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PREFACE 

Butween March 3, 1984 and March 26, 1984 five persons participated 

in i review of OICI's program in Ghana. This activity, partially 

funded through USAID, focussed on the third and final phase of USAID 

b|iLtural financing to OICI for institutionalization of an OIC launched 

ini Ghanai i-n 197L 

BeLtween March 3 to March 10, 1984, the active members were 

Mr. J.unus Washington, formerly the Phase III project officer in AID-Accra, 

and Dr. P.A. Leary-Lewis representing S&T/IT in AID/W. Mr. Washington, 

presuntly the SIIRD Officer in REDSO/WCA, served as a resource person for 

Dr. Wwis, designated team leader, because of his previous oversight 

esni:;ibilities for t e project. During Week I, Mr. Washington and Dr. 

Lvwi15 reviewed available documentation provided by AID-Accra, OICG and
 

()ICI. A rufiuied scope of work and schedule of activities were designed 

.1d p.pivud by AID-Accra. Logistical support arrangements were also 

woikul out for the inclusion of a representative of the Government of 

G;h.ti. (;OG) and for the arrival of the OICI delegation. 

From 	 March LU-March 26, 1994 the team consisted of the following: 

Ur. F.A. Ieary-Lewis (AID/W S&T/IT) 

Mr. Quy Nguyen (OICI Evaluation Office) 

Mr. Stanley Barnett (Barnett & Engel) 

Mrs. Patience Kwaml (GOG NVTI) 

Mr. Nuyein and Mr. Barnett had participated in several earlier OICl 

mb1s: .tot OICG and no wore very 	 familiar with the patterns of change, 
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the local personnel and the situation of OICG as with its relationship
 

to OICI. Both were immensely resourceful and productive.
 

Mrs. Kwami was seconded to the team at OICG's request and played
 

kilinvaluable role as a source of information to the evaluators and as 

a resource for the OICG staff. Her contributions to the team and to 

the future of OICG will be great. 



SUMMARY
 

Issue: 	 To review and evaluate OICI's implementation of AID
 

Grant No. AFR-0108-G-SS-2076-00 for Phase III, and to
 

determine OICG's institutionalization for graduation.
 

ac,-kjround: OICI began operations in Ghana in 1971. Since the 	inception
 

( OICG it has expanded to provide training and job opportunities at 

three centers (Accra, Kumasi, and Sekondi/Takoradi). A national 

hecdtIuarters in Accra has responsibility for coordinating activities at 

I icu;c three centers; policy supervision and guidance come through a 

Nit~ijuial Board of Directors which includes representatives from the 

l)r jram committees of the three centers. 

OICG has had three major funding sources during the three phases of 

it..; existence: the Government of Ghana (GOG), local contributions, and 

US;AID via OICI. Phase I (1971-9/76) saw the creation of the program in Accra; 

i'Iie;e Ii (10-76/9-80) involved its extension to two additional training 

c ieters (Kumasi and Sekondi-Takoradi); Phase III (10-82/9-84) foresaw 

the Llistitut .Analization of OICG and the termination of USAID bilateral 

Iliilniqi through OICI. Between Phase II and Phase III was an interim 

tw,-ycar period devoted mainly to redressing some of the problems in 

'hi.i!;v I| and to develop a proposal and neqotiate funding for Phase III. 

Iui ' cutlsiori: Phase III of the AID qrant began two years ago followih9 

,i Ilill-sdclu evaluatiun of the OTC/Ghano which recosumended many 

I)rt ,',aitunatic ain wll an manaqumefnt improvements or modifications for 

,t h OICCG and O1Cl. It war demonstrated then *nd this evaluation 
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reintorces the fdc'. that OICG has dne a commendable job of establishing 

a recognized organizational structure, of achieving broad official and
 

community support, and of generating a number of trained, emplQyable
 

p|ursons. Since the begiixning of the program, OICG has trained over 2000 

pruviously unemployed Ghanaians; during Phase III, under which training 

wmi; projected for 569 persons, 563 have or are being trained and 130 are 

currently in feeder courses., 

Factors external to thu performance of OICI/OICG have greatly
 

moditied possibilities for achieving OICG's Phase III objectives: 
 the
 

jpru.-,u!t disastrous economic situation makes OICG's continued existence 

remarkablu and thc evaluators applaud the diligence, professionalism and 

commitment of the OICG "family" for persevering in their contributions to 

the( (coomicA-evovery of country. has a long ofthe OICG record 

dleon.;Lttud financial support from andthe GOG from Ghanaian corporate 

'1nd JrivIte donors; O'G has operational and physical structures in place 

witLh qenerally solid core staff of Ghanians; OICG has a track record of 

.ic-ce sstul upgrading, vocational trainiiig and placement of unemployed 

!Wli0l0 leavers and drop outs; OICG has made its mark in the wage economy. 

II hv:; lit, however, achieved full financial viability. 

ULCG has thus become only partially institutionalized while never

the lt,; becoming fully indigenized: the Board. committeesmanagement, 

,11ii( ,tdla I con"Psist ent.rely of Ghanaians; instructional and other 

LUl iCUIa materidls have bel adapted to local tieeds; cotAinellilng and 

lo.c'.'mvt. a r' geared to local rca11iLes; local fund-raining activitiou, 

whi iiot -;iq i fcant. relative to needs , revnain at an imprennively high 

lIvvul (lveii the Ghaaaian ecoiiumic uituatiaa. 
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Problcais do, however, exist which must be divorced from the economic
 

or. 
,s oid which must be faced as OICG makes the transition to graduate
 

, Administrative and financial management operations, while
 

]irj improvement since the 1980 evaluation, still have problems in
 

'J,)mie In the area of programs, the evaluators are
critical areas. 


concerned about administration of Participant Training, about OICI
 

Lechiujcal assistance for in-country staff and pupil training, about staff
 

development activities, and about materials. In the area of programs, 

the evaluator!, are concerned about the delayed provision of commodities, 

uquiirnunIL and training materials scheduled for Phase III, about the 

IimiLui staff development activities relative to needs, about the 

intldequ,lcy of OICI's actual in-country technical assistance in contrast 

with pLta. The evaluators' major worry remains the issue of financial 

viibility and we piuvide a list of urgent steps which must be taken in 

OlCG to effect the transition to full graduate status. 

The economic crisis has clearly effected many aspects of program 

,iertormance: it has decreased transportation for all levels 

atdvi'iory, staff and trainees; it has impacted severly on retention of 

!0,a0f ,ind trainees in the program; it has depleted tile supplies of 

inie;t u,:t i',ial mat-eriala; it has impeded placement and eroded job 

ituintinj; it may aln,1 have discouraged iniLiative and has certainly 

t''wvrold moral|e. 

(' 111cl'aned J,,Irti)t1, protient tluporLoru and potontial dollorn all 

,"to" o'n t h key importtnco of vocatlial and fkillu training to the 

t.iii'tll iivni nid fti dev2 loJ)mvlt Accoiding -, rocentl a t uru (itGhaa. to 
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World Bank report, 

"The future ability of investment to generate economic growth 
and internalize its benefits would be conditioned by the
 
capacity to increase the supply of such factors as trained
 
labor, administration and financial skills.
 
To restore its prime position in Africa as the reservoir of
 
skilled manpower, Ghana will have to focus more attention
 
ojn formulating cost-effective and replicable delivery systems,
 
to improve the general level of education, skill development
 
and health scrvices," 

Ntuncrous vocational training institutions exist in Ghana through 

thu auspices of the GOG, church groups, ccnnercial enterprises and 

vLutiLary organizations. OICG brings a special approach to vocational 

tz.iii, in and OICI provides support and assistance for this affiliate. 

Withiii Ghana, the NVTI has the official mandate to coordinate, certify 

0i11d oveoiee all vocational training activities. The evaluators feel that 

OlICG might profit fzom its expertise and services in many areas. 

In order to contribute most effectively to Ghana's vocational 

tlii nlg needs, OICG might consider taking the following steps: 

o define clearly and immediately the responsibilities of the 

National Board for external donor financial support and 

implement an cmergency plan of action to sustain the 

orjarizaLiorl 

* t.:itablinih munr, frequent dialogue within ond between officon 

of OICG nlmd )ICI;
 

ti at Natiuon,;l Oft icu, place qreater vinmjphasiv onl :taff
.ilt. 

do.,v,,l,,pmIt nt,l rJovittioll !()Itrairlinq matirt: l1 .1, theand 

ujutradiii( Ii lcorr.iculltum l training m Ittlndolixjy oil ail 

'ii-'Il) Ji'j'.' 
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The evaluators remain impressed by and convinced of the role
 

played by OICG in Ghana's national recovery. We recommend that OICG
 

be considered to have attained graduate status in all respects save
 

one: fim.ncial viability. With the kind of personal and professional
 

commitment, the history of achievements, the technical assistance from 

OICl, and the interest of potential donor groups, OICG will eventually 

achieve financial viability to match the credibility and visibility it 

ha; already earned. To help tide the program over its short-term 

linialicial problems, the evaluators recommend: 

O that OICG pursue an active role in the GOG's forthcoming 

program to retrain redundant civil servants and parastatal 

employees; 

o that USAID aqree to a grant extension (without obligation 

ot new funds) to carry over into FY 85 unspent Phase III 

funlds, and - should the fourth quarter reproqramuning 

process permit - obligate additional funds to the programi 

that OICI coftiinue technical assistance to the program 

thzouqh PY 136 and,, on a priority basis, aiggressively 

inve:iti lato the pOnnibilitiel of transitional funding from 

Al U/W; 

o 	 tht OIC( spplioach other major ext ernal donor nourcen. 

The CIDA , M.C aind IIBHD have expr( tued intorv:tL in buinq 

J thoit OI[C(;'Ij Itt).ild c {ooiditilav iiidt |purt|u{nial|| otiat(livad(. anl 

vif,| rijcJ~ly |dll',|fl!J rivo amunq( cha1id'a~ Imulti-indtolOil 



o 
that OICG seek professional assistance from a small-enterprise
 

development organization such as Technoserve/Ghana, and possi

bly other qualified entities, to increase efficiency and net
 

revenues from its economic ventures.
 



INTRODUCTION
 

OIC/GIIANA'S MISSION
 

Background Factors 

Ghana's labor force, reflecting the nation's population growth,
 

i.; rising rapidly. 
The labor force is expected to rise from
 

approximately 4.8 million in 1980 to 5.6 million by 1985.
 

Quality of the labor force is very low. 
 Labor is predominantly
 

illiterate. 
The 1970 census of Ghana indicated that 72.2% of employed
 

,ers-;ofns had never attended school. 
The low-level educational attain

munt ot 
the labor force has resulted in shortages in essential skills
 

in the economy, a situation aggravated by the exodus of skilled and
 

s;m-skilled persons 
from the country. At present, there are critical 

sl ortalqes of strategic ;kills at all levels. The supply of skilled 

,ki i.. !itod(equdte to meet current or future projected demands.* 

Mor,,over, there is a recognized inadequacy of training and a paucity of 

ijualil iod instructors and physical facilities for practical training.** 

Uxb ai unemployment is estimated about 25% of the work force, most 

of whom have a middlu school education or less...all these 

cl, :;idt*iL in:; undurscore the importanco of the OIC/Ghana training. 

alt ,rrat ivv. .. tvvnty-six percent of all OIC trainees completing 

iprotrJ.im. to clitj' wore unemployed prior to their OIC/Ghana training.* 

UIOC/tha Mii!;!taonnld Capfiule Ill story 

OlC/(h.,1.,4 I!, tho Und reunuit of a long proceun that began with the 

lot11%1t jo1 ()I a (.-twInutifty-barned "Illtoron t Grouipe in Accrat lloekl to 

bi &11,; ICI':c Se,! itl-hll i'hi lo(toply of lion-foalid # coimpje t. flecy-b if)ud, 

' !I2I'J/2;,m: p' al , I'haswI r ' I I(i/.)
".,iV,,,,,,fl,,lt 'i ?ia,,, itL*er;t or thoflue orC.Wtt.uo,Kafioor 

I-11 
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open-entry/open-exit training methods to Ghana. 
Following OICI
 

methodology, the Interest Group consisted of community representatives
 

in industry, religion, education, government and human relations.
 

Before the program was started, the Interest Group formed itself into 

a policy-making Board of Directors.
 

OC/Ghana is the largest and best known of OICI's voc/tech
 

tr ininy programs. Phase I of the project, begun in mid-1971, developed 

tl.iOIC/Accra training center. The Phase II expansion was sparked by
 

t.ilw thuni ileud of State of Ghana, who suggested in 1975 that OICI open 

,Idditiondl OICs to serve other parts of the nation. OIC/Kumasi, OIC/ 

S;ukoini-Tikoradi and the Head Office (in Accra) were outputs of that 

pal;Le. After a hiatus, during which USAID/Ghana funds were unavailable 

to thu project, Phase III began in October 1982 as a final effort to
 

inititLut~ionalize the Phase is to end 30
program. III scheduled September 

l 9,.I 

OC/Ghana attempts a most difficult cask: the training of the less
 

underprivileged of --udu i.tud, most element the nation's youth generally 

t.ho:c' in their teens and 20s who, for the most paiut, have never held a 

)(b .an(d who, at bejt, face a life of undei- ployment ,-d casual labor. 

Throujh innovative, hands-on educational concepts and techniques, 

education the person" job-ready level,iti luilii of "whole to a OIC/Ghana 

I l.igtl IIrm thin raw material (considered unpromising by many) into 

mason, plumbers, 

ait i:n(-cr I trunon and catororu whose skills are generally averago and 

.ibo1vv-.ivva,(lnamlno untry-lovel employees. "This tutimony both 

,,rnt't r to, in, typiuts, electricians, motor mechanics, 

is to 
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the quality and inherent ability of Ghana's youth and the ability of
 

OICG's typical nun-formal approach to transforming school-leavers and 

dropouts into productive, useful citizens. The pirgrun is fundamentally 

strong, viable arid of great service to Ghln,."* 

"OIC/Ghana's first come-first: servo, free-of-charge training for the 

,Iii', Ur:II..L(I is 'ih ,JWU iii (ihall,. 4ijii,:;Lry ui" L{,1i-icatL lo technIi 

,IIni]J ,Lhlte L' lnuntlain conIt,(:Lt with fornUr tzdirieus, but unlike its 

IWLiOLI At OIC/Ghata, the foiL(, -up is solely fouL data-collection pur

poses. Counseling is performea at many Ministry institutions, but not
 

nearly to the same degree. Ministry training is longer in duration and
 

CMotu theorvtical than at OIC/Ghana's three centers. Specialized private 

igntitutions conduct training in cerLain of the skills areas covered by 

the OICs, but they charge high fees."* 

Prom izcuptioi in 1971 through FY 1983, OIC/Ghana trained 2,090 

V)c/Lech trainues plus 232 redundant civil service per!,onnel. During the 

saino period, it placud 1,901, or 91% of the voc-tech trainees. At thu 

on(I of Phase II, 1,020 youths were on the unrolJmont waiting lists; tho 

number is said to bu at least the ;,ume, if not higjher, at this l.
 

P.IJ9E'ld-oI-Projuct Joint Evaluation of OUIC nd , Phase 11 

ibid. 
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A. 	OPERATIONAL ACTIVITIES
 

A-I. Improvement in Administration and Financial 
Management Operations 

Several important improvements were noted with respect to the 

administration and financial management operations, in contrast 

with the conditions observed during the end-of-project/Phase II 

evaluation in 1980. This section will describe both the nature and 

extent of the improvements. It will also recommend specific 

measures to further strengthen OICG's administration and financial 

management operations.
 

Major improvements in contrast with the conditions
 
()hI);(rFVed in) 1980 

1) 	OICG's organizational structure and lines of communication have
 

been streamlined. Currently there is only one (1) Board of
 

Directors, which is the National Board. The three (3) former
 

autonomous Boards in Accra, Kumasi and Sekondi-Takoradi have
 

been reduced in their status to that of local program commi

ttees. Local OIC programs are to receive operational directives
 

only from the National Office. These changes appeared to have
 

reduced, if not eliminated the confusion in communication and
 

preception of lines ,f authority. 

2) A comprehensive internal Standard Operating Procedures (SOP) 

manual which was not available in 1980 has been developed. 

This manual provides specific and detailed guidelines and 

procedures (jovurning the inter-rulationship between OICG's 
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local programs, National Office and National Board of Directors.
 

The current SOP manual replaced the old and inadequate SOP
 

which were developed separately for each individual program of
 

OICG. Furthermore, it incorporated a large number of separate
 

directives issued by either the National Office or local program
 

management with respect to operating procedures. The current
 

SOP appeared to have ensured a greater effectiveness in program
 

operations.
 

3) 	The documentation of program undertakings at all levels has been
 

greatly improved in terms of both quantity and quality The
. 


progress in this 
area seemed to have facilitated the efforts of
 

OICG management in program monitoring and control.
 

4) Reports on program activities and results by way of the Manage

ment Information System (MIS) are presently much more 
thorough,
 

consistent and accurate than in 1980. 
 It is also much easier to
 

identify and verify the programmatic MIS files now than during
 

the previous end-of-project/Phase II evaluation. 
 The improvement
 

with respect to MIS records and files means a greater capability
 

ot OICG management to properly monitor and assess program
 

performance.
 

5) The procedures for in-house program evaluation have been stream

lined. 
OICG is presently capable of appraising its own program
 

performince with less staff 
 time. In addition, the evaluation
 

findings have been more precise and the recommendations and 

lessons learned more specific than they were at the end of
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Phase II. Follow-ups with respect to the implementation of the
 

evaluation recommendations have also been more systematic and
 

rigorous.
 

6) 	The system of program planning and control has been more
 

clearly defined and uniformly implemented by the National Office
 

and all three (3) local programs. The major elements of this
 

system include an annual work plan which is based on the project
 

proposal, a Project Performance Tracking (PPT) plan, quarterly
 

PPT reports, and specific staff meeting schedules for coordination
 

purposes. OICG's current emphasis on planned versus actual
 

program achievements is a marked progress with respect to program
 

monitoring and control in comparison with the practices in
 

effect in 1980.
 

7) 	In general, OICG's present staff demonstrate a much clearer
 

understanding of their roles and responsibilities, and especially
 

the inter-relationships between their areas of duties, thah was
 

observed during the last end-of-project evaluation, The present
 

senior management staff appeared to be more knowledgeable and in
 

greater control of their work than their predecessors (note that
 

most senior management positions were filled with now staff follow

ing 	 the end of Phase II). 

H3) The organization and operations of the National Office have also 

boon upgraded. Considering the constraints such a the cash flow 

crisis during FY 82, the delayed funding in FY 83, the lack of 

transportation facilities up to November 83 and thu on-going 



shortage of fuel, OICG's National Office seemed to have provided
 

as 	much support as was possible in current conditions to the
 

local programs in Accra, Kumasi and Sekondi-Takoradi. Due to
 

its proximity to the National Office, OIC Accra received more
 

support services from the National Office staff than did the
 

other two (2) centers. Both the frequency and quality of support
 

services for OIC Accra increased substantially in comparison with
 

the Phase II period. According to its current plan, OICG's
 

National Office will continue to imvrove its services to the local
 

OIC programs, considering especially that the transportation
 

problem has been much alleviated by the vehicles presently at the
 

disposition of the National Office staff.
 

91 	 Must training syllabuses have been revised and upgraded. In a
 

marked divergence from the curriculum development methods in
 

effect during Phase II, OICG's National Office solicited the
 

assistance and input of local training institu.ions in the 

revision of training syllabuses. These institutions included 

the NVTI, Accra Polytechnic, Accra Technical Training Center, 

Kumasi Technical Institute, and Kumasi Advanced Technical 

Teachers College. (Note that the Principal of Accra Polytech

iic ia th1 current Chaiinan of the Technical Advitory 

Committee of OTC Accri). 

1U) 	 Inl conltraut with its operations durincg the Phase Ii program, 

OICG's Nat ilonil Offt , ],resntfly emphasuizos the maintaining of 

asn on-going contact with thu placed OIC graduaLuat and thoir 



employers and local training institutions. Although this
 

contact has been stronger and more frequent in Accra than
 

in Kumasi and Sekondi-Takoradi, OICG's National Office has
 

certainly initiated the first step of a process which should
 

be continued and expanded to fully benefit all local OIC 

programs. (In Accra, the Training/Curriculum Coordinator of
 

the National Office joins the job developers and counselors
 

of OIC Accra once every two months in interviewing OIC Accra's
 

placed graduates and their employers. Once every quarter, the
 

Training/Curriculum Coordinator accompanies OIC Accra's
 

Training Supervisor in observing training related activities of 

the National Vocational Training Institute (NVTI) in Accra).
 

11) 	 In comtrast with the Phase II period, OICG has reorganized/ 

reactivated the Technical Advisory Committees (TAC) of all 

three (3) local OIC programs. The TACs of OIC Accra have been 

the most active and involved in the review and upgrading of 

traiiii)g syllabuses. (Note that each OIC Center may have more
 

than 	 one TAC to the of(I) due variety courses offered). 

12) Although ,,o new physical training facilitles were built during 

the period under review, the training centers which were visited 

appeared to have been better organized, maintained and 

titilitod than in 110. 

1 ) 	 With rtslect to f iiancial management, OICG appeared to be in 

buttor coiitrol (if Its cxauI; flow than during Phase II. Thin 

liusmucI to have resulted from more dotailed financial planning 
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and more regular assessment of revenues and expenditures.
 

Stricter procedures have also been developed for inventory
 

control (commodities and equipment) and the bookkeeping
 

task with respect to fund raising.
 

Problem Areas and Concerns
 

1) The actual composition of 
OICG's National Board of Directors 

does not reflect a proper distribution of representation by 

the three (3) local OIC programs. Under-representation seemed 

to have been the case for the OICs in Kumasi and Sekondi-


Takoradi, considering that a large number of OICG's National
 

Board members also serve in the local program committee of OIC
 

Accra. 
 Instances of inadequate communication between the
 

National Board and local program committees, and the exclusion
 

of these committees or their representatives from some of the 

Board's decision-making exercises were noted during this
 

evaluation.
 

4) While the SOP manual defined clea,:-l, the inter-relationships 

between the National Board, the National Office and the local
 

OIC programs, it did not provide guidelines for the interac

tions between the National Board and local program committees, 

and for tile constitution and operations of these committees. 

3) Thu current commutLdble efforts to strengthen program 

documentati on (which a weak Phasewas area during II), if
 

carried 
 to the extreme, may result in some unnecessary paperwork 

aind waste of staff time. It seems that management attention Is 
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needed in this area to avert the potential problem juist noted. 

4) 	Although the National Office initiated linkages with several
 

local training institutions during the period under review,
 

OICG's relationship/interaction with the NVTI seemed to have
 

been limited. This lack of continuing communication with 

NVTI, the major government institution which defines and 

regulates the standards of vocational technical training in the 

country, might have deprived OICG of some valuable support and 

assistance from NVTI. 

5) 	 11 sIpite of the noted improvements in the organization of OICG's 

National Of [ice and its linkages with local OIC programs, the 

local program staff still appeared to be less than satisfied with 

the ,;u}l)z-t services of the National Office. This perception oni 

the part of the local progIram staff might have resulted from: 

(a) infrequent and irregular visits by National Office staff 

durincg FY 8 3 due to delayed funcIs obligiatio.n and transoXrtation 

difficulties, (b) iia&dquate explanation to local program 

managCmnit of the operat ional plan of tLhe National Office, 

(c) exc;us ion of locai l jrogjram manaqement from the planning of 

suppx)rt ner vices by the Nationa:l 01Ice, and (d) ab::uncl of 

julnt assess;mnt by N.'.cional OffIce staft' and local program 

management &i reg. rd; the aduquacy of National Offica'u support 

e.lrv1L- U. local lir(xjramn. 
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G) 	In general, the improvements in financial manegement were
 

less noticeable than those achieved in the areas 
of program 

administration and operatioiis. Although OICG has been 

complying with the applica)le compliance matters as contained 

in the agreement with USAID/OICI, and as outlined in the USAID 

Standard Provisions for U.S. Grantees and U.S. 
 Subgrantees 

other than Educationil Institutions, OICG's internal accounting 

control could still be strengthened and upgraded. This observa-

Lion was; provided by OICI's TDY staff in finance and administra

t ioll. 

7) In rueuondinig to the extensive drmand of local OIC progrms for 

1t:1 Uevices, OICG 's Natiotial Off-ice has developed it variety of 

planninig and monitoring tools to facilitate its operations. 

Theise tool., however, still need to be synthosized and upgraded 

inL tLerms of precinion of objectives and procedures to (a) avert
 

pouniblu confusion among staff when additional toolU/procaduren 

are .added to tile currtnt ones, and (b) facilitate tile 

mont torgintj and ovaluatiotn of the implemcitat.ioul of the NatiLonal 

otllic 'tj wotk lall. 

W'teriuneeid|,tejioi t(o Iurt.hir Imp+rovi prt (-gramadminintration 

T1) ulthi Ihoimpu uv).nMt'n tf achievol by 01CG aundi an notud1 

dul 11111 this ova luitlmJ,1 We lV.i IjUtV4eVjl that I 

1)ith,' "AIt at ) 'I, I t . at1tl I t Il Itt ,wa' I i eki, Luru 

bti mI)to cleirly l itd indlo,)pporly Impl.'montod (". 

VIIIJUIV a) advqiato elrteuvntla o of the local program" 



oil 	the National Board, b) improvement in communication 

between the National Board and local program committees, 

and -) involvement of local program committees in all 

major decision-makingp of the National Board. 

2) 	 The SOP Manual be revised to detine more clearly a) the 

rel atioin-h1h betweel the; Natiulial I HoArd alld the 	 local 

proqram commit teew,;, ,anid b) tihl procledureti nietled to assure 

adequatu interactioli between these entitieti. In addition, 

uuch rev ition .;hould alio furthesr clarity tie roaponti

bilitieu of and theiluiduli me to be followed by both 

Nation ,l botard aiit It.al proqrwn cummitteeu with rupveCt 

to tuld raltillitJ. 

lvr iaic l iC__IN LIfil v hel by 

0) 	 the t .ultwl Il OffiCe tild oC1 prutram manljement to 

a) revluw OICGI-i 1iltels.1 admilliatratlv ptoctlturuti, 

b) ,taurt-.1 i tile adequaCy alld i1ccoLracy With I-tiiect t-o 

cimmI t Itnl , -) ~pja vetnt the °Imwhrotsatiaq of pajsivuwrk 

amidt bus teane:~d*It rtst+en n. 

J) lvru, ld Ic: metilIn | hle dltl by thiet Natlnail 011te and40tbo 

naq|ul€ tiit 14[l,.l O)104 titj ) ova.u oiCtW*4 Isittrnill 

a itt av lit), us u'tita 1 eat.lI o -s ti qu c flid 

art.lt01t.1 w I* t-uj t tlti: e ta a Ilt , aw l pif" ontIlali 	 i#$$ 

ftltiv 	 Idjitluc l tit ally iuitt oary-tlllts11Iut 4s 
thq l 4,111til+ ¢ly Jl|t 11 1+wt ollut |+"| I l)lotW 4o qA 101t|10 
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(4) Aix active dnd colborative relationsh~ip be developed 
by OICG with thu NVT1, considerigj that the lattor 
intLLtionis the tjoverflfla'se entity respon~sible for 
coordinat inq all vocationl technial training under

takntji~IIIt111u, 111( VXam11lV tWTlo tiPousijbe technical 

assi it 4fllce. to OICC. 

(5) Tt(:itih,~j .1Sijd ~jtIljCuC u by OICI to 01C(; to 

ut remithb~li u)jj ade. OICG' Intra 4ccountingc control 

4t the N-ltlo~i Oflic as well ati local Iiro4ratms levol. 
(6) Cuels )tketat lon~ tic Vtivl byJ, thet~IJ~ 14 ioiln4 C)) tat-v lto aucreotit 

1110 f ~ ~ L or11.0t4 ttf. liii (:.aI .u j ~jI1jVa 4 t.1 t u locQa I 
01C ploum itj4I.I tilt, I1u'ur It o~f t-1 I titvelo uj~ut 

hiujlily ot p'utt l * . l i .441tt ,* 1 l .ultim y thot1d I'q 

YIVVIto t1'1Jun or theu lo.114 Olt':, to 4Ia) in 

4btipp;ii4 .$i#t p.okjjm . ~or til e 14 1.1is offv 

~JII4L[sj t klut ije Ili woIW'
a 'p1lott Al ed/o,i 

On~ 4lta)t- *, ) 
*111~f~i"i#4t)u 1 Intqt (ITT ticha 

lIff.isv#*hlC.u vI l , t i'1 I,1p jic~sw *i tor the~jt1 .I 
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A-2. 2vision of commodity support to establish adzinistrr~tive 
a*nd traiining -cagacity over tile nCxt. fiVe (5) years 
(bLqgi 1nuiJk with FY 19133)-

A tuLai budqet of $0'73,077 w~ts provided for the acquisition of 

comn~itic and 4equijlnent durinq~ Phase 111. $403,355 was alloted 

tIm IY US .ui110 72 for PY 84. Thu following imixrtaint budgetary 

taiLY,1! 51J~UL11(i bV jt~tA-(It 

1JUdI'let Items ~ FY 813 FY H4 Total 

vi:I &~.'Vz-4111111t Eqtuimnt $ 169,U.15 57,,147 $ 327,072 

vi11-ui03,0w02 01 03,002 

1,1111il.15,143 .5,000) 40,146 

:;~ tit L5~ e -i~tjoilt C(Xf#*i5 t- tub 4.1i t.:,U4)*nc #at Wri5o t 

1 9 I-110 

5418 LU14Li ti a. 1, W-Itz tOxecute o w~; Im~atud in th.' U.Si. 

p~nt14#4 S.i yh Wlluthu whitch 54 tsbaily aLc(julit- for 4 14190o 

til t.tiE 

A.. tit ti Pit. 11140 tli" cxtilIt~ve tt-AI41 vuea.Jt of ccuevt.y 

110] tJI*oliiIt H titi£:.1 fitj OIC us.iea; 1y 05C lmt usatt~j Iit31b1C4O tho 

Ibtiij1l loi.. tit 18II to Eu 5..tt' 1) i 4*v 11% ut thut Ihuilg t. 

