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MEMORANDUM FOR AA/AFR, Mr. Mark L. Edelman
FROM: RIG/A/Nairobi, Richard C. Thabet

SUBJECT: Audit of Long-Term Participant Training Program, in
Africa

This report presents the results of audit of the long-term
participant training program in Africa. The objectives of this
economy and efficiency audit were to: assess the adequacy of
the design and planning efforts for the participant training
components of projects; assess how well participant training
components of projects were implemented and identify major
issues/problems which may have prevented these components from
achieving the intended objectives; and determine the
effectiveness of follow-up and evaluation procedures for
returned participants.

The audit showed that missions were not adequately assessing
training requirements during the design and planning phase of
projects; and effective follow-up and evaluation procedures had
not been established for returned participants. As a result,
effective implementation of many projects had been severely
hampered.

Participant training projects or components of development

projects reviewed were being implemented without (1) adequate
consideration of the availability of candidates and timeliness
of training; (2) considering third country training as a
viable option to U.S. training; and (3) adequate justification
for extensive undergraduate training. Also, missions lacked a
formal system to follow-up and evaluate the effectiveness of
training when participants return. Finally, evaluations of
participant training programs did not address the developmental
impact of training.
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We recommended that the Bureau for Africa require detailed
assessments of training requirements as well as country and
Project specific training plans; reassess human resources
capability to carry out follow-up activities and require
implementation of the Office of International Training's
Participant Training Management System to assist in performing
follow-up activities; and require future evaluations of
Projects to include an assessment of the impact of training.

Excerpts from the comments received are included at the end of
each findings section along with Office of Inspector General
comments, The full text is included as Appendix 1 to the
report,

We appreciate the cooperation and courtesy extended to our
staff by all African Mission and Bureau officials during the



EXECUTIVE SUMMARY

The AID participant training program is a vital element of
foreign assistance. Its primary goal is the development of the
human resources potential of citizens of developing countries.
The term "participant training" refers to training accorded
foreian nationals sponsored by AID to receive training outside
their home countries. This 1includes both "academic" and
"technical”™ training, with academic training defined as that
which takes place in an accredited institution of higher
learning and leads to a degree. Technical training includes
observational visits, on-the-job training, special programs and
seminars and training in an academic institution for specialized
courses or a certificate,

The specific objectives of this economy and efficiency audit
were to (a) assess the adequacy of the design and planning
efforts for the participant training components of projects,
(b) assess how well participant training components of projects
were implemented and identify major issues/problems which may
nave prevented these components from achieving the 1intended
objectives, and (c) determine the effectiveness of follow-up
and evaluation procedures for returned participants.

The audit showed that missions were not adequately assessing
training requirements during the design and planning phase of
projects; and effective follow-up and evaluation procedures had
not been establisned for returned participants. As a result,
effective implementation of many projects had been severely
hampered.

While numerous problems were noted with regard to the design
and implementation of training projects and training components
of projects, there were many positive aspects of the program
noted. For the most part, participants sent for training did
remarkably well scholastically and returned to the country
where they were sponsored. Also, on newer projects being
designed or just coming on line, it appeared that missions were
doing a much better job of designing and planning these
projects although much more needs to be done as demonstrated in
this report, especially witn regards to follow-up and
evaluation activities,

Participant training projects or components of development

projects reviewed were being implemented without (1) adequate
consideration of the availability of candidates and timeliness

of training; (2) considering tnird country traininy as a viable
option to U.S. training; and (3) adequate justification for
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extensive undergraduate training. Also, missions lacked a
formal system to follow-up and evaluate the effectiveness of
training when participants return. Finally, evaluation of
participant training programs did not address the developmental
impact of training.

We recommended that tnhe Assistant Administrator, Bureau for
Africa require detailed assessments of training requirements as
well as country and project specific training plans; reassess
numan resources capability to carry out follow-up activities
and require implementation of the Office of International
Training's Participant Training Management system to assist in
performing follow-up activities; and require future evaluation
of projects to include an assessment of the impact of
training. Tne Bureau did  not take exception to our
recommendations.
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AUDIT OF
LONG-TERM PARTICIPANT
TRAINING PROGRAM IN AFRICA

PART I - INTRODUCTION

A. Background

The AID participant training program is a vital element of
foreign assistance. Its primary goal is the development of the
human resources potential of citizens of developing countries.
The term "participant training®" refers t»> training accorded
fcreign nationals sponsored by AID to receive training outside
their home countries, This includes wpoth “academic" and
"technical® training, with academic training defined as that
which takes place in an accredited institution of _higher
learning and leads to a degree. Technical training includes
observational visits, on-the-job training, special programs and
seminars and training in an academic institution for
specialized courses or a certificate.

Participant training arises out of projects agreed upon by the
host government and the USAID mission in that country. In some
cases, projects cover broad development objectives with
training included as only a single element. Increasingly,
however, major projects are being designed to upgrade human
resources through gdgeneral manpower development activities where
participant training is the only prLogram objective,

The placement and oversight of participants during their
training programs is largely performed by private sector firms
and non-profit organizations and institutions under contract or
otner arrangements with AID. These contractors usually assume
full responsibility for tne management of participants in
accordance with AID training requlations and procedures., The
Office of International Training is responsible for participant
training policy and procedures, oversight of the program,
direct management o  several contractors and U.S. Government
offices which provide training and a broad array of support
services to all participants,

The AID Administrator has given a strong emphasis to
participant training, stressing the importance of higher level
training to mneet more effectively the changing needs for
managers, scientists, tecnnicians, teaching faculties and
institutional leaders in all sectors. The number of AID



sponsored participants receiving academic or technical training
in the U.S. increased over 30 percent between fiscal years 1983

and 1985. There were approximately 12,000 participants in the
U.S. during fiscal year 1985 for both academic and technical

training. Tne cost of AID's participant training program was
not readily determinable, but was estimated at $170 million for

fiscal year 1985.



B, Audit Opjectives and Scope

Over the years, the Office of Inspector General has reported on
various aspects of AID's participant training program. The
most recent composite report was issued by RIG/A/Washington in
December 1984 (85-08). It represented an analysis of prior IG
audits and was supplemented by limited work in AID's Office of
International Training and four USAID missions. While these
audits have tended to focus on the mission perspective, little
nas been done to develop a regional or bureau perspective.,
Accordingly, this audit was undertaken to determine whether
problems identified in the past still exist and to ascertain
whether these problems are broad based systematic deficiencies
which need to be addre.sed at tne bureau level.

