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PREFACE
 

In keeping with A.I.D.'s emphasis on using evaluation findings to improve
 
project design and implementation, the Asia Near East Bureau has prepared
 
this collection of executive summaries of evaluations conducted for the
 
former Near East Bureau in fiscal year 1985.
 

The purpose of compiling the evaluation summaries is to provide "lessons 
learned" to project designers, decision-makers and interested members of 
the development community. It is hoped that the experiences documented 
in this volume will be used especially in project design. As such, the 
evaluation summaries present a compendium of information as to how and 
why projects succeed or fail. 

The evaluation summaries are arranged alphabetically by country and are
 
separated by an identifying page. They are enumerated consecutively in
 
the lower right hand corner. In addition, we have grouped all evaluation
 
summaries into seven development sectors and one miscellaneous category.
 
The seven sectors represent the Near East's priority development areas as
 
outlined in the region's strategy for the period 1983-88. All
 
sector-specific evaluation summaries are cross-referenced in the Table of 
Contents to allow the reader a quick overview.
 

For the most part, each summary consists of the project evaluation
 
summary (PES), Part I and Part II. While Part I provides action
 
decisions approved by the mission, Part I presents an evaluation
 
abstract and "lessons learned". In those instances in which no PES was
 
prepared, we have used information from the evaluation which closely
 
approximates an executive summfiary.
 

Copies of the evaluations summarized here can be obtained from
 
PPC/CDIE/DIU, A.I.D.'s Center for Development Information Utilization, or
 
from ANE/DP/E, Room 6663, New State.
 

/ Barry Si man, Director 
Office/ f Development Planning
 
Asia-gear East Bureau
 
Agency for International
 

Development
 
Washington, D.C. 20523
 

May, 1986
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Sand usingr'it1nevaluations. 

2. USAIC/' should consider extending the PACO or USAID/GOE 
''>;:4~incor~porating project activities, into other 

,~~t~~rprograrns t n order. to allow for additional 
~extension. ~ ~i., . 

! 

Jul~y 1985 < 

&. 

3 . ThLndimroemntSubjproject sh6iildfocus
Thre and oiprventss 

~~oreon~sl~dnalyis4.Contractor' 

Project
Ofie 

M r, h 19 85 

4 

4 Lon-procedu re shold be simplified and a ~ 
Cnnat ,nof echazationhdrdit.--Mrh18 

'at iIti'es,, particularly water l ifting,, -should, 
be conideed 

Contractor 7 
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Agic-ur .Mechanization,,(263-0031) . S- O2 

Pro ject4 Description:! Ths_,~ti eige osupport the development of 4agricul.
 
turalE span Ulnnng, imlmntation
mhaitonnwith 


gyptwticuar focus .-on .
 
and .,support) bae.':, An" Arcuitural'Mchaniza ton KGroup, esta~blished in the Ministry of,
 

Ag treM 8s Agn4egular 

!A b € bs trac t cl ea d b, 
't~ p ~ p a tred bA 

second evaluto ofthe Agricultural Mechanizati0n- Project ;was conducted b y a fup)sn externa t d rg oJunefJuiv.984.rAn earlies: evalpatiniof ahnd. ral owa
 

Abstrctlprepae y < Asrct 1ere.

oeaente a ect , o(4toldentice ye,possilet( assessry m ,droblemseandsolut5ons Ah r eentua was request 
 reetng anadtonay


Authofimpl onate Thisnsecndae evauationwas No. t i t month of te 
pecon e con and .tat mon asexe valuat tpojctThis seevaluation o theAgricutra l Mecanartion rojet'hasacceldrated~ four
 

progress edn uaio waThqtdiex~f~o~acheigit 'ob 

Theevauaton+eamfoud ta: ,aftr+aslo sar+,:theiproect~a acceleratedats
 

codce fi e~surveys;. prepared 22,tecbnical rpiorts; trained,,,ounterparts~in data1 , 

and an.alysis;' and'established asmal1 computer hardware -unit. 
Landd leveling' nas beenthek focun of eSoil:Improvement Subproject Precision leveling 
Sof '1000,fd'ddasshould be-comp I td by the end of.1984. The..Machinery Managemenit 
extenisionComponent has trained fif& one1 mechanization :extension specida sts; 382 
demonstrations/shor~t~courses were 'given to 12 868Vfarers and MOA Staff; thepr 
extension nrformation:unithas produced 10',000 'posters,, 20, 000 ext ens oio er 
tele' prog0 slide's _and,20video tapes; nd,mechanical sup . : 

~ provided to recipients ofi equipment loairs fr6oithe Principal~Bank-fojr Development and 
C The ServiceCCenterDevelopment 4acti ityhas 

to six private setor servicLer:a twny workshos throuhnh~DAC{h 
~water lifting credit fund has assisted approxima"'tly'-l0,0,00 lfarmer~stin replacing the2 WY 
animal drawn sakia wt rdriven .K ;Th esearch Deveiopmnent hasu s.::7 , and unit 

fundednine researchgrants onducted'& chinery tests, developedtha


i f m h ++ . . v lm o e a c + : ++: i . .. p r o g ra m s.- r t stra ining (Oerll "_mciry'line'e ,'nd conducted several in7ourntry 0r~~ 
prjc s. t -dirdctly'benefit approximtlys2.5,00 farmerson rou
 

stration and training courses. Jthe service cent /yilage-workshop: fund-,,and the.'.
 
achinery introduction fufd will indretly b n fit ovr 24 000 'fare'within the
Tholw-tnoe e eeehe, aproect ra diinl6eiirie icld th'nv iy community-n 1Asaf 

T i p cig ambitious both in terms o hespeedof ipe ... 
an the scopeof the~aciv t he Prjc ae'ddjo:;-lwfor.'trup time in ,the~ 

alemna The.Projet aper7,consequently .theProjectseems ,behmd schedule. 

asni s'ioe thaI the.Project. wouldb1e the nexus7 fo' l'nn, ,.ipeetLin- n
 

support for,,,gypt smecnanization e T'f '**-ci
 
~funding imittionganrd hie invo1vemento oter actors in agricultura me(canfzation
 

However, ,thevaluation team conclude that the. proJ6ct w tribu O goa'
 
creasing product onanaincomes within eprojectare art lfldyadtiona
 

timeisaloed extensonof selected activities. !The team also recommends' tha
 
greater pioriyshouldbe given~to improving organizational andionitoring,+capability) 

claifin istitutional resposbliis exeiigcsoscerne mhsiigh 

. 2<i of soil d n.+ {+.data, ans'sfpliyingloan procedures. 

LessonsLearned:. (1) Implementation~ plans~should include start-up time in order to be
 
realistic. (2) Projects must b f l t allow,for adjustment to exernal
 
facoors in the c se'of implementa tiTon. u of much of the basic
 

tresearch. on mechaization~ constrained4 th rjct in~the early stages...er esi e 
' £~ 77bi'.da'ta ':hou-1d 4 be availabl6 prior toivsmn n a prjet Thi wol loisr 

that the' results.'of extension would be felt~during the life, 'of the1 acivty 
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NI: Iva~luation Abstract 

US/AID Cairo
 
Vehicle Maintenance Training (263-0114) 


Proj. Description: This project was designed to upgrade 
the skills of vehiclc maintenance
 

workers through the establishment of a training 
center under the General Syndicate for
 

ten large Egyptian public sector bus and 
truck
 

Land Transport to serve the needs of 


transport companies. 

Auth. Date and U.S. LOP Funding Amount 

July 1980 $4.5 million 

PES No. 
84-16 

PES Date 
Aug. 1984 

Terminal 

Abstr. prepared by Abstr. Cleared by 

Samson Shegetomi, HRDC/ET
NShafik, DPPE/PAAD 

August 1984
 

The end-of-project review was conducted 
by an in-house team to review progress since 

the
 

mid-term evaluation performed in July-August 
1983 and to determine the future of the
 

The team reviewed Project documents, visited 
the
 

Vehicle Maintenance Training Center. 


site, interviewed the contractor and participating 
GOE entities.
 

Project performed at the time of the mid-term 
had been poor and it was considered
 

unlikely that the ambitious target of 740 
trained workers would be attained by the 

PACD.
 

a lack of complete agreement among USAID,
 
The causes of this poor performance were: 

91) 


the technical assistance contractor, and 
the General Syndicate for Land Transport 

(GSLT)
 
expected
 

as to who was responsible for various project 
cmponents and what the project was 


to accomplish; (2) the expectation by the GSLT that the 
project would be a turn-key
 

custom clearance
and (3) external factors such as 
activitiy requiring no GSLT Support; 

The mid-term report made several recommendations 

including a
 
and construction delays. 


change in the training center leadership 
and a review of instructor capabilities and
 

The original political motivation for the 
activity was not an issue during
 

curricular. 
 some of the
 
the day to day management of the project, 

but may have been the source of 


the lack of GSLT
 
problems that arose in the course of implementation, 

such as 


The project was not initiated in response 
to a perceived development
 

commitment. 

problem, but rather to address a political 

issue resulting from problems associated 
with
 

CIP-financed U.S. base.
 

in developing
 
Since the mid-term evaluation, the center 

has made significant progress 


Administrators and instructors have been 
trained, a
 

curricula and training workers. 

cleared through customs, shops and
 

curriculum has been established, equipment 
was 


classrooms have been equipped, and administrative 
and instructional procedures have been
 

The bus
 
developed. Eighty-five workers have been trained in 

twelve different trades. 


companies report that the quality of training 
is good, although they sought more training
 

However, the Vehicle Maintenance Training 
Center is operating
 

and at different levels. 

Much of the equipment appeared underutilized 

and the
 
significantly under capacity. 


number of trainees well below the Center's 
capacity of approximately 200 trainees at 

any
 

The Center has the potential for teaching 
and surpassing its original training
 

one time. 

Ultimately, the achievement of the original 

Project purpose will depend on
 
targets. 

whether this potential training center has 

been established and increased USAID funding
 
an active GSLT
 

cannot address the major constraint to project 
goal achievement that of 


commitment to the Vehicle Maintenance Training 
Center.
 

(1) The commitment of direct and indirect GOE implementing agencies 
is
 

LESSONS LEARNED: a

(2) The establishment of new institution 

is 

critical to project 5uccess. 


Project design should consider this when establishing 
targets.
 

time-consumina ptocess. 


(3) Given the importance of good host country 
management to project success, USAID should
 

(4) Projects that are
 
4o- ev~rything possible to attract and retain 

good managers. 


politically motivated often experience problems 
during implementation. (5) A pvld-tzrm
 

evaluation can be a successful tool for 
improving project implementa1on,
 'I
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2. 	 January 1985
USAID/MOA
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completely.
 
April 1985
 

Consider an extension of the technical 
assistance USAID/MOA 


3. 	
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 contract to 


processing equipment is properly installed.
 

October 1985
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4. 
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USAID/Cairo 

Rice Research and Training (263-0027)
 

2nd knowledge on rice production, 	 seed processing
This project pro'vides new information 


training capabilities in Egypt

and storage by increasing research, extension and 


a National Rice Institute.
through the establishment of 

PE A, IFzS-1rFLOP FUXOIfla ACU;'(I PZE3?LEI.AU~IZATIO CAit AXD U.S. 
09/29/79 USS21,767,000 85-1 October 1984 cO e 

-
I:-	 Bowers, AGR/A

Nemat Shafik, DPPE/PAAD • 	 Sidney A. 

October 198-
October 1984 

fourth proje-t year by a team of five individualsThe evaluation was conducted in t2he 


firm and two from the Ministry of Agriculture. Tre teams, expertise
from an IQC 
tion, extension,incluzled edministration, agronomy, reedirQ, see production, cniizan 

has been.economics, and plant Fzopcection. The team concluded that overa-ll progress 


the project would achieve its intened
"inpressive" and, barring a few probleas, 
-purpose. The project encounteredI mary co:,uon problems in tle erlv stages firing 

adeq-ate t-ransportation fortrainees with acceptable English larnTuege skilLs, providir 
cuc'th an- securirc, full-.imeextension activities, prccessirr cacm±ities Ous--nls, 

permanent Ecvpztian counterparts. Howa-ver, marr: cf tne problems 'have leen overcone and 

poject outputs have been high. The etension coru Elent ca led "4 

direcZlv assisze5 over 90,DX farmers cuLtiva-ino 46,50D fe 5dans to achieve yvids that 

are 59% hicner than th)e natiorai F-_rnaia .. reveals that the Mbrcuk 4aveae. aalys 
than one fedd3an.Program is most beneficial to small farmers wriose crop is less 

from reod rice, has been prcd-ed for three years. 	 Certi-ied GizaP.ristered seed, free 
173 seed, a new variety, was prcxrhczd in sufficient quart ity to plift 5 0'u of the lan 

planted 	in rice in 1984. Project traiiri- ac:tivities "have inclIued 63 extension field 
candidates, five nost--doctorate andpersornel. 26 national rice avisors, two dcctoral 

five others in nondecree acaderic stuEes. The r.ecort idernifies several issues that 

if tne projEct is to hrave a lastirg effe-t on rice production inneed to be addressed 
mcvt. The establishment of the National Rice Institute a.s a prmanrent ertity of the 

a prizary concern. Si.rce the project mechanizationAgricultural Research Ce-iter was 
tea sarcesr te- t rice mecranizationc=Crnerr- -as nzt =c0ressec sicnificarl, -v, 

efforts fous on one machine, pro-a-bly a thes.er, or rY eli irt&. alt ne . Te 

severity off tle blast problec justifies t-he hirinq of an aadtional consu_!tant for blast 

the need for an extension of the teflhnical assistancescreeninm. The report discussed 
contract to insare that laboratory and processing, ecaip-rit is roCerly instaid. 

recr. . The reccrt a! Fo suggested anGreater coordination with other proj =ts was 

ac-eleration or expansion of orngoing r-oject activities in rice breEring, djirEt seeding 
o­met.)ds, etersion -ra~rinc anz incentdves, se-r cert4,t-acn a-t -esearcn 

* j med-anization, marketing, acror:c-Y, at 	 o.-fa_ resoce aa:ocration. Thee~tholov, 
asteam identifiie rice pricinG ari4 the lack of tirZ7eb prcvSon of irout supoies 

In aeneral, the team concludedexternal factors that have 1imited te c oict's i__ct. 

t-at the project has made a significant c .t the ti of 

impact on rrcducton tec .noiczies ,n Frvot.researc and a major 
Lessons Learned: (1)The enc'_ment of a per n:rn status to a rew rntot-on, aiong 

with its own buoaet arid staff, as esaenfia1 to a!sw-e tne ccntnt e; izac-t of research 

ar training programs beycrd the erd Cf a prc t. (c)A realistic atte=cct should be 
s 

mace to address qeneric a u tzrobleT.r.. cuon_ s, En:Ijsb laouaoe 

skills, etc.,*at the design staee. in many ',;.ys, the res-,1ution of these uroblems "has 
proun:.to ac-mebecme_ a necessary stage that -rojects must pa'ss oriot the t of 

of -z ::-	 urri the.their-pian:e objectives. (3)The es Ls--ent 
design stage can help rxevent project compontns rc:. - In ti s case, the 

r -:I ce" .... t S-" 
I absence of clear objectives. contrib-Lte to the 

> hir:: rxcns that canme&anization a-tivity. (4)Tnis Frcr:t rLfl -he st.-
aI reslt from prcduction-oriented 	 researtn and actie:C,:cn, rE.rticulrly with 
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i~iu~e te
]7.a roject;wiLl. fulfill the~ 'institutional deeloprentldimnsion 'of, its 

:Lessons Learn'ed:.,41. A conscicus effort must be made to institutio aliz' e 4<ii
 
apbilities' .2. Coordination with other entities is essential'to activities that
Ca os-, 3. Cost calculatiOnsufor services~must be~rnJC


facilitte~ institutionalization; 4. Thie establishment of approcriateieni 
 '-fr ' 

term 	 imp ications of 4ircenti 0scninue'to comlicate proje-4t­maagmn, andth 5ln 
 ls~l-evel i.sdifficlt 	ndnus3en~'ard.n',,Etalshingmaag 	 capabilities at the looal is A 
A'ba actively pursued. '
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-~4-8 	 44~~­

Iht.si~NAMEio:Pooct- C.~i A7~t"A, 11/8 4, 	 teeCWLd 

a-reed upon the4 following action decisions' base~d on, the ~K 
the 2~,~ < j':~'Clvlainrpr,"td f USAID~Contribitions Pto 	

4' 

14~4'. -­~ 	 44Egyptian Basic Education Program, First 'Anual Report, 

Ferur 1, 1985ID(110E, USAtDjCreative 4 ,~~%A. Hold tri 7partite mieeting 


4\.4 to discuss,"implicatiols~4 afldrcommeflda­4 JAssociates)

tin fromffifrst Annal'Evaluatiofl Repot;'ol 4IIY
 

4-pp 73-77 and~agree ion w.hdat. sulting actionis could-v­

t4~~-44 .be forthcoming. > 
4
 

4J,-44 
4 ' t4 

Jne 1 5, '1985
B. Hold bilatrl dsc ins (bE/USAID 'on the 	 <- ~ 

'i 

;4;-'-nature of 4 the' evaluation toaccorpany h planined'-- M0 E/US.AI D"' 
-e-Xtension of~the Basic Education Project by:USAID. 


;eptember 15, 1985 
44 'C.,,444~	 on4'actions"4takenl or plann~edPrepare 4a4short~paper 


relatiet reot miliain nd-re4 connendations USAID ~-~
 
Vo I p73-77)-;4 h4~ 

4' -	 15.
fBsc Education' financial 4aijrIn diinte ujc 	 -

NB/MOE/anjd, recor4d~eeping at the44Nationlal'Investment4 	 N 1 ~ 
U SA ID,4A

accounting '

-B ank~(NIB) :,as exanine'd- th AI 'msso In'Sptm 4fi"
 
~and October 1984.,. The conclusion was 4drawn<4by-the' mission
 
ha'4 acco unting3 records wee~ "ate 'but that'reporting
 

4 t",' that a~ctual, expenditures were
t6AID:,was, 4 inadequate Iin 
suggested to the

ntrprd.Corciemeasures were 44
 

44 4-


1#4~4--Bank and'full icompliance is expected. 4 44 
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es, baic tcivoso (gaeucanthe ai1-9) nsnre relevance, ezfici=-'.c and
:effetivene'ssbf, on -9nsh~ougc'i(), :fa sc, eac~a grdbs-no~ 2~),provision , of instruct ;mrIas and, ~girn c ) ciassroc, si 
 o ve~r 200 

t('-n rats te--ia sip~anher otL. 
ica!,,deig all" (1 evalu~ation ~ 

8J98.$ 85 M-Luionj D,--- e-L.- :93c~*'i~4 :] C-- , n 
ASZ-TRAC kZ.?ARED a T OATE 6T7A~.LR.Y DATE ~ ~ r 

N~a IkDPPE/P.ZD <4 SGrant HFCL , T rina

Decemn~er 1~984 Deceaitber 1984k ~ y~j


The Basi- Educati~on' Proj ect''~S one~of~ hc -4s~rpoeti ba-conra&& 3'ias 
aefoa Leof Pojecttvaat ion.~vr fouryea±c, hesame.e_5o e,.la(ryilcpit the s are t- odata a I l.cncr~n:ky conring; Y = o~Bsc Educton Prorm itis not anr evaatioh;of t 1l6lQ 'Pjsc ProgranonL3 


The~6c~o f-sta=!rrt, bsdnviistof scs, ~ch&6i , thie Va'i"~YL) 'j 
secS d ,provision of~intutoa -,taiLm,,and 1 echnicala sistac will11 res eio n ae_-(f ccn6-ibt -t GQE e-fforts rto i.,rove the gtquality o6f edu~caior. iThe axe~c net 'imn&ofntsllosoee in the fall of 1983 wasto add7 zoys and 14 girls to grade one ei50 bois Lid~23 irls to grades, 'two '.through~sx..The constructiojn comp-neit2 is gemnerly,.~ah-d of shue 111caSroons av'e en copeied and_ 340hv be tztdt -'ie~

~$40 mIili'5n worth of ties. havecirnsL been prrc~d. Delays were . -'riencad in' t'hctch~a~sa nt~due. to -an ambiiousc C rk plan, short tire f raxrm, insuf-icin~staff, and ~ fering. pecpinoroles, bthe contractor adthe: GOE.
 
!The -;dam rptema- fidnsand isuzni tedsva,
rhetdjbthrnen ec t~~ain,goal achi~y~ritea, '-idig i v x t. -iarepo 71an prjet ;Them report provide~& po toa ac 

hhrd 1ogi~iIetat~i ial, data, n arib2e- that 'det both tnesv etnie~­ol4dhsf -eine rural c~n ~sThese daa incJ. e'--dm,5Ig of' -i trnd Q an ,s,'>

~ii.iatrs f ilage econn 1 'els'> pr f~iand iformal facilities,: and '~'atiudsof coiznini- aders. ~ ti f h6I.s{e~c eizmovad wih:the
ikowledge: of facto rs -such as' the incej I n f 
 Izit when 'schools r c~iy~aed a&th eeff ect~o the distanceof r'- 2 
arrrjed through greater h s'-s on Ireasurig studenperforn~ance"and througah istructor. trainingi pract~ical coure encou~arant of~innoa~iveprastic eI ,.certifiaoi '-of'.techrni<-1 tea hingassnt,'rce 'rrn 

inventoy 'and nihtenance,: and,the '-recruit-,--it of 1-ndal v= n 'techrs. Areas forAadditional study include thei r~elevanceof basic education~ courss to~ local needs,educatioral. alternratives at the secondar level, curicuam ~pr ion, recruitat ntiainiiig of farnale teceS.~ 

Lessons 'Learned:, A(l) A l1i fe- of-project evaluaLonor :7t-act 'can be effective !:cth in.the'

short t ut'weaL-nesses 9and
term mintStwe rnto developA'ieliable'I-6act -daita. to '-st L7J.ate corrective -rrasures and' n the loW,-(2) Car1eful P1a..n olbrton "' can _nsurethat constxuction' activ'itis' remai-n <on schedule. ("Atec h valuatiosfiin ­

~,ta_-ti've;, the rebortA identifies vibl&s that sean to b'elated to cc r~ity chool 
A'. ~ridng~eadiess Thee idice inlude' crowing Aof ex:istina scnols, tr ''-L0of, h's and grirls, village erollrr -t sleeqleco~micp eeNsting forr-land' informnal facilitis- az

-tt -uesof nx7t~uUy leaders. (4) The rojects policy- of .cius='g onga s .9sh6lSversuas,-1-6--shools J's $ralid,"dueto-Aevi~i.-'ce-'o- a prob~l~e.,~hortage ~o'f~nDrpato'-r ad~Isecofdary level facilities in the near future. (5): Schools: that are ccon-nunni Ly-6as-d terdIto have the greatest, '-xaCtn feml & nrolL-~n 
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Private Sector 4. EVALUATIO J 1kUM,DE hlE ntcr the number mr,,frIalned ty lin 

rePorilno unit 6.,Coun-,y cr AIZ)/WV A, i , e Cooe,Feasibility Studies 
 (40. N IFlicbI Y.Ibl, S,.iei be;mn.ing wIth . achFY 

.. __ __0 - REGULAR EVALUATION 0 SPECIAL EVALUATIQN
 
IS. KEY PHOJECT IMPLEMEt4TATION 
 DATES G ESTIMATED PROJECT 7. PERIOD COVERED DY EVALUATIDN 
A. FlIrri 8. C.Final Final FUND114G From lnmontf./,rj~97Po-AG or ObIleilon Input A. Total $ ____F___!_:97Equiveent rz cOmed Delivery To nonxh/,,,r.I 11/84FY__ 
 FY_ B. U.S. S Uec .!Ua 

13.ALTION DECISIOuS APPROVED BY t,'ISSION OR AIDA',, OFFICE DIRECTOR 

A. Li. z :Itko-; and/or unrcsclwd Isuoes; cto those Itemineoding fur-her study. S. NAME OF(14017: t i:;;on dniafoni whih entlcIpaio AID/W or regionbf ofilco z:lion should OFF ICER C. DATE ACTIONrpec!fy type of c:,umen% .y., &Irprem, SPAR, PIO,%%ilch v.,1ll prooni cotalled request.) RESPONSIBLE TO E
FOR ACTION COMPLETED 

1. -Epand the project with certain 1odifications*. AD/IS September 1985 

2. Form an advisory board for all USAID private sector GAFI March 1986
activities, if deemed feasible. 

3. Use project funds to hire Egyptian professionals GAFI NA 
on a part-time basis for technical assistance on IS/FI 
project implementation 

4. Increase targeted promotion and follow-up on GAFI March 1985
applications. IS/FI (ongoing) 

uS IPO 

5. Grant the project director the authority to make GAFI December 1985

final decisions on ofapproval reconnaissance
 
visit applications and disapproval 
 of undeservin
 
applications for feasibility studies. 
 Technicai 
corrmittee review should follow this approval.
 

* The recommendation to expand the project is based on 
the anticipated improvements that will result from
 
the new procedures introduced as 
of Yune 1984.
 

9. INVENTORY OF DOCUMENTS TO BE REVISED PER ABOVE DECISIONS 10. ALTERNATIVE DECISIONS ON FUTURE 

OF PROJECTojctP., D Imp-i-ent-tonCPI Net-irkPlanj Other (Specfy) A. Continue Projoct WIthout Change 

13 Finanial Plan PI01TP~ _ __________ B.jJ Change Prolvci Design and/or 

L i(Spcfy) Change Implementation Plarn 

rj Project A~roeme 
n [J P Irt O/P EjjjC. Dis:on:inue Projeci 

1. PROJECT O:FICE. AND HOSICOUNTnY OR OTHER RANKING PARTICIPANTS o 'f VW e Drtclr A pro­.AS APPROrRIATE (Ncrne- end TIt,) .,
 

TKelly, IS/FA4(. AHandly, DSg 
7"-
JSuTna, IS/FI Type t"akieDPressley, Ap 9 /I
 '-
 Frank B. KibaiJ., DIR 

JConly, DPPE0t. 
Den 
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PR -Gor 
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Obll~tto I npr 

Di.Iycry 
.Toa 

A. ona S _________ To 

A:n 
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Tepurposle, of thrLs': prcjDec as tosiuat 3S.priva te investment, in JY ­
'costb r ing of recpnnaissance -vi-.1t and fea s ibiity studies~fcm tc, 
of. oa tudies, an traning..
se 


NShafiak -DPPE TKelJ.Jy, IS/F~I~ 
Juiy-i9~ July 1J..85 

STh~e cv alu tion wias per formed. by an extrPthnafi t 
te a a rTh oa rjoint-Ven ture firm. 

Te team ha d experti.se i.n indus trial mzanacj~t a ccoun ting' marketinggand~feasibil1ity
'&autionwias i±ntended to' review poject a-ch ieveent :iin.~ oa possiable 

proecetesin, "(3of f- u lani foz private sector activities'.y' , 

'Teeauto nlre h prject's~approach to promnoting U.S inves net inEyt
~Th e ~Mj-.tY OfUS plcnt nei-e niae that the incetie ofee by theK 

pe ~r~ anc important aor2 in ir deision to expD).oe Lnves tm 

.E t Atoaof4aplctoshvbenrcie;f-ty-four hav~ebeen disapproved,~
anid tour ar ne reiew . Te reconnaissance vis its and ev eni feasiblity. s tudies h av~e 

~been coufpleted, sen stff memers have~ been trained, adan t en setr td~' have been 
pr I h are, curre tl y roessing~Law43>pthisd project 

*appri~cations. It~ remains uclear horw many actu~al invcstments wilh ae 
H~Jever~VA of dfficulies encountered by thep'jc 6j hav~~ haner= 

,achievement of itsori~ginal :targets. T e~program was most hi *ly publicized inf the 4U.S. at­
ri-me~thotpl whener as -complete as~they shul haeben 

Adiioal , afo.tesectcral studies were notcmltddet one .yea- &cratual 
delaTh iniialpranotion~ effort was) "ahotc p oa cii "and the proceduresthtw-eirse-rersoe.,' c intittioalate 	 r-twC.frt developed vire crb re~ Laters snstc-ts as inefficient 

bueurc n l & f coordin ation :between' rofficials' in Cairo,'.6ad;jin,, thed, commr ica I 
* 	section of~ the Egyta assy in ahnticuere~s ~h~nodu ton~of irodified 
Sprooceauresan d theeincreasdexric of AGFI personnel nave ofse th e>ria'l'y 

S1The evaluation concentrated on results ,achieved and prcble-ms encountered pr ior to the 
inroucio ofth new prcedres ir June 1984'. As such',.sufficientktime hd not elapsed,~"

~skoft1.revaiutxon'to~aequaely'determine the effec-tiveness of the newt , 

procedure-s..Howeve-,, t-he-teii concluded that the modified';=ocedures elimina ted most o,, 
the~~~~d-fcece ~ ~ xeine s~rctr- netf'ld rcdre c e unt ,t ~ ~ 

_etealuaon efcenestte proec u tnde-odwpr oe chaes*e- toip t 
anlnofappc iction adoeall; project efciees h -iilsrenn, otn

of.aplct~n mi~ounctcr ih ap'i'at neds to he'-strearcli-ned . A greaterTI 1 

emhss,-Icl be.gi~nto promto o&fth e~proji,-t,;- partcli. a s part of a rpackag- of 
services' pr'ovided by tUAID topromote U.S. private' invesitn~ yt 

The~ ev-I u o lep frm nanalys is ,of ol~d probhlems ~to ~a4:recommen dation fo~r 
continuationi tha~t seems. unsupported to many readers not fa 'arihte dl.al of the4 

'< 

proj~ie ct Because of the .many: chances~ iny the project at the t-im o.. ~tceval ationa'uite a 
fe fatr uprigth eomnaincould not be documeA'ted to:-estifac- of 

1ll w i t1S"Kn, U AI Neeteeste- shv been ra6-eandASI o6rsi~i~1r2 ~~" 
avat-in~ recommnenrdtcn onic ont~inue the >project in its ro cif ied f orrm 

acti,.,eprrooticn ~of 'the p-ojct shoul1'd h vFolr the e-Eza31i"s enrt'of funcio.n'ig I 

Vk a CL7n iipta t~ive'and policy, proedar~es an~d the completi of -ie sectora. sd!e (2)A 
.. anrg rv'e,0tst pr c-Dtion' ef fort, is 1i.1 e,1y. to he moe ct-fcte. (3We tr 

amxie.£, sccur:in g3inv es it tsa nra-i in tn c rj e c- desvrw 
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7. PERIOD COVEREDBY EVALUATION5. IKEY, PROJECT IMPLEMENTATION DATES 8. ESTIMATED PROJECT 


A.FriB. Final C. Fina ro on r
 
PR GAor ObIlgatiefl input, A.,oa , $ n_ '1i ,8F mImn I~/r R 
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->4-S dis~how the evaluation w1il affect future 
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~SI/ar
Prdlcti-on' Cre :Lt (263-O14'7) 

ThePur c, -fjthispo't12t -pxand investmant f of mroi~ictive private se-ctor enterprise
 
bfini 1afe~ ec1hange costs, of raw maeilitreit arxd capital gocds-


IMO~s f or .use by the productive private, sector. 

PU ILR. ~ LCATC. PU5f(~Sg CT(~A-,-A OU.-S LOP~FL=MIG -IIL-T 

858 Janur 19845> Rcua E]tc Se­9$82 68 Mi1Mlion 
k VABST.ACT PRA-RLD aY. CATE 

TertnaN.Shaf ikc, IDPPE/PAAD ~ D. Cowles J. ~ 


~January 1:985 ~ Jan~uary~ 1985 ~ '+ ­

a four~person, team with 9expertise, in evaluation, bank~ng, ~ 
The evaluation was co n3uct dby 

and. the developmefl2Th-ree team mmb-ars-were; fran AID/Wec~mics, andi comitprurent. 
Service Corps. The~ team 'ias ,taskemd

bake wa erie 6ugh1.the I:.trn'ationialExecutive 
a1icab e. to1ecnnain

wi th evaluating pro5jetpurpose ,achievert ar~ ith ain 
4tI-i sadX other.USA= in~ustria1 Cedit- activities. w4
 

was very successful in providing. foreignA

The tam-'con.Iclueetl-,at,'wh ile the projec 

objectives %Npre ccnstrainad by ileMetationpoblems a: macroeccrbuidc. policy. issues. ThIe
 
valued at-54 tullon?-for< an extensive,.isk, of raw


projct Iz' f ir~ho&d288. tansactions tcon­
~i~ej~ i4 al",'eIient such as plastic inus:putypcLe 

f&undi that~ ef fective: interest rate
strucionmachi nery,~ aIr'tei,ti'le raw, mater i as. 7T1 team 

a eeen~ 22,n~29 percent, are~psityeivenEgyptsiSnunertb~rjcetiae 
~a, ion"rate 0of :appr aelY 20 percent.i Sixtyeig t perceflt'of -the~nacifShaet
 

majoriy of th'aiunities
7-users-of~ rdw-materials1 and 'capital goods ~JThe vastfoe 
a ppropriate to- Egy es'Te training coroTr~ ­

~;finre were identif ied 

of -'the- jet~as rmt .e'en,'implemsnted due to5 delaysiieve6ngA e etrin pa


'jr 
TIPrivate, Secor Steering Committee,'origilly interde& t~o 

~and institutional 'robJlems. 
~ +~provid3e guidance on proiect-related macro-level, issues, nee met., 

identif ies' marry- )es srns learrzxl fromn this projec! TherCentral Banks cf . ,p,
T-P-e *Io to discourage~

interest r?-e structure, tor Which, project intrest rates are~ 6~d I-as terded 
h 	 iiiun­

tm 	 1erding Te maximum interest-rate~ fA3preto 
rge~i .banks' to concentrate on more 4 

of''l6-1B percent on short-term 'trader credits haive enco 
czmeial lrdingK> The existencie of a ,Iainterance ofVaue(V)

proitbleshrt-tie, 
wud pay a more realsti ~p~fr

provision,,or ginally inter-ded- to inisure, that i mrter' 
'orein xI-a e, actually discouraged tle Use Of, thei project's, cedit term Rather than 

y' the, negotiation: of' docc.ment
xis of an oficial~devaluation, 'man importers. paid cash durig 

.84~ Si U. S.~ en-nragd'the u7e-of te-.~ 
incr~eaSi ngly ,subidized for~ign-exchalge~rate'(L.E ­

foreign exchage wirdow -instead.of 'a productive Crei tmecharismn' Some of, tbe,
~poet sa 	

raet a which the p-pc ois' foreign exarge~ :and thep;
dfer ehce bet%-e -t e official 

to. of fset U.S-, -source 'and origin' requiremi-nts~<: 
''te market' rate is.%justified as pproprie 

perc ert to the cost.,of' imports. HO~ever,>this 'difference haas ' 
itjha ad t- l 20-30'im 

eased stedily sirre the 4 eginnixg, of theI rjet and no eeds-.ad*usment. A' 

ma~de recamner­crin 	
affirmed-the- original.purpos of.,,heproject b2ts several

Th evluation, 
,Adations~ tat-.vw.ild'make a follow~on project more, effecive 7 USAD~l~uru f active 

4frns ',that,$inibit, 
'A, 	 plcydaou wit t''G'O-.on'te need to -Aaddres, inter est rat r:'r+. 

the', if lowL' of'avai-a 1ecredit. into0lieri rm' puctive~in%'e stm'nT~s, part icularIv~in - areas 
4-ee-~g~~q 	 ar*d Pthat have ~epr~oefltia.where Egypt 'has a cadvn4 

~x ea n3,snter rteSUe i'6 should,,,be pursueda 'pmi-A 

ccntext of the Pssicn Sbroader, olicy dialou i'th:the.GOE. 'Th-e reort did 
rarilyin the 	 16i~l'. to - tes eiminhaend 6c~ project-'

rc=, idtattl- iteae o ue prviio 

credit. 'Inst'itoral deeopet 6: LN 1rvt 	 Sect-o-r
invol Jemn&~h '~'as tcmtob criticalaesfrUAJteerinrg Ccmittee continue 

-- eused to erncu ramT~oeti 
~ne that local currencygn-rtin of the project s'cud 
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OBE
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FOA CTION~v
 

LiInstruct contracting aqency tovsubit revi s , 

~~~~~~~~ Prjc"grcit Ti evis-d plan6 should take vn,~ ~ - ij;i~' 
4~~ into consider tio c)hanges prop sed 4 dueto cost~ A>~~ 

~<<evautionl reprt. <' 

2.~ 	Cal'L P ojcct Cawnuittee riieefing to revi.ew revised 

i2~ plan. 

-

June 1985
mplementa1 ticn 	 pljA"VE 

3 EouliiJ't-r;nt.1pc,(zu-=rf-nt nc -oL.~cc5 e The~ FCA
 
-eore roetSpo t Off ice should - IS//PS~ c June~1985,
 
b- Used. ­

4. Fpoauhez' to- loerinq the costs per participant 
~Atraine e-ed to be corlsidered.' This, migh t include IiRDoc/'E 

~2~ S1aD takinq, on the respoxrisibility:,for 'articipant IC MarN~ch 1985 
triing or the conr~cxtr i rpll&iwtaton.,cost- PVDMngl
 

-,tC Ut tjnrT easures such, as, a sxdy and mir:oe -~-~h ~
 

n c)nr, trainng 
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octi&a T'Lraining For Produtivity '(263-Q'090.2Y 1TT)~4r 

'.This evalu~ation of a fou~r part intergrated program i.s designed to strengthe t- apct
 
-'ro ina'Tainang, Depart' iisty of Industry to
the of the 

plnand implant' oain traning programrs that~'e relevant to Egt s- industri.al 

-LU.S. LOP !i *L~ ,PL ?L5CLk IP(S CAt rJflOJ ATION{ CArE AM4D 

9/27/81, $17,.5 rniJ.lon ~ 8- jau~y18j~ atgular ~~i.iy 

NSh_1fik, DPPE/ )( A'a s s ahiflRDVTET
 
January 1905 HPZsa~I~ '-
C/ 

-byi~a four mpsdof 'two American and two'
 

sgpincnotnswt xets in trainiingad, Eyp ,ian industry., ThiS~mid-term
 
evaluation was ieded odcuiant project inpts and outputs and assess progress
 
toward the achieveinit of INK (
 

-outputs have. incudedseminars and in-service~ teacher training activities,
 
,dcvelopiert-of.-writen-instructional modules, in Arabicl. estab.ishment of an
 
int~:t amteilpouto centerr, initiation otaig erce to industry,~
 

.andn,,impejientatio 0 ;participaft program
 
co hassbi~e trndin stjj~e 


-~Project 

,pafrheroqnztin rcajtassing, oflth
 
-Proictivity an VY-atio&al TrIainin Dpar ten t . (P~TD) ,of. the .Ministry, of' Industry. A
 

Copeenybasq -oCationali'training thr ug'use.of
:currhculwn 'isbendvlod 
f_,-pce4 Jmu1e! ~te? have' b ,p 'estabi ishe& at the'6boiedoc 

rcq(m~ecln~e wa une c cnstruction at' tne -~tan
 
Coppe,-r : 6rks. ,,fb~roi e 'particulary; successful 4at~enrolling ~
Th training programhas 

Lfld Placing women in a~rangeo~b~traditionally'malh' 'i dstriaI occupations. -i. 
 4'>> 

21'dthoUjh-much h'as-,been accomplished under this project, severa1 rcomnponents are-> 

beh1,1schc eand.funds:rar,.beii~gdepleted rapidl ,y'Workforce
nec .d,.4,re I'--- ~ 

rcuitM 
_ 

unlerljlted d, r ~ nand'd ret ertion of bothii U.S.: and: Egyptian staff continue to~­
beaproblem. The PVTD and Lhe contractor ,have coetodvlpa, great deal of. ~ '~ 

corr icl"fro.scratch" rather rthen 'adapt ey iting material' available inrthe pubJc 
idnDn. 'I this has-benefits' for training WI'D counterpartpRroeinesone curriculum
 

developiint'it ha'ma tgiaecos-in termns of tim., 'and money, for *the,project. Tne
 
use Irof~extensive a.udio-visals 'ins1~eadof "print-ol"9mdlsi. lq.ie ~ n
 

tiecnug- Itseem. unl4kely, that the instructional mnaterial. ,i~ w llb
 
comple ted,' p'ar ticulary tbh -'ide'&c'a settes$ overhead transparen'cies ~hd slides'Th
 

j3 0 riesweeSn.
CT ae~rie y k-e 

qj:sine h i of thisci tutis to w~hi'ch' particpn ~a'e~ret 
hat technical, 'assista 01the reorganiz ation of the PVTLDl.rp '"e" cow: d' t I' on 

vocati&~onal taining -or- women, and the'. devlimt ''JnWd.tCtnof~ z S~eMb 
le-'~ed caz2lete. HoUweve 05A whil ai~f iedWith tepror,'does not concur1 

on tnis recona~ndaion 'since' implementatioriian6 follow-up on theseraCtiVitieS, IS 
es~ntal.,.Th' ue f ideo c6sscttess uld be li-mitd to: instruir, raiin ;use4 in; 

in ut try, and' oher'ree~e applications.:' nstructira'm lies col~nt'~y 2~*'' 
US nagop~tingg in addition tor their s C~e gu.dsfoelf-paced'learning 
s ts-2il t'1 tea-n SuqqeS-e 5 that p~referdnce in~'equipment prcuremient should b-2~ 

';~ -ivnto':staiblish-ivj two conip ny training centers and the .PV1'D center -at ' 

'~c~ '' 

roieiS' at the 
Vit -l'USAID' wuld priefer: to let :t tisbased on an analysis' of 

cot~ an~d benefits.~ '-4 ~- *- ~' ~ '' 

Tn major, lessc~onslearned froMl, this act1iyire. el to contract ,natiagement.~i2 -s-­
Contrc:ctin3 opt ,ons,, pla CrU]ary: fo- te,clnical, asistan~e, should' be explorcd wihthe 
hFc t~ C, U I I L Iq I st the GOE in- cisveloping crizeL ia i~~ 

if o-~~-nc 'rltgctrp~ouzI e,$e reitn tc rec ~'tetc.--c- '~­

cntractor~s s;-1cuid!rform .the ;COntr ~i 'aqcei y 0 an 'icip'~ted co, over4-' i
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15 rigation Management 7stems Project (263-0132)
 
Structural Replacement Component USAID/Cairo
 

The structural replacement component of this project is designed to
 
improve the opera~ion of the irrigation system through the rehabilitation
 
of minor structure, thus improving water control and water use efficiency.
 

CAc ;.1 U.S. LC? Fta~l= Vc-Lir RE PES CATZ-P tI M
 
9/22/81 $ 93 million 85-10 x Iar tr
January 1985 & C]E (spc.t) 

N~af5L b A/Pw~~ i als kiGf'ID F1S6eclal
 
January 1985 January 1985
 

Tae evaluation was carries out oy an irrigation structural consultant, an irrigation
engineer, a senior Ministry of .Irrigation (mOI) engineer, ann an agricultural economist 
previously witn the Ministry of Agriculture. Tne team reviewed progress on tne 
impiementation of recommendations from tne June 1983 report on structural replacement. 
'is report serves as ootl tne second annual report an tne evaluation ot the structural 
replacement (SR) component of the Irrigation ranagement Systems Project. 

Te program worK in the tive airectorates is essentcailY ccmplete. A total of 3078 
structures valued at approximatelv $ 20 million nave ceen completed or are under 
construction in tne Phase I irrigat.on cirectorates of -Last aKeaniia, riesc Daranlia , 
SarK .a, Iaz-ihia, and Beneizra. 71ese structures inciLuze Lntaes an nead regulators, 
steel gates bridges, tailescapes, sipnons, acue ucts, and we-_rs. T_,air.ing sessions nave 
teen held for '.%DI personnel to imcrove structure cesign,constructicn management, and 
water T -ragemient. The team fourn tnat tne quaity of tne manuals used in the management 
ark structural replacement seminars is nign. 

In the areas wnere all training activities were completed, construction -argets were 
exceeded. Te implementation of recom enations from tne 1983 SR report on training, 
the use of cortaole test rainmers mecnanical minxers ann viorators nave contrioutea to tne 
improved quality of structures. Structure design nas not teen upated cecause w.e 
quality of construction is not yet suf-ficiently nin. ine L.tjI continues to nave 
proolems recruiting engineers. The 45 percent vacancy rate reriLects tne M01I's inaoility 
to lure engineers from otner more iucrative jots. Lne team concludea tnat tn.e project 
purpose of i.mprovea ooerating ezrlciency of tne irri.aion system is ceing acnieveu. 
tiater savings since 1981 in tne project area nave oeen estimated at 7 to ii 0ercent. 
MOI personnel nave oenerite rrom pro3ect training. Farmers nave Cenerited from 
improved water distriution, rewer systems leaKs, ana easier access to t-neir farms. 
Wniile agricul-tural procuctivity increased in tne project areas, it is aifficult to 
attrioute it to the project given toe numoer of possiole variables. 

Tne report rares nurerous reconmerartnons to ennance tne erfectilveness of tne 
project. T.e new structures program sfnouli coincice witn we olstricz en Lineers 
comoeton of training in construction management anc quality ccnrro±. The inspection 
program snould ne strengtnened by increasing mne quantity or engineers, accelerating 
training activities, and providing greater incentives in rne Pnase iI cirectorates. In 
general, monitoring oy USAID, the consultant, and toe O3I neeas to increase tnrougn the 
provision of more staff testing equipnent and construction manuals. Preconstruction 
conferences witn contractors snould be used to promote quality control. The development 
of a data oase wil allow for monitorLing of project imzact. Imzroved water manaq-ment 
tacaniques snculd ce disseminated througn the Ministry of Aricultures extension system. 
Lessons Learned: (i) Updating spec-itications cownei ,w n rrainung can Lmnrcve 
structure quallty. (2) Tne enforcement of amnroved cuallt] stancaras must uncluce 
coordination witn implementation ccntraczors. (3)Structure Jesins and cuaiicy must 
,anticipate c-nanging use catterns. For exa-nple, structural Geficiencies in cricges 4iil 
jbeccme more serious as toe weignt of venicles increases. (4) Tne esr--o±isament of 
-- an Lmpact.rseline data is essential part of monitoring project 

I _ 
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1.Te appropriatreress of CIP JimoLvia vis other 
sssvsshould be determined DP, NA/PAA.D, 

atthe Itemeofthe otiation of the program.aoo 

2 + progress on implementing NAContinue eff iiency 

measuren1 in84"a6d 1985 PAAD (pp.4 7' 8) 'and
 
others i t d hcourse of4 implmenttion.
 

. .Arrange of training, planningfor. verification 

; -- -and,,other preparatory steps for inports of large- IS/C41T 6/85,
 

capital .equipment. 
 a 

4.Limit USAID4 involvem~ent in programing of loc~al ALVPPE
 
currency generation's to identifying> recipieiit>A/7 3/86
 
-p%:ojec ts and amounts. 
 -,AD/IS. 
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three 4of the fve year program.', HIN. facult have~rc e ,tit-s ek of
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aciv~i',,the team rov.ideod ceta1- -3recomendations on ?future t c ical assistance 
rerqairemnents axid corlstruCti. acti.onsk that will contribute to the achivement of the 

-	 * c-a . ,,TJThe6ject of itob aashagd t .hiestery 
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significant- proje'ct beofit' is'the,'su sttl dta it produced onEgyptian 

iriga in agronomici,.,and 4social' conditions 'germaie to a',wide ranige of .fiture -activitiesin irrigation systems-,improvement .__Te. Project 1~6rvie~d'~t 'c a ~n 
'V~elin~'.ndmesqaiimprovements to a 'iited number~"of~farm&-s- 7 eicrop producin'
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Tsevalua tion was part o&f a br'oader assessment of pc ojectsinndsra'poutvyimjpcovem ent that; included 141aagme ee1 oe fir Producti ity(609 ) o ctionlTraining'(26'3 - .2), the da1,lg ,and
-009 ndusria o l gy pplcaton Po'g'am(263- 009 0. 3).
e 	 '1ch
'cause the Industrial: Management Pro gran (IMP) was designed s eparatel1y as par t of> another .project, the evaluaition' fo cused on p oiject a chieveents de fin~edby thed' pcoject' s ownigoalsand objectives.~r 4*~* ~ ~ 

' 
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The tea cocuedta the pro am'achieved'relative' success in pcoviding opportunities~
fr1 raning<to large 'numbirof public sector employees' froan publi'c corn panics nd~~intttosude th ,uidcto of'-he Ministry oflnIisy k~AtotaI. o4f 458> trainees~-,-,participated( intetioe' training courses in.e'conomilcs and buisiness: mana gem ent, 

i~e Frojecimplemnta'tion-):indu'st~ia:r oj'ct o'per ation, an'd evromnt 
' 

, 
on.he ompnies that sent 'thir' em plo yesa 	 coX to thie tailored p oroamreesnpreto those' that 4ere eliib~le' idcvralns a 

sec tors 7Course 'evaluations ,and se lf-assessments by- the tr ainees reflect a high' 'degn (o'f'asfaction wiith+he IMP. EachiTainee'tsdevelopment was also e'v'alua'd by faculty 
:-mmestrug cfcec scores based on~tes'ts' as-sgmnsadC-aspricpain
 
In 'additioni, to th 
 tailore'd progam AJ C identified eighteen standar~d 'cour ses in 'si,,Icurriculum that woul'd be~responsi e to ,tra,.ining' needs' identi fied by asurvey o f industrial~f,irms VAf ter~a lwsat nolmn th'e standard..courses increased to' a cumrnul'ativeto tal of 400. ,v' ~ 

I II 

The, team' concluded that the pcogram was successful in increasing the skills of indiidual '"4"4i­participat trainees.' However, infiorder -to,insure' posi-tire, impact at,'the om pany levelIa ' critical mass ithin the .firm smneet'arwould 1have to bedeve1o ped'. This haspar tlnyebeben,cns trai desire to Im1a.cxim 1ize the' number 	
' 

,-,arlbeen ''GbFI 	 of~ narticiWtjii
in 	 the cmpan es prtcptnProject . It is also not ye possible to evaluate the ip2c thetrinin onin'Td ividuals on the &job and the willingness of senior management to' allow, train'ees t usew~~% 

'n w sk l s i p.',.ti++:++ + f':V! 
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sho 	 team rIecrmnd httep tbeetnded wi th cer tain modi fica tions. The Irogram'" 	 I soudP1 9vide 
l1 

tr aining o ppor tunitieso~empoes fo the ~X-ivate' sector.: Closer
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er'an e ofavial
 
L,.-assac ow-nusty ,_-sn rp~r ting~sys tems 
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The& project is'desgned 'to increase th e rdciiyof.individual industtial 
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;,Th is evaluataion was lpart t of 'a broader 	asse-_samet ofiroects-in irdustrial, productivity:~.]£mrvement that included~the, 4Industrial Techlogl6'"Application ,Program :(263-0090 '3),~'4~,4

Voatom Taiin ('263-0090.'2): '"'4n Am r c ' n L ~ve ' 
 i n £C ali6 's :1nd ustr ia 1~4a4 i;~1~aaement~ Progra. Te vutoiwsconducted~by'~a Cqam~of U.SI. and Egyptian
consitants over-a six' week pri o 'as'steftr 
 of the prram'. :' 	 ''~, '" 

The team 'addressed four 'Major 'issues:,(1)4 productivity, returns and project
,:cniniiatiorj/expani, (2 eiiece n,projecdeign ad/or contractor,
performance, (3) reca-mendations ifor4 improvenent, and' (4) coorination 'with other-K
 

Ctiv esin o nace:nat ,,t e clnis
Wilthe team idni 

they'coniijdd ih~t~MDP!h&~ud niue based on, bot.h the Jionetary 'returns it has 
 ' 

