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I: RECOMMENDATIONS (Summary of Section XI)¢

RECOMMENDATION 1: 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

RECOMMENDATION 2: The priorities for further OPEX assistance should be

personnel management, financial management and perhaps manpower

planning/needs assessment.

RECOMMENDATION 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
management and mid-career technical staff. (ith 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. e
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RECOMMENDATION 5: More use should be made of short-term technical Lbl’(/i04P} -
A -

ﬂ o’ D
assistance and snort-course training. More training should be offered (>0VA ~) eU5T
in-country through IDM, LIPA, MUL, LAC or other training institutions, . 95*2ﬁ07” 7
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RECOMMENDATICN 6: Changes 1n support arrangements are needed if the é}

o 3

Lo
reconmendations to provide more short-term TA, to make greater use of )
: o W
short-course training and to offer more training in-country are accepted. \ A
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RICOMMENDATICN 7@ The contracts between OPLxors ana Transcentury and L\J'U
-~ > ——
between OPLMeIS ang COL institutions or oryanizations should be reviewed b ‘
r’

for consistency with AI0 administrative guidance and Project yoals., P)L,- r
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Nelson also contacted and arranged interviews with OPEXers and
their suvpervisors. Of the 11 CPEXers currently supported under the
contract, 1lg were interviewed. One was on leave. Each interview
was conducted privately, and lasted from about 1 aour 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 to the 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 1 team member (Method or Hoxeng). Each interview was
private, without the presence of other staff or the OPLXer. In
mst cases the interviews were remarkably candid, the supervisors

obviously having given previous thought to most Guestions.



[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 meanlngful or consistent answers. For
supervisors, more précise questions of how tne OPEX or training
assistance contributed to institutional development, strengthening or
management objectives appear needed. For OPLXers, more precise questions
of how or wnether their positions may be institutionalized or filled by
Basotho professionals appear neeced. The:simple question of whether a
oounterpart 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 Hinistry of Planning, bmploynent and Economic
Affairs (MPLEA), jointly with the Permanent Secretery along with
the heads of the planning division and tne Janpower s:zcretariat and
individually with th= heads of these two units. Toe joint ooetin
was mainly tc discuss covarall Satlstacticn/uiosatiot e ioa with the
program and to ciscuss PLIOrlties ana stratogles for future noeds,
The indivicual meetings were Malnly 1n thelr roles og wipervisers

of UPEXers.
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The team also met with the Permanent Secretary of Cabinet Personnel
and key members of his staff, including the head of the National
Manpower Development Secretariate (NMDS). 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 Personnél is responsible for all public sector staffing and
' manpower policy matters and includes the unit responsible for expatriate
emoloyment as well as NMDS. The P.S. and the four key staff were all

participants under SAMD, with 3 of the staff under 632-g¢69.

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 program, most of the OPEXers and participants, and
their supervisors. This 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.
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2. Specific questions tor participant training were:

~ did the participant obtain the desired deyree?

- 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

1IC: COVERAGE, COMPLETENESS OF EVALUATION

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

and the participant training under 632-6069. Wnile tne findings and
recommendations in this report are thought to be generally applicable
other OPEX assistance anc traininy provicdea thro.un 3AMD for otner

projacts, time did not permit detailed analysis 25 zaese

QO

Instead, the team reliad on background knoulzige t0 1 previous

familiarity witn most of these other projccrs.,

to

tner projects,
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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 measures. Statements regarding improved effectiveness and
efficiency or the moderation of staffing censtraints are based mainly on

subjective 1mpressions formed by the evaluators during interviews with

the OPEXers, their supervisors and other GOL officials.

Subjective cpinicns and suggesticns for changes or reallocations in
future SAMD activities are included only when they appear to the team to
be widely held. In most cases, the suggestions were vettad within USAID
and at high levels of the GOL, particularly the Cabinet Perscnnel, NMDS
and MPLEA. Where suggestions are more speculative and mainly the

opinions of the team, they are described as hypotheses.



- 11-

I1I BACKGROUND

IIIA: SUMMARY OF PROJECT

The Scuthern Africa Manpower Development (SAMD) Project was designed to
reduce critlcal manpewer constraints in a;eas relevant to the 1973
Congressional Mandate, and to strengthen institutional capability in
Lesotho's public sector. The project provices a mechanism for the
recruitment and support of OPEX personnel ("Operational Experts" who work

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

participant trainees.

SAMD began in FY 78 and the projected EOP is 9/86. The project is a
bilateral outgrowth of two predecessor regional projects, the Southern
Africa Development Personnel and Training (SADPT) Project of 1973, and
the Scuthern 4frica Academic and Skills Training (SAAST) Preject of
1978. The first project provided OPLX technical assistance along with
participant training and the latter was limitcd to traunne., These
projects were on a regional basis and wvrovidec asslctancs w0 potswana,
Swaziland anu briefly to Jumbabwe as well as to Losotno,  Swazilanag
continues along with Lesotio to use tne 5D .acohanlst on o ollatoral

basis for OPLX recruitment and participant traiiing placo: Lnes.,
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Total planned AID obliéations under the project were $9,97d,¢¢d, all of
which has been obligated, Approximately $865,000 remained uncommited 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 $7,3204,0v0, divided
between long term (9¢ person years, $6,930,04¢) and short term (65
person months, $394,000); .
participant training estimated at $568,GU6 (9¢ perscn years of long
term training divided equally between U.S. and African
institutions, $S94¢,0ud, and 24 months of short terin training,

$68,000) ;

other costs estimated at $972,¢u¢ (mainly tue construction of 1¢
houses for occupancy by OPEXers) and a small discretionary support

fund for OPEXers $32,000), and;
an inflation allowance of $71C,¢GH
The (CL's inputs were projectesd to te 1,518,000 (9871,w.0 for tecrnical

support, $252,00) for participant training supgort, $luw, .. tor vther

costs and $215,¢ut for intlation),
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IIIC: MISSION APPROACH TO PROJECT IMPLEMENTATION
The project paper emphasized the trairing of Basotho as the primary
purpose. OPEX perscnnel were primarily to fill on a temporary basis the
positions of key GOL persunnel while they were away for training. The
OPEXers weré in the 1interim to function in-line (i.e. replacement)
positions and, by example and oy professi;nal accomplishment, contrioute
to increasing the ef%1c1ency and effectiveness of the organizational unit
to which they were assigned. Vhere possible, 1n-service and counterpart
training would be provided on-the-‘ob.

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 development oriented institution
3. precisely defined as to purpcse and durccion

4. within an established QUL post

5. associated with avallable, cualified auneho pLeared to

participate
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Second, the primary use of the OPEXers has been, and continues to
be, the provision of high level expertise to stréngthen 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 project has evolved to having
two distinct objectives: OPEX provi§ion 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, 1t has been
forced to place 1ts bets on those sectors and organizations where
the need for strengthened planning and acninistrative systeas are
most critical for the success of its curient prucrawm strategy.
This has led to tne SAYD project oeing usced more -3 a 1eans of
strengthening systems 1n advance of or as comple'._ ity to pruject
activities than was originally intencdec, .ith o Clent lovor
priority for strenytnening INSTICULIONS 10 52C50r:. _or which UsAlD

does not anticilpat2 project assistance,
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Note: These shifts are not necessarily inconsistent with the project

purpose. The project was originally designed to be flexible and to
evolve as needs changed, initial training priorities were met and the
project shifted attention to different organization units., However, it
is important to note these shifts and (see Section XI, Recommencations)
to consider whether the project is approaching the point at which

-

redesign, rejustification and reorganization of the administrative 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 1s giving
priority to continued support fof 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 ccmplete their tours and leave, 1n 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.









IV _INPUTS
IVA: GENERAL NOTE

Though the following accounting of project 1nputs is limited to inputs
provided through SAMD 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 "sced capital” arnd "head start" which

was provided oy SAMD. |[see Annex 5 for summary of other SAMD 1nputs.)

As discussed prev1ou$ly, SAMD was preceded by two relatea projects (SADPT
and SAAST) and in the initial stages continued OPEX and participant
training placements started under these other procects. During SAMD
implementation, several of the OPLXY placem§nts wera complementary to
other projects supported by USAID ard other doncrs (particularly roads
and agriculture projects). At least 6 of the participant trainces who
started training under 069 receiveo partial support and finished thair
training with funding uncer other project accounts, It is probable that
at least 2 of tne curront CPLXers will ko pP1cked up uncder other projccts,
possibly prior to the expiration of the projecteu 500 contracts.
Finally, the recruitment ang trainoo placerent rechaniors for SAMD
through New Transcentury Corzoration (TCZ) ang [rolps=lteaes (PPS) have
been used for recrultment and training ror oth.r projects, Nearly as
much use has been made of oo SALD nwchanism Lor other oject pureses

as has been mace for SAMd purposes.












IVC: TRAINING

The project estimated 9¢ 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 PMs or $94,000 allocaed for in-country training., 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

OPELer,

As of ¥/84, 53 i1ndividuals haa been sent fér training and had returned,
for a total of 1284 Pﬁs of leng-term training, An additicnal 20
individuals are 1n training or about to uepart, for a projected 259 PMs,
The total long-torn tralning expended or projectad uncer the preject 1s

1543 P4Ms or 126 1/2 PYs. Averace tire 1n training 1s almest eractly 24
3 9]

months, with BA/ES taking somewhat longer and Master's scmewhat less.

Of the 53 trained te date, 21 have tecn sent for “aster's progrens  (Mh,
M5, nhea, MBA, ML), 31 for BA/BS projrams, and 1 tor a diplara (1in
WOLRSDCE ranagement) . Ot these, 3 are net finish amd 2 net losnor
degrecs or aiplenis. 4 andividiuals wore tralnsg an 2re countries (2 BS
nursing an Botuwana, 1 BY nore coencancs in Swaziland, 1o tcon, 1n

Fenya) .,

2l participants were female, including o of tha 21 Mastrr's candidates.

ALl f1nssned theirr courses, 18 1n the Cedey 310 Jrdd counrios. A
general impression 15 that the wornn id excepsi~niily . .l Lrd had

relacively fower preblons than did L nen sent 1or exs . 1.as. Lraining,.


http:prctl,.1r




- 26 -
IVD: IN-COUNTRY TRAINING
Essentially no in-country training has been provided under W¢6Y, though a
substantial amcunt has been provided under other projects using SAMD.
Some individuals have been sent to the Institute of Development
Management (IDM) for short-courses and 1 individual is studying at the
National Cniversity (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 assignments.

There seemed general agreement more In-country training 1s needed. It
would be cost-effective, enabling more specitic skills and training needs
to be addressed. GOL officials expressed Strong interest in short-course
in-country training to enable training fcr 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 ObLXers and the
counterparts. Several of those i1nterviewed sugcested short-course

in-country training as a very agpropriate use of short-term CPEXers.

At least two factors need to ce oddrossed 1{ 1n-country training 1s to be
d

increased under SAMD.  First, more cetalled analysis is neaded ol th

necds for specific typos of manaconcnt or toosnical Lrinlng scress
Ministries and crganicacions.  This LRGULITe s CCre INEer-mionstersal
ceoperation nd a strenger role tor 1OS. cLootnd, SuTe Orovisio, Lust be

made for nare substantial lecal Ltatl ugu;

or
s

Sathy Lo hanile the planning,
orijanlzatlicn and aaniniLuiatlve o talls o oo LaLy2r Shae - our. i iniag

and snort-te s TA cow o gk,
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IV E: SPECIAL SUPPOKT

$32,000 was included for special support activities for the OPEXers.

This was intended to provide for small-scale funding for materials,
workshop expenses, publications and similar unanticipated inputs which
would increase the productivity or impact of the CPEX 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 assistanca. Another request was for funds to ship
additional materials to Lesotho and one waé 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 teen largely an

oversight. No procedures or criteria were establisned and tne exlstence
of this discretionary fund was forgotten about. Tcday, 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 tnat such suppert has not
been more readily available, most seem not to have expactey much support
other than that available through their orGganization uncer rejular

procedures. A suggestion of the evaluation team is tnut, 1f such support

is inclucded in future SAI'D activities, tnat it be made avallolle to the
organization rather than exclusivaly to tne uriler. 1nis av, ars Lo have
some advantages 1n pProvicing support throwsh the orcan.oacion Lotk and

maintaining the Ol'krer's prumary relaticnsalp with o, JugertiLlr,
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In practice, there has been substantial correspondence dealing with
administrative matters but little or no involvement in field support of
the work of the OPELer. Wwhile this is contractually correct, the opinion
ot the evaluation team is that the contracts are excecdingly narrowly
drawn to the extent that a)they may prevent more substantial involvement
of TCC even wnere 1t may be mutually desired and b) they contain a number
of contradictions, exclusions and seeming 1nconsistencies with AID
administrative guidance. Matters to do with calculation of leave, local

salary equivalencles and travel requirements seem to have been the most

frequently disguced.

Pnelps-Stokas 15 1n a sub-contractual relationship to Transcentury, with
respensibility for handling the placerent and superwvision of trainees in
the U.5.. ey complaints were heard from returned traineces about
Phelps-Stores administration. However, thbre were some disputes witn
USAID over incocnsistencles cetween Pnelpe-Stokes policies on allowances
and those ot »ID Hanabcok lé. These were resolved. The main continulng
probleds seam to ce a) a persistent difficulty in USAIL/L getting
PrOYress ropLrts ana Grocds on a time:ly and accurate basis and b) a
renceney for Ihelps-5Stores to protect sceme of the tralnsos having major
difticulty. ¢n the other nand, Phelps-Stokes Talotoan.,, apparently
accurately, that Ly going the extra wmile 1t has oeon able to ensure that

rest traineis obtaln at least a particl degroo belor: roturning.,

AN UnangwWered guestion 1o what the unit costs of train-w and CPLY
recrultent woule e wore the core contzact sumrort @ . ainisa waintained

Yot wther orosect purposss and ornoral mission Cloviot
H J L [§ J

v
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V. OUTPUT MEASUKES

VA: STAFF DEVELOPMENT/PLACEMENT

A total of 53 individuals have received training under ¢069. Of these
all but 2 (both B.S. agroromy) have returned as of 8/84. Another 20y are
still in training, An &dditional __ placed under SAMD were funded under

other accounts. Table % 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 1 may be
workirg in the homelands. 1 has been assigned to foreign affairs, 1 is
with WHO 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 notaule 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 MBA,MPA) are mainly
in senicr management/administration or planner/analyst roles. T.us, the
primary function of the lst degree training appears to be manpower
development and the graduate training appears to be mainly institutional
strengthening and organization development., Note also that there nas

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

CQURRENT STATUS OF RETURNED PARTICIPANTS

(based on mission records)

BA/BS/CERT. MA/MS/MBA/MPA
Lecturer/Trainer | 11 Pﬁ
Administrator/Manager. 2 6
Planner/Analyst 2 8=
Engineer/Technician 9 -
Scientist - 3
Others 5 1
Deceased 1 1
Non-Returned 2 ~
Unknown - 1

Total 32 21 = 53 Returneg

e—n— ——
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»  VB: OPEX POSITIONS AtD ROLES

There is general agreement that tne OPkXers 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 isg nothing to indicate
that this was other than would be expected in any set of 28 professional

appointments. In fact, tne record js better than would be 2xXpected,

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 diQEouraged from thinking of
themselves as plausible counterparts., Similar comrents were heard from
other supervisors, though most felt the setting of high standards of
performance and productivity was healthy andg perhaps the most important
aspect of counterpart training. In any case, no solution was suggested

for the "rate breaker" proolem.

In ohe and perhaps 2 or 3 cases, the OPEXer ®ay in foct have been
overqualified for the POs1tion. Several are likely t3 Lo replaced by
people with lesser formal qualificacions Or experiencs, Lut who are

Jjudged 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 bositions, e.g. the lecturers and most of the engineers,
The others combined line functions with substantial advisory roles or
responsibilities for designing and implementing specific reforms or new
practices (e.g. the financial controllers and the Fersonnel management

advisor) .

Most reported at leaut informal counterpétt'training, but only about half
appear to have had a fermal or Structured appcoach to on-the-job
training., oJT train;ng for counterparts appears to have been mainly by
0smosis and example. In most cases, the training cn-the-job was directed

to support staff and Junior personnel. Note: several OPEXers suggested

that this should be the priority for futute training,
VC: PROJECT IMPACTS

The initial OPEX assignments were mainly in line positions in which they
worked as needed according to GOL organization priorities. Increasingly,
in addition to their line responsioilities, they have become important
resources for the planning and/or implementation of donor-assisted
projects, particularly USAID. ¢ positions relate directly to the
implementation of roads projects, 1 to the implementaticn of self-help
food-for-work schemos (primarily access roads) assisted thrcuuh CRS and
WP, at least ') the developrent of the LAPIS project and 1 or 2 to the

davelopment and urplementation of the BNFES project.
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&ﬁule it is difficult to prove the point, it appears that OPLXers have
been very important to the development of these projects tnrough direct
roles and 1nairectly tnrough improving key systems such as financial
management which nave increased donor confidence in the ability of the

orgarization units to administer and implement additional projects.
VD: ORGANIZATION 1MPACTS

The project was 1ntended to contribute to organizational efficiencies,
which is difficult to .neasure, especially éiven the lack of baseline
data. While the evalﬁatlon.team is not able to judge efficiency cnanges,
it did note a numoer of organizational chnanges wnicn aprear to contribute
to improved organizational effectiveness.

+
.

At the level of individual organization units, the most limportant impact
may be the 1mprovements in financial manarenant systzn3, with financial
controller positions ncw established 1n two of the CPLA-au3lsted

organizations ard increasing attention to accountancy trailning throughout.

In the case of the Ministry of Cooperatives and Rural Cevelomtent, the
L b ’

-

OPEXer task nas been to assist a fundamental reorientation of purpose
from essentially job-creating relicl activitles £0 o ~ore develcprnntal
strategy using seli-holp censtruction and {on-for-wor @ o strengilien
road systoms and ataer covelouss ut ntrastrociore. o Task, only
partially acnieved, 1llustrates wiat oafore Cioiciens

7 oLIIRCEIVIG Tan e

nesued, 1t may be necessary to cuande effocty tLoess ToLeoria,
! -









-3%-
The remaining indicators, “maintenance of high-level operational
efficiency cof GOL offices witn OPEY staff while counterparts are ceing
trained to ultimately assume resconsibilities" and “1mproved QUL project
preparation and planning capability for funding by AID and other donors"

are also not objectively measureable.

In general, the OPEXers nave been effectively utilized, making solid
professional contributicns. At the same tire, Basotno staff are vbeing
trained. Some CPLXers have "lost" thelr COUNULrparts te othaer Ministries
0L Qriellliitlins, CUB LI0Se Lo to Lo isolatod 1n .Lances and to be
explaineg more vy proolens 1n cotablisning the pesiticn at tho nccessary

race and salary level than Ly unwillinenoess of tne andivicual to accent
4 - -

work 1n tne f1cla for wnich trynInyg wan provia o,

The 1981 evaluaticn was gquite upheat on tne likely achieveraent of
purposc.  This evaluation agrees that e purpe o of the 5D 1s being
achieved.  Crivical rangower constralnt; are bo1ng addressaed, 10 areas
highliontid ny tre Congre coional sadeto, and tnhe public soctor ig
SLronGer as o reLult of the 5rojoct's nputs. Taore 1o o ral agrecment

S

that mont of “he mrganization units 1o .o1en Gl s Nave werrved apd for
WNICH tanotno staitf nave taoen train | oare stris, r Wda, ant most of tne
ATGANLIatIoNs have recelvi<l INCreasing arounts of conur as3.iitance.

However, 1t woula we an ovarstatencnt L0 attriccte tnis wricly to e

SAD Lnputs,


http:overntateri.nt
http:tr.!(.ri
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VIII: UNPLAUNED EFFECTS

There have been relatively few unplanned effectgs. The OPEX appear 1in
most cases to have worked within tneir position descripticns and trained
counterparts appear in most cases to have returned to positions related

to their training.

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

the position descriptions. For example:

— improved information systen for hook supplies to primary schools

— improved system for speedy processing of primary school exams

— textbook cn Jand-use in Lesotho fbr use in agriculture education.

The OPEXers nave played stronger roles than anticipated 1n providing
links to conors and in assisting with tha preparation of major assisted

projects -- particularly the Perimeter load project, LAPIS, DNFES,

An unanticipated effoct of the improved accounting and financial
managerent practlces in Roads and other units has becn to give some
donors graacer conficence 1n abSorprtive/coatract @ naganent capaclty,

resulting 1n greater delegaticn ana fast-r disburs-=ent of funds.


http:disbur.,--.nt

IX: LESSQUS LEARNED

-—“’/0~

1.If OPtXers rneed to be kept on to avoid discontinuities, the cost to the
project will be over $10,0¢t 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 S year degree 1n 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 1n training 1s approximagely 24 months, the same as the
OPEX contracts, However, in most cases téé training was not initiated
until well after the bPEXer-was in place, often a year or more,
necessitating extension of the CPEXers. Wwhlle 1n some cases the
extension was due to cdelays in the trainze returning, 1in more cases tha
extension was foreseeable from the beginnihg. One OPEXer suggested that
3-year contracts may be appropriate. This may be approuriate for some

cases, but in ¢eneral tore approprlate phasing and earlier training

starts are likely to result in mors certain cost savings.

3. Placement of indivicual CPEXers in line positicns within Ministries
should not ke expected to produce overall improvements 1in efficiency of
Ministry operations, in the snort or even nlium run. Anticipatd

project outputs sheula one geared to tangible contrionions JPWKers can be

expected to make. Elfectiveness 1n perforiming spcciiic functions or

providing simxcitic gocds or servic:s may Le a mors oronZorlate evaluation

criterion thun organizeticnal efficiency.
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3. The linkage between OPEXers and their FU counterparts is nst as close
as was envisioned. Even though the project's record 1s very good in
terms of bringing participants back to work 1in 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 are institutionalized. The

result could be budgetary savings and possibly i1mproved effectiveness.

5. The direct linkage between OPEX TA and key local staff as counterparts
beingy groomed to replace the OPEXer may not be appropriate in all cases,
particularly as training emphases fcu's on'middle- and senior-level staff
and as TA 1s provided to 1nstitutlons over as much as a decade. As cne
OPEX supervisor, who had been a participant rrainee and who expacts to
have high-level TA under LAPIS, put 1t, " I con't want to spand my whole
professional life as a 'counterpart.' At scme point I want Lo be a
professional 1n my own country." In short, in some cascs a more
collegial relationship witnout tre sutorcinate/understudy role implied by

the term "counterpart" is recced and desired by (@, Basothe professionals.

6. This project is viewey very Favorcoly by the OL and -.ev are strondgls
£ Y v

interested in continuing similar acslstanco. Toey Will, howowver, press

for a larger proportiecn of the Lunl. ru ve spont wn troini~s, rather thon

on OPLXers. ‘he P.S5./Pleonine pas sugaested a 75369 Spilt teaining:ChLy,
= . t 5]
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X: SPECIAL COMMENTS

(rancom thoughts vihich are not part of the evaluation per se)

Morale improves with time — the team observed that many of the problems
of which CPEXers complained remain real, but the individuals have
accepted them as reality. Most of the current CPLXers are experienced
1ndividuals, and most of them nave extended their contracts. A related
thought is that most secem to feel product{&e and well-utilized in their

pesitions, which usually cormpensates for fmany frustrations.

High proportion of TCNs -- tne team ooserved that almost half the OPEXers
at times are Third-Country Nationais. While these individuals appear
very competent and fully apopropriate to thé OPEX positions on technical
qrounds, tho mission needs to watch the proportion to ensure that the
SAMD activities also reflect the implicit project objectives of
representing U.S,. expertise and transferring tecnnology and institutional

Gr gersonnal linkuges with U.LS. entities.

Currency fluctuaticns, how to handle? —- Lesotho has experienced a
swgnificant cevaluaticn of ity currency througn exchange rate

flucrtuations, ceclining from about $1.40 per {ialuti 1n 1978 to about S.7¢
per Malut: at present.  Some OPLXers felt tneir local cquivalent salary j?
snhould ve adjusted to reflect this change, but they were not inclined to kr
Set this ayainot the inoreased local purchasing power of the dollar ‘g

e

portion,
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Grading may not reflect position -- A more constructive suygestion 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 §.
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 nigher.

J.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 PanAm 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.
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X1: RECCMMENCATIONS

[NOTE: As the argument for most of the following is contained in the
text, recommendations are made as bullet points, with elaboration enly

where one recommendation is contingent on another. ]

RECOMMENDATICN 1: The SAMD mechanism appears as important to the mission

as is the specific CPEX and participant training which is funaed through
the SAMD project, 632-0069. tihether or nof additional funding is
allocated to the project, the mission should explore vays to sustain a
general purpose OPLX .ecruitment and participant trainee placerent
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 éuch a mechanism coces not
necessarily require maintenance of the current sugpport contract with

Transcentury and Phelgs-Stokes.

RECOMMENDATION 2: The priorities for further OPEX assistance appear to ke

mainly in tne areas of personnel managemant, financial managenznt and
perhaps manpower planning/needs assessment (though tnis might be most
appropriately providec under the rubric of personiel managanant) .,
Additional fields 1n waich specialized tcchnical expertise iray ke

requested include hydrology and industrislization.
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RECOMMENDATION 3: Most line position technical assistance needs in the

sectors to which the mission is giving priority should be provided

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

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

necessary either for project implementation or as substitutes for

technical assistance projects. However, such OPEX placements should be

justified separately from the more general SAMD goals cf improving public

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

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

technical assistance for selected technology transfer or system design

purposes as a sub-goa}.

RECOIMIMENDATICN 4: Greater priority in training should be given to middle

management and mid-career technical staff than has recently been the

covgflay )
case, Ly Recomrendations:

— With few exceptions, SAMD training should be limited to

individuals wno have alreedy served in the targeted organizational

unit for at least 2 years, preferably more. This 1s likely to help

ensure a degree of institutional loyalty, overccaing some of the

weakness of the current bonding system. IL 15 alco likely to

result 1n improvea seclection, with supervisors naring bettar

informed jucgments of wno areng their stalf would maka best use of

training, and in relatively rore maturc trainees with more precise

insight to their training nezdds and caroor PLoS . JLd,
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— With few exceptions, uncergraduate training should te limited.
where fndividuals nominated for training have not completea 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 WUL. The second option would be
undergraduate enrollment in a 3rd-country university. The main
exception would be for promising individuals alreédy employed by a
Ministry or other organization for several years, but who for one

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

»

-

RECOMMENDATICN 5: For, cost-effectiveness reasons as well as to focus SAMD

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

assistance and short-course training, Correlary Reconmendations:

—relatively more use should be made:of short-course professional
training offered by U.S. universities, USG Departments, and
professional organizations keyed to specific needs such as
financial or personnel manzgement, information systems or
specialized technical fields (e.qg. in engineering, health,
communications). These are most apdropriate for mid-level and
senior personnel who cannot be spared for leng periods and who in

any case are not motivated by necd for additional degrees.

—relatively more of the training should be offored ln-country
throuyn ID:, LIPA, NUL, LAC or other traiming institutions. An
appropridate ana cost-cf{lective use of UPLY perscnnel (including

OPLXers with proavious eoxierience 1n [Loesothc) may be snort-term

assiynments tor short courses, SomlInars and WoLRsShops,