The specific objectives of this cconomy and efficiency audit
were to (a) assess tne adequacy of the design and planning
eftorts for tne participant training components of projects,
(b) assess now well participant training components of projects
were implemented and identify major issues/problems which may
have prevented these components from achieving the intended
objectives, and (c) determine the effectiveness of follow=-up
and evaluation procedures for returned participants.

There are two types of participant training projects: general
and project-related. General training projects provide short
and long-term training in policy development areas to

developiny country leaders; mid-level managers and
speclialists., Participant training is the only program
objective. Project-related training provides training in

specific sectors sucn as agriculture or health as part of a
broad developnment project. Tnis audit covered both types of
projects., However, it was limited to long-term or academic
training, as defined earlier,

Selection of projects for the audit was based primarily on the
number of participants sent to training and/or the planned
dollar expenditures for a participant training component.
Seventeen projects in 8 countries were selected for detailed
review, These projects were authorized with AID funding
approximately $177 mwillion. Cf tnis amount, approximately $46
million was designated for long-term or academic training. As
of December 3, 1985, over $17 million had been disbursed for
long-term training, Disburgement information was not readily
available for all projects, In addition, to a limited extent,
past RIG/A/Nairobi reports whicn addressed participant training
were utilized,



The review was made during the period from March to Juiy 1986.
The work was performed at appropriate USAID missions and USAID
contractor and host government project field locations. It
also included work within the Office of International Training
and the Bureau for Africa in AID/Washington. To accomplish our
objectives, project files and reports were reviewed, and
officials of USAID missions, Office of International Training
officials, Bureau for Africa officials, project contractors and
participants were interviewed. The audit was made in
accordance with generally accepted government auditing
standards.



AUDIT OF
LONG-TERM PARTICIPANT
TRAINING PROGRAM IN AFRICA

PART II - RESULTS OF AUDIT

The audit showed that missions were not adequately assessing
training requirements during the design and planning phase of
projects; and effective follow-up and evaluation procedures had
not been established for returned participants, As a result,
effective implementation of many projects had been severely
hampered.

While numerous problems were noted with regard to the design
and irnplementation of training projects and training components
of projects, there were many positive aspects of the program.
For the nmost part, participants sent for training did
remarkably well scholastically and returned to the country
where they were sponsored. Also, on newer projects being
designed or Just coming on line, it appeared that missions were
doing a mucn better job of designing and planning these
projects. However, much more needs to be done especially with
regards to follow-up and evaluation activities,

Participant training projects or components of developnent
projects reviewed were being implem2nted without (1) adequately
considering the availability of candidates and timeliness of
training; (2) considering third country training as a viable
option to U.S. training; and (3) adequate justification for
extensive undergraduate training. Also, missions lacked a
formal system to follow-up and evaluate the effectiveness of
training when participants returned. Finally, evaluation of
participant training programs did not address the developmental
impact of training.

We recommended that the Bureau for Africa reyuire detailed
assessments of training requirements as well as country and
project specific training plans; reassess human resources
capability to «carry out follow-up activities and require
implementation of the Office of International Training's
participant training management system to assist in performing
follow-up activities; and requice tuture evaluation of projects
to include an assessment of the impact of training.



A. Findings and Recommendations

l, Participant Training Programs Were Not Being Properly
Designed and Planned

Training regquirements were not being adequately assessed during
the early stages of project development. Detailed participant
training plans were either not prepared or were not prepared
adequately and expeditiously for effective implementation of
participant training programs. Further, although not
officially required by AID policy or requlations, country
training plans were not being developed to assist in planning
and designing projects to meet training needs. Tnis was caused
primarily because adequate high level management attention was
not given to the design and planning of training projects.
Also, adequate controls were not implemented to ensure that the
requirements and tools available for designing and planning
projects were adhered to. As a result, (l) project participant
training was delayed and tne targeted number of long-term
participants not trained; (2) third country training was not
considered as a viaple option to U.S. training; and (3)
extensive undergraduate training 1in the U.S. was financed

without adegquate Jjustification. Accordingly, training costs
were excessive and funds were spent on training that was either

not used or did not significantly contribute to project goals
and objectives.

Reconmendation No, 1

We recommend that the Assistant Administrator, Bureau for
Africa:

a. implement steps to prevent appreval of projects wi%h
participant training components without comnprehensive
assessments of the training requirements;

b. require AID missions within the Africa Bureau to develop a

five-year Country Training Plan which identifies 1in a
single mission document, AID and host country training

policies, priorities and strategies; and

C. require as pdart of projects with participant training
components that detailed project participant training
plans be made a condition precedent to disbursement of
funds for training.



Discussion

AID policy requires that AID missions, working closely with
host countries, assess training neads. In the early stages of
developing the concept of a new project, the requirements for
training must be reviewed and explored as early as possible.
In accordance with AID Handbook 10, important factors to be
considered are (1) types and numbers of skilled personnel
required, (2) sources of training, (3) availability of
trainees, and (4) lead time for selection and preparation of
participants.

Although never officially adopted, an Office of International
Training strategy paper on the implementation of participant
training policy dated January 1985 states that the results from
training assessments should be combined with other information
on (1) social and economic status of the country and (2)
country development aspirations and constraints to produce a
Country Training Plan. This 1s a five-year plan which
identifies in a single mission document AID and host country
training policies, priorities and strategies, It is to be used
to help missions plan and design projects to meet effectively
training needs in high priority development areas as well as
help ensure that a training project, or the training component
of a development project is part of a larger strategy to meet
objectives of institutional development, technology strategy,
etc, They can also be wuseful to track implementation of
training activities and to serve as a yardstick to monitor and
evaluate training.

Also, AID Handbook 3 requires that when ‘training is a
significant component of a bilateral project, the Project Paper
should, prior to expenditure of initial funds for training,
require the host country to present a training plan acceptable
ro AID. This plan should include but not be limited to:

- an overview of overseas and in-country training by year
for the duration of the project;

- criteria for participant selection;

-- a detailed, time-phased, twelve-month implementation plan
including a list of candidates already identified for each
training activity, pre-departure activities, testing
dates, remedial study requirements, refined budgets, etc.;
and

- annual evaluations, planning/implementation schedule.



The audit showed that detailed formal assessments of training
requirements were either not per formed or adequate
consideration was not given to all training factors. This was
the case for all 17 projects in eight countries included in the
audit. At none of the missions visited were they preparing
country training plans as described earlier. In most
instances, detailed participant training plans were either not
prepared or were not prepared adequately or expeditiously for
effective implementation of participant training programs. As
a result, (l) project participant training was delayed and the
targeted number of long-term participants not trained, (2)
third country training was not considered as a viable option to
U.S. training, and (3) extensive undergraduate training in the
U.S. was financed without adegquate justification.

Availability of Participants and Timeliness of Training -
USAID's were not carefully assessing whether the target host
government had the type and number of employees who could be
trained in a timely marner. Thus, actions to counter the
constraints were not planned. Little consideration was given
to the availability of candidates. As a result, most of the
projects were seriously behind schedule and the targeted number
of long-term participants not trained. Many of the projects
had to be extended and even then, in some cases, the number to
be trained were below original expectation. Out of the 17
projects included in the audit, 13 had been extended beyond the
original Project Activity Completion Date (PACD). The other
four projects were fairly new but may still have to be extended
as well. For six of the projects with project-reiated training

components and an original PACD prior to December 31, 1985
there was a shortfall of approximately 41 percent in terms of
the number of participants that were to have been trained by
the original PACD. At least five of the projects included in
the audit will not achieve the project's original goal for the
number of participant to be trained even with extensions of the
PACD.

The following examples demonstrate these conditions:

-- The Zaire Applied Agriculture Research and Outreach
Project (No. 660-0091) was planned to send 34 participants
for training during the first three years of the project.
It was expected that they would replace AID-funded
expatriate technical staff after their return fron
participant training. The participants would take over
many technical assistance posgitions by year five and would
subsequently be capable of carrying out applied resecarcn.,
Nearly three years after the project nad gtarted, the
participant training component had fallen hopelessly
behind schedule.



Only nine of the 34 participants had bequn training.
Another three were scheduled to begin before the end of
the third year. Thus, the project, at best, would train
12 of the 34 participants or a shortfall of 22, To make
up for the shortfall and continue project activities as
planned, the mission expected it would need up to $4.8
million of additional technical assistance.,
Notwithstanding additional costs, the shortfall of trained
participant researchers would not achieve the research
teaim balance sought by the project. The shortfall
occurred because the mission did not adequately assess
whether tne Government of Zaire (GOZ) could provide the
required number of qualified candidates. The project
design did not recognize that the GOZ policy of only
recruiting Department of Agriculture candidates posed a
major recruiting constraint. Also, the project design did
not recognize that some candidates needed additional
undergraduate credits before they could qualify for
participant training graduate studies at U.S. universities,

The Senegal Agriculture Research and Planning project (No.
685-0223) planned to provide long-term training of 24
Senegalese in agronomy, animal husbandry, agricultural
economics and rural sociology. The trainees would replace
more costly expatriates, most of whom were paid by the
Government of Senegal (GOS) under bilateral agreement with
the Government of France. The returning participants were
to be integrated into the project as researchers. Of 24
participants needed to conduct research, 21 were sent for
training. Of these three were still in school and four
were not working for the project. This shortfall resulted
because project designers did not adequately assess
whether the GOS could provide enough qualified candidates,
and absorb returning participants into the project. Lack
of trained personnel has had an adverse impact on the cost
and effectiveness of the project. Both the $230,000 spent
to train the four participants as well as the participants
themselves were lost to the project.

The Zampia Agricultural Training, Planning, and
Institutional Development Project (No. 611-0075) was
planned to send approximately 35 participants for
post-graduate training during the five-year life of the
project. The purpose of the project was to improve the
Government of Zambia's performance in the agricultural
sector and strengthen its capacity for analysis, planning,
and management. This was to be achieved primarily by
training Government officials in those institutions having
the greatest responsibility for managing the agricultural
sector.



The project agreement was signed on September 26,1980 with
an original PACD of September 30, 1985. It was
subsequently extended to June 30, 1987. As of March 31,
1986 only seven had completed training. Eleven were still
in training. USAID officials estimated that only 22 in
total would be trained under the project. Some of the
trainees would not return until 1989, Accordingly, the
project life will have to be extended again. This
resulted primarily because the mission and design team did
not adequately assess tne availability of participant
candidates when designing the project. Also, political
circumstances beyond the control of the mission delayed
the project for about two years. In addition, training
was delayed because many participants did not have
prerequisites necessary to enter a masters program and had
to take undergraduate courses first in order to qualify.
As a result of the delays, many participants will not
return from training in time to work with the technical
assistance team; and trained employees will not be
available as expected, hindering program operations and
adversely affecting project outcome. Furthermore, this
has resulted in excessive training costs and funds were
spent on training that was either not used or will not
significantly contribute to project goals and objectives.

Host Country and Third Country Training - Little consideration
was given to host country and third country training in
designing and planning participant training programs for
long-term academic participants. The audit showed that only
six participants out of 580 selected for long-term academic
training under 16 projects for which information was available
went to third countries. None received in-country training.

Over $46 million had been authorized for this training as of
December 31, 1985 of which approximately $17 million had been
disbursed. This happened primarily LCecause adequate needs
assessments were not being per formed which considered
in-country and/or third country training as a viable option to
more expensive U.S. training. In most cases it was assumed
that the U.S. was the only place offering quality education in
the field of endeavor being pursued.

AID policy requires that training in the U.S. should be limited
to fields in which training is not available locally, for which
U.S. training 1is <cost-effective, or which support other
strategic considerations such as the exposure of key leaders to
U.S. institutions and practices. It gpecifically requires that
the option of training more cost-effectively in local or third
country institutions be explored before relatively expensive
training in U.S. institutions is recommended.

-~ 10 -



A study dated April 1983 which was done by Jeffalyn Johnson &
Associates, Inc. for the Office of International Training on
third country training in Africa supports the position that not
enough consideration has been given to local and third country
training as a viable option to U.S. training. It concludad
that there are Africa institutions which are capable of
providing quality training experiences. Furthermore, third
country training benefits Africa countries in a number of
ways. It provides opportunities for individuals to discuss
common problems, needs and solutions. Students learn to use
technology that is appropriate in their home situation. Third
country training provides African students with the opportunity
to develop open and collegial relationships that will lead to
inter-Africa regional and national cooperation. Finally, it
fosters and enriches Pan-African sentiment and development.
The study also concluded that educating Africans at third
country training institutions was generally less expensive than
sending students to the U.S. It was estimated at the time of
the study that the cost of pbringing an African student to the
U.S. for long-term academic training was approximately $19,000
to $21,000 a year versus between $4,000 and $8,000 a year for
comparable training in Africa.

There are many reasons for sending pacticipants to the U.S. for
training including the exposure c¢f future technicians and
statesmen .o American social, political and economic systens
and state-of-the art research and technology. Also, it paves
the way for friendly supportive relations between the U.S. and
newly independent African nations. However, greater
recognition and use of qualified African institutions by AID
would contribute to a more equitable and appropriate balance of
training locations for African Trainees.

Undergraduate Training - Extensive undergraduate training 1in
tne u.s. was being financed by AID without adequate
justification. Again, during the design and planning phase of
projects, little consideration was given to the necessity for
training participants in U.S. institutions at the undergraduate
level although AID policy specifically prohibits it except
under special circumstances, This resulted primarily because
assessments of needs were not Dpeing done. While it is
recognized that extenuating circumstances may dictate the need,
the decision should ve fully supported and documented. This
was not the case. The audit disclosed that for most of the
projects included in the review, participants were being sent
to the U.S. for undergraduate degrees. The training files did
not support these decisions. Training assessments were not
being performed. Out of 571 participants sent for long-term
acadenic training for which information was available, 237
participants were pursuing undergraduate degree.

- 11 =



AID policy dictates that most long-term training tor
non-teaching managers and technicians should be at the master's

level or higher where —circumstances dictate, In some
specialized technical fields a baccalaureate, associate degree
or certificate program may be appropriate. However,

non-specialized undergraduate training in U.S. institutions is
not encouraged and should be supported only as a limited and
interim response for countries which have not yet developed
local training capacity at this level. It is assumed that in
most instances, undergraduate training usually can be
accomplished in-country or in third countries.

In sum, without adequate planning based on an assessment of
needs, missions are hampered in planning and designing projects
to meet training needs effectively in high priority development
areas. Inadequate design and planning of manpower development
projects or training components of other projects can be
attributed to many causes 1including oversight, lack of human
resources, etc. However, most of the peripheral causes could
be overcome if greater attention were given to the design and
planning of training by installing adequate controls to ensure
that the requirements and/or tools available for designing and
planning projects were adhered to.

Management Comments - The Bureau for Africa agreed with the
value and cost effectiveness of third-country training but
objected to what they perceived as a sweeping statement that
projects are being designed and implemented without considering
third-country training as a viable option to U.S. training.
They point out in some programs such as those in the Sahel and
the prospective AMDP III project, third-country training is a
very central element of the program.

Office of Inspector General Comments - While it is acknowledged
that some attention has been given to third-country training,
especially in the Sahel, our review showed that for the most
part, little consideration was given to third-country
training. This is evidenced as pointed out earlier that only
SiX participants out of 580 selected for long-term academic
training under 16 projects included in our review for which
information was available went to third-countries for their
degrees.

- 12 -



2. Missions were not Adequately Following-up On Returned
Participants

Missions were not adequately following-up on participants after
they return from training. Missions are responsible for
maintaining a follow-up program for returned participants to
ensure they are effectively used on development projects and to
evaluate the effectiveness of the training in meeting its
objectives. This was not being done because missions lacked
the resources to implement a follow-up program and/or they did
not have complete records on all participants. As a result,
missions had little information on how or whether participants
were being effectively utilized. Moreover, the ability to
measure the impact of training and to determine whether
training expenditures had been cost effective was severely
nampered. This is especially significant when one considers
that AID expends approximately $170 million a year on the
participant training program. While the Office of
International Training had developed a Participant Training
Management System (PTMS) which could facilitate follow-up and
evaluation activities, it nad not been made mandatory within
the Africa Bureau. Accordingly, many of the missions included
in the audit had received the package but none had implemented

it.

Recommendation No. 2

We recommend that the Assistant Administrator, Bureau for
Africa:

(a) 1identify ways of augmenting human resources capability
within missions in order to effectively implement
participant training programs.

(b) require AID missions within the Africa Bureau to adapt the
Participant Training Management System developed by the

Office of International Training or a similar suitable
system which will meet local requirements,

Discussion

AID's Handbook 10, which provides AID's policies, regulations,
procedures and qguidance on participant training, states that
evaluation of participant training should be conducted on a
continuing basis, and follow-up activities are an essential
aspect of participant training., Missions are responsible for
maintaining a follow-up program for returned participants to
ensure their wutilization 1in development activities and to
evaluate the effectiveness of training in meeting its
objectives,

- 13 -



Follow-up activities are a form of <continuing education
designed to further the technical and non-technical objectives
of all AID-sponsored participant training. Follow-up
activities are intended to:

-— Ensure that participants utilize their training as planned.

- Assist returned participants in reinforcing, extending,
and transmitting to others the technical and managerial
knowledge acquired during their training.

- Strengthen the bonds of friendship and understanding
between the U.S. and other countries by continuing to
broaden the returned participant's knowledge about the
U.S., its people, institutions and culture.

At a minimum, missions are required to maintain personal and/or
written contact with returned participants, especially those
who received long-term training, to obtain the information
needed to acconmplish follow-up objectives. Although long
recognized as important, missions continue to devote little
attention to follow-up and evaluation activities. A report,
dated December 1, 1984, prepared for the Bureau for Program and
Policy Coordination which summarized past evaluation studies of

the AID participant training prograin covering a 30-year period
showed follow-up to be the most often cited issue plaguing
effective implementation of the program. Over 150
recommendations were nade in these studies relating to
follow-up. The recommendations 1included the need for more
attention on removing constraints to utilization of training
after returning nome; menmnbersnip in U.S. professional societies
and subscriptions to professional jJournals; need for programs
for updating and sharing training; and the need for moce
accurate participant follow-up records. Nearly half of the
follow-up reconmmendations were made in the 1960s but interest
was reasserted in recent vyears with 37 recommendations since
1980 with Africa leading in frequency in recent years. Also,
GAO reported in 1980 that missions were not conducting
follow-up activities.

This audit disclosed that follow-up and evaluation continues to
be a major problen. At almost all of the missions included in
the audit, no formal system or mechanism was in place to track
the utilization and progress of participants after they
returned from training., Some efforts had been made to create
alumni associations dand conduct award ceremonies whereby
participant achievements could be recognized. Also, in some

countries efforts were made to interview participants upon
their return from training. In Lesotho, it was noted that an

- 14 -



effort had been made to contact returned participants through a
questionnaire. However, 1in most cases there was no formal
system or mechanism 1in place which allowed missions to
periodically follow-up on returned participants to ascertain
their utilization and progress. To some extent it was being
done on an ad hoc basis as part of the project officer's or
training officer's normal contacts with government officials in
relation to thejir other duties. While the scope of our audit
was somewhat limited because of time constraints, we did
interview 20 participants to determine whether they had
returned to their workplace and were utilizing their training
as expected. Many of the participants expressed concern that
they were not being properly utilized and prospects for
advancement were dim.

At most of the missions visited, officials acknowledged that
follow-up was a problem. Without exception, they blamed it on
the lack of human resources to carry out follow-up activities
effectively. In most instances, foreign service training
officer positions had been eliminated leaving only a local
national staff wno had little time to devote to follow-up
activities., Also, lack of readily available information on all
participants had severely hampered follow-up activities. In
almost all instances, we found that management tracking systems
being implemented by the various missions visited were
inadequate. In some instances, formal systems were non-
existent. If information was needed on the program, it was
necessary to go to each individual ©participant file and
manually compile tne information. In other cases, the systems
were not Kkcph up-to-date, information was unreliable, or types
of information needed to manage the program were not
maintained. Systems ranged from antiquated manual systems to
highly sophisticated computer systems, However, with the
exception of Z.mbabwe, none of the systems included a mechanism
for tracking the status of returned participants.

The Office of International Training has developed an
integrated participant training management system which should
enable missions to plan, develop and implement training
programs more effectively, It is a microcomputer-based
software package which will allow monitoring of all mission
training activity from the initial Project Identification
Document or Project Paper stage, throughout the life of each
training program, and for as many Yyears after program
completion as desired. The tracking system will include
implementation benchmarks for management oversight, trigger
evaluation and follow-up activities and provide a historical
record for ecach mission participant training program. While
theoretically this is what needs to be done, in no instance had
any of the missions visited inmplemented the system. Also,
there is no requirement for missions within the Africa Bureau
to implement the system,
- 15 =



Over the years, AID has invested hundreds of millions of
dollars in training thousands of participants. Yet today there
is little information available to assess the effectiveness and
impact of this training. Despite the recognized importance of
participant follow-up and evaluation, these activities continue
to be seriously neglected. We believe that the Participant
Training Management System developed by the Office of
International Training can greatly facilitate mission follow-up
and evaluation activities. Accordingly, we believe that the
Africa Bureau should require missions to implement the system
or a similar one. Further, we believe that the Africa Bureau
should reassess human resources capability within Africa
mission to ascertain whether current resources are adequate and
if not, identify ways of augmenting current capability.

Management Conmments - The Bureau for Africa took exception to
the statement in the draft report that in no instance had any
of the missions visited implemented a system which includes
implementation benchmarks for management oversight, ‘trigger
evaluation and follow-up activities and provide a historical
record for each mission participant training program. It was
pointed out that Zimbabwe has had in place for well over a year
such a systenm, Furthermore, they suggest that our
reconmendation be modified to acknowledge the Zimbabwe system
as a suitable substitute to tne Office of International
Training system,

Office of Inspector General Comments - We agree with the
Bureau's comments and have incorporated appropriate changes to
the final report.
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3. Evaluations Of Participant Training Programs Did HNot
Address Tralning Impact

Past evaluations of training projects or participant training
had focused almost exclusively on how well training was
conducted and wnether or not participants gained new
knowledge. Little effort had been made to determine |if
training provided participants with the intended knowledge and
skills and had enabled tnem to contribute effectively to their
Job or project after they returned home. Even more importantly,
training prodrams should be evaluated for their impact on AID
and host country development objectives and whether or not they
were 1in this oproader sense, a worthwhile investment of aid
funds. AID policy states that to be fully effective as a
strategic investment for AID, it is essential that participant
training programs be related as directly as possible to the
local processes of policy dialougue, technology transfer, and
institutional development. Only through <critical -evaluation
can further training programs pe designed and conducted better
to acconplish their objectives. The failure of past
evaluetions to address the 1impact of training resulted
primarily vecause of the lack of adequate criteria and methods
for measuring the impact of training on the participant's job
etfectiveness. However, the Bureau for Program and Policy
Coordination nad recently developed a metnodology to evaluate
the developnental impact of AID assisted training.

Recommendation No. 3

We recoimmend that the Assistant Administrator, Bureau for
Africa require future evaluations of training projects or
training components of projects to include an assessment of the
impact of training using tne metnodology developed by the
Bureau for Program and Policy Coordination as a guide.

Discussion

Since its inception, A.I.D. nas emphasized participant training
a3 a key means to develop aigh-level skills and institutional
capacity. A,I.D.'s participant trdaining policy is to:

-- Relate participant trailning dactivities to institutional
developinent 1n the public dnd private sectors;

-- Use participant training proygcams for astaff developnent
for A.l.D.-aasisted projectyy

- Use participant training to improve local training
capacitivy;



- Use participant training programs to meet specific needs
for technical skills identified in CDSS analyses, sector
assessments, institutional profiles and project design
exercises; and,

- Use participant training to support policy reforms and
develop closer economic and political ties between the
U.S. and lesser developed countries.

To determine whether these objectives are being achieved, it is
imperative that evaluations of participant training progranms
include an asscssment of :tne impact of training. Our analysis
of 18 evaluations of 13 of the 17 projects included in the
audit disclosed that no attempts were made to assess the impact
of training.

In addition, an assessment of past participant training
evaluation studies conducted for the Bureau for Program and
Policy Coordination in 1984 reinforces our contention. The
study which covered a span of 30 years concluded that measures
to assess the direct and indirect impact of training--as
opposed to evaluating operational aspeccts of the participant
training process remains the most important issue which has not
been adequately addressed. Furthermore, a draft strategy pdper
on the implementation of participant training policy issued by
the Office of International Training in January 1985 stated
that in the past, evaluations of training have focused almost
exclusively on how well training was conducted and whether or
not participants gained new knowledge,

In the past, 1nadequate consideration of this problem as well
a8 other issues  affecting participant training nas been
attributed to tne uncertain nature of AID's constituency
leading to snifes in policies and strategies; freguent turnover
of personnel in Washington and the field; lack of personnel and
funds to follow through with recomnended improvements; and the
lower priority given rto participant training in gencral.,
However, tne consensus of opinion amongst AID officials was
that improvenentys were needed, espectally in light of the
substantial expansion of tne program, While the above causes
still persisc to gone degree, 1t was belleved that the major
bottleneck Lo effective evaluation of pacrticipant training was
the lack of adequate criteria and netnods for measuring the
tmpact of tratning. While gome attempts had been made (n the
past to asgesds input, they did not generate much fnterest {n
replication or furthur reagearch and  developnent, More
recently, tne Bureau for Program and Policy Coordination fin
coniultation with the Offtce of International Trcaining had
doveloped a nethodology to evaluate tne duvelopmental impact of
Al aassisted training, It wag ws<heduled to ne tvented 1inp
Hupal, HBased on our review of the methodoloyy aa wall as the
Ltinpraesatons of ruesponatble AlD officiala, this appears to be a
definite step in the cight ditection,
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In sum, future evaluations should determine if the training has
provided participants with the intended knowledge and skills
and has enaoled then to contribute effectively to tneir job or
project after they have returned hone. Even more importantly
but perhaps more elusive, training programs should be evaluated
for their impact on AID and host country development objectives
and whether or not they were, in this broader sense, a
worthwhile investment of AID Efunds. Only through <critical
evaluation can future training programs pe designed and
conducted better to acconplish tneir objectives and ensure that
the benefits outweigh tne costs., This is especially important
in view of AID's incredased investment in participant training.
To obtain continued support, it will be important to
demonstrate the overall value and effectiveness of its training
programs,
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B. Compliance and Internal Control

Conpliance

In the areas audited, there was an adequate level of compliance
with applicable laws and AID guidelines, with the exception of
the matters discussed 1in the appropriate sections of our
report. Nothing else came to our attention that indicated
non-conpliance in areas not tested.

Internal Control

Internal controls and system records for participants departing
for training were adequate. However, 1in some instances,
records were not complete or up-do-date on participant's
progress wnile in training. Also, as discussed in our report,
no systematic follow-up records were maintained on participants
after they returned from training. Also, adequate integrated
participant management systems which would allow missions to
monitor all their training activity throughout the life of each
training program and for as many years after program completion
as desired were not being implemented.
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AUDIT OF
LONG-TERK PARTICIPANT
TRAINING PROGRAM IN AFRICA
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Country

Lesotho

Swaziland

Malawi

Zimbabwe

Zaire

PROJECTS SELECTED FOR REVIEW

Project Nane

Manpower Development and
Training (Project No0.632-0069)

Training Systems Research
(Project No, 632-0065)

Agricultural Planning
(Project No. 632-0218)

Southern Africa Manpower
Development
(Project No. 645-0069)

Teacher Training (Project
No. 645-0214)

Swaziland Manpower
bevelopment
(Project No. 645-0218)

Polytechnic Engineering
Expansion
(Project No. 612-0201)

Agricultural Researcn
(Project no. 612-0202)

Manpower Development
(Project no. 613-0215)

Bagic Rural Health
(Project No.660-0086)

Applied Agricultural Reseavch/
Outreach (Project No. 660-0091)
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EXHIBIT 1
Page 1 of 2

Life of Planned Long-
Project Term Participant
Funding Training
Expenditures

(000) (000)

9970 $ 3319
11194 1375

6200 2191

8402 5813

5595 7172
19630 10230

8314 1280

9000 1581
13139 6978

5000 213
10000 2200



Country

Zambia

Botswana

Senegal

Project Name

Agricultural Training,
Planning, and Institutional
Development

(Project No. 611-0075)

Agricultural Development
Research and Extension
(Project No. 611-0201)

Health Services Development
(Project no. 633-0078)

Botswana Workforce and Skills
Training (Project No. 633-0231)

Casanance Regional
Development
(Project No. 685-0205)

Agricultural Research and
Planning (Project No. 685-0223)

Totals

- 23 =~

EXHIBIT 1

Page 2 of 2
Life of Planned Long-
Project Term Participan
Funding Training
Expenditures
000 000
9775 1470
12515 2100
4607 500
14558 4380
23710 837
5350 1239
$176959 $46478
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~  THE FOLLOYING CONVEYS AFR/PD AND AFE/TR COMMENTS bt

CCNCERNING SUBJECY AUDIT REZCRYTS B
.‘.'. '_ L.

1, (&) TEIED-CCUNTRY TRAINING: IHE ADDI% o "

POINTS OUT? SOME OF THE ADVANTAGES 0F TEIRD~COUNTRY «

TRAINING AND CRITICI2ES TER PURRAD FOR NOT RELYING PORE 2
ON TRIRD=-COUNTRY TRAINING OPPORTUNITIES 10 MERT THE

BUMAN KESOURCY LEVELOPMENT CBJECTIVES 02 MISSION

PROGRAMS .

(B) Wk CERTAINLY DO NCT DISPU?R tES VALU) OR
COST-EFFBCTIVENESS OF TRIRD-CODNTRY TRAINING. T8I
BUREAU HAS, IN FaCT, FEEN UDILIGEN? IN ENCOURAGING
MISSIONS TO LU ™Mu2§F IN THIS ARE:, TRIS IS LSPECIALLY
EVIDENT IN 1HS TAIRD PRASE CF TEHR SARIL BUMAN RESOURCES
DEVELOPMANT PROGRAM, APPROVECZ LAST YNAR, WHICB, DRAVING
CN MCRE MOLEST YXPZRIENCE IN THIRD-COUNTRY TRAINING
UNT2R TUE FNIQR 1v0 PEASES, 1S LRSIGNRD WIT® SPRCIaL
LFPBASIS ON TRIHL-COUNTRY PRAINING. 1IT ALSO PROVIIIS
YCR EXAMINING TAI POSSIBILITY OF ESTADLISBING 4

CCNTRACTOR IN REDSO/Y TO BANDLE PLACPMENT AND MONITCRING
Qr TRIRD-COUNTXY PARTICIPANTS FOR TFY RIGHT SANEI
COUNTRIES, TEE AMOP IIT PROJEZT, CURRENTLY IN THY
DESIGN STAG:, IS LIKELY TO RAFLECT 4 SUBSTANTIALLY
INCREASED FOCUS ON THIRD-CCUNTRY TRAINIRO. TRBS3 ERCENT
K¥YFORTS SBOULL AR HECOONIZED IN TRR AUDIT AXPOAY,

= (C) IN ALDITION, IT SHQULD DX APPRACIATED THaAY

TRERB ARE 80M) VERY RRAL, PRACTICLL CONSTRAINTS %0
TRIRD-COUNTRY TRAINING IR AJRICA, AS REPQRYAD 3Y COA
MISSTONS. PLACRS ARE LIMITED IN'THT ITPTER RZOIONAL

UNIVERSITINS, SUCH AS UNIVERSITY OF l.!lﬂ!l. lﬂ?
STULINTS JROM OTBER AFRICAN COONTRI 8 iR} tt}lcler NOT
ADNITTED UNTIL TRRIR OWN WATIFIALS ARN TACEN CARD 0%
PREGUMTLT 7815 riuns 1EE RIQION'S JST IASTIOTLOIN. a0}
BIFRCTIVALY CLOSXL YO0 DIRICAN NATIONALD 9@;9,“‘!, : '
COUNTR]ISS , T
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= D) FOR THOS: STULYNTS Wil ARF ALMITYED, TRAIGING, 599%%?*;—;
RIPECIALLY &% LML UNJERGRALUATE L¥ViL, IS FALGUENILI page 2 o
INTYRRYSTED BY POLITICAL ACTIVITY O INSTAEILITY I
. UNIVERSITY ADUMINISTRATION, AGAIN, AT THE ONIVERSI1Y OF
NATRCBI, IT BAS BEEN REPORTRD THAT TWC OR THERE
DISRUPTIONS CLOSING DOWN THF UNIVERSITY FCR ONE VEEs OR
MCRE OVER A SINGLE TERM IS NOT UNCOMMON. THIS LEAUS 10
LOST CLASSROOM HOURS, LEALING IN TURK T0 LONJER FPRIODS
OF TRAINING REQUIRED 70 COMPLETE A DEGREE, ANI IN TORN
TC BIGHKR FER STUCENT COSTS TC CMPLITE A GIVEN TH INING
PROGRAM, 12 YHES} COSTS ARE CALCULATED, TCGETRER ¢]7H
TVE ADDITIONAL CCSTS OF TRAVEL EGME IN CASES CF
PROLONGED DISRUPTION, AND THE FOREGONE XARNIGS LURING
THE FXTRA YEARS Or TAAINING, THE DISPARITY EETNEEN THE
PER SPUDENT COSTS OF U,S, VS, THIRD-COUNYR) TRAINING

MAY NARKOV GONSILERAELY,

= (E) VI THERIFORE TAsK ISSUK WITE TEF SWEEPING
STATEMENY MADE IN THY AUDIT TEAT PROJICTS ARE BERING
DELSIGNED AND IMPLAMENTED VITHOUT CONSITERING
THIRD=CODNTRY TRAINING AS A VIAELE OPTICN %0 U.S.
TRAINING® (P, 11), 1IN SOF1 PROGRAMS, SUCE AS THCSE IN
THR SABEL AND THE PROSPECTIVE AMDP II1 PROJKCE,
TRIRD-COUNTRY TRAINING IS A VERT CENTRAL ELENINT CP ThE
PROGRAM, IN OTHMR PROGRAMS, THIRD-COUNTRY TRAINING MaY
i:g::y NOT KB A VIABLE OPTION FOR TE} REASONS OUTLINED

2. (A) PMONITORING/TRACLING SYSTEMS: THF AUDIT ARGUES
TEAT THERD BAS BAEN INADEQUATY POLLOW-UP ON PARTICIPANTS
ATTER THEIR RETURN FROM TRAINING ANT SDGGESTS THAT 7 IS

IS IN LiRGe PART A RESOLT ©r T3F MISSIONS® §AILURES TO
INSTALL EIJECYIVE MANAQEMENT SYSTMMS, SPECIPICALLY, TRI
AUDIT STATES THAT IN NO INSTANC KAD ANY OF THE NISSIONS
YISITED IMPLEMENTED A SYSTEM wBICE INCLOLES

IMPLEMANTATION EXNCHMARAS FCR FANAGIMENT OVIRSIGHT,
TRIGGER TVALUATICN ANLC JOLLOV-UP ACTIVITIES ANI
(PRCYIVES) A BISTORICAL RECORD JOR BACH MISSICN
PARTICIPANT TRAINING PROGBAM™ (P, 2¢),

= (B) IT IS CLXAR THAT THE AUDIT? TEAM OVERLOOARD
ZIMBABWE IN MAKING TRIS ASSERTION, SINCE ZIMBARVE HAS
BAD IN PLACE JOR wELL CVEN A YEAR AN AUTOMATED
INFORMAT ION SYSTAM VRICE INCLUDES ALL THOSE FEATURIS.
AT LRAST ONB CTEIR SOUYBERN APRICA MISSION H4S ALRIADY
TACEN STRPS 70 RAPLICATE THAT STSTEM JOR ITS OWN
TRAINING PROGRAM, WITH TE3 TOY ASSISTANCE OF 1EX
ZIMIADVE S3AP). B SUGGEKST TRE AUDIY THAM REVIEVY I1S
PINDING IN TAXS RXGARD, AUDIT RECOMMENDATION 2(2),

- VBICH REQUIRRS TBR BURBAU T0 REQUIRR THY IFPLIMENTATION



SJNCSLASEL T 7 STAT? (Rl S WA

Or T CIT 934040146 3v8rey (E, C2), SPLLLE WLSU F)
ESORLENED TC AOANONLYUGH THE ZIMUABYEAN SYSTEM AS 2
SUITABL: SUs#stTIfUGE.

3o EVALUATION OF DLVLLOPMINTAL IMPACYT CF TRAINING: TH}
PCINT IS MAL® TEROUGROUT TBE AUDIT TBAT TRERE BAS REEN
INADEQUATE RVALUATION OF TH DEVELOPMENTAL IMPACT O)
TRAINING, IN THIS RRGARD, IT SHOULD ¥ REMINBERED THAT
THERE IS A TIME LAG EXTWESN PARTICIPANTS® RETURN ANI TEE
DFVELOPMENT [MPACT THEY MAY HAVE IN TBEZIA CCUNTRY’S
ECCNCMY, AND XVALJUATIONS N2kD T0 Bk SCEEDULET
ACCCRDINGLIY. NFVERTHZILESS THIS IS A FOINT CF CONCEEN
VITHIN A¥K, ESPECIALLY AS FOLLOW=ON TRAAINING PROJECTS
AHE BRING PRUFOSZL AND DESISNED. ACTING ON TBAT
CONCERN, ¥WE Nave BUILT INTO TEE DESIGN OF A LARCE,
RECENTLY APFHCVEL TAAINING PROGRAM IN BOTSYWANA (B¥AST
I1) PROVISION FOR PRECISELY SUCE AN EVALUATION, TBar
EVALOATION WILL TAKE FLACY IN FARLY 1887 AND WILL SERVE
AS A PILOT TO TESYT MLYHODOLOGICAL APPROACHES WBICH wILL
BE THEN RXTENDEL TO OTBYR APRIC! MISSIONS YHERR TRAINING
FORMS A MaJOR PART 07 THEIR PROGRAMS, AFR BRAS LVERY
INTENTICN OF TAMING CONCRRTE STIPS 10 RESPCNL T0 THIS
CONCERN, ANT WELCOMES PHL AUDIT S R COMMENTATIONS IN
THIS RYGARD,

4. (A) PIANNING JOR PARTICIPANT TIAINING, TBE AULIT,
BASKD ON ONLY 17 PRUJECTS IN & COUNTRiIES, DCES NOT LIST
IHE PROJECTS REVIEVED., 11 STATES, ROYEVER, TRAT
NUMERCUS PROBLEMS WERE NCYX0 VITR RIGAKD 1C TBE U!SIGN
AND IMFLEMENTATION OF TRAINING PROJECTS. sT THY SAMk

TIME, It AC.NCYLLDGES THAT CON “NANER PROJICHS ELING
DESIGNKU CH JUST COMING ON LINE .. MISSICNS {ARE) DCING
A MUCH <ETT:R JCE OF LESIGVING ANL FLANNING, (F., &,

- (B) Tik AULIY RIGRTIULLY STKESS1S THE IMFCHTA Ci Q:
COUNTRY TRAINING PLANS, T#0 LARGE SCALR RIGIONAL
TRAINING PROJECTS IN AYRICA ARY IN JACT LESIGNID ARCUND
THE CUNCKPY OF LONG-TIRM COUNTRY TRAINING PLANS, UNDER
TUE SAUYL BUMAN RESOURCES III PROJECT ¥ACER MISSION FUST
SUEMIT a CCMPAEASNSIVE FIVE-YEAR PLAN BASED CN CARESUL
ASSRSSMENT OF COUNTRY NEMDS. TR A2XKICa MANPOVIER
DEVERLOPMENT PROJECT NOW PROCRIDING IN®C ITS TBIRD PBASTE,
PROYIDES FOR aNNDAL CCUNTRY TRAINING PLANS VRICH ARL
BASED ON MISSION AND BOST CCUNTRY ASSESSMENT OJ RUMAN
RRSCURCES LiVILOPMINT REQUIRRMENTS, IN TBY CASE OF BOTH
PROJRCTS, TRAINING MUST TAsk INTO CONSILIRATION TRE
COUNTRY CDSS, AND PUNDING ALLOC 2IONS ARR NMAD) DY
PROJIAC? COHH:T?II AITAR CARBNODL REVIEY OF TBE TRAINING

PLANS,

- (C) 1T SEOULD ALSO BE RECOGNIZID THAT IN T8I BUAST
PROJICY IN PCYISWANA, PLANNING YOR TRAINING IS GEAX L 710
ASSISSMENT 03 T3} COUNTRY 'S NARDS IN CERTAIN SSILL

ARRAS, NOV IN I8 SRECOND PRASY, TBR PROJECT IS DESIGNRD
2O BRLF POTSVANA ALLEVIATE SRORYAGRS CF SCILIED MANPOWSA
AND SIMOLTANROUSLY 20 PRCVIDR A3818%anCY 1N lﬂPLOIHIIIﬂ
SRAIRATION.  PARTICIPAYING NINISTAINS 4ND %13 PRIVAYS @
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SYTUCR SUREIV SNNUAL TRAINING PLANS SCH TRAINING W45 wy
JFON CRITARIA TIE2 TO EMPLOY™MENT GENERATION ACTIVITIES,

O. UNITRIGRAUUATL TRAINING IN THE U S,.: 1T IS
HECOGNIZED THAT UNURRGRADUATE TRAINING IN THE U.S.
SPOULD ONLY Ek PROVIDED UNDER EXCEPTICNAL
CIRCUMSTANCFS. IN TRE CASE CF SMALL COUNTRIES SUCH #S
CAPY VEROR, TBE GAMEIA, GUINKEA-TISSAU, JJ1ECUTI, AND
COMOROS, THERR ARL NO APPROPRIATY UNLERGRALUAT)
INCTITUTICONS,  OT4YR EXCEPTIONS INCLOLE TRAINING IN
CERTAIN TICHNICAL AReAS SUCH AS STATISTICS, COMPUTER
SULENCYS QR LiNL LEVELCPYENT WHICH MAY EE k¥ST PROVIDED
IN THE U.S. THE 4UDIT CORRECTLY PUINTS OUY, HCWEY R,
THAT SUCH CASES SHOULD FE "FULLY SUPPORTED :nD
LDCCUMENTED. (P, 19)  SHULTZ
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APPENDIX 2

List of Report Recipients

No. of Copies

Field Offices

USAID/Zambia
USAID/Zimbabwe
USAID/Lesotho
USAID/Swaziland
USAID/Botswana
USAID/Malawi
USAID/Zaire
USAID/Senegal
REDSO/ESA

AA/H

AA/AFR

LEG

GC

AA/XA

AFR

M/SER

M/FM/ASD
PPC/CDIE

IG

AIG/A

AIG/11

IG/EMS 1
RIG/A/C
RIG/A/D
RIG/A/K
RIG/A/M
RIG/A/T
RIG/A/W
RIG/II/N
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