,gene-rated artenrvdaniee 	 pactices introduc 'ini var ioys irduvstrial. firm-sFIPD has;worked.- iih 31 compnies; .trained 845 mnarge~ ~n&~"7qrsops~ 	 Q7 '''> 

E's'einars ard 25',case stdies; andd audi6~lsual' and' refe~ren'cei I'ejs.n addition;: theilkeporit statebs ''that,'the next two years should sr al transitional 
,Period during' hichia'n4-Egytian institution 'shouId b'e developed to 'supplemient R'DP. 7The

pjetcould also. serve 'as:a' coordinating mechanism' btween 'other" USAID projects and. 

,Thie def 	ciencis inthe project are a reault of the need for supportfron the GDE and: .
busnes -cmmnity'i'nterfal mafliagel-teant systensb the delineation of roles and4,responsibilitli ai,Vthe 'developrient of detailed actio plans.. There are anber of 
.~ra,-Such as the~base line'n IsrvIey' trainting programs, and -internal,cost' accounin <~~" pr cedur	es, that needddtiona1 attention. The need 'for- political: support for, theY ,.77


shul b drs'd'thr'uh the' advisory', committee' and bJD 
 tf otf ih
 
f6,_Eyptby seor, d, grovermen leaders. .The.,project should alsor develop a, strategic V4
z b,Ifocuseto, pobem"area :or "economic targets. The projectihasirecently developed <1d6ocurnentat ion, and management' control systens'. These should be 4e-:baned .and r'efined. in
Ae,'future. K Severa -a~reas of i~plenent tion such as task force *vsis training

-materi'als,-n wakti need' to be impoe'~ They sh'ould be adcdresSied fin tihe
c:,on acto P.Is~workin gnrl,,the'e mr 'dsta 
concentrate on1cosolidating the organizational' lessons learned thus' far, in' the, project 

Oweverd pte the 'recommendations of, the ~v~~iiteaml' USI-J-D hnas decided :noti to,,finae~ sIe', II 4of the projectI 	 plrtonThis, decision iS W-i'ed'in ,c the GJE'Is reqUeSt
4' th~MP~~p~ce byseven separate sec tor-speciLi Itraining centers. ', 	 *4. 

'D3C.2142A:DPPE/PO:NShfi1;vy :07/14/85\ ~ '~',~~ 	 "*"A "4 
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This eva1ua tion wasA par t~of a broader assessmenitI of proJects in indistr ial ,-poutvtipoeettaticue aagmn eeometfrPoutivity­(2309.l, o-toa riig(6-002 , and the Azeia University in Cairo's 
ProramIndutril Mnagmen Th evluaionwas conductdb ta~fUSEgyptiani consultantsI over a six-we pei' t ases the, futbyjur e O' porm:Theteamfountht te implementation,'of h .oetdi re,.rmteoiiadesign. The InutilTcnlg p ic in Prgnam, (ITAP) wa intended to (ass isjt nd 

tenogy
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COEcouterparts Inustial Deihe ngieerng~a~nwere orinte towad' factor-floo e -elol~eit enter (EIDDC),"n._~gi rng nra her, than' Xoduct 'deve lopie ot and <

making. Th :ITA unt~,16.:mpass.a


to ndsty strengths are~highest in areas o'.Iea-,t concrn~gous ndlowst i
-roject laced 

piority reas' ,"The-diagnostc sevjceso6fferd.a methodo logy, te chn3iquesAt ~edmnstr ate se,, cobsts andeefts.ofhe~o~se, intervention~s , nd;~ reie andtefolwupo cet needs. <f
While short term,consultant made. impor tant 
contributions, thi use h~as~been . .~insuf i cient (r ti cu Iaz ly :g n.).ad -soetimes inap-opriate. Because the I TAP, ;<i4unit&1has1 nt bee re siv&Ito, client n~eeds, there has been a ver y,im'plementation of low rate of,diagnostic service recommendations.. ;esponsed6 to-requests 
l4informtion~ltcente wroften. delayd+ made to thet'the'tr aining:,pro'gram is- behind 's"chedule" TAhelIpoet advisbt~y committed has not-miet rg lyto' pcovide.:guidnc afd'Spo~~6t~47A

joet.fITAVsover al lcko direction' and' str ate gic 1planning arer e fle c td in its 
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nIiab'~iyt~f~tvl market .and promote te chnooj7:3~3.IAA' 
d~.evelopen servces1 ~ I ~ ~ I1, ~ A 


1 'A The repor't recommends an 
A
 

,or ganizational .over'h'aul o f the ITAP unit:o jetivesneed tobe ientified, tar ge ts~and Strate gic~.
per formanceid ao e n 

fC 

madgemn inormtin. lae._Ifaagmen,,.espo~nsibili'tiesysem:-pu~it6 and re Forting-4relationships mus~t bhe 4 forma~lized _ana the, Ioetsavorcmite'should
r:activated.' Thetechnical 'assistance4 and Ithe 

be~
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 allo ca~t 8 'xict 1±isITA"lhav hdig&o deve6lo p a ,comwpa ti. tive edge,
e :to


and4 -the. inttto' ua and ifinancial' sus tainablt wil hajj,e to s:e
 
1The Egyptian1 ipenting agny e'?nde 
 iedltl aIn poiivl addesd,to't ~evaluation.~ .'h ii 

4. 
e of -Indus tr y, a1~" th :Ifcsopp1.e~Isub'se ctor s and .technologie's; fa local consultan't,vi1 sele'cted 'll tr'ain'fiildengineerls to~effect: 
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Ifirm-.leve~l rroductivity-mFoeet andr~t~hno logy trab'-"fsi'31 and,,1U ' fim -adloa 
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eforig~i'.field Loam euswrT're ase4. Incre&asing rlelliance 'will be placed on IE yptjij s~nor t-terrn consucans~jS lplmentedVhy/Merican;,c'onsu I t a nts-. JTlt 'con [tractor 4 uu~z&e t~iw- II edced and, fundS
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N..AK LAST EVALUATiON ARSTRACT 

Construction Contracts Assessment USAID/Cairo 

The purpose of this assessmant was to identify generic problems that delayed construction
 
activities uider host conutry contracts.
 

NA 85-18 May 1985 0 Re-u1ar [0*o7er (Specify)
• T.A. Pi' K.A~E.. BY, GAIZ )S=STR.A..T r.CiKJ..D B(, DA-i -- .. 1. S ca 

NShafik, DPPE/PO IS/ JShea, IS/P - Trin1 
May 1985 May 1985 0 

This assessment of host country corstuction contracts grew.: out of the need for an
analysis of generic problems that delayed project implementation. A LISAID Ccau.itte
reoumended that sucn an assessment of Mission projects be performed. USAID's Project

Support Office coordinated the assessnent with the cooperation of Project Officers
 
responsible for the various case studies.
 

The report uses detailed time line analyses of six case studies to identify the
 
causes of delay in project developnent, implementation, and operations. The evaluator 
reviewed the following projects: Grain, Tallow, Oils and Fats Storage and Distribution 
(263-0037), Port Said Salines (263-0072), Safaga Silos Complex: (263-0165), Aut atic
 
Bakeries (CiP, 263-0055, 
 263-0604) , Quattamyia Cement (263-0052) , and lelecaimunications
(263-0117, 263-0054). In the cases reviewed, project developxment took as long, if not 
longer than, project implementation. The two to six year range for project development 
may be shortened through the use ot the critical path method (CFI ). Cri prcvides a 
schedule that readily identifies the causes for delays in project implementation. Ilor
exanple, the 15 month delay in the 'allow, Oils, and Fats Storage Project due to a minor 
engineering disagre eient miijit have been expedited had CPM been used. In general, the
project develogynent process should concentrate on delegating as much responsibility as
 
possible on the smallest nunber of individuals or institutions. Fe.:er contracts mean

fewer appruval delays. The S-faga 
 Silos Ccmplex (263-0072), where clear responsibility 
rests on the construction contractor, is a possible model. 

The report confirms the findings of an earlier study of the host country contract
 
payment process conducted by Arthur Young in April 1984. Greater involvement by the

legal and Coatracts Offices in the developnimt of the initial contract will ultimately

reduce 
 their workload by decreasing the number of problems in p-ocurement and contract 
executicn. The report also identifies the need for establishing a unified management
structure at the project develolmient and implementation stages. The project 'hnanagement
tean" should meet regularly to review progress and agree on necessary changes.

Technical training programs, particularly at the lower operating levels, continte to 
be inadegiate. Training programs should be detailed, hands-on, in Arabic, long-term,
and on site. The most direct approach to the problem is to require the prime
construction contractor to provide technical information and training expertise through
the entire warranty period. Contractors are likely to participa2te in such trainig inorder to protect their financial interest during the waranty period, invoice regularly

for technical assistance, and possibly receive a percentage payment on production output

6f locally trained employees.


Other generic problems are discussed in the report. Mny poject managers do not
 
use contractor reporting docuiints as a management 
 tool. aterial control problem can
 
be reduced by timely corodity shipping schedules. Site control requires strict
 
organization of subcontractor labor and cqui~prnet. Siortages 
 in the supply of 
government controlled raterials, such as structural steel, rebars and cement, can be
addressed by including a provision allowing imported procurenE5.t 4 caTrcdities that are
 
not readily available from local sources. ther 
 issues such as 1the availability ofskilled ]nhcr and qualicy of cnsrrution continue to b problcr. 
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c!vI op the;~pc yofl ,governen t in ~ Th 6fpooorthe~ Projoct is to 
a r ,1dc asi seryice s 'to' th~rban~ Yobo. ~Th egrrj. tco ral -,: alC 7xl.e nai 
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a n it) adte S al Rese arc 'tenter, 'A C.' e 

­

.increasing the' ''­,intii'dd',to,'valuate plojectoutputS ,anf'to "assess, progress .towards 
jns tit ,i c,,na1' capacity o1f. -urban -gaernment. ,,It includes, separate repor ts ,on" (i )distric t 

(ii )costructiic manag-.ment and mainteianc eecisicn-making(iii)%wa 'assistanceand .- *

d,k7 

'6 hevalua tors 1:assessmfen t of",progress towards,&ecflitualization objectives is suirind upThrn 
Pby 4"districts 'can do the, job with technical assistance". 2echnica1 assistance has played'

-' 

San ],imp~rr ttrole in engineering ,back-up and, imja9.9ment. of monitoring systems. The 
~ su cess blly'selected. subpr ojects' reflectinglocal'- lev ei ! ionfaMV,ngpros~S has 

-J <cormuniyfeS"'Hwever :lack of' ccnsultticniof end-user during desig is ,arecurring 
cnstructed by

~~Wf>probl1em." -n-I cne of six case-studies :this limited the. utility of facilities " 

involve co1Iaboratio between~dif ferent~th e local'councils' 'In'creasinglyV subprojects 
'improved vertical linkages, it hasof local governmnt. Although the project has 


"'72$not had iruch , 

-~levels 

'ilinct on hiorizontal linkages-within district government. The evaluators 
4,report,.the, continuing lackof:'clear, spacific, lorg-termi objectives fo Irallocation of 

resources and 'resposibility to'l~ocal gw.ernment. 
project" has, very 'successfu'lly expand-d basic neighibourhood, infrastructure, (potable

qtjThe, 
water,' street' li'gting, solshealth clinics' etc.,): in prV_-iously underserved, areaso 

800 of a total project target of 950 subprojects' have been,­c.geater Caivo,'and'Alexanldria.. 
Scompleted. ',NUS siubpcojct5a&jde oe apora wanted and usedi' There are 

several prcbleit6.; While construction quality is'no worse than in other similar 
' 'however 

,

projects in Eypt'; poor design land finishing work fretiently result in avoidable 

deteriora tion.*In a survey of. ubprojects clstructed in -the first year of the pro-i3ct',d 
"technical, assistance 'contractor, found that 32% of these structures needed repair or. 

f'the 

warraity period, Contributing~' %~'rehabilitati on upon expiration~ of-the one-year contractor 
the districts and inadequate supervisiuv­factors, include a'shortage: of desig-n engineers in 


and site inspections' by district engineers. 'Manag-ement of NLS maintenance' funds is, another.
 
Funds have been released to the district administrations, rather' than-.toimportant issue; 

-NUS ~ the seIrieIdiIrcoaeopating the facilities. Developien tof -a 'parallel 
weaken existing capacity. of the serviceldirectorates. The (08 hasMinte'nc-uce system mey 

1-1)reover, curreit incenltives~been slow to release botfl maintenance and incentive funds. 


are "too little, too late and too temp-crary" to affect staff motivation.'
 
pace of implementation of 17O activities' is satisfactory, althugh fewer PVOs 'than, 

'V'ianllicipatod' meet eligibility ,criteria, for rrojecLasitan~ce.' PVOs already prcrwide<",~---The 

' 

signfQIn t services to -the ur ban pcor. Mr: has in,jde 1,000PVO grants averaging L.E. 
to imprcre existing PVO6,600.'. These .. rants have primarily been used for Equipment 

The report coum-nents that 
~ ~ serv'ices nurseries, tIraining/sei4ing 'centers and health clinics.i'j'X< , 


~ NtISgrants are'substantial in relati, n t6 PVO budgeats, and could have had a greater impact,
 

i~fused to &velop F() organizational capacity and to expand services. I-lore' recently, NUW 

has011ano-ad its 'impact on PV0s by eimpasizing training of PVO leaders and staff and 

nt roductiai of new' servioces. I 
-'~ '- IMission Coirrflcft: ' *'' 

' 

'The repart rlies heavily on case-studies and anecdotal evidence. It is difficult-for,' 
the evaluators. A nore<

th~e.rer 'to dterinefl the, frequency of prcble, , ident f ied by 
"the third ph~ase of the evaluation.2"v'4U i ieid approach w.,ould be more us-eful ini 

' 'I' ul, 

'AJX)~ p~~/p8~wy/y:U~)9b5 
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Determine whethermfur ther-- ER/ V 6/88 6--: extension 

of PACD is necessary for ompletion of :JHp/P 

AA 

prr 0 ject. -~AAA' AA-

Monitor. o al fund A DR/UADas gA.A- n 
mobilized' from AID/GJE Special Account to A' 

meet cost-overruns. - A ~A-
Intensify dialogue with the GJE re: DR/AJAD &A 
(i) .THP/PTIU authority to retain rvne OP 

-< 

non
 
A'A ~- AfromupgrdingeffortseeusMOP ~ on 

Au jj)..Aegal'izaton of land- title for
infor'al settlements upgradedA unr HILPs
(iii) increasing cst recovery levels 

r
anAe)A"'AAAVA"AinterstAratesAd for"sh elte pr ogamsA 
(i)corinto ofI'- upgadi gaiitis , 

~~~~brJA'l~yocal. govern~u.A 

~ AA 4. Continue aA dialo-gue wiith Egyptian AID, JflP1 ongoing '" 

AI~AAAA financial iihstitutions,'to mobilize & CHF-PIU 

additional credit for the. HILP program
 
and to resolve related loan security issues.
 

~$A'~A. 5 Closely monitor the construction phase AJHP/PIU & Crngoing 
A'A'of the project. ACHF 
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JHil/PIU: Joint Housing Projects Department, Proje IMP nti Ui
Implna 
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6. 	 Encourage JHP/PIU to incorporate a plan DR/UAD & 12/86 
for solid waste disposal in upgrading CHF 
communities to complement planned sewage
 
facilities.
 

7. 	 Exhaust all efforts to acquire previously JHP/PIU Ongoing 
identified sites before exploring 
alternative sites and modifying network
 
design.
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FOR LI-JJM EGYP)?IAN S 6 066ifui ADCCHUTITY, uFnADI 
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Te ,purpoe -of ,he project is toe.,itat hts~i~ al 
affodable prices which also ena&ble4b prvidd to lw-iic~e fidles~-l o ne isfaciitis cn --i c me f ies at o r &U ). iTIthvscanestd 

I mao opnnso he project are the 
substa ~'covery of the GOE'sinetn The 

4 iHelvdn~New Cag unt adup"aig o SVf1O nord6A tof the 
Hel. 

85-~7 ~ Septmbe 1985 ~~(p~i;)~
l 80 MO~illion 

T,r= n&
EV aluat ion -Offic er DPPE/PE 

-18 yEa tive member teaMv-. Te mTal report
~This eVa1uatlofl wasconducte5 ifl Jully-7AUqLUS 

to the, commnunity upqradilg component,
was sub5mitted in_ ugust :1985., The evaluation is limited 

of the&new housing component F
of the projec1, and ~de trvie' rors 

~K The JHP/PIU has been effective in building a consensus among participating agenc3ieS that, 
iq, .ih oral'sttlmentis, an appropriate approach to urbar developme~nt. -Problems in 

howeer', negatively affectAimpefentaion.7ret'ifingpid-level1 staff~have, 
waunrealistic, particularly 

required to establis~h aneffective malage9ntcapacity to linaqe an,
"Te report.notes that the original implem~entationi plan s 


regaritig the time 
ad social infrastructure activities.are proceeding
fn~~Lie.~actvit. ~~6'4r'di' 

sfacor ly according to the revised plan, buit physical infra.structu re~ isbeh~ind schedule.
 sat,i 
 project is,. inthe,;f inal
virttllyno major infrastructure construction has begun,, although the 

l7.planne
sta&esI1f, design andlpreparatibn of~ bid documents for most sie.~ny4out of 


tishv'been ~com leted.' Constructionhon other facilities sh{ould begin soon
coniiy~'c 

aid.improvement of ~horsing .stock ininformeal
nlehmaor achivien't to'-date is the expansion 

~settl eents h6ih&i r~sin Tbe Housing' Improveme3nt Loan Program (ILP) -ha's made~ 

s"for the addition 'of 'roors- const'ruction of- new apartients, ard 'other imprIove w Ints. 
amunt from their resources.~ HILP'S,,1.iouseholds -are.contr ibutingq,.a1other, 50%of the Than own 

in n suin ''i'el groups.~
pfomnei.trei low-income (mostly salaried~ wokes.and 

reamnL" sbe exceillent.;: The project has also successfully stimulated 'community 

and 'established an' activ6etrailing program.-in building 

'­

~invvemrint in upgradinq activities, 
trdes. 

1<~* 

phscal tnad has been slow., G5,ernmfentVrogress in introdu6ing innovations in, 

been resitanrt~t'o design, inniovations' to lower housing and infrastructiire'costs.
~aqecies havIe 


,primarily from narrower un~pave'd roads., inadditibon,,legalization;Cost-savingqs have .come of 

Ja n , title-,a cr1tical'factor' in upgrading informal settlements, is still an unresolved policy 

;~iThe report discusses the'pbtentiafoIrCost-I recovery at2 length.,~ The HILP, the only, fully* 
for cost recovery. .The. 27%-interest,meting Project, Paper 'targets,operationralcolipont, is 

recover- the-opportunity cost 2of 'capital 'plus-administrativeat~e c'haWrq'd'd6es "not' fully-r 

oWle~ver,it represents' a',igflificant ieduction in cpil~cost~subsidiescompare'd with
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NEAR EAST EVALUATION ABSTRACT
 

Rural and Urban Electrification (278-0209) USAID/Jordan 

Proj. Description: To permit the utilization of electric power by 24,000 
potential consumer units located in 35 villages and ? refugee camps and to
 

contribute to the improvement and increased quantity of electricity to
 

consumers in Amman, through the financing of equipment and materials for
 

electrification and to reinforce the Amman distribution system. 

Authoriz. Date and LOP Funding Amount DES No. PES DATE 
FY 77 59.0 million 35-1 T2/T1/8 

Abst. prepared Abstr. cleared Terminal 

- Nancy Carmichael Hardy A. Sweis, USAID/ENG 
Eval. Officer L. Donnelly USAID/ENG 

G. Gower, USAID/DIR.
 

The terminal evaluation was conducted in September 1984 to assess project
 

implementation and the effects of improved and increased electricity supplies
 
Implementation
on the rural villages and urban areas affected by the project. 


ended in July 1933 and all funds have been disbursed. By September 1984, 78
 

percent of the 24,000 project consumers had been supplied with electricity and
 

well over 5,000 can be expected to connect to electricity supplies over the
 

next three years. Approximately 125,000 individuals in 35 villages and two
 

refugee camps have now been provided with services.
 

The project experienced considerable delays in implementation due initially to
 

the inexperience of the implementing agency's Jordan Electric Power Company's
 

(JEPCO), UK consultant, in preparing bid documents in accordance with AID
 
tenders by US and Code 941 suppliers also
regulations. Poor responses to 


contributed to project delays. The latter, coupled with higher than expected
 

inflation rates, prompted JEPCO to request and AID, to approve, that US funds
 

be used solely for the procurement of equipment and material with JEPCO
 

financing erection, installation, engineering services and supervision. This
 

funding arrangement resulted in an unplanned improvement in local construction
 

contractors' capabilities in rural erection work. Rural and Urban
 

Electrification also assisted JEPCO in obtaining financing from other donors
 

for similar projects. The World Bank, the European Investment Bank and the
 

USSR have since contributed to the expansion of JEPCO's urban and rural
 

networks. Approximately 77,000 more customers will receive new or improved
 

supplies from other donor-financed electrification oroject which extend
 

electrical infrastructure built under 279-0209 in JEPCO concession area.
 

An important lesson resulting from Rural and Urban Electrification was the
 
an
need for US technical assistance in the project's early stages. If 


experienced consultant, familiar with AID procurement regulations, had been
 

available, valuable time would not have been lost in re-writing IFBs and
 

contracting with suppliers. Nonetheless, this project was highly successful,
 

and JEPCO, a private company rather than a government agency, was able to
 

respond rapidly and effectively in carrying out project activities. 
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This 7i neripi evaluaton conducted 'iJn October 1984 w-as undertaken, to, revJ ew< ~ 
~t~ prm~ee uing .the:,initial ars: of: the: project' an'd develop 27,rgr ess1 

of, present. PIAD. I~ls~~"t~ reconmendations concerning jan ,additional~extension 
'Sexamined. what specificr'redeign ~and/or implementation activities are, requ~ired 

that the project: achievessits purposes ankd has thdsrdipc on*f"< to rensure 
~USAID/J's water sector goal.'
 

th~og the project experienced, implementation delays 'requiring,:an initial 
one~yIear extension, of the~ PACD,' su~bstantial pr~ogress has ibeen -made i 
achieving jproj'ect objectives.< Utilizing, existing, anrd ~.project' financed 

WaeAuort AJ haequipment,.A~he,i Natural: Resources Authoritnwth 
11/44 corii uter system,
drilled 361exploratory7wells' in the study area. 'A PDO 

plus ,the~. requiredi -accessories and programs, has. been installed 'andis 
are in field 'to gatherl th'eopeatinal.~,Data collection~forms being used the j 

required water-related informnation, and'large amounts. of' previously ejtig' 
andnewy,:ollctdidta arebeig ntered into the computer for stora e'and 

staff have been trained in, the U.S. while4retrieval. Key mnembers of the W4AJ 

other '.AJ employees have benefitteci from an~extensive program of on-the-jab 
training provided by the project's long and short USGS advisors.
 

... . . . ...+ ........++ + + +. ...+ o...
+++4...... . 
of WAJl and the G0O31-s reorganization of the. management,,andThe, creation 

administration of Jordan's- ,water sector programis, in' early 1l984, while longz 
advocated by 'USAID, contributed to implementation' delays and has increased the
 

WAJ 'sresponsibilities 'of the imiplementing agency's project management staff. 

priority on drilling' production wells has not always coincided~with the timely
 

completion of the'proect':.s ,R&D .activities., A key ,finding of the 'evaluation *v4 
WAJl and USGS to jointly review and revise the originalis the ,nee'dfor USAID 


,P'roject Implementation. Schedule focusing on: 

1., completing orocurement 'of the remaining project.-financed equipment;w'
 
technical assistance inputs;.7 
 .2.. de-veloping a timetable ,for additional 

3.pa'n ing the completion 'of the drilling program in the study area and 
4.scheduling and additional participant training in the U.S..
 

,,Ant additional extension of the PACD will probably be_ required.
 

*<'~ ~ Lesson learned~fromproject implementation:, U 

1. Project planners should carefull1y estimate all lead times for commodity 
,ndF..procem e t d' ­

on"l management. If the.
2.jProjects; 6of this'Anature require intensive "had 

unfamiliar ,iswith -AID'S. procedures, 'USAID
host, country i mp,leen.ting agency + emented innamto e e that project l 


manner.. -4 
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PROJECT EVALUATION SUMMARY (PES) - PART I 1corsyn*uU 

1. PROJECT TITLE 	 2. PROJECT NUM1tI.R J. MISSION/AIOD/it OFFICE 

Jordan
Health Education 	 278-0245 

4. 	 EVALUAT ION NUMODEA IE rMn.rthe ft.m lbofnlmalned by the 
| I Unh @.._ Cos nry AWAlOIN Adml Ctl.adCaeiii gp 


E REGULAR EVALUATION C0 SPECIAL EVALUATION 

S. KEY PROJECT IMPLEMENTATION OATES 0. ESTIMATED PROJECT 7. PERIOD COVERED NY EVALUATIONA.FIrI 41C 	 ItFUNDING 10"Wrlmet v,. -_ /R 
oblcaton 	 sPRO-AG ." lInp, A. ToW 2.249.000 T tomdygJ 5/J't.. E, .,. .1 	 980,000 IO.,o a.1
 .,0F YR F. U-% 	 on 

6/4 /85

L ACTION OECISIONS APPROVEO BY MiSSION OR A.DOV OFFICE OIRECTOR 

A. List oclaleons and/or u le..oI.aI o.q.,tl r.,.dcln Twdvr. 	 OF DATEc those It.m i further 	 I. NAM( C. ACTIOIINOTE: MIteloa 0*4ih1v which nticinhclp.. AIO/W or reglonei office clion should I CJPNSIRLE COMPLETEoj 
sCI'fY tP Of ocurn t 6.9, alrlrerni IPAR, PIOw.hkch wUl pnt r °u.tJ ACIONd.,talled FOR 

1. 	Submit request for project extension with Work 0OH August 1, 1985
 
Plan and Revised Financial Plan for 1986.
 
(Wc'k Plan should be similar to plan for 1985,
 
which details how the remaining project funds will
 
*beused for training, technical assistance, media
 
campaigns, before and after surveys and other
 
project activities.)
 

2. 	Extqnd Grant Agreement for one year from December USAID/M0H/r1OP September 1, 1985
 
31, 1985, to December 31, 1986.
 

.3. Issue Personal Services Contract for Technical !"0H October 1, 1985
 
Advisor.
 

OI INVENTORY OF DOCUMENTI TO 89 ALVI1EO PIR ASOVE DICISIONS 10. ALTERNATIVII DECIIONS ON FUTUr 
OF PROJECT 

Oa*I1 90.r.e. CI Nrei orI Oit IlerP'.Ctyl A. Coerne.wePlolJt Wthout CArqs 

flFinancil Plan ~ MIT __________ 1. Chmne9 Paolaq" D..Ign "r/of 

Lcll F ?Wm' i Eo- PO/C o ther .Ie .clfvl | " h ImpI .m.Iof ,iA 

3 Prol.,t A;,.... , " l O/P C. DI'oornlru Projecl 
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1101i,For. Aff., N. Sayeh /- i d o 
Evaluation Committee: 10H, PHCD, S. Qubain T AtinaTDfT1Prn-rJ TS D/J 

Contractor, 11.GustafsonSA.~ dao,,Aooroved: HE The !Iiniser of eah, Dr June 4, 1985n4.,9 
1330-18 (3.73) "AI7 
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In developing this PES, the Mission used a collaborative process to more fully
involve the executive and managerial staff of the implementing agency, the 
Ministry of Health. In focusing on the project's problem areas, we viewed the 
PES as an operational tool to gain support of the new Minister of Health. In 
this respect, we were successful in gaining the minister's endorsement and 
that of the MOH members of the Evaluation Conittee (and their signatures on 
the facesheet). 

The PES is the culmination of a process, described in "No. 14 Evaluation 
Methodology", that actually began in January of this year. 

For this reason, we feel the interpretation of "evaluation" for this project 
goes beyond the PES and includes the products of a series of "Special Joint 
Committee" sessions held during February and March. 

The Committee's report with resulting revanped "final" year (1985) Work Plan, 
a revised LOGFRAME, and relevant P.I.L. are Attached as (# 3, 8 and 6) and 
should be read as an integral part of the PS. 

Details are missing in the BOPS section since that material is to be developed
by the MOH in the coming months and incorporated into the 1986 work plan, now 
that the decision has been made co extend the project. Subnission by the MOH 
of the plan is due by August 1, 1985; we will firward a copy to AID/W for 
inclusion in the PES file of this project. 

The Mission plans to repeat in a more informal way - the collaborative review 
process at the end of this year as a way to keep the project on track. We 
plan to schedule a final evaluation at an appropriate time in early FY 1987. 

July 2, 1985 
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14. Evaluation Methodology 

The evaluation was conducted to conform to the Project Agreement

Implementation Plan that required that a Final Evaluation be scheduled for

April 1985 (Grant Agreement Annex 1, page 5), as this was intended to be the

final year of project. 
It not only served the purpose of complying with the

need for a biennial evaluation to measure project achievements, but also

constituted a follow-up to a collaborative review conducted earlier in 1985 by

a Special Joint Camiittee appointed by H.E. the Minister of Health and the
 
Director of USAID/Aman. That Committee was assigned to revamp the work plan

for 1985, in view of the delays experienced in implementing of the project,

and to revise the budget. The product of the Carittee, a "Decision Check

List" composed of specific activities, timetables and budgets (see Attachment 
3) was approved by the Health Minister on March 11 and by the A.I.D. Director
 
on April 21, 1985. (See Attachment 6).
 

One of the Cmittee reccmendations was that a one year extension of the
 
project be considered during the Final Evaluation. Thus, an important agenda
item was to collect and assess the evidence that the Health Education project,

under the current design project and inrrlementation arrangements, is a viable
 
project worthy of continuation beyond Dec. 31, 1985.
 

The evaluation process functioned well, with the 
inal Evaluation Group

meeting several times during April and May, and culminated in a full session
 
on June 4, chaired by the Minister of Health. The Undersecretary and members
 
of the PHC Directorate and the Health Education Division attended, while AID
 was represented by the Director (Acting), the Training Officer and the Health
 
and Population Developrent Officer.
 

15. External Factors
 

The most important external factor in the project setting, impacting

negatively in the past on the Health Education Project, has been the lack of
 
strong follow-through action and low priority given by the host government for
 
health education programs. 
This was due to budgetary and administrative
 
ccnstrainst within the MOH.
 

The Division of Health Education (DHE) is still relatively new, having been

formed only a few rmnths before the project began, and its activities have not
been easily routinized in the Primary Health Care Directorate. Administrative

approval to implement health education activities has been difficult to obtain.
 

Because of the above constraints and competing demands, the GOJ did not
 
fulfill its commitment to appoint 25 full time health educators at the
 
governorate level. 
 Similarly, requests for additional B.A.-level staff for
 
the DHE central unit were not granted.
 

16. Inputs 

A. Technical Assistance 

The technical assistance time table detailed in the project paper of 
1980 was not followed. The first long-term Resident Advisor arrived 19 months
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the project in 1980. It should be noted that a total of $580,000 of AID 
project funds have been allocated ("earmarked") for past activities and those 
planned through 1985, thus leaving an unearmarked balance of $400,000 (See
Attachment 4). Action Decision No. 1 (Facesheet) - subnission by the MOH of 
project extension request with Work Plan and Revised Financial Plan for 1986 
- will detail the expenditure plans for the final year of the project. 

17. 	 out 

A. 	 There have been more project actions generated in the last 9 months 
(since September 1984) than in the first four years of the project. 

Evidence: 

(1) 	 Three integrated media campaigns on public health problems have 
been conducted: 

-	 Immunization (Nov. 1984) 
-	 2nd Imunization Week (April 1985). 
-	 Diarrheal problems/use of oral rehydration therapy (May 1985 and 

continuing). 

(2) 	 The original artwork was designed and the printing completed for
 
400,000 copies of pamphlets and 55,000 posters on three health themes.
 

(3) 	 Six radio and six T.V. spots have 1h-en r-oduced by a private
 
advertising cotmpany (Al Khair) and all -ere approved by the MOH for
 
airing in support of the printed material distribution campaign.
 

(4) 	 A 3-week course on health education precepts and practices for 28
 
medical and paramedical personnel was held in march.
 

(5) 	 Two vehicles (Blazers) for field supervision were ordered and are
 
expected by the local dealer in June 1985 for delivery to the MOH.
 

(6) 	 A modest library holding for the Division of Health Education has been 

established with 15 reference books and 7 films. 

B. 	 Camaigns and Surveys 

This initial grant period was for five years during which ten multi­
media campaigns were to be ccupleted. "Before" and "after" surveys were to be 
conducted to evaluate each of the campaigns. In retrospect, the target number 
of campaigns was overly high, taking into consideration that training of new 
staff 	was required prior to the formation of a central staff capable of 
carrying out campaigns. Similarly, the campaign - relaced surveys, although
scientifically merited, were also too ambitious, given the complexity and 
relative sophistication of quality sample surveys, and the scarcity of MOH 
personnel experienced in survey-taking.
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The best indicators to improved health status, rates of mortality andmorbidity, are determined by a multiplicity of medical, social andepidemiological factors. Therefore, it is near impossible to single out the
influence of one program, health education, on the general health status of
the Jordanian public, particularly in light of the incomplete reporting 
ofvital statistics. Yet, based on ross-cultiral experiences, the causual
linkage hypothesized between public dissemination of knowledge on correct
health practices and positive change in behavior of a significant segment of

the exposed public is still considered to be valid.
 

An indication of project impact is the modest increase in vaccination
 
cases at lMIH reported by clinics following the Novenber 1984 immunization
 
campaign.
 

20. Beneficiaries
 

As stated above, the beneficiaries of this project ultimately will be
the lower income groups in Jordan, as those who suffer most 
from preventable
diseases. 

21. Unplanned Effects 

One impoitant and positive spin-off effect not foreseen in the projectdesign was the active participation of the Division of Health Education in thedevelopment of the new MOH Health Care Service Expansion Plan, to be partially
funded under a World Bank Loan. 

The DHE developed a five year plan for health education which includedfive physician positions for the governorates (to be provided under this
project through the renewed ccnrfitnent of the MOH) and 70 other healtheducation positions for twenty corprehensive health centers and fifty health
centers. A substantial budget for ten mobile audiovisual vans, fifteen 
passenger vehicles and basic audio visual equipment for health education
activities at the governorate and local levels was also approved as part of
the Service Lxpansion Plan. 

The existence of a functioning Division of Health Education was crucialin the channelling of World supportBank to this ambitious future expansion of 
health education in Jordan. 

22. Lessons Learned
 

In retrospect several factors stand out as explanatory elements in the 
project's slow progress to date. 

It is clear that the MOH was not prepared to fully support the new,numerous and complicated activities as jointly approved in the GOJ/ USAID 
grant agreement in September 1980. 

Project activities could have been phased more effectively with earlyconcentration on institutional/manpower development at the DHE level through
emphasis on health education in-country training and long term fellowships. 
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to public health issues and educate the puhiic of these problens. For
 
example, UNICEF and WHO cntribute occasional articles to the press and the
 
UNFPA subsidizