
 

There seemed general agreement more in-country training is needed. 
 It
 

would be cost-effective, enabling more specitic skills and training needs
 

to be addressed. GOL officials expressed strona 
interest in short-course
 

in-country training to enable training for key middle and senior
 

officials wno cannot be spared for 
long-term training. Two OPEXers
 

advocated providing "parallel training" in-country for junior technical
 

and administrative staff to complement the work of the OPEXers an, 
the
 

counterparts. Several of 
those interviewed suggested short-course
 

in-country training as a very appropriate use of short-term OPEXers.
 

At least t-,,o factors niei to cc addrcssedl if in-country training is to be
 

increased under SAIND. 
 First, more cetailed ?nalysis isi neded OC the 

neo<is for p,2-:c.fic ty[> s;of ,flna.:Aerr. or t:L:ical tr ininq acrzO 

Ministr ieson<] organi_,tions. l; LeY]Uir< 'cre 1ntr.':?1str;,A 

c,;o[lkra tion :r d -j z-rc-, J r ro le tor : :DS . 
-"" - ~& 
 , -].L' ,_t-- - r: v.,.-,, .ust be 

m-,odc for w, . Iubstan:: ' : . ::ccal - u o ca-. . .' . . ng,, 

orfjan i at:i -il i . ,a U ti ,c.tai11 i:-V ,o: 'ir.j ,r sL,: "-,:cr., 

afu snort-t r.2. TA c .t. 



IV E: SPLCIAL SUPPORT
 

$32,OU0 was 
included for special support activities for the OPEXers. 

This was intended to provide for s.all-scale funding for materials, 

workshop expenses, publications and similar unanticipated inputs which 

would increase the productivity or 
impact of the OPEX personnel.
 

Little use of this fund has been made, and most OPEXers were only vaguely
 

aware that it existed. One individual had requested and received funds
 

for secretarial assistance. Another request was for funds to ship
 

additional matprials to Lesotho and one was for funds to purchase sample
 

test materials while in the U.S. on home leave. 
These were not
 

approved.
 

The lack of use of this fund appears initially to have been largely an
 

oversight. 
No procedures or criteria were establisned and tne existence
 

of this discretionary fund was forgotten about. 
Today, though the
 

authorized funding has not been expended, there are higher priority needs
 

for the funds and little inclination to encourage its use.
 

Though there is some frustration among OPLXers that such support has not
 

been more readily available, most seem not to have expectea MEuch support
 

other than that available through their organization unc~er regjular
 

procedures. A suggestion of the evaluation teem is tnut, if Such support 

is includc in future SAU.D activities, tnat .t be 7,.a: ,vaill]c to the 

organization r3ther tnan exclusively to tne ,EXer. 'ini . to have 

some advantales in prOvicing support throt:,-; the or-: acO[ .nlt and 

maintaininy the O[LLXer's primary relation, nip with t:.: :uer'i r. 



..... . . ,.. . . . .. ...
 
. '8<: 
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IVF: CONSTRUCTION
 

The project provided funding on a FAR basis for the construction of 10
 

houses. 
These were finished and approved for 90-Percent reimbursement by
 

USAID. They continue to be used for contract personnel, including SAMD
 

OPEXers. They appear to have contributed substantially to alleviating
 

the housing complaints which were prominent in 1981.
 

IVG: CONTRACT SUPPORT,- NEW TRANSCEtiTURY AND PHELPS-STOKES
 

There is little consensus on what the level or type of support should
 

be. Reactions among OPEXers ranged from expectations of having the same 

level and type of institutional support as:is available to other contract 
personnel to a coment from one OPEXer that he "expects none and gets 

none."
 

Until Sept. 1983, Transcentury maintained a field coordinator in
 

Botswana. A part-time coordinator now works from the USAID offices, but
 

with little delegated decisional responcibility. This support is
 

essentially administrative, dealing with invoices, t-avel, leave, etc..
 

The role of Transcentury ismainly that of recruitzent and oriontacion
 

prior to arrival In Lesotho. Following arrival, Trnscenr.ury's
 

contractual agreement with the OPEXers :nakes clear that all Lrtnier
 

support is subject to the contract betwe,:; the CPXXer ind , L aid 

that Transcentury isresponsible only for ho dolln : portion :,,f the
 

4' salary nnd b:enefirji. 



In practice, there has been substantial correspondence dealing with
 

administrative matters but little or no involvement in field support of
 

the work of the OPLXer. While this is contractually correct, the opinion
 

of the evaluation team is that the contracts are exceedingly narrowly
 

drawn to the extent that a)they may prevent more substantial involvement 

of 1CC even wnere it may be mutually desired and b) they contain a number 

of contradictions, exclusions and seeming inconsistencies with AID 

adLinistrative guidance. Matters to do with calculation of leave, local 

salary equivalencies and travel requirements seem to have been the most
 

freqcuecitly disputed. 

PheLs-Stokes is in a sub-contractua relationship to Transcentury, with
 

respcnsibiliti for handling the placement and supervision of trainees in
 

the U.S.. , complaints -,.re heard from returned trainees about
 

Phelp;-Storo; :cministration. However, tnhre were some disputes witn 

USAID over i:rcnsistencies cetween Pnelps-Stokes policies on allowances 

and thlose ot ,.1D Hanubooa 0. These were resolved. The main continuing 

probl t.s.em to ce a) a persist(:nt difficulty in USAID/L getting 

prcxjre:;s rKxrts ana grads on a timely and accurate basis and b) a 

t<fr,':L-n(:y for telp:;-Stoke" to protect sc:,:e of tne tra n,--os having ma3or 

diftculty. CGrtne other nariJ, [.elps-Stokue ma]ntaLi.t, aoparently 

accunrtuly, that hy going the extra mile it hi> ccos aL!2 to ensure that 

r.nt train(; obtain at lcast a peartia l degrce beLu,:a returning. 

Au uninswrk,,J question i. what the Lnit costs CL tr(,1- and CP)[;X 

rccrult.t.!nt vOulc te ,' the cur,- contract surt : .:s.n ti.i . ed 

t]er pr' ct .-. fnd[ rj , ter tr, 

b2- 1, 1' TIn-; Is' t 



y. OUTPUT MEASURES 

VA: STAFF DLVELOPME1NT/PLACEMENT 

A total of 53 individuals have received training under 0069. 
Of these
 

all but 2 (both B.S. agroromy) have returned as of 8/84. Another 20 are 

still in training. An additional _ placed under SAMD were funded under
 

other accounts. Tabt.e 
. gives the current status of the 53 individuals. 

The return rate is excellent, with most working in Lesotho in fields 

appropriate to their training. 2 are still in the U.S. and i may be
 

working in the homelands. 1 has been assigned to foreign affairs, 1 is
 

with 1O and one has become press secretary to the Prime Minister. While 

these 3 are not working in the positions for which they were trained, it
 

is difficult to say that they are not workIng in fields for which their
 

training is appropriate and which represent GOL priorities.
 

There is a notable difference between the utilization of BA/BS and MA/MS
 

participants. The BA/BS participants are mainly in lecturer/trainer or 

engineer/technician roles while the MA/MS (including PBA,MPA) are mainly 

in seniur management/administration or planner/analyst roles. Thus, the 

primary function of the 1st degree training appears to be manpower
 

development and the graduate training appears to be mainly institutional
 

strengthening and organization development. 
Note also that there has
 

been no Ph.D. training and minimal short-course or certificate training.
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TA8LE 1
 

CJRRENT STATUS OF RETURNED PARTICIPANTS 

(based on mission records)
 

BA/BS/CERT. MA/MS/MBA/MPA 

Lecturer/Trainer 11
 

Administrator/Manager 2 6
 

Planner/Analyst 2 8
 

Engineer/Technician 9
 

Scientist 
 3
 

Others 
 5
 

Deceased 1 1
 

Non-Returned 
 2
 

Unknown --

Total 
 32 21 * 53 Rot:uLn:vc
 



VB: OPEX POSITIOtIS AND ROLES 

There is general agreement that the OPEXers have functioned
 
professionally in all cases. 
The supervisor interviews, which were very

candid in most cases, included comments ranging from fully satisfactory
 
to highly laudatory. 
While the files and other sources indicate several
 
experienced a variety of frictions over role definition, personality
 
conflicts and other adjustment problems, there is nothing to indicate
 
that this was other than would be expected in any set of 28 professional
 
appointments. 
 In fact, tne record is better than would be expected.
 

One of the interviews 
(referring to 2 OPEX placements at LAC) suggested
 
that the main problem is that the OPEXers functioned at too high a level 
of competence and personal initiative, making it difficult to replace
 
them and causing junior faculty to be discouraged from thinking of
 
themselves as plausible counterparts. 
Similar co.,nents were heard from
 
other supervisors, though most felt the setting of high standards of
 
performance and productivity was healthy and perhaps the most important 
aspect of counterpart training. 
 In any case, no solution was suggested
 

for the "rate breaker" problem. 

In one and perhaps 2 or 3 cases, the OPEXer r,iy in fz:ct !ave been 
overqualified for the position. Several are likely t: 1;W replaccj by
people with lesser formal qualificaions or ex×ceier:-z, ;2ut who are 
judged likely to be able to handle the position. 
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About half the OPEXers appear to have functioned in "line" technical or 
administrative positions, e.g. the lecturers and most of the engineers.
 
The others combined line functions with substantial advisory roles or 
responsibilities for designing and impleienting specific reforms or new
 
practices (e.g. the financial controllers and the personnel management
 

advisor).
 

Most reported at lea:,t informal counterpatt training, but only about half
 
appear to have had a formal or structured approach to on-the-job
 
training. 
OJT training for counterparts appears to have been mainly by

osmosis and example. 
In most cases, the training on-the-job was directed
 
to support staff and junior personnel. 
 Note: several OPEXers suggested
 
that this should be the priority for future training.
 

VC: PROJECT IMPACTS
 

The initial OPEX assign;rents were mainly in line positions in which they

worked as needed according to GOL organization priorities. 
 Increasingly,
 
in addition to their line responsibilities, they have become important 
resources for the planning and/or implementation of donor-assisted
 
projects, particularly USAID. 
4 Positions relate Uirectly to the
 
implementation of roads projects, I to the implementation of self-help
 
food-for-work 
 zschemr, s (primarily access roads) assistc- throuw) CRS and 

WFIP, at least i the develo[xnent of the LAPIS project and I or 2 to the 
d-veio. rent and impleentation of the B.:FES project. 



While it is difficult to prove the point, it appears that OPEXers have
 

been vei-y important to the development of r.these projects tnrough direct
 

roles and inoirectly tnrough improving key systems such as financial
 

management which nave increased donor confidence in the ability of the
 

organization units to administer and implement additional pro3ects.
 

VD: ORGANIZATION IMPACTS
 

The project was intended to contribute to organizational efficiencies,
 

which is difficult to neasure, especially given the lack of baseline
 

data. While the evaluation team is not able to judge efficiency cnanges,
 

it did note a numzer of organizational changes wnlcn apoear to contribute
 

to improved organizational effectiveness.
 

At the level of individual organization units, the most iilportant impact
 

may be the imorovere.'nts in financial r-ina-eTvnt ';yst¢in3, w:th financial 

controller positions now established in two of the C 2L-a.isted 

organizations ar increasing attention to accountancy training throughout. 

In the case of the miniztry of Cooperatives ait.d Rural [eveclp-ent, the 

OPEXer task na!; bct n to assist a fundaxaental rEorlen1:ation of purpose 

from essentially Dob-creatin, rrl, ic i. ctivitl to a develcsntal-or 

stratgy usina elf--h l0 ccnstructina in(] f,,-,]-fcr-,i tz 

road 5V5 tc .,j;';,t:j otner : it:,, rj :; -r . , ., , , onl ' 

partially ac:,.:vcd, i lu;trattL. .t 0r,. .::cI,?i, , . ctiv.:,L, . 2$ 

pursued, .t T.3y bc n,&c's.iarv to cIn~;e ,rff t t.,u:; *.tr:a* 



2.+..Other organization impacts are more purely technical, such as the 

strengthening of testing systems and competencies for Ucoc, which enable
 

the organization to function with much more objective data, 
Other
 

examples are the shaping of new courses and departments for LAC and N=T 
and the improvement of engineering project designs and contracting 

specifications for the roads projects. Note: OPEXers as well as training 

under 	other projects such as LDTC, IEMS and range management have had 

mainly technical impacts.
 

At the level of national systems and overall Ministry effectiveness, the
 

impacts have been morei modest. The most important impact is in the area
 

of manpower planning and personnel management. These functions have a'
 

long way to go  e.g. there is still a lack of an adequate national 

manpower plan or training strategy for higo-leve. manpower developa, nt. 
S 	 However, the capacities of tie Cabinet Personnel, Planning unit of MPIEA. 

and hNNPS appear substantially strengthened, inlarge part due'to the 

return of about 10 individuals trained under SNAMD to key personnel 

* 	 management and planning positions. 
A number of changes in personnel
 

policy, a 
ravised pay system, the procedures for establishing na posts, 

and the financial guidelines for training are inplace or inprogross. 

IW#IDS appears likely to take a much stronger role inpersonnel needs 

assessment, placement and allocation of available training resources. 

A remaining problem is that the ability of .oL to devolop iahpc:er plans
 

and allocate staff and training resources according to ita prioriJtes i3 

a function of donor decisions on projects and training funida. '&'n- tezm 

encouraged #tDS and othr GIL officials rolivto tale a strao4j*r in 

cotting out WL priorities and inbringing albut swt', c.,idn jt and 

cohorence, &w~ng donor-funded training, Tho mu,-gorcti * 'v.! ~"A ". 
aa............ 
 +
 



* YI* PUflPOSL ACQOMPLISHMENT 

The Logf rams project purpose is "to reduce-.criticaln-anpower,,,constra ints----..-.--..-.-----,--
to development, mainly inthe fields selected by the US Congressional
 

mandate, while strengthening the public sector's institutional capability
 

to meet the development needs of the country." The length and
 

diffuseness of this statement illustrate the difficulty project designers
 

faced in fitting this project into AID's standard framework. It is clear ) 
that the project was intended to serve a variety of purposes which could 

be identified only notionally at the time .h6 project was approved. As a
 

result, the purpose indicators are difficult to examine objectively.
 

The variety of assistance provided under this project reflects its 

inter-sectoral nature. Technicians have worked in at least eloven public
 
organizations and OPEXers have been 
 involvd informally in assistance to 

a number of other institutions. Functional Unit trainees have come from
 

15 departnnts, plus a number from WL or other institutions who have
 

been bonded to work for these departments following training. Virtually
 

all who have completed their training have returned to work in Lesotho.
 

Indicator one: "Increased nwbers of nationals inpositions of
 

responsibility with substantive inputs into the planning, design and
 

implaent3tion of the Goverm-nent's programs," seem= on the surface to be
 

fairly straightforward. lowever, no aseline numbers are available and
 

no definitions are offered for what constitutes responsible poition
a 


or a substantive input. Our judqmint is that moat reaturrrt participants
 

are in relevant professional positions and that at lau h. are in
 

positions with midule or svnior manajo*nt, plan:um or ts-tnical
 



'The re.maining indicators, "maintenance of high-level operational 

efficiency of CWL offices witn OPE< staff while counterparts are being 

trained to ulti.ately as:ufire reponsibilltes" and "iCproved GpL Pro3ect 

preparation and planning capability for funding by AID and other donors" 

are also not objectively mTeasureable.
 

In general, the OPEXers nave been effectively utilized, making solid
 

professional contrilbutncns. At the saTa time, L1isotoo staff are neing 

trained. Scxrt haveCPLXor "lost" their counterparts t(- other :,lnistries 

or or,-,12atiofs, t. , :&c:n to iej 2olatw ir, tranc, ; ano to Lo 

explanti. more Ly prozle:; 0 eut~bl 1 01g t2 t. pc'; itcni*t t:o nccessary 

grao,. anou ulry ]v. to:n !,y uriw11! onl;or * it- viuaI to accc-pt 

worn in to fi 1,i or o, 111 I ir In't ',, '; rrov : 

The 1981 evaluatic(,r was uute upbat Cn too 1i e,' achicvc-ont of 

purpose. Ths v15ut~cn ,;r~t; to1t tno, pur[.,, of the D i;is being 

achiev_,d. Cr1,t rcC (oo:;tr..;~nA.', a i o( aJdrc:,-cj, in 3reas 

highl 1ct,< o'y tr.!(.ri' ,r.] ,.Lt , nnd t, ublic s_.c tor is 

Strcwlcor ,,; i t f h, r ojit t',. iS ':' ral agrc-: ent 

that re,t ot *Jl-,,nit:ccn 1r . ..L u Ito , 0 : ? : .- *.,",rkc<.:,nd .or 

whici [',,tot:' :;t :f nvr w,, t rain a , ,-:tr2 r t'P it) mj t of the 

'r[cj, *,:,at1rC , hverc.,ccvi,. ,oj increa.,j : a;rT'oUrt5 Of o;Gnol al tanco 

l{o .,,~..vr, it ...oula u, an overntateri.nt to attriku, i tn:.; .c',ly to t,'c 

SNID xoputz.
 

http:overntateri.nt
http:tr.!(.ri


VII: COAL ACCOMPLISHMENT
 

--VIIA: G A -STAT U T-----'"--

The project, goal stateentis appropriate: ' to increase the 

Government's capaoility and efficiency in planning, designing and 

implementing national economic and social development programs." This 
appears to be happening, at least in those Ministries and institutions 

benefitting from the return of qualified participants, and from service 

of OPEXers during the training period.
 

A caveatl on the goal statement is that impacts on technical or 
managerial capacity and on organizational effectiveness are more 
measurable and offer more operational targets than do efficiency criteria 
- which assume the organization goals are appropriate. 

The full impact of these inputs on goal %achievement may not be realized 
during the life of project. many participants are either still studying 

or are so recently returned as to make it impossible to estimate their 
full impact with any certainty. However, if returned participants 

continue to remain in Lesotho, and to apply themselves to the country's 
problems, as our investigations indicate they are, tne effects should 

accumulate into a creditable legacy for the project s investe.nts. 

VIIB: OEN4JICIARIZS SU ARY STAThY&IN1r 

S'L1rgoals are too diffuse for convntional rw-uIurus of benefici, rioa. 

The benefits of WAID are the ayjroqatv Offoa:t, 01 inr~vvd GOL 
organizational effectivijnass, whic!; Sappar tr' 
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VIII: UNPLA:NNED EFFECTS 

There have been relatively few unplanned effectgs. The OPEX appear in 

most cases to have worked within tneir position descriptions and trained 

counterparts appear inmost cases to have returned to positions related 

to their training.
 

In some cases, products have been produced whicri were not anticipated in 

the position descriptions. For example:
 

- improved informTation system for book supplies to primary schools 

- improved system for spe-edy proccssing of primciary school exams 

- textbook on land-use in Lesotho for use in agriculture education. 

The OPEXers nave played stronger roles than anticipated in providing 

links to donors and in assisting with the preparation of major assisted 

pLUjects -- particularly the Perimeter load project, LAPIS, UNFES. 

An unanticipated effect of th:e improved ccountiic and financial 

manageme~nt practicc5 in Roads and other units na; Lt:,cn to give so'e 

donors cjroac2er ccnfauence in ahsorpi '/2oatract .v a-,rint (:auacitY, 

resulting ingreater delogaticn aria fat'r disbur.,--.nt of £unds. 

http:disbur.,--.nt


IX: LESSONS LEAR 4ED 

l.If OPEXers need to be kept on to avoid discontinuities, the cost to the 

pro3ect will be over $i0,00a per month. Training will take more time 

than estimated, especially in the hard sciences, engineering and
 

undergraduate degrees. B.S. architecture tends to be the longest,
 

requiring a 5 year degree in most cases.
 

2. The phasing of training with the arrival of the OPEXer is critical to
 

costs management as well as to the early achievement of project goals.
 

The average time in training is approximately 24 months, the same as the
 

OPEX contracts. 
 However, in most cases the training was not initiate
 

until well after the OPEXer was in place, often a year or more,
 

necessitating extension of the OPEXers. while in some cases the
 

extension was due to delays in the trainee returning, in more cases the
 

extension was foreseeanle from the beginnihg. One OPEXer suggested that
 

3-year contracts may be appropriate. This may be apprc-:itate for som-e 

cases, but in general Tmore appropriate phasing and earlier traininy 

starts are likely to result in more certain cost savincs. 

3. Placement of indivicual OPEXers in line positions within ministries 

should not be ex-pected to produce overall improvements in efficiency of
 

Ministry operations, in the snort or even n', iun run. ".ticiatd 

project outut shouc: r/ cjare, to tangible contri o ~ons,)L4'XeL-s can be 

expected to makeL. Effectiveness in SLccZ: frrformn-,,:nctOn! or 

providinc s8c1 tic 3ocd; or servlc2:; may mor'e ,:rz,r1at(2 evaluation 

criterion thin organiztional officicncy. 



4. The linkage between OPEXers and their FU counterparts is nt.L as close
 

as was envisioned. Even though the pro3ect's record is very good in
 

terms of bringing participants back to work in Lesotho, they have often
 

not moved directly into the OPEXer's position. The people on whom the
 

OPEXer depends for reinforcing and advancing innovations or
 

administrative and procedural changes are in most cases' junior staff and
 

colleagues other than the counterpart trainees. If this observation is
 

correct, the Mission may not need to worry unduly about discontinuities;
 

concentration could be on encouraging the technician to seek more direct
 

means to ensure that system improvements ate institutionalized. The 

result could be budgetary savings and possibly improved effectiveness. 

5. The direct linkage between OPEX TA and key local staff as counte'parts 

being groomed to replace the OPEXer nay not be appropriate in all cases, 

particularly as training emphases fo' on middle- and senior-level staff 

and as TA is provided to institutions over as much as a decacie. As cne 

OPEX supervisor, who had been a participant trainee and who exp cts to 

have high-level TA under EAPIS, put it, " I aon't want to spend :ny whole 

professional life as a 'counterpart.' At some point I want to be a
 

professional in my own country." In short, in some cases a more 

collegial relationsnip witnout t-[e cuboroinate/understuoy role implied 1y 

the term "counterpart" is neWdc] ard (,sired by ,e Ba3otho professionals. 

6. This project is v,-ewcu vety :,vo~ c[y by tne &.OL and .ev are stron'jly 

interestedJ in continuing simul r a, ;-anca. ':.; y ,,ev~ r, press- will 

for a larger proLortion o t2ie Lu:-J., ro .:e s'rt ,Jn trt. :v-.:, rather Lnzn 

on OPLXers. 'the P.S./P1,:t-.nc. )as:,cetod a 75: 5 s[,it t 'aining:C[LX. 

http:P.S./P1,:t-.nc
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7.Top-level officials will not take time away from their jobs for
 

*ilong-term training_-.whether, because- the GOL -will not r~l-ease 
 them.
 
because of uncertainty regarding tenure and reinstatement or simply
because they are dedicated and overworked. Other training options, 
particularly shorter courses and local training workshops, mustg be 

created if they are to benefit from a follow-on projectg.
 

8. Satisfactory housing for OPLXers appears to be a necessary (and
 
possibly a near-sufficient) condition for ensuring good morale.
 

Increasing the pool of contractor housing under SAMD clearly has helped.
hereas housing was one of the major topics of the 1981 evaluation, it
 
was barely mentioned during our investigatgions. 
In fact, morale has
 
been a 
minor part of our discussions. 
OPLX cormcents regarding dealings
 
with the bureaucracy and backstopping from Transcentury and-AID have been
 
mild and generally positive. A hypothesis is that this is more a 
consequence of most OPEXers having been inplace for some time and having
 
either worked out their problems or decided to live with them than a
 
result of dramatic improvements inworking or living conditions.
 

9.GOL suggestions for increased emphasis include: a)management
 
procedures and practices, particularly financial and personnel; training
 
of trainers, and increasing enphasis on industrial tochnology and the
 

water works prograns.
 

10. The bonding systens for trainees are not workIt.; t.nd are lilkely to be
 
changed (in effect, If iot fori.olly) in favov ot ,ormf o 1oan 
scheme. Suggestions from tho evaluation temn of .wzq to uS Jtu,. nt 
loans, Including forgivoness provtsions &M r e,i 1,;lorr, f ;,i
 
scholarnhii~for thc, j'ivate zjtLr, wera .T~ 1LA 
Wiould wo,1cmwa detail un !mchies anJ kv*hsyaxistii In tSnin ava 
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X: SPECIAL CO.IE:;TS
 

(ranean thoughts %hich are not 
part of the evaluation per se) 

Morale improves with time 
- the team observed tha many of the problems
 

of which OPEXers conPlained remain real, but the individuals have 

acceptod tn(fn as reality. 
 Most of the current CPEXers are experienced
 

individuals, and most of them have extended their contracts. 
A related
 

thought is that most seen to feel nroducti. e and well-utilized in their 

,pcsitions, w;hich usually cor.z nsates fou ,lany frustrations. 

High proportion of TCNs t.ne ooserved-- teamo that alinost half the OPEXers 

at times are Third-Country 'ationais. While these individuals appear
 

very compctent and fully appropriate to OPEX
the positions on technical
 

nrounds, 
 tho mission needs to watch the proportion to ensure that the
 

SP1,1D rctivities also reflect 
 the implicit project objectives of
 

representing U.S. 
 expertise and transferring tecnnology and institutional 

or porsonn2l lin)--:es with U.S. entities. 

Currency fluctuations, now to handle? -- Lesotho has experienced a 

significant devatuaticn of its currency through exchange rate 

fluctuatrI,5, ueclinin frum about 1.40 per :Naluti in 1978 to about $.70 

por X.Mclut., it present. SPe OXers felt tneir local euivalent salary 7 
should dju:;t:W to _ctI-]f this ctance, but they were niot inclind to K 
set thi,; a,jn,.t the i. cora;ed local purchasing power of the dollar . 

portion. 
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Grading may not reilect position -- A more constructive suggestion was
 

that the local salary be set in nominal terms, either a modest token sum
 

or a figure approximating the first step of the senior service, grade 8.
 

This may have the effect of avoiding the pattern of OPEXers being 

undergraded but functioning at higher grades, and/or working with
 

counterparts graded substantially higher. 

U.S. flag carrier hassle - several OPEXers complained about the 

requirement to use U.S. flag carriers. The main difficulty is that the
 

availability of the direct PanAn flight from Johannesburg to New York
 

means that they cannot stop en route for home leave. No suggestion is
 

made for how to resolve this, but it is noted as a problem. 



XI: REC0U.MEZDATIOtNS 

[NOTE: As the argument for most of the following is contained in the
 

text, recommrendations 
 are made as bullet points, with elaboration only 

where one recomrendation is contingent on another.]
 

RECO-ENDATION i: The SAMD mechanism appears as important to the mission 

as is the specific OPEX and participant training which is funoed through
 

the SAIMD pro3ect, 632-g069. W-hether or not' additional funding is 

allocated to the pro3;ct, the mission should explore ways to sustain a
 

general purpose OPLX :ecruitmTent and participant trainee place:ent 

mechanism for the purpose of providing technical assistance and
 

initiating training in advance of or as an alternative to contract
 

project management. 'Note: Maintenance of such mechanism doesa not 

necessarily require maintenance of the current support contract with 

Transcentury and Phelps-Stokes.
 

RECO ,II,:DATIOt4 2: The priorities for further OPEX assistance appear to be 

mainly in tne areas of personnel managemant, financial manage.n-nt and 

perhaps -anpower planning/needs assessment (thougCh -%jht betniP most 

appropriately provided under the rubric of personntel ,Tanac nt). 

Additional fields inwinch specialize. tcchnical exzortase 1-ay be 

requested include hydrulogy and industrialization. 
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REMOMENDATION 3: %,ost line position technical assistance needs in the
 

sectors to which the mission is giving priority should be providedJ
 

through the sectoral pro3ects. There will continue to be needs, to which
 

the mission may want to respond, for technicians in line positions
 

necessary either for project implenentation or as substitutes for 

technical assistance pro3ects. 
However, such OPEX placements should be
 

justified separately from the more general SAMD goals of improving public
 

sector organizational effectiveness and efficiency. 
 If a follow-on SALvD
 

project is developed, the mission may wish to include the provision of
 

technical assistance for selected technology transfer 
or system design
 

purposes as a sub-goal.
 

RECO1-CN.qDATICN 4: 
Greater priority in training should be given to middle
 

managen-ent and mid-career technical staff than has recently been the
 

case. -y Recamendations:
 

- With few exceptions, SAPID training should be liiited to 

individuals who 
have already served in the targeted organizational
 

unit for at least 2 years, preferably more. This is likely to help
 

ensure a degree ot institutional loyalty, overcc,-ing some of the
 

%eakness of the current bonding system. 
 IL is ablo likely to
 

result in improvea selection, with supervisors nz!:'inc better 

informed 3uc,.l,Tznts of wno among their :-fr wouK! k bost use of 

training, and in relatively ,ore -naturc trainees morithmrprecise 

insight to their training nce'5s and ca. prosL'C:-. 



- With few exceptions, uncergraduate training should be limited. 

Where individuals nominated for training have not completed a first 

degree or at least a substantial part of tne course requirements
 

for a first degree, the preferred option is for them to obtain
 

undergraduate training at NUL. 
The second option would be
 

undergraduate enrollment in a 3rd-country university. 
The main
 

exception would be for promising individuals already employed by a
 

Ministry or other organization for several years, but who for one
 

reason 
ir anotner have not been able to complete a BA/BS.
 

RECOtNENDATION 5: For cost-effectiveness reasons as well as to focus SAMO 

on more specific needs, more use should be made of short-term technical
 

assistance and short-course training. Correlary Reorrnmendations:
 

-relatively more use should be made: of short-course professional 

training offered by U.S. universities, USG Departments, and 

professional orjanizatiois keyed to specitic needs such as 

financial or personnel -,Lanagerent, information systems or 

specialized tecbhnical fields 
(e.g. in engineering, health, 

coamunications). These are most appropriate for mid-level and
 

senior personnel who cannot be spared for long periods and who in
 

any case are not motivated by need for additional degrees.
 

-relatively 
more of the training should be offored in-country 

throucgn ID[:, LIPA, NUL, LAC or ot'."er Antraining in,titutions. 


app ropriate anc cost-'ftective use of O'LX perscnnel (including 

OPEXers wit,) -rvLIous 2:cxL.erence in Wsotno) :n:y be snsrt-term 

assiynrr4nts tor snort c-urses, seminars and orkshops. 



6I -Ithe recomendations to-p ie -more TA ona 

short-term basis, to make greater use of short-course training and to
 
offer more training in-country are accepted, changes in the support
 

arrangements both in the U.S. and locally are needed to enable SAMD to
 
respond to more specific needs more quickly. Specific Options: 

-expand the part-time local coordinator to a full-tim position 
and increase the responsibilities to include liaison with tIDS, the
 

planning unit ot MPEEA and the supervisors of the organizational
 
units to which OPIEXers are assigned or from which trainees are 
drawn. Note: no recomriendation is made for changes in the 

administrative support or liaison responsibilities vis-a-vis
 

long-term OPLXers. 
 Itisappropriat 
 that these individuals
 
continue to function under contractual coiniitmonts as nployees of 
the COL and that they not be treated by USAID as significantly 

different from other senior GOL officials. 

- formalize the crIteria and acministrative procedures for 

allocations of a local support fund. Alternatively, eliminato this 
fund. The impression that the fund lo arbitrarily allocated may 
cause more problems and dissatisfaction than the allocations 

solve. The most appropriate uses of such a turrd would be for small
 
grant support of local staff training activitie, training 

materials or professional reference innterials o:4 similar ioput3 

hich are difficult to anticipate in the proj.c..
nudget 
 but which
 
moy b3 critical. to U.anta 

wth oprEX plac=i,nts. A vtxjcjcntion to rhat r ~~sfor tiucrh 

te cnology Oi..tivus anca 



there is need for faci I toting thetaking.. E. ... ..IVL-and
Other qualification examinations locally. Facilitating these would
 
be an 
appropriate role for the local coordinator and would be an
 

appropriate use of SAMD resources.
 

RECOMMDATION 7: The contracts between the OPEers and Transcentury and
 

between the OPEXers 
 and CL institutions or organizations should be 
reviewed for consistency with AID administrative requirements and the
 
project goals. 
 In addition, bvery effort should be made to ensure that 

the support and benefits'provisions are standard for all OPEXers.
 
Finally, the mission snould examine 
 carefully, with advice from W50 CC 
or elsewhere as needec, the implications of narrowly drawn OPLX contracts
 

whiich leave UPEXers exposed 
 to master contract or AID acinistrative 
changes to which theynijreure which could leaveare not a party,then n'arooncdaswithoutwell as acts-of-godfinancial, and forcead;ninistrative 

or legal support. Note: the evaluation team members are not lawyers butraisoe these questions due to our conxusion and uncertainty over how the 
contracts and support provisions might ba interpretted under a variety of 
circumstances. 