'tJi 5, 1)y Q~II I t 'Iot $$tit 11ai,14 thut lut ,1 v1iujc t,.Lm )lt 

INA 71t$ I ,4'ttlta 4 I A 11m l.i~tIhLis 41 t i I tpI I n~iI 1 : 

A, t - 'lisv I"ii J a :4t r'CL.1d 1 1ij 4I :'.a su tIbIe 

w Billf ~ *: I t Ell Ztht .,ti,; tj #$.pvmo5'jI y $114. 1 0iui I~tsan.C C.l) 

http:169,U.15
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As of March 15, 1984
 

- Approximate value of C & E already received $ 87,000* 
as part of the Phase III procurement 

- Approximate value of C & E currently in
 
transit 
 15,000
 

- Approximate value of C & E requisitioned by
OICG but iitus of procurement is unknown 41,000 

- Appruxim.tu value of IMPORTANT C & E 
rcquisitioned but not yet in Ghana 86,000 

$ 229,000 

Mut.1i ot tLhiti , uint rep.rotonta thu contn of OICG'u nowly 
pi 10,1. illm v(ib Ic (9)iluti 

http:Appruxim.tu
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A review of OICG's records of commodity and equipment
 

requisition indicated that:
 

a) 	Most of the requisitions were finalized in the U.S. in
 

August 1983, after OICG's Executive Director reviewed
 

the initial requisitions with the Procurement Office of
 

OICI in Philadelphia in June 1983. (The Executive
 

Director of OICG attended OICI's Participant Training
 

Program in the U.S. in June 1983).
 

b) OICG requisitioned from the U.S. not only major commodity
 

and equipment but also a large amount of basic supplies
 

from 	paper to pencils, pins and thumbtacks. These 

suplJlies are relx)rtedly unavailable in Ghana in the 

quantity needed by OICG. In addition, whatever is available 

can be obtained only at very high prices. 

u) Of the roughly $229,000 worth of commodity and equipment
 

requisitioned (reqardess whether they were received or not), 

training reource materials accounted for only $2,000. 

This amount of $2,000 in the cost of about 580 books and 

pamphI eL.
 

d) The convnodity and equipment which have 
 been requisitioned 

repjreinL1o (lly 34% of: the budget available for capital 

Tho 	loll ,wing c:n)clU;I tl can be madv 

W) That the la oJ bulk of cotiniodity and equipment
 

uqu u;lt mnnd lur£nq llhae III will arrivo in
 



Ghana only by the end of FY 84, i.e. at the time when 

the 	Grant period is about to expire. 

(b) That a substantial amount of funds which were alloted 

for 	capital cost had apparently not been spent (or
 

scheduled to be spent). 

(c) 	That the amount of resource materials requisitioned
 

seemed to be too limited, considering the evaluation
 

team's general observation that instructional and 

training materials in terms of vocational technical 

books for both instructors and trainees of OICG appeared 

t be inaidequatle. 

P.ucmmendat ions 

1) OICI sliuuld accelerate the procurement of commodity and 

equipment requisitioied by OICG but which have not been 

ordered and/or shipped to Ghana. Concurrently, OICI should 

immediately inform the management of OICG on the status of 

all commodity and equipment which had been ordered but not 

yet received by OICG. 

2) Effective immediately, OICI should inform OICG on tho 

iftattusi of commodity onid equipmnt procurement on a monthly 

baisi; until all. tLh, aequi,-jitionvd items ,iru rocuivud by 

OICG. 

I)01(a nuId OICG 11iouli crit. ically revi ,w thu ov rall 

ijituatito , UIC(;':S tiotininij ,.-ilpment and commodity 

(11lcludiIsj ,audlo-vi:,11.i .1and Iveno(dodu 101 oqulpmonit) Ill 

ordur 1.o) 
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(a) identify the equipment and commodity which are
 

to be additionally procured;
 

(b) 	prioritize the requisitions; and
 

(c) properly schedule the expected expenditures.
 

A review of the budget as regards capital cost
 

should also be initiated,
 

4) 	Consideration should be made by OICI and OICG to
 

requisition additional resource materials for OICG's
 

instructors and trainees. It is important that OICI's
 

vocational training specialist and curriculum develop

ment consultant be involved in all phases of the
 

implementation of recommendations #3 and #4.
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A-3. Budgetary Support for Administration and Training
Program Operations
 

Budgetary support was provided to OICG during the period under
 

review for administration and training program operations. 
The
 

level and procedures of financial support were within the terms of
 

Grant No. AID/AFR-0-8-G-SS-2076-00 which was awarded effective
 

September 20, 1982, with a completion date of support to
 

September 29, 1984.
 

During FY 83 or the first year of Phase III, budgetary support
 

was provided to absorb the following expenses of OICG: 
 (figures
 

below are in Cedis)
 

Local Fund USAID 
 Govt of Ghana Total 

Local personnel 15,323  1,740,665 1,755,988
 

Travel and Transport 
 36,791 158,843 106,906 
 302,540
 

Other direct costs 
 56,252 249,611 200,497 
 506,360
 

Commodity and equipment 104,642 5,735,864 12,295 5,852,801
 

Other expenses 73,381  19,238 92,619 

Total expenses 0 286,389 6,144,318 2,079,601 8,510,308 

E'st. in US$* US$11,288 $242,188 $81,971 
 $335,448
 

The above figures were taken from the audited Statement of
 

kevenues, Expenses and Fund Balances, OICG, September 30, 1983. 
For
 

additional details, "Reportsee on Examination Financialof State

monts and Program Results Review of September 30, 1983, And For The 

Year Then Ended", by Lucas, Tucker & Co., Certified Public 

Accouin tan ts. 

* Weighted average exchange rate in FY 83: 1 US$ - 25.37 Cedis 
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A-4. Assistance in Developing New Sources of Revenue
 

1. 	Grant requirements with respect to assistance
 

in developing new sources of revenue
 

a) General: Section A (Purpose) of Attachment 1 (Schedule)
 

of AID Grant No. AFR-0108-G-SS-2076-00 stated that the
 

purpose of AID funding support for the OICG Phase III
 

program was 
to "complete the process of institutionaliza

tion." Towards this end, OICI was to deliver four 
(4)
 

types of services one of which was the "assistance to
 

OICG in developing new sources of revenue which will make
 

it financially viable in subsequent years."
 

b) Specific: Section A-2 (Technical Assistance) and Section
 

A-3 (participant Training) of Attachment 2 (Program
 

Description) of the aforementioned grant specified the
 

following three (3) obligations of OICI in relation to
 

OICI's assistance to OICG in the development of new
 

sources of revenue:
 

o 	Task #6 of OICI's financial specialists in their TDY
 

(short-term) visit to OICG, which was to assist OICG in
 

developing financial procedures for the OICG Board of
 

Directors' fund-raising programs."
 

o 	Task #2 of OICI's management specialists in their TDY
 

visit to OICG, which was to assist OICG to "identify
 

potential sources of 
revenue and develop proposals for
 

donor consideration."
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o 	Task #2 of OICI in its Participant Training Program
 

in the U.S., which was to assist OICG participants to
 

"obtain information and experiences on the techniques 

and systems used by OICI and other U.S. PVOs in fund 

raising operations." 

Actual assistance provided by OICI in the development of 
new sources of revenue 

(a) The assistance to develop financial procedures for the OICG 

Board of Director's fund-raising programs was minimal. 

Although TDY visits were conducted by QICI's financial 

specialists (see details in Section l.a. of Part C of
 

this report), these visits were concentrated primarily in
 

in-house/internal audit and assistance in bookkeeping.
 

(b) The final report of a survey and study of funding sources 

which was conducted for OICI by a Washington D.C.-based 

consulting firm (Developing Countries Information Research 

Services) was shared with the 	Board of Directors and 

management staff of OICG in early 1983. 
 The 	identifica

tion of potential source:; of revenue was completed before 

and 	not during the TDY visits of OICI's management 

specialists.
 

From the be'linning Phase to the time ofof III this 

evaluation, there has been no in-country technical 

asuistance for thv dovelopmont of funding proposals. 

huwuvor, according to OICI, efforts in this direction will 
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be initiated in April 1984, by way of a visit to Ghana
 

by consultants from the firm Developing Countries
 

Information Research Services (DCIRS) and OICI's
 

Director of Resource Mobilization. The primary
 

objective of this visit will be to assist OICG in
 

developing specific program proposals for funding by
 

selected donor agencies. The basic groundwork which
 

included preliminary research on and contacts with
 

potential alternative funding sources had been started
 

in 	the U.S. since January 1984,
 

c) 	 One (1) Board member and two (2) management staff 

representatives of OICG attended the annual Participant 

Training Program (PTP) conducted by OICI in the U.S. in 

June 1983. In addition to other activities, the PTP 

included: 

o Workshops on the writing and development of proposals 

for 	funding request.
 

o 	 Workshops to discuss the survey and study of funding 

sources which was completed by DCIRS. 

o 	 Workshops on strategies for institutionalization 

including the achievement of financial self-sufficiency. 

o 	 Visit to the Providence OIC, Rhode Island, which 

represented a success story of self-sufficiency and 

OIC-operated business ventures. 
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Section E of this report will discuss in detail the joint 

jc'[,,4si~bilitie, achievements and difficulties of OICl and OICG 

waLh rslc-ct to the efforts to bring about OICG's financial 

.,i: f-';fficiency/viability. Most imnIpotantly, section E will present 

'.:p ,cific recummundations on the ways by which OICG could proceed with 

it.s; if).;tiLutionalization and "graduation" activitles process. 
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13. OIC/GHANA' S COMPLIANCE WITH 

------------------- ---------- ----
INDICATORS OF OBJECTIVE 

A C IfI E V E M E N T
 

"-. OIC/GIIANA'S NATIONAL BOARD OF DIRECTORS 

The Phasu III project design reviews the Board's role in three 

areas: policy direction, financial support and working relationships 

with others in the program. 

Policy Direction
 

Input 5a of the Phase III Logframe stipulates that OICG's
 

National Board of Directors will provide policy guidance to the
 

P'roq!rami. 

The policy-guidance responsibility issue that plagued the 

National Board/Local Board operations during Phase II has evapora

ted. OICG's organizational structure has been streamlined. OICG 

tunctions with a single policy-making National Board of Directors. 

Thu former autonomous Boards of Directors in Accra, Kumasi and 

Sekondi-Takoradi have been reduced in status to local program 

committees which receive jxilicy and operational directives from the 

National Board and HIead Office. 

These changes appear to have reduced, if not eliminated 

Lonfuuion and clarified lines of authority. 

F'in|ancial Support 

Input 5b of the Iixgframe assigns to the National Board tho 

zunjoniibility for local fund raising support, stating that, "OICG 

will provide through community fund raising offorts a total of 
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$34,857 throughout the Phase III period." 

We note elsewhere in this evaluation report that OICG raised 
0515,0o0 in FY 1983 through traditional fund raising 
ind economic 

ventures; and that it stands a good chance of achieving its FY 
19134 goal of 0340,000 through those means. We thus assume a two-year
 

local fund-raising total of some £855,000.
 

At the exchange rate of $1/2.75 cedis that prevailed when Phase 
III began, the $34,857 goal noted above equalled 195,IC57. At the
 

current exchange rate of $1/30 cedis, the dollar goal translates into 
01,045,710. 
The 0855,000 total expected to be achieved during
 

Plisu III is 
 more than eight times the former goal and over 80% of 

the latter goal. 

The Phase III project design fails to assign specific
 

reslx)rsibility for the raising of large-scale support from other
 
dotiors to replace 
bilateral USAID assistance by the completion of 
thaL two-year extension, although it points out that the alternative 

support is expected to be obtained.* We note later in the report
 

that this- failure has caused 
 a certain amount of difference of
 

oinion between the National Board and OICI.
 

Wurkij Relati onshiips with Other F,,cet,2 of theProaram
 

Output Assumption 
 I of the Logframe specifies that "mutually
 

harmonious 
 and efficient working relationuhipti between the OICG
 
Nat ional Board of Directori, 
 the OICG Office and local committoeo
 

(aiid) program manah~g.rfl... 
 " will prevail. 

' 11111t ii c-of-Pro)ject Stattu Condi t.ion 6 of the Logframpl uLato g"B~y1t1111, fitianci| itiport rrom v4irioua,
V'ilitt il to the OIC( (ugn'ratolill lit 
dontir nqoi ion will bo


i 01 

|IJ ll l)l((Irsim Lolit;il."
 

I Ivol % rul~rnutuiL 25% 



- 26 -

Although OICG's orqanisational structure has been streamlined 

(see above), and confusions over responsibility for policy direc-

Lion have largely been eliminated, 2 of the 3 trainino| programs 

apJear to be under-represented on the National Board, for many on 

the National Hoard also serve on the OIC/Accra local Program 

Cummi ttee. 

Communication between the National Board and the local program 

committees can And should be improved. This appears to result, in 

part, from the failure of the S.O.P. manual to provide sufficient 

guidelines regarding interaction between the National Board and 

1)cal program committees, and regarding the membership and operations 

(d the committes. 

Thue quu tLons concurning representation of the local programs on 

the National Hoard and the interaction between the two elements need 

toj be clarified. 

2_,jyat ion and Management. of the OICG Program by Competent,
Tga lled Gh.uaaian Adnkm inistraLtora and Technical Staf! 

The ha;t, I I Grant- Agreement speci fien that ",%l I phasei of 

O1 (;': oplrationm, will bc, effectively managed ,and operated by trained, 

tc Il-lpvent (haiaiJnan admltit str.rtorats ind t uchn al t itft. 

ThIsi ohi e,-v(:t 1|,t 1 b'eoi reaCherd. In tapit of milnor caveats, 

(l it" ova lli.ar a: I lully t'sitilled that Phasu III 415i1 tanco ha 

Ia' Vil poidur,co I1h ItlU)y 1 igjOti zuvl, ,tti ftictori ly o|paratud and 

iiitativl wvc/to.i'l 1.n- terms I t ra liliii program that han made O1CG no 
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effective a trainer of school-leavers and droptouts. OICI expatriate 

personnel havo not 	been on the staff of OICG during the phase. 

•I. Awaitcnv-;t , id Accc -t.t,,n u it IC 

ie..au:se ot the naLture of its traininq program, the quality of 

it raineuj ,and it- widespread fund-raising/public relations 

plo ,11.&i, Litre iS bl-oal0,d ,W&a- nIesnLi and aCce)tance uf OIC allon 

4ILVer;e nylnni;vnU of the communiticn in whicl it operates training 

I adi Lc.i ut c~urnziiual ty iata~l~in:t/cdaiceLt~(.l inc:Iudl 

o 	 Ammcj Glh,4iian intdwyitlu aid cOnitrwrce (the end-users) 

-- GhanwllIm bun L:Iennnen are eagor to employ the completors 

ti ti' OIC/Lhana Voc-tech training courueu. Largo 

'onutructiun f irmi like MI-DCO (which has employed about 

100 	 trainees), multi-divisional firmu uuch as Mankoadze 

and Uwti d Afr ica Company, 11nL hundreds of other busi

nouionU in and around A'crs, Kumaui and Sekoni/ 

Trakoradt have applied for and employod OIC triainve

(:omJ (It v Ii Anislyiits than rowaaed th-at, tirns aru 

oati:4sld With ii014 (.iIwuj i4 tot thtly turn the 

Lamn it cint e i twok incl addti onal emp)Icyotmi. 

"" Thu oxe.-cutIvc dlitocttoi the Witmha Imployers 

Atnin ' I ,t 'ill -- UIhtIId,1 ru with~at 0 the.;,io i tr compaluion 

ump lIyItr opoI I lrItm Hm lit I v1 t;omlmorcel and i tidumtry 

Lo. tjovullinfltit olitorpi intt dild I)oatdu -- zrort* 
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widespread acceptance and awareness of OIC/Ghana and 

its trainees among his membership. 

-- Numbers of Ghanaian firms have, over the years, 

contributed cash, equipment and training supplies to 

the program. Recent business contributions include 

Valco's donation of 0260,000 to provide OIC/Kumasi 

with a new training center and training supplies and 

equipment; don:ttions of (20,000 each by Mobil Oil and 

Pioneer Tobacco Company; and a gift by Busi and 

Stephenson of t25,000 worth of training tools and 

o 	 The communities; in which the OIC training centers operate 

have lung traditions of spnsoring fund-raising events, 

e.g., church colluctiona, raftles, sporting and social 

vvuntu, ind so forth. 

o 	Each traininq center has long waiting lists of would-be 

enrollcuu, generally two yuarti long and more. SIC 

,tlunJu ind their families -- many of meager means mako 

dOl tl t I no.l .
 

0 Ghilhaial 01 Icialdum 

-- The Governtmint of Ghana han provided annual subventions 

to OIC/Ghitu;a ,ince tho mid-1970'a, in upite of changen 

ul :uqitr, an'l iv.d ofi t.teo., To dat,,, thu funding han 

iiicruaddil aIt a1fairly ttfi-iuly rato. 
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-- The National Vocational Training Institute accepts
 

OIC syllabi and has long maintained membership on the
 

OIC/Ghana Board of Directors.
 

B-4. Financing of On-Going Costs of OIC Program 

Through Self-flelp Activities 

According to the Phase III project design, by the end of FY 

1910, some 25% of OIC/Ghana's ongoing costs (quantified in the 

li)qframe at ¢500,000) would be raised through self-help activities:
 

* 	Ghana Self-Reliance Investment Limited (GSIL) would 

provide 16% ((e2O,OO) of ongoing costs through economic 

ventures it administered (Purpose EOPS No.7); 

o After FY 1984, local fund-raising would equal 5%
 

(0100,00U) of local program costs 
(Purpose EOPS No.4);
 

o 	Four percent (C/80,000) would be raised through other
 

devices, including alumni, trainee tuition, etc.
 

(Proposal narrative). 

OIC/Ghana's FY 1983 Annual Report (which covers the first half
 

of Phase 11) indicates that the year's I500,000 goal was achieved
 

--	 p~rimari ly b :cuse of a large donlation from Valco. OIC/Ghana'u 

lY 19114) Larqvt. i:,a more modest £340,00U :hich may be attainable. 

W1.rdiscUt1 each year's performance bolow. 

AcI iv it-.,t y 19111Durinl IY 

DurinqS tho, first 
year of Phaso III, tho fload Offico and the 

thi: .'v OIC tralninii contert rained (515,000 through colf-help
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acLivities. Of the total, 0260,000 represented the grant from 

Valco for the purchase of the Kumasi center and training tools. 

The remaiining 0255,000 was raised through OIC economic
 

ventures and 
 traditional methods, including direct mail appeals, 

church services, film shows, music competitions, Certification 

Day donationis, raffles and appeals to business organizations. 

OIC/Ghalia's self-help activities goal had been set (opti

mistically) at 01,200,000. The great disappointment was the
 

jPctfformance of' (Ghalna 
 Self-RelianceGSIL Investment Limited), 

wl110h had bel counted upoli for a significant part of tile total. 

,;lI,, activated in January 1982, to overcome statutory constraints 

in the OIC/Ghlana charter aqaist engaging in profi t-making
 

vlt ures,, was endhd by the Board in 
July 1983 after 18 months of
 

vxI.iteiLc1C. The eiitit.y operated the Texaco 
Service Stition and
 

M1(tj f:1i(ci 
 ,c Unit from February 1982 through January 1983 

(tour months into Phase 111. During that 1 3-month period, GSIL
 
l,,!;t 0,I I110 les
U,, oi of (2,035,041 (predominuantly low-margir 

i.t tIo1) . 

I" I aiu and Activit iven 

W lioted abvt that OC/Ghuian'l ovurall FY 1984 roventuo gjoal
 

it lm sll-hulp ictivit 
 i isIn V41O,O00. Analyn i:. of projectionitl 

,it tho Ihvad Il i1ce and UIC/Accra, rovual the Iollowig hreakdownt 
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OIC/Accra - 0170,000: Approximately 85% of the total 

is to be raised through "economic ventures" and "small 

scale business ventures"*, and the remainder through 

community appeals and other traditional fund-raising 

techniques. 

OIC/Accra's economic ventures are divided into 

seven categories:
 

o Building & Construction - 41% of FY 1984 self

help activities revenue goal;
 

o Petrol station - 14% of goal (a figure revised by 

the evaluation team after a::nalyniv of year-to-date 

revenues from that source); 

o Motor muchanic -ntatiun - 11%j 

o Ceramic,; - % 

o Tuxtilej - 4% 

o Graphic art,; - 3% 

o Kitchen services (catering, not the Acern canteen) -

OIC/Kutasi - g100O00: 98% of the tota' io to bu rained 

through direct alppeals; the rum~aning (12,000 in t.o bo 

ra ised thir-uqh con structi n act ivitiuti. 

O1C!;(koid-iT',|ktrii - V7,UOUI 0'.U),720 ol tie total in 

to bu raiwzod by dircLt appea iaatd PTA ':oiitrihut iontn and 

V I9,.|J i t)ll to bi a i: od t hroanitl oculiom i c vilmltiti-0re 

1C/1i~uha '|ci* Acc criij ,qc I, Oi iii'! ant t.Ion, "u,(ntcn Cvit uriou" involvo ing(Iradtuat

,lllltt'; ,lld OICG 1it1,11 t ll r vtI dill, for ,1 !4mAIl ts (donlat. lost), rpair


'11111t Il Ililiti l ttAIl 5'I llwich iiitl Ihomte I
clV1C4 *1i c tti t l lultti ilJ/rs'Iuovct ii
t j i,,1j 1 llt . t JoAgi, uct lc':t "Sia1,ilI ,iwia u ln t l vo'isslten" cue opi'uato l by the 
I IilltllII.| '''fs's , u t liis 1o.1ui Off ic -|Ilt vtidkil flood ImOy wn Cail ttal Ih11
 
v''lii tlltll 111.11441, t-11.' |potiI tlat ion, Accrtit ( iito011 'oj- kql 
 ui a: .l iilj
ill "' aItI. t , t oixt i1ot ,lnd tit) l orth *Tho to ret Aeppoiar to ovw lap ||allco. 
I 'it l I lli tit, oval nth t ial ';Olot, Wio 1-tfor ti litth (atotorP t!irii to r thl Ist pn 

, 'n 14ii'tll VId tug , 11 



-- 

- 32 -

The overall training center goals (i.e., 0170,000, 0100,000
 

and 070,000) are set by the Head Office. 
Detailed breakdowns of
 

the overall training center goals are made by the centers them

selves --
hence the wide disparity among them over means by which
 

to achieve revenue goals. The disparities (e.g., 85% of OIC/Accra's
 

revenue is to be raised through economic ventures, while only 2% of
 

OIC/Kumasi's revenue is to be acquired through the same means) also
 

appear to reflect (a) OIC/Accra's longer experience in economic
 

venture operation and (b) the strengths and weaknesses of the local
 

program committees.
 

We calculate that some 87% (0144,500 out of a total 0165,800)
 

of revenues to be reaised in FY 1984 through economic ventures are
 

planned to result from OIC/Accra's activities. That center has
 

dovelopQd an elaborate plan that sets monthly goals for each
 

ucotunmic venture, including gross revenues, expenses and net revenues
 

key data required for management control of business enterprises,
 

provided the planned data are compared to actual data at periodic
 

inLturvals, and speedy action is taken to compensate for troubling
 

differences. Unfortunately, neither OIC/Accra, the Head Office, the
 

local proujram committee nor the OIC/Ghana Board have performed such
 

a alys is, even though the FY is into its sixth month.
 

(The evalutation team developed a management control form that should
 

l, evle initial tool the Head
anui analytical to Office, the Board 

0lad the local programsj it is, however, only the first of a series 
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of similar management tools needed to increase the productivity of
 

economic ventures. We discuss this subject in greater detail in
 

Section E-5 of this report).
 

Fortunately, OIC/Accra's economic ventures appear to operating
 

profitably as a whole, Year-to-Date. 
 First quarter figures indicate
 

that the center had net revenues of 039,685 from economic ventures
 

antd traditional fund-raising activities -- 92.5% of the goal of
 

142,900 for the period. 
Further analysis also indicates that:
 

o 
The 12 months from February 1983 through January 1984
 

(the first year after cessation of GSIL activities) show
 

signs of improvement, Net revenues were:
 

- The Service Station 0 19,120 

- Motor Mechanic Unit 6,415 

- Other (building construction, 32,853 

coffins, fish ponds, cera

mics and corn mills)
 

Total 0 58,388 

o 
During the first five months of FY 1984 (October '83-


February '84), OIC/Accra net revenues from self-help
 

activities were about J73,000, of which some 
93%-94%
 

came from economic ventures.*
 

* The five-munth total is just 03,300 below goal. OIC/Accra's 
FY 1914 goal of 0170,000 may be beaten, at this rate. The 
center raised 9129,426 in FY 1983, practically without 
the use of vehicles. 
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o 	Net revenues from the Service Station have been
 

improving. 
From a net loss during GSIL adminis

tration of 044,629 (1/1/82-2/1/83), that unit
 

showed a net profit of 019,120 the following year
 

(2/83-1/84) and has a net profit FY 1984-through-


February (five months) of 014,019.
 

With better management and control, OIC/Ghana and its local
 

programs can improve the performance of their economic ventures, in
 

spiLe of the deteriorating Ghanaian economy.
 

Sec.ion E of this report presents recommendations regarding
 

improved management of OIC/Ghana's economic ventures. It also
 

discusses a different type of self-help activity that lies partially
 

wiLhin the PVO's control -- solicitation of other (than AID) 

bi-national and multinational donors. 

C. ASSESSMENT OF DIRECT 
 TECHNICAL
 

ASSISTANCE 
 AND SUPPORT SERVICES
 

BY 0 I C I
 

According to the Grant Agreement, OICI was to prpvide direct
 

technical assistance and support services on a short-term basis
 

(I.e., during the 
two years of Phase III) in:
 

1. 	Finance
 

2. Program Management and Operations
 

3. 	 Training Methodology and Curriculum 

4. Evaluation
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5. Commodity Procurement
 

6. Resource Mobilization (fund-raising)
 

Participant training in the U.S., including observational
 

tours, was also part of the services OICI was to provide. Finally,
 

OICI was to provide USAID/Ghana with periodic reports and TDY visit
 

repo rts. 

The following subsections discuss the extent to which OICI has
 

complied with the above requirements. However, omitted from the
 

discussion are (a) commodity procurement and (b) resource mobiliza

tion/fund-raising, both of which have been covered in earlier
 

Sections A-2 and A-4, respectively. 

I. [n-Couritry Techni.cal Assistance 

. Finance 

(j) FY 1983: Required: 38 person-days of technical assistance.
 

Actual: 16 person days (58% below requirement)
 

The single field visit was performed in December 1982 by 

OICI's Administrative Officer who has financial management, account

iniq and audit background and worked in OICI/Central's Department of 

'iiiance and Administration. Although the 38-day target was not 

.achieved, it should be rioted that& 

o Immediately prior to FY 83 (i.e., from August thru September
 

6, 1982), a finance specialist of OICI in Togo was assigned 

to OICG to assist during the independent program and 

financial audit of the program by Touche Ross & Co. The 

OICI finance specialist spent seven days in Ghana at that 

time.
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o In response to OICI's request for OICG's input with
 

respect to the in-country technical assistance sche

dule for FY 83, OICG recommended a finance TDY visit
 

in June 1983. Due to limited personnel and the
 

Participant Training Program held in June 1983, OICI
 

postponed the visit until October 1983, in the new
 

fiscal year.
 

b) FY 1984: Required: 38 person-days of technical assistance
 

Actual, as of 12 March 1984: 
 54 person-days (42%
 

above requirement)
 

The field visits were conducted in October 1983 by OICI's
 

Administrative Officer (mentioned in 
(a) above) for 40 days, and by
 

OICI's Finance Specialist from Togo for 14 days. 
 Their visits also 

ilacilitated completion of the independent program and financial 

audit of OICG by Lucas, Tucker & Co.
 

OICI plans to provide an additional 15 person-days of finance
 

TDY services to OICG prior to the end of FY 84. 
 It is therefore 

expected that the total of finance person-days provided during 

Phase III will exceed the required level by 12% (85 actual vs 76 

pdannud). 

c) Comments and Recommendations 

Overall, OICI's finance TDY visits have been oriented,
 

[or the most part, to the preparation of OICG for independent 

CPA audiLu and/or to facilitate the work of the independent
 

audituis. Although a portion of the finance TDY visits dealt 
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with commodity equipment problems, insufficient time may have
 

been spent in assisting OICG to upgrade its internal
 

accounting control system; its practice regarding the
 

inventorying of fixed and capital assets; and cost analysis
 

and financial procedures for OICG's Board of Directors' fund

raising programs.
 

2. Program Management and Operations 

a) FY 1983: 19 person-days of technical assistance 

14 person-days (3 in October 1982 and 11 in 

September 1982) 
 26% below requirement.
 

OICI's Executive Director visited OICG October 25-28, 1982 to
 
QViVeW program operations and discuss major programs with OICG's Board 

()tDiructurs. During this visit, he emphasized and proposed general
 
,ivellue!s to guide OICG in 
 its efforts to achieve self-sufficiency. From 
•;tk-pLmber 12-23, 1983, OICI's Program Advisor (a management and
 
()rj,.nizjLitiIal 
de lopment training specialist) visited the program to 
(d) conLuct a variety of workshops for OICG management staff and Board
 

members, 
 (b) monitor arid facilitate the development of selected
 

(:titical program documents, 
 (c) assess future staff development/
 

tl'iii, inj eds, 
 and (d) introduce affiliate agr-ement standards to the
 

Is,. Ld,ImE I.,ia OIC proglinms. Due to transportation difficulties, 
 the 

vi!;it., to Kumasi and Sekondi-TakoraJli which had been initially
 

Il.inrid t4),-
 t.h :; mI'Y wort cance lled. II ce, tile TDY duratiun waii Ls 
I .,W ay,; Ulder p 11n ,1 .1 l '1IUYserviceii in pro ram hnlagumnt. and 

,iioi*tioins wele JuI bulow Ian. 
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b) FY 1984: Required: 24 person-days of technical assistance.
 

Actual, as of 12 March 1984: 6 person-days
 

(75% below plan).
 

OICI's Director of Operations and its Program Advisor each 

spent three days with the OICG Board and staff from January 23-26, 

1984, to (a) assist OICG to review its FY 84 operational work plan 

and, in general, to assess its current operations, (b) finalize 

OICI's FY 84 Technical Assistance Program to OICG on the basis of 

input from OICG's Board and staff, and (c) discuss the OICI 

Affiliate Agreement with the newly revised OICI/Central management 

rtequ i rements. 

Project management and operations are to be an important part
 

ot OICI's upcoming Participant Training Program in the U.S. in
 

May 1984; hence, there is no indicator that additional TDY visits
 

will be conducted this fiscal year in the area of project manage

taunt and operations. 

c) Comments and Recommendations
 

Although OICI's major program planning and opera

tions tools have been transferred to and adopted by 

OICG, technical assistance from OICI might still be 

needed to (a) upqrade the structure and performance of 

the OICG Board of Directors, (b) increase the effective

wusu of the local program coummittece and Technical 

Adviuory Councils, (c) develop greater capability of 
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strategic and long-range planning, and (d) properly 

identify the needs with respect to staff development 

and formulate appropriate solutions. 

Recommendation: Depending on the availability of funds, 

OICI should consider: 

o 	An additional TDY visit intended to address the 

needs identified above; and/or 

o 	Ensuring that the same needs are properly addressed 

during the FY 84 Participant Training Program in the 

U.S. for OICG participants. 

3. Training Methodology and Curriculum 

,l) FY 1983: Required: 30 person-days of technical assistance. 

Actual: Nil (variance: 100% absence of planned 

services). 

b) FY 1984: Required: 30 person-days of technical assistance. 

Actual, as of 12 March 1984: Nil (variance: 100%
 

absence of planned services).
 

According to OICI, its vocational training specialist will spend
 

a 	 inininum of five work lays in Ghana in July 1984 to (a) assist 

OICG in an ovuralI review of OICG's vocational-tec. aical training 

activitie:;, and (b) develop an appropriate plan for the continua

t iAii u OICl'fu technical ,nniintance to OICG in the vocational 

tt-.iiiiin Jied beyond the Suptembor 3U termination of I'Y 14. OICI 

6dii tionlllly will provide a minimum of 30 (lays of In-country uorvico 
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of a consultant in curriculum and methodology to help meet some of
 

OICG's immediate needs in those areas, including staff development. 

This assistance also has been scheduled for July 1984. 

Should the above plan be implemented, OICI's actual TDY
 

services in FY 84 with respect to training methodology and curricu-

Juri will exceed the required level by at least 17%. However, in 

terms uf tie entire Phase III period, OICI still will be short of 

the requirements by about 40% -- even if its TDY plan for the
 

remainder of FY 134 is achieved. 

c) Comments ond Recommendations 

OICI's inadequate provision of technical assistance 

in training methodology and curriculum was a critical 

shortcoming in the implementation of the Phase III program. 

Underlying the failure of OICI to deliver the 

required TDY services was OICl's severe reduction in per

sonul throughout FY 82 and FY 83, as a result of 

budgutary constraints. During this entire period, OICI 

was f Jed tAo (2OICtrate ILU field UI)I)uI L.ultorts in 

tLh asva I)I ,ll1iO(j aam mandge1iwflt and opurdtions,ca of 

L, ut., but not loaiSt, diu apparuntly to a minunder

utaiidiq I~y U:;AI /Uh.an, it. hfiluil tu give concurruncu 

lotl Oct, tbI I911- travetl to Ghana by OIC u DirucLor of 

lEvaLunat I o nn ,i tIrainlng con tnI lan.. They had boon 
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scheduled to provide 18 person-days of in-house
 

program review and technical assistance in
 

training and evaluation to OICG. Some of the defi

ciencies noted during the current joint evaluation
 

miqht have been remedied in October 1983, had the
 

necessary travel concurrence been granted.
 

Furthermore, the under-achievement with respect to
 

TDY services in training methodology and curriculum
 

also could have been reduced.
 

Recommendat ions 

o 	To compensate in part for the reduced TDY services in 

training methodology and curriculum, OICI should 

seriously consider and implement Recommendation 4 of 

Sect.ion A-2 of this report. That recomendation called 

for ui immediate increase in the amount of resource 

materials tor OICG's instructors and trainees. 

OIC] should implement without delay its July 1984 TDY 

plan, which is to include field visits to OICG by
 

OICI's vucational training specialist and a consultant 

in curr icultun and training methodology. Consideration 

shuld also bi, (liVen to cxtendi nq the platnne. vitit of 

O1C( ti L-intig spllalist beyolnd a now-ticheduled five 

Idylt. Clapte a' D o4 thin oval Sation roport., deali ng with 

the IraiinqlutpocLjt't. id OCG;ts operalt iont, will bu ute

u IL Luthe pa epaiaLti.oii for the alIoz'utnusit.i loaud TLJY 

viuitu. 
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4. Evaluation
 

Required: None in FY 83. 

28 person-days in FY 84. 

Actual: 34 days in FY 84 (21% above requirement). 

OICI's Director of lvaluation and a consultant specializing 

in institutional capability spent 34 work-days in the joint 

USAID/OICI/GOC; evaluation (March 10-26, 1984) and in conducting 

,idditional evaluation activity for OICI and providing limited 

technical assistance to OICG (March 27-31, 1984). Their available 

time is, however, too limited to fully meet requirements 3 and 4 

(fI Section 2-d, Attachment 2 of the Grant document, namely: 

#J: Provide OICG s;taff with training in evaluation methodology. 

14: Provide OICG staff with guidance in the preparation of 

pe..riodic and annual reports. 

Initially, OICI had intended to fulfil the above requirements 

through the TDY visit. of OICT's Director of Evaluation to Ghana in 

O(AtLbib litlA. But, a; not(ed earlier, concurrence for that travel 

wi v by'lcn iud USAID. 

('ImifUTnII t: and I{ocoiIufenC(i)i jonat 

Alt.oL(uqh :t)btaiit ,iaIprogrens has been achieved by OICG since 

I li,. I'hw; I I und-of-.p'ro uct eval uation in 1980, OXCG'I evaluaition 

.,,,,tlity ca "nd :1h011d bu 1,urther Lt rontjtheud with reopuct to 

1,,01 i'vi aIJt ion ()o voc.it oi,, il tri iling anid ovI'llI program ovaltua-

III,' * Ii.i: mpruvemvLt apparrnL jnliuded by NaLi lual Of' ice 
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staff, whose capability of evaluating the local OICs and of
 

providing appropriate staff development services in evaluation
 

require further development.
 

Speci fic recommendations: 

o That OICI consider organizing evaluation workshops for 

OICG staff both in Ghana and during the forthcoming 

Participant Training Program in the U.S. in May-June, 

1984.
 

o 	That resource materials on evaluation be provided 

regularly by OICI to OICG. 

o 	 Assumilng h.1w-availability of funds, that OICG senior 

management staff be permitted to attend the relevant 

regional. workshops in program eviluation, when these 

are organized by OICI or others dealing with non-formal 

vocational skills training programs and transfer of 

technology. 

.!, Participant Training in the U.S. 

a) l.Y 19h: Requlred: 45 pers:on-days attending Participant Training. 

Actual: h0 person-days (J3% above requirement). 

A lBo,ird invnfbur, thc- lxvcutivu Director of OICC slnd the Program 

Mt iaqu" ill tU1C/Kumaii iij ,I t a tot al of 60 peurton-dayna in the U.S. 

Ill '1u1. l9HI, Attetnditig OICI't Participant Training Piutgiram (p1TP), 
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The 1983 PTP emphasized the Affiliate Agreement and "Post-


Institutionalization" relationships with OICI and fund-raising
 

st.ratugies. Workshops in these and other 
treas were organized
 

lor the delegates of OICG and other OIC programs in Africa. 
One
 

workshop was huld specifically to discuss fund-raising strategies 

lot OlCl's projects overseas. Another workshop dealt with the 

Ii:;t of potential donors developed for OICI and its country
 

a-oJect. by Developing CoIuntries Information Research Services. 

As toe! earlier in this report, the list of potential donors was 

mrtiled t U0ICG Board and management instaff early 1983 for their 

It.-Vi w and Use. 

The 198J PTP provided the participants from OICG an opportunity 

1) QXchan1ge; progdInM eXperience with participants from other OIC 

Hi(,tlrams in Atrical. 'Thuparticipants also were exposed to the 

OIC/Aryeri:,I ftamily and its close relations with government, business, 

tii~lst ;ry and the community at large -- through attendance at the 

Junu 1983 Alnual OIC Convocation. Viuits also were madu by the 

pa ticipants to IccessI uI OIC/America programs. 

Uvvz, li, OIC011 19H IPTI' objectives have been well achieved. 

Mu,n.ij t|e "" ,IvoIearci" by OICU partlcipantt; were the following 

(uote|t Iruim a itport by two of t:hem to the OICG IBoard)
 

"A uIC piti.aa,=f 
 lit, I , butter chance of uuccUaiju it 

I ulout Ly/bunun~iia.do~luatoly rUprUUuntud on thu Board 

tll Projrsurma, Com triLL'EI.. 
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"There is need for all Board/Committee members to take
 

active interest in the activities of the local programme.
 

This calls for the direct involvement of Board/Coniitteo
 

members, especially in tile 
fund-raising activities...
 

"It 	 may be suggested, after tile fashion of Rhode Island 

OIC, that 	all our local OICC programs should be encouiaged 

to acquiiv of 	develop one economic venture -- nII only as 

a reliable source of income, but also as a challenge to the 

dynamism anid competulce of its 	CommittLe/staff members." 

The quote 	 sugges;ts that OICG participants reaped at eIant some of
 

tho most immediat, belzI fit.; intended for them by 
OICI.
 

b) FY 1984: 	 Required: 45 person-days of I'TP aLttetiance. 

Revised Plan: about I,0 pernnIo dayn;, to be 
implemented per revitied plan from 
May 1.8-June 7, 1984. 

Il February 1984, OICI simanagement raiSui( tie number of pl,nllOd 

01(:' participants lor the upcominq iT'm in tile U.S. from three to 

vVII. The ificreae wa made ill respaonue to OICG and to tit rellqh

vii itis institution.0l1i-Mi-ion efforts as tile haue III program l'haua0 

out. 

c) 	Coummnenti and lt,couen(lldatioli,:
 

Tile Boardzanld :it
ai memburs who attended tho OICI PTP in 

the J.N. ill 1911 	1, ind ll #:ailio 	 yvara, cotwur t fiat tho
 

.XpurielIco I I 4-iil 1(h11 .110 WI I.hwhiIt, Tlh-y )w ve IV turtliod 

to 4l ha wit II w Ito Itt iI 	 Il i IItIdIIItj I& of lh¢o Ol( 1l11 !ooplly
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and methodology, They appear to believe more in the
 

concept of self-help and have acquired new ideas for use
 

in their services to OICG. Most have stated that the
 

PTP is too short and that they had hoped for more time to
 

visit operating OICs in the U.S.
 

While the impact of PTP on the Board and staff appeared 

verifiable regarding OIC philosophy, it appeared to the evaluators 

that more limited results have been achieved with respect to the 

participants' appreciation of the need to concentrate efforts on 

financial self-sufficiency Additionally, it appears that selection 

of participants to attend 1983 PTP was made primarily by the 

National Board, in Accra, with limited participation of local program 

committLees in the decision-making process. Participants may not have 

:;h,,rud the lessons learned from their experiences within the OICG 

lamily to a sufficient degree. 

Recommendations: 

o In addition to the strengthening of participants' understanding
 

of the OC philosophy and methodology, OICI should consider
 

focusing FY 84 PTP efforts solely on the issue of financial
 

viability (self-sufficiency) and a strategy to help attain it.
 

o OICI should carefully review PTP techniques in the area of
 

resource mobilization (fund-raising) to ensure adoption of
 

the most practical, realistic approaches and involvement of
 

the most capable resource persons. Concentration on assuring
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the impact of PTP resource mobilization efforts will
 

benefit participants from all the OICI country projects.
 

o The OICG Board of Directors and National Office management
 

should review the process of selecting PTP participants,
 

being sure to afford all centers input. There appears
 

some feeling on the part of the outside-Accra programs 

that selection is over-concentrated. 

o Because of limited resources and the importance of
 

providing PTP experience to as many as possible, OIC/G
 

management should refrain from sending the same person to 

the U.S. twice within a 2-3 year period.
 

o 
 OICG and OICI should develop a strategy by which PTP
 

participants can more effectively share their experiences
 

with others of the OICG family .., in Kumasi as well as
 

in Sekondi-Takoradi.
 

o A detailed strategy to implement the lessons learned in
 

the PTP experience should also be developed and presented
 

to OICG Board by all participants -- preferably aas 

group, although provisions for meetings at the individual 

training centers, with attention paid to local needs and 

concerns, also should be scheduled. 

-A. Reports (Non-Financial) 

The Grant Agreement calls for four major typos of non-financial 

Iproqriln ruportu: 
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) TDY visit ruports; 

b) Annual reports; 

c) Progress reports starting from the end of FY 83 

alld at six-moULith intervals thereafter. 

d) Special reports requested by USAID/Ghana. 

TI)'Y Visit Reports 

Rljur7t. or, the TDY visits of OIC1's Administrative Officer 

(1i,, mIh r 19812) and of OICI's Program Advisor (September 1983) have been 

.;Ad.iLtt.ud to UL'A: .. ,eports ol the of OICI'tITDY visits Administrative 

u i icuz ,ind its Financial Specialist from Togo (October 198.3) have been 

ctJijde.'t.d, but not yet forwarded to USAID. Reports on the TDY visits 

wi OICI'l; Director of Operations and Program Advisor (January 1984) will 

b. 	 mi lcd to USAID/Ghana shortly. The sole TDY visit not to be 

wnriizit ivcd.iand a,:!;essed in written form to USAID was that of the :xecu

! iv:u i.ructor's visit ini October 1982. 

AnU,] I<eport~s 

Th(: IFY ]98.,Annual Report ha8 been submitted to USAID/Ghana. 

I'SS~ ' epurts 

Tt(. P'rogrvss Report due by the end of FY 83 has not boeei received 

I)y IJ:;AIL. An Additiona] projress report, covering October 1983-March 

lPo:,lwill be ,le ';ooll. 

N() :i,..(:iaI ,rojrt.shave been requested by USAID. lowover, a ruport 

by two contill inij fitimr onl th, i uflt.ituttiOlal caipability of OICI publishod 

in S.,pmlier 191W l)ha shiarecd wit iUSAIDI theis uen joport contained a
 

,liil.,liI. j I lporl. ion ro lItict, I nq port Inunt alnpuctti 
 of OICG. 
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Comments and Recommendations
 

Most, if not all, of the reports noted above were submitted
 

late to USAID/Ghana, i.e., 
after the 30-day period noted in the
 

Grant Agreement. 
However, compliance with the requirement has
 

been rendered difficult because --
 for cost considerations --


OICI's TDY staff usually travel to two or more countries for
 

additionalTDY assignments on the same trip. 
Another cause of
 

delay has been OICI's inability to meet reporting requirements,
 

generally, in a timely manner, because of the critical shortage of
 

OICI personnel based at the Central Office.
 

On the other hand, the Lucas, Tucker & Co. independent finan

cial/program audit of OICG was submitted to USAID, even though such
 

audit and report was not required by the Grant Agreement.
 

Recommendation
 

o 	Due to the comprehensive nature of the evaluation report
 

and the already submitted 1983 Annual Report of OICG, it
 

is suggested that USAID consider exempting OICI from
 

having to submit (a) the progress reports covering FY
 

1983 and the semi-annual report covering the period
 

October 1983-March 1984 because of their redundancy.
 

The exemption will permit OICI to devote further amounts
 

of 	time to assisting OICG in the "graduation" process.
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D. T RA I N I N G COMPONENTS OF 0 I CG
 

ACTIVITIES 

The mission of OICG is to train and place school dropouts and 

leavers and unemployed youth in trades, viz., carpentry, masonry, 

auto mechanics, catering, electronics, and office skills. To 

accomplish this OICG has established three vocational training 

centers: 

o Accra has a staff of 44 with 4 feeder courses capable 

of handling a maximum of 100 trainees, and 10 vocational
 

offerings to train a maximum of 295 persons;
 

o Kumasi has a staff of 21 for feeder and vocational 

training in 4 vocational fields. It currently services
 

78 trainees. Feeder courses can handle a maximum of 30
 

and vocational 105.
 

o Sekondi-Takoradi has a staff of 21 for feeder and
 

vocationa_ training in 4 fields. 
Feeder can take 30 and
 

vocational 105. 

Training, and retraining, are vital to the Economic Recovery 

Plan. According to the GOG, 

"the major constraints common to all levels of education in 
thu country are: 

- inadequate and poor physical facilities especially class 
rooms, workshops and laboratories5 

- iuaduquate textbooks, stationery and other educational 
materials duo to the foreign oxchange constraintl
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- lack of equipment, furniture and other supplies for
 
technical and science education;
 

- shortage of professional and trained teachers ... " 

The OICG training scheme is modelled on the non-formal educa

tional concept which, to some extent, is alien to Ghanaian formal
 

training concepts and the systematic training system set up by the
 

NVTI. 
 The period of training (12-15 months) is, by project design
 

not aimed at a high level of skills attainment, i.e., OICG completers
 

can only take the NVTI Grade II trade test which is the lowest grade
 

in vocational training certification.
 

OICG has evolved a mid-level training curriculum with adequately
 

qua lified staff in the following fields: 

o feeder courses (computational skills, language skills, 

consumer education, personal development) 

o 	 vocational courses
 

Accra 
 Kumasi 
 Sekondi-Takoradi
 

carpentry 
 masonry 
 auto 	body repairs

masonry office skills carpentry
plumbing carpentry office skills
 
,'Iectricity plumbing masonry
 
catering
 
office skills
 
motor mechanics
 
jraphic artu
 
cerami cu
 
textile deuiqn
 

1. 	 Staff Rucruitmont 

MouL hiring for thu training centers is done through advertise

men:it ii Inewj)aptru, pru-ficruoning of applications and qualifications, 

hit crviutiw anti final neluction. Th average level of persons interviewed 

* Hepublic of Ghanal E~conomic Recovery Program, 19114-66, Vol. 11
 
Pruparud for the Pweotinq of 
 the Consultative Group for Ghana,
 
I'az its, November 19113 p.6O.
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is high: eighteen of the training personnel are university graduates
 

trom either Ghanaian or British unversities; the rest are profe

ssioially qualified people with Full Technological Certificate and
 

similar backgrounds. 

There is supposed to be a one-week orientation for new staff to
 

familiarize them with the OICI history, philosophy and methodology. 

Much of the staff is now relatively newly associated with OICG and 

Jew people below the senior management levels seem to have had a 

lirm-il orientation. Most of the staff would benefit'from additional 

in-u;ervice training, form peer group workshops, and from greater 

invo)Ivement in the overall program. Functional assignments are too 

dt:!crete and no lateral exchange is provided for within the center 

structures or between them. 

2. Trainee Recruitment 

No advertising is undertaken but potential trainees hear about
 

tho prugraun through word of mouth. Admission is on a first-come/first 

-surved basis and there are waiting lists of about 1500. Trainees 

undertakiiig OICG courses are mainly middle school leavers, especially 

without certificates and dropouta who usually fall outside the main 

taen t tLraditional formal educational institutions and become thus 

tinumIl Ioyed. 

Tho minimum educational backgrounid requirement of trainees in 

inost it thu itiatittutluns thaLt undortaku fordl vocational training iu 
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the middle school leaving certificate. With the exception of
 

special NVTI rural training programs which cover dropouts, the
 

rehabilitation programs of the Department of Social Welfare for
 

women and vocational training programs of some private vocational
 

training institutions which do not, in any case, cover all the
 

relevant skill 
areas or show any appreciable achievement, there is
 

really little opportunity for dropouts to improve themselves. Thi
 

a program like th itof the OICG which aims at filling some of the
 

vacuum created represents a net contribution to the country's educa

tional system.
 

OICG centers use the Management Information System to predict
 

vacancies and notify applicants who have filled oft applicAtion forms. 

Every effort is made to fill available spaces. Potential trainees 

and their parents uidergo a week of orientation to OIc'G, usually 

organized by the counsellor and with full staff participation.
 

During this week the trainee and parents sign the conditions of 

training t-qrecment which is, of course, non-binding and non

enforceable. Parents are also enrolled in the PTA. 

Trainees must presently sit a quito sophisticated sot of 

diagiosLtic tests in miiths and English. The Nationa)l UtIice ha.- begun 

tO review these material; ind hopes to produce skillu assessment 

indicatorz more appropriate to the traineeti' qualifications and mr 

uueful Lu tie OIC( in tructurs/evaluators. There is also discussion 
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at all centers about raising the level required for entry to the
 

program.
 

Specific skills such as office skills probably require a higher
 

level of educational background than anticipated since industry is
 

particular about the standard of personnel it recruits. 
It is
 

therefore recommended that with regard to enrollment for office 

skills training the educational requirement should either be "0"the 

level certificate with credit in English or the middle school
 

leaving certificate with an 
"0" level in English. Trainees wh, have
 

already completed training in this field and are 
finding it difficult
 

to locate employment can be encouraged, if possible, to undertake
 

an "0" level test in English language.
 

OICG counselling is both individualized and collectivized. 
 The 

team did not, attend any counselling sessions but the examples
 

ciLed by counsellors 
 again point to the current economic profile of 

the country: tLhere are Instances of trainees who simply do not have 

unough to eat or means to travell others must work in their off 

houts to sullpprt their tamilies. A somewhat high drop-out rate was 

notedc and may be attributed to these factors. Economic ventures 

and0 projecti; nucih an co<)perative canteens within centersthe may 

,,s2:iii an addreuing some oi tlheu prublemu. 

I. Curriculum Duvololswtt 

Curriculum dovulopmentt and preparation trainingof syllabi are 

handlled by tho Training and1 Curriculum Coordinator who liainon with 
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training supervisors and job developers to get feedback from both
 

classrooms and industry on job trends. 
 fie also consults other
 

training organizations to gather information to prepare syllabi,
 

initerating ideas to meet nationally acceptable standards. Con

tact with the NVTI in this area, however, was made only this year
 

.1nd only once. The final preparation of the syllabi have neither
 

been seen nor approved by the Commissioner for Trade Testing who
 

i:i 	 also respxnsible for this area of planning.
 

It is recommended that in the future frequent
more contacts 

should be made with the Standards, Trade Testing and Certification 

,LxprtzneLnt. (if the NVTI for discussion and advice in the development 

of cur iculumn and the design of special syllabi to meet the 

!lpucial demands of OICG training schemes. The final drafts of the 

syl1,bi shuUld be discussed and approved by the Commissioner for 

Tiade Testing to meet both training and administrative requirements 

of tiovurnmuiit. 

Aiao, since government's aim is to standardize the Certifica

tiun syutemu of all vocational training activities in the country,
 

O)CG ihould take more advantage of the trade tooting facilities 

,,li.,rud by thu NVTI. In thin regard, OICG could continue with its 

tiwn oxami ItLunis to uerve only as itu inturnal yardstick but since 

Of('; curtilicatuu cannot be uquated to the NVTI certificates, OICG 

fhSJld urmuure that NVTI trade tots are conducted for all final year 
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trainees who would be placed .n employment. OICG has already started
 

this in some trades and it should be expanded to cover all trades as the
 

NVT1 certificate is a necessary criteria for employment.
 

The minimum skill qualification at the national level is the
 

NVT1 trade test Grade Ii certificate for those who take the written 

test in addition to the practical and oral tests conducted and the 

proliciency Grade II certificate for those who do not take the written
 

test. Every encouragement should be given to trainees to undertake these
 

tests. Those who are capable of improving upon their skills should be 

enctciraged to do so. NVTI makes facilities available for updating and 

uI)(1radinq. Advantage should be taken of these, whether trainees are 

,itc.:,,y it employment or not. The other levels of certification are the 

j)z,.)ciency Grade I, the trade test Grade I and the National Crafts

inol':; Curti ficate (NCC) 

.1. On-Lth-Job Training and Placements 

An appreciable number (80-90%) of trainees are found job openings 

altur training. The skills in demands are an indication of skilled 

rndIxj)wer requirements in the present economic circumstances. Perhaps 

OILCG may coi:;ider following this trend and concentrate training in areas 

with the job openinlgs. 

Jo), (evelopurs should be the most mobile members of the staff in 

i*)Idoi t) uiuck oportunities, visit graduates placed and provide feed

baick It) the cunLtrs. Hero again, however, the economy has hindered 

thoii work: whore trannsp)rt. now perhaps exists, potrol remains elusivol 
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telephones either do not work or are not extant; employers are not 

hiring at previous levels. OJT is frequently being creatively 

used now as part of economic ventures of OICG apprenticeships. 

Job developers have worked out zones of responsibility 

within their areas and have prepared lists of interested firms. 

All officers repeat the same kinds of frustrations in placement, 

one of which is the absence of the NVTI certification now required 

by some employers (see above). 

A pragmatic approach has necessarily evolved rather than a 

planned matching of trainees and their procress to work pl-cement. 

Some encouragement is given to trainees to become self-employed
 

but equipment to set up a business remains scarce. More attention 

miqht be paid to the location of the work place vis-a-vis the 

trainee's home, to the salary level, to promotion possibilities, 

arid to working conditions and benefits. 

Follow up currently is at best a pro forma check on whether 

thv traine is, still at his initial placement. This is unfortunate 

becau;e counsellors, curriculum developers and instructors need 

Iudback from trainees and supervisors to update theit activities. 

We recomnund more frequent and systematic follow-up to assist wi.th 

overall program management and planning. 

One job developer has begun a uurvey of community business/ 

iuiduzitr al nieedv,. It in to be hoped that this information will bo 

uhiarud wILh the other cenLturs and will bu incorporated into tho 
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vocational training offerings and programs. 
He has identified strong
 

interest in employing trainees with skills in driving, accounting,
 

industrial cleaning, catering, etc. 
Again centers might wish to
 

teview their vocational offerings in light of present and projected
 

needs in Ghana.
 

5. 	 Follow-up with Trainees, Recipients and Allied Groups 

The official schedule of OICG requirts follow up visits at 

periodic intervals: 3 months after placenent; 6 months after placementl 

and one year after placement. To factors have militated against 

htw)riIq this schedule: absence of transport and post-placement 

miiqr ion!;. Sveral major em)loyers maintaini regular contact with 

uICG itid seek new trainees; tr-tinees themselves form part of an 

.1Ltmiii ,,:s.;ociation which serve!; as 	a small source of revenue to OICG.
 

u. 	Relevance and Integration of Training to Local Realities 

The types of fields which the OICGs have selected for trainees 

rmain ba,;ically alit and most courses could have larger intakes, if 

,1ipc, materials and staff were available. The OICGs have worked 

Iaid to integrate their present progrms into needs ofthe the
 

,,ntI. ty and tho realitieu of tho economy. However, to 
 further 

:;Ilint h', tht., quality of L,raini 
( and maint lin thu ri luvanco of 

L)IC(; to the lived.-i ol both labor marketthe and traineu,j, the Board 

of1 It: eltorts ald the; Natlonl Offi ce iihould regularly ravi{- the
 

4,111(.1t,i an144 pertormane of 	 all OC 'iut-raini ctmJ):h,..ntu, 
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Declining levels of education in the country, aoain due to the
 

economic situation and the flight of cadres, means that feeder
 

courses should probably be reviewed for appropriateness. Some 

a(djustments in the recruitment-training-job placement cycle, 

therefore, appear to be necessary to prevent the lengthening of
 

feeder training and enable the timely phase in of trainees to 

vocatiol[ courses. In addition, both feeder and vocational 

courses need improved materials, and all staff would benefit from 

Additional in-service training, workshops and seminars. 

At present, workshop; are organized by OICG head Office for 

'4ll categories of stall. Each type of workshop, however, is 

conducted only once a year due to financial constraints. To enable 

:;tAt to get the full benefit of inservice training schemes, it 

would bu advisale if the planners of this 1)rogram would explore 

other fields. Government local organisations which conduct such 

tlilaiing schumes could be invited to organizu short programs 

d'n lqiied to fit OIC peculiar training programs on the promiuus of 

the particular centers in need of thuuu uervices. Such orJanlza

titen: iuIl') udu t 

I. 'ThuNat ionalt Vocation(Il 
Trainig InatituLe - fur Training Muthodology, 

IuuLrut~oIaIl Tuchniquva, 
Training Aids (dith local 
mtuerialu). 

Updat ing ill vocat iona l 
subjecto ond Offico ;killa. 
Guidaucl.' anid Couul I flit. 
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2. The Department of Labor Guidance and Counselling, 
Advice on Placements (the
Labor Department is respon
sible for collecting data 
on vacancies existing in 
all establishments in the 
country, both government 
and private, especially for 
the middle level grades). 

3. The Ghana Education - Guidance and Conselling, 
Service Updating in technical sub

jects. 

Both the Department of Labor and the Ghana Education
 
Service are represented on the National Vocational
 
Planning and Research Committee set up by the NVTI
 
and which is also responsible for Guidance and
 
Counselling in the country. This Committee can be
 
approached, too.
 

4. 	Management Development - Management courses (for the 
and Productivity Insti- Director and other management
 
ture personnel, including members of
 

the local committees who are
 
interested). 

In this way, training to meet national requirements would be well
 

catured for.
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E9 WAYS B Y 
 W H I CH OIC COULD P ROC EE D
 

WITH ITS 
INSTITUTIONALIZATION
 

AND GRADUATION 
 ACTIVITIES
 

PROCESS
 

Achievement of Project Purpose
 

The purpose of the Phase III effort is "to institutionalize a
 

viable cost-effective community-based, non-formal employment training
 

program for school-leavers and dropouts.., 
in Ghana." "Institution

alize" in this 
sense means being able to carry on in the absence of
 

bilateral 
funding from USAID/Ghana.
 

Ittitutionalization, or readiness to "graduate," requires that
 

OIC/Uhana will have achieved the various aspects of viability included
 

in that term: 

o Institutionalization in the sense of an indigenous staff and 

Board carrying on a satisfactorily managed, competently
 

operated group of training centers;
 

o Institutionalization in the 
sense of producing satisfactory
 

numbers of trainees who are equipped qualitatively to
 

function as 
average and above-average entry-level workers
 

with needed job skills; and
 

SIllstitutionalizatlon in the 
sense of financial viability.
 

The evaluators agree that OIC/Ghana is equipped to "graduate" in
 

the tirst two aspects of institutionalization listed above. We are 
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equally in accord that the program has not achieved financial
 

viability and is unlikely to do so without a difficult short-term
 

struggle in an unfavorable economic climate.
 

The 	intractability of the financial viability problem is
 

exemplified by the erroneous nature of the exogenous (outside the
 

control of the program) assumptions upon which Phase III's project
 

designers predicted institutionalization.
 

The designers predicted that project End-of-Project Status (i.e.,
 

institutionalization) could be achieved on the assumption that:
 

"I. The Ghanaian economy will gradually improve during Phase III;
 

and
 

2. 	There will be no severe dislocation in the local labor
 

market."
 

Dimensions of the Economic Problem
 

"The Ghanaian economy has been steadily deteriorating through the
 

past decade, but the situation has recently become critical. Past years
 

h,,ve been characterized, in varying intensity, by persistent high
 

inflation, declining production and exports, flourishing illegal
 

acLivitis and political instability. 
A gradual decline in per-capita
 

income has increased the incidence of absolute poverty and has been
 

accomp)dnied by a worsening of income distribution, growing unemployment
 

and the emigration of skilled... Discouraged by the deterioration of 

the economy, political instability and poor policy performance, aid 

dInri; qradually reduced their support... As real wages declined, 
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talented and skilled workers at all levels began to leave the country
 

to take up employment opportunities elsewhere, further reducing the
 

government's ability to administer the country."*
 

"Industry is operating at approximately 8% to 15% of capacity,
 

with little prospect for improvement at the present time given the
 

lack of spare parts, raw materials and electricity."**
 

The result of (these) adverse internal and external factors has
 

been a tragic deterioration in the economy. 
In brief:
 

Ghana's average annual rate of growth, 1960-1979 
 -0.8%
Inflation, 1970-1979 

+32.2%
Growth, GDP, during Decade 1970-1979 
 -0.1%
Growth, Agriculture, Decade 1970-1979 
 -0.2%
Growth, Industry, Decade 1970-1979 
 -1.5%
Growth, Gross Domestic Investment: 1960-1970 
 -3.2%
 

1970-1979 -7.9%***
 

Since 1970"
 

Per capita income has fallen by 30%;

Import volume has fallen to one-third of its previous levell
Real export earnings have declined 52% and exports have
 

fallen from 21% 
to 4% of GDP;
The domestic savings rate has fallen from 14% 
to 2% of GDP;
and real waqes have declined 80%."*
 

The downward trend in economic indices has accelerated during the
 

last. three to four years, creating conditions that have made it
 

p|ro(rcusivuly more difficult to operate the OIC/Ghana training programs.
 

* ;hanaI:Policiuu and Program for Adustmont, Vol. I The Main
keport, Oct 3, 1903, The World Batik.
 
"CUSS, ( eviuion of'Economic Background and CDSS Goals, Draft 2", 

USAID/GhaIaId, for FY 1985. 

**a World evuoJomnt Rort 1981, The World Bank, August 1981. 
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It is testimony to the resilience of the OIC/Ghana program and the
 

OICI philosophy that the training centers 
-- in spite of the afore

noted economic difficulties, and with certain managerial and opera

tional weaknesses -- nevertheless have continued to transform 

potential national liabilities into skilled, entry-level workers who
 

are sought after by Ghanaian businesses. 

Prospects for the Financial Viability of OIC/Ghana
 

as it Approaches the Conclusion of Phase III
 

This subsection reviews post-FY 1984 
 sources of funding and
 

revenue, and potential sources of funding and revenue that are 
possible 

or probable, as OIC/Ghana enters a period without scheduled new 

bilateril assistance from USAID/Ghana. 
It also includes recommendations
 

,Irid sugestions that may promote revenue enhancement. As we note 

uII iui in this section, the program has not reached financial 

viability and faces difficult days ahead -- certainly during the short 

term and possibly during the longer term. 

The subsection discusses OIC/Ghana's prospects regarding five 

sources/potential sources of technical assistance, funding and/or 

roVuiiLj as they appear at the time of this writing. 

1. The Guvernment of Ghana1 

2. Bilateral assistance from USAID/Ghana; 

J. Assistance from OIC11
 

4. Other dunors and 

5. Local fund-raising and oconomic vonturoi. 



- 64 -

I. Prospects: The Government of Ghana
 
During calendar 
 1983, GOG subventions to the program were at therate of e186,000 per month (02,232,000 per annum). During FY 1983,


OIC/Ghana actually received 01,932,000 from the GOG; it had requested
 

t3, 200,000.
 

Beginiling January 1984, the program began receiving monthly
subventions tentatively set at 0200,000 (rate of 02,400,000 per annum).
 
It had requested 04,487,000 for the calendar year.
 

An August 1983 IMF/Ghana accord, plus decisions made at the IBRD
a.und Ghiiia International Consultative Group meeting 1983in November 

have indde sizeable 
overseas resources available in support of the 
tlraI:ut ic ucoIomic reform measures taken by the GOG. Part of the agree
Ilu.zit I i:; the obligationj on the part of the GOG to reduce Jts large
d(hliciL through a progran to redeploy redundant civil servants and
 
worker.; in parastatl. boards; 
 and enterprises. 

Wou noted earlier in the report that OIC/Ghana playud a significant
tlel in the UOG's 1980-1981 Crash Training Program for Redundant
 
Civi I Survants, 
 when its three training centers provided 232 government
wkcr with voc/tech skills. OIC/Ghana can play an equally
 
amjra I ro
ant in the niewly ,annotuncud rutr.,ining program. The
Ii Luci o, t"MobilIz,1 j0 ,n for the program has seen OIC/Ghana'u Board 
Ch , iiiiiih ,ae i :it atqH thaL OIC will have a ky salu in the uxorcico.
 
)i'/Ghoi, 
part-icilpatjuon can become an Important factor in caainq tho 



- 65 

proqrzm's transition period -- provided OICG is fully reimbursed for 

the extra costs such assistance will entail.
 

On the other hand, the GOG's effort to reduce its large budget
 

deficit conceivably may adversely impact on 
the level of calendar
 

1O4 and later-year subventions to OIC/Ghana.
 

2. Bilateral Assistance from USAID/Ghana 

Durinq FY 1982 and FY 1983, an internal review of all active
 

projects undertaken by USAID staff resulted in the determination to
 

termiinate some project activities, to let others terminate upon reaching 

their previously scheduled completion dates, and to substantially
 

,nliny and retrench other projects scheduled for post-FY 1983 comple

tLion -- so that remaining resources would be targetted on those few 

uleomets with a reasonable chance to achieve project objectives within 

Sh. rmailling time and fundinq available. 

Iii FY 1982, the Missioni portfolio included 23 active projects. 

Hsy t.he -;tart of FY 1983, they had been reduced to 11. Further olimina

,I,,I+ ,and Lerminations have reduced the portfolio to four active 

Mis,,;ion-fuiided projects at the beginning of FY 1984 -- including 

UI(C/di)laii, scheduled terminate theto at end of the FY. USAID reports 

that .dditionlal funding for OIC/Ghana is nut available for FY 1985 

,id quiLte improbable -- given the current situation for 1986.-- FY 

ApipiarvIlitly the USAID contracup t ive supplies project will terminate in 

VY 1911t, liviig only the Ghana Sued Company project, which may 
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receivo follow-up funding (at this writing, it is scheduled to end in
 

.Y 1984), plus the PL 480 Title II and transportation sector assist

dalCU programs .
 

RfkY'olnmmendation: Given OIC/Ghana's 
 current unfavorable financial
 

vi.ibility situation, the evaluators strongly urge that (1) 
 USAID agree 

L ) &( rant extension (without obligation of new funds) to carry over 

it o FY 1985 unspent Phase III funds estimated at $170,000; and 

(2) 	 should the fourth-quarter reprogramming process make funds available 

-- lh.it the Mission obligate an additonal $200,000 to ease OIC/Ghana's 

tlil.:;iLiul| to graduation, over the short term. 

1. 	 A:;:stance from OICI 

Under terms of its FY 1984-FY 1986 Cooperative Agreement with AID/Wo 

O(l will bu able to continue to provide technical assistance in the 

lui ()I short-term ThY consultants in finance, management and operations, 

Ltairiiiij tind evaluation through September 1986. OICI reports that the 

term, ul th, Agreement do not permit it to provide other forms of 

nm.ll as;!.ist.1nce, i.e., dollar funds for training equipment, matorials 

ai ,l :;Ujlie, office and classroom furniture, vehicles, and so forth. 

oICI i:, providing OIC/Ghanti with the services of a fund-raising 

,I,,lh It.g fi-in which is to undertake a campaign to obtain other

p'',mu fIvudiny fur the program. We diticusu this subj]ct in greater 

dat,,|l untder Item 4, immodiatuly following. 
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Recommendation: 
 On a priority basis, OICI should aggressively investi

gate the possibilities of obtaining funding from AID/W, to help ease 

the short-term financial problems that will be faced by OIC/Ghana 

durinq the period before the longer-range "other sponsor" fund-raising 

campaign can bear fruit. 

5. Other Donors 

To late -- in spite of the looming cessation of bilateral funding 

assistance from USAID/Ghana -- OIC/Ghana has taken only a few, desultory 

steps to try to replace that vital source of hard-currency iqputs with 

other donors. Lists of potential foreign bilateral and multilateral 

donors; of multinational and foreign agencies located in Ghana; and of 

multinational firms have been developed by OIC/Ghana, but the program 

hIa; taken few active steps to approach potential donors and has not 

duveloped a plan for such a campaign. 

Letters have been sent to the Korean Embassy, Oxfam and the Italo-

Africti Chamber of Commerce in Milan; and a proposal was sent on 9 

March 1984 to the Japanese Embassy in Accra -- but all proposals pro

pare(l by OIC/Ghana to date have been modest and geared only to satisfy 

crtit.al immudiatJ neudu for training supplies and equipment. There 

i: :ome quution whther OIC/Ghanals management has the experience or 

1)hk:P(JIOutII to mount a comprehensive, successful drive for large-scale 

lunidinq from other donors. 

OIC/Ghan, mazagud to survive without AID/OCI assistance during a 

tlaqu part of 19U2. Moro aurvLval, howevor, can be deceptive. 

http:crtit.al
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Through innovation, hard work and belt-tightening, the program took
 

that limited period of financial starvation in stride. But the funding
 

hiatus inhibited OIC/Ghana and OICI's longer range planning required
 

to unsure viability of the project -- as efforts 
concentrated on
 

finding jerry-built solutions to the immediate crisis and 
staff
 

elirmnihtions alnd fwding unavailabilities forced 
service cutbacks with 

resultant long-term adverse impacts. 

A Lesson To Be Learned: The 1982 "scare" should have focused OIC/G's
 

*ttid OICI 's attention on the financial viability dangers implicit with
 

Phase III "graduation," if substitute funding 
 for the USAID/OICI con

tribution were not obtained by the 
end of the two-year "final" project 

vxtelit; ioll. 

OICI, during the past six months, became progressively more
 

cuncennud by the 
 lack of focus by the OIC/Ghana Board on actively, 

methodically and aggressively mounting a sustained and effective
 

cunoidiqn to find alternate/replacement donors. The concern was 

cnmmunicated by OICV's Board of Directors to its OIC/Ghana counterpart 

III November 1983, to little apparent effect. As noted earlier, it may 

h|ave ivurustimated the experience fund-raisingIn major efforts of the 

(Idha I )oail and economic rea lities in the country. 

ICI, thro(ugh its new Director of | oourco Mobilization# is 

1|I, 100u1 111q the arrival in Ghana of a consulting team from Developing 

Ctit,Ltei Ill flmaitltlo Hii tliai ch .i;rvicu ()CIRS) , all A erican firm 

is1voct.ih i ,I I Ili inturii-t ional flund-raining. The team will work with 

OIL'/(;h,ia nJupratoiy Lu duvuloping arnd carrying out a dutailed plan for 
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alternative funding solicitation. OICI anticipates that DCIRS will
 

locate sources that can 
replace the USAID/Ghana contribution in part
 

or in whole. 11owever, it may be problematical whether -- given the 

real-world obligation process of such entities 
-- such funds will
 

become available during OIC/Ghana's difficult short-term transition
 

per iod.
 

loth OIC/Ghana and OICI tend to blame each the
other for lack of
 

an in-place "other-Donor" fund-raising program that can start genera

ting neuded funding by the time Phase III ends in 
 September 1984.
 

Fiiancial 
problems of both entities are partly responsible for the
 

cu rent situation, but there is blame enough to go around to 
all parties 

u:oLcerned. 
 At this late stage in the "graduation" process, however, such 

criticism is beside the point. The start to be initiated by DCIRS is
 

lat.e, but "butter late than never" is a phrase, that 
although trite, seems 

to apply. 

Thl ere is an important lesson to be learned by OICII indeed it 

apvars already to have learned it: preparation for financial institu

tiiLhI~ldtaiOll must start in earnest the day the last phase of an OICI 

Cvouit.'y lroqrun begjln,. 

,1. )1(ul2 Fuid-=.,ising and Economic Ventures 

'Traditionial lund-raising and the operation of economic ventures by 

tli O|C/Uhiaia trirninq conturs are the nourcuu L revenue most diroctly 

undot llhev contLrol of the local progriua. In Sect lon 11-4 of the 

.ivailuI ,a011ropoulL wu notio 0IC/Glhana u Ihauu L11 tjaltig its FY 1983 
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activities and its FY 1984 plans and activities in relation to each.
 

Ifere, we 
look to the prospects for local fund-raising and economic
 

ventures during the short-term transition period and beyond.
 

Traditional Fund Raising
 

It will be recalled that, 
in FY 1983, the Head Office and the three
 

tr,-ining centers raised 0515,000 of revenue through traditional
 

Jund-raising and economic ventures. 
We have been unable to determine
 

the proportion accounted for by each of the two activities, but
 

curt-tinly the major part came from traditional fund-raising, for
 

?21i0,O0U of the total resulted from donations by Valco 
(I260,000) and
 

Pli uur Tobacco Company (;2,000); and we know that GSIL, which operated 

the ALcraI Service Station and Motor Mechanics Unit during part of that 

J)eriod, lost money. Traditional fund-raising activities include direct 

.jipuals for donations from business houses and the community at large, 

including specific functions organized with the aim of raising money,
 

, u. cultural 
activities including dances, music competitions and film 

shown, anid CertiIication Day ind PTA contributions.
 

Section 
B-4 also notes that traditional fund-raising is expected 

to d:cunt for about nalf (Jl73,220) of OIC/Ghana's combined target 

for both nul-help activities in FY 1984, and that traditional fund

raiJinq goal; very markedly by training center, from a high of 

V9h,uOU tor OIC/Kuan)i, to 50,720 for OIC/Sokondi-Takoradi, to a low 

if abi mut '.5,5U0 for 01C/Accra. 
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As economic conditions have continued to deteriorate in Ghana,
 

raising funds via the program's long-standing traditional methods has
 

become progressively more difficult. 
As industrial production and 

trade decrease, so does the ability of business firms to continue 

periodic support for OIC/Ghana. And as unemployment and inflation grow 

and real wages decrease, so does the ability of local people in the 

Acera, Kuinasi and Sekondi-Takoradi areas to contribute to the program 

become progressively more feeble. 

However, the financial viability of OIC/Ghana during the short

term transition period represents a crisis to which Ghanaian business 

must be ikuced to respond to speedily and subatantially. A fund

r.m;inq drive aimed at the local communities holds much less promise 

tur !iizeable incr.,asua. 

HIkomnmedatiu!s: 

1. That OIC/Ghana's board of Directors coordinate and spearhead 

an emerguncy, short-term fund-raising drive among the larger 

multinational and multi-diviuional firms in the country. The 

drive would be duveloped by tie Board to involve the local 

,ru;zam co)mmittuus ill a substaltial way, but, bucause of the 

staturu ald coniactt of the OIC/Ghana Board, its members 

would have to bu tolied on to make many, perhapi most, of th0 

key colntacs with potuntial donioru 
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OIC/Ghana would round itsout list of multinational and 

large private firms with the names of selected govern

ment enterprises and boards. The enlarged list of firm 

names, persons to contact at the organizations, 

addresses and telephone numbhrs of the entities, plus 

their past history of contributions to OIC/Ghana and its 

training centers would be noted. 
The executive director
 

of the Ghana Lmployers' Association has offered his good 

offices in the task. 

2. That a letter citinq OIC/Ghana's major contributions to 

the Elation in traisforming 
intopotential liabilitieu 


aussts that 
have proven helpful to industry aid trade be 
drafted for the iqnatures of individual members of the 

Board of Directors and the local program cummittees who would 

be mot offoctlve and persuasive collt actI with the
 

targCted uXCuLVt;. 
The letter also woul ! Uxpi)In that the 

signer will be contacting the addreuneu personally, in the 

uhort-tLem I uture, to explain the reition lot the "criin" 

,AJl.iI and ,lnctult; the fitmlti colt ributJoii. WO teVallk-O that 

nomc of OIC/Gh,inat; po~lic y mkurt; may he *¢o|uctiint to
 

'iinlaqu Li tsuchi j)eUZ$u-teIi-
 9ctLacticu, but, ,10 sl I 
rualt th iLu,%Liolli Valln for uxtroimej OiiU-tilfmlj MtiitiuruJ, 
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OIC/Ghana's Economic Ventures
 

Section B-4 notes that il44,500, or some 87% of a total of
 

C165,800 of revenues 
to be raised through OIC economic ventures
 

during FY .984 will be generated by those managed by OIC/Accra, with
 

i relatively minor amount, I19,280, deriving from OIC/Sekondi-Takoradi
 

and only f2,000 from OIC/Takoradi. We also pointed out that OIC/Ghana 

can improve the performance of its economic ventures through better 

direction aid control, in spite of the deteriorating Ghanaian economy. 

In this subsection, we explain our optimism and present' recommendations 

to achieve more profitable performance. Because the role of OIC/Accra 

ii pardmount ill the case of economic ventures, and because we lacked 

thu time to review counterpart programs in the other two training 

ventrs, our comments apply primarily to the former (although they are 

undoubtedly applicable to the latter as well). 

Recent experience provides a valid background for our following 

discu;sion ol problems and opportunities. It will be recalled that: 

o Under management of Ghana Self-Reliace Investment Limited 

(GSIL), a separately constituted board (with the same 

membership as that of the Executive Committee of OIC/ 

GWanw'B Board of Directors) cand a manager operated the 

Service Stat~ioi and Motor Mechanics Unit from February 

19J. through January 1983; and that, for a variety of 

reasuru, the Service Station ha-; continued to improve 

its profit performaice -- going from a new loss of 

044,62J under GS1!1 administration, to a not profit of 
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019,120 from February 1983 through January 1984, and a net
 

profit of 014,019 during the five months from October 1983
 

through February 1984.
 

o Overall, the performance of OIC/Accra's economic ventures
 

also has improved during the recent past: they reported net
 

revenues of 058,388 from February 1983 through January 1984 (from
 

operation of the Service Station, Motor Mechanic Unit,
 

building construction, coffins, fish ponds, ceramics and corn
 

mills); and the ventures reported net revenues of some
 

068,200 during the first five months of FY 1984.
 

o Finally, it will be recalled from Section B-4 that the gradual 

improvements have taken place in the absence of the GSIL and 

in the almost complete absence of accepted management controls -

even monthly analyses of goals versus actuals. 

With closer, business-oriented analysis, direction, management and
 

control, there is far greater potential for profits to be rolled back into 

financial f;upport for OIC/Ghana than is now possible. 

Recommendations
 

Small enterprise development is hazardous even in the U.S., where
 

112% of nuw firms fail durinq their first two years. In view of GSIL's 

reccnt ,ck ot success:, a new approach to centralized direction of 

OC bu: muss ventures and stnill-scale business ventures in required. 

Pr'opurly ippruached and |,rof ei,,-,ionally developed, there is little 

kue:tiLion but that tilnacial return to OIC/Ghana can be significantly 
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increased over the levels obtainable through the centers' earnest but
 

unprofessional current control over their economic enterprises. 
The
 

new vehicle also requires close, continuing -- not occasional -

direction by a separate board that is intimately involved. 
The
 

nucleus of the operating entity might be staffed by a permanent group
 

of OIC graduates, in addition to trainees still participating in
 

voc-tech courses. 
It may be that -- to ensure concentration of effort 

on profit-making (but ploughed back into OIC/Ghana, to produce program 

revenues) activity --
the operation should be divorced from the
 

jurisdiction of the training component.
 

We realize that 
we, as short-term evaluators, are only dimly aware 

of some of the legal business issues that an effective, new, centrally
 

controlled replacement for GSIL will have to face and overcome. For 

example, our suspicion that reliance solely upon trainee labor is 

excessively inefficient may be erroneous. 
But, given OIC/Ghanals
 

strengths and the standing it possesses in the coimunities where its 

training centers are located and throughout the nation -- the PVO 

tarts with an 
immense reservoir of respect and awareness of the caliber
 

tt its trainees. With that reservoir and a well managed and operated
 

rtjdnizdtiOn for conducting 
economic ventures, it is our opinion that
 

wlld-raising IJsslbilities in thdt area of OIC activity 
can be 

enhanced -iyjil ficaitly during the short-term financial crisis imme

d iatuly ahead. 

OutLsidu assistance is going to be needed to make a profossional# 
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impartial, business-realistic assessment of the possibilities and pit

falls. 
 For that reason we recon,,nd that technical assistance be
 

sought from an outside source. 
We suggest three possibilities,in order
 

of priority:
 

First to be approached might be Technoserve/Ghana, an indigenous
 

Ghanaian PVO, staffed entirely by Ghanaians, which, over the past dozen
 

years, has fostered small-enterprise development at the community level.
 

Tcuchnosurve assists Ghanaian small businessmen and production cooperatives;
 

it spucializes in developing profitable ventures in the face of the
 

difficult business conditions prevailing today in Ghana. 
It is respected 

tor the practical nature of its assistance. 

Under a special program called BASIC (Business Advisory Services 

in Ghana), Technoserve assists indigenous PVOs through various technical 

,nd managerial counselling and advisory services, including: management 

and organizational planning; diagnostic appraisals of small enterprise 

development possibilities; in-depth, pro-investment feasibility ULudiuHs; 

project proposal writing; provision of short-term technical expertise 

.11d doiior search assistance. 

lPrclimi ,ary discuossions held between Mr. John Doku, Executive 

DilUctU(,t TUclnzios;Uve/Ghana (P.O. Box 135, Accra; telephonet 75949) 

,4111 1 1pru;untative of the evaluation team indicate that Tochnoservo, 

I b,,aitl JIA: IG(pi(,Iam, would be ablu to provide ueverl cday" of 

I,ItIq1 :'tic .apprLAal Al uni ntance t rue-of-charge to OIC/Ghana -- reviewing 

thv pist and currunit hiutorIeu ot GSIL and thu center-managyed economic 
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ventures, and developing recommendations for improvement of the
 

operations and increased net revenues. The organization charges a
 

fee for the more intensive forms of technical assistance it provides.
 

We suggest that OIC/Ghana's Executive Committee and Executive
 

Director meets with Mr. Doku to explore the provision of Technoserve/ 

Ghanha's services in the immediate future. As we all realize, there 

is no time to waste. 

We understand that supplementary consulting services and training 

assistance in small-enterprise development may also be available to
 

OIC/Ghana through the Ministry of Labor's Management Development and 

Pruductivity Institute (MDPI). That potential source of help also
 

miqht be explored at this time. 

Finally, although it is theoretically possible that, through
 

its three-year Cooperative Agreement with AID/Washington, OICI/
 

Philadelphia might be able to provide to OIC/Ghana the short-term 

consulting services of a jmall business enterprise developmbnt 

specialist. We consider this avenue of assistance less desirable 

Lhanl the two mentioned above, because of the learning period that 

would be required before an expatriate consultant understood the 

Ghana. co('iLxt of small enterprise and how OIC'u economic ventures 

C.)U i| be butter adapLted to succueding ini that environment, 

IIt2aust, of the immi nenceu of OIC/Ghalialu nhuort-term finiancial 

r n i!;, ,and bucaune ivorjaniz,ttion of itu economic ventures cannot bo 

accoinplklthud ovurnilght, we r ittrat the urgency uf immediate action 

ti that oild. 
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APPENDIX I
 

METHODOLOGY
 

I. 	 Document Review: Throughout the two weeks of its full team 

mission in Gha;,.. the team reviewed dll relevant AID files, 

OICI materials available, the newly-signed cooperative agreement
 

between AID and OICI, previous evaluations and assessments,
 

OICG reports, and numerous OICG files.
 

II. 	Interviews: A list of persons interviewed is appended.
 

111. 	Site Visits: The entire evaluation team visited both the National
 

Office and the Accra Training Center, collectively and individually.
 

During the first day of work the team concluded that the issue of
 

financial viability was crucial to the task of the evaluators.
 

The team thus agreed to continue with the scheduled visit to 

Kuma.;i, but postpone full team visit Takoradi as tooto a to many. 

working days would have to be spent out;ide of Accra. The OICI 

representative and its consultant will visit that Center after the 

Luten has completed its scope of work 

Work was based primarily on the attached Scope of Work.
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SCOPE 
 OF WORK
 

+OIC/G EVALUATION TEAM
 

I. 	 OBJECTIVES 

A. 
 To 	determine the nature and extent of Phase III implementation;
 

B. 
 To 	determine the progress of OIC/G's institutionalization and its
 

readiness to "graduate"; 

C. To determine ways by which OIC/G could proceed with its insti

tutionalization and graduating activities process.
 

II. OPERATIONAL ACTIVITIES 

A. 	 Review original grant and 	related materials to assess degree of 

achievement ini 	 initial accord, viz.: 

1. 	 improving admini.tration and financial management operations; 

2. 	 providing commodity support to establish administrative and 

training capacity over the next five yearsj 

3. 	 budgetazry support for administratioi4 and training program 

opUrdtio2; 

4. 	asuinting OIC/G int developing now sourcu of revenue.
 

H. 	Ansuses :omplianco with indidLutorj of objective achievementi 

1. OICG;u Nationl loard of Directors and local program commi

ttuuL will ho, orglii d, traiiaud alld tLivoly en4galged In 

pruvidinq to thiu rinancial nuJplxrt anid policy guidanco of 

thu 	protjiam. 

2. 	 All phativ i of 010IC ooratiou will be uffrctivuly inagud 

and op.rabtud by tLitned, uucoptoift Gharialdn atciniutratorn 
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3. 	There will be a broad awareness and acceptance of
 

OICG by diverse segments of the community.
 

4. 	Demonstrated self-help activities will be carried
 

out to obtain local community participation in the
 

financing of the on-going costs of OICG's activities.
 

C. 	Review reports and activities required:
 

I. 	Technical assistance
 

a. 	finance specialist visit and responsibilities;
 

b. 	management specialist assistance and recommenda

tions;
 

c. 	 training consultiants for curriculum and methodology, 

d. 	evaluation audit and training.
 

2. 	Participant Training and observational tours 

J. 	Commodity procurement, inventory and storage facilities. 

4. 	Reports, including roster of alternative funding sources. 

U. 	Examine traiiung components of qrant: 

1. 	recruitment and cousullinig - trainees and staff; 

2. 	curricultut devulopmelt, disntemination and improvomenti 

J. 	WJT - placemnlUIts, ratLio alu and sulection, 

4. 	 ilaLcLn-ntu - methodology, impact uurvoy and intogration/ 

telo 	 I -v'; 

5. follow-up wiLh trinunu, :ucipionitu and allled groupo; 

(j. tvluvice ,anI liitugratlon of trnining to local ruaiition 

C. 	AnsUUn Ol0ois intitituLiulial cap tbil ity, Including,
 

1. 	its mitoilt.n (phi lool)hy, valuou straioud, linkaquu, 

LartluL 1Qioupl )j 
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2. 	structure, staffing, management, administration, opera

tion and financial condition of OICG's National Office
 

and its Training Centersi
 

3, 	National Office backstopping, management and monitoring
 

and backstopping of the Training Centers;
 

4. 	 Training programs of the OIC centers, including staff 

training, training curricula and instruction of the 

trainees; 

5. 	 Areas of technical assistance in which OICI would be 

of most help to OICG. 
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APPENDIX II
 

PERSONS INTERVIEWED BY OICG EVALUATORS
 

US Embassy: 	 Ambassador Robert Fritts
 
Mr. William Mithoefer
 
Mr. Leroy Wagner
 
Mr. Thomas Luche
 
Mr. John Thomas
 

PRIVATE SECTOR:
 
Mr. Bannerman-Menson, Ghana Manufacturers' Association 
Mr. Bro Russell, APPLE 
Mr. John Doku, Technoserve/Ghana and GAPVOD 

GOG: 	 Mr. Teyman, Ministry of Finance 

Possible Donors:
 
Dr. Vernon Scheltzik, World Bank
 
Mr. Marcel Van Opstal, EEC
 
Mr. Archiv Book, CIDA
 

OICG 

National Board: 
 Mr. J.E.K. Moses, Chairman 
Mr. G. Adali-Mortty, Vice Chairman 
Mr. I. Eshun, Secretary 
Mr. G.Y. Odoi, Treasurer 

OICG National 	Office: 
 OIC/Accra Program Committie
Mr. K. Keelson, Exec. Secretary Mr. Nii Okai Kasablofo II
Mr. K.A. Dankwa Mr. W.R.P Ephson
Mr. G.A. Okrah Mr. Isaac Eshun
 

Mr. G.Y. OdoiOIC-Kumasi Program Committee 
 Mr. Martin Daniels 
Dr. E. Ouci-Kofi
 
Mr. Prince Auhiagbor OIC/Accra Staff
 
Mr. E.A, Ntim 
 Ma. Stella Dzidzionyo

Dr. (Mru.) Doriu flayfrom-Bonjamin Mr. E.K. Samba
Mr. Victur laboo Mr. Gyimah Akwafo 
Mr. Edward Afriyiu Adu-Bobi Mr. George Okraku
Mrs. Aqyupol q Mr. J,11, Myros 

OIC/Kumaui SL&A( 	 Mr. C.T, Lamptoy
Mr. A.K. Anaro 

Mr. Achv4mlnnoq 
 Mr. Aqyakum

Ma. Victoria 	Millu Hr. E.. Ampabang 
Mr. Obuq, fNkanu 
Mr. Obiri Yuboah
 
Mr. buaLuu:q 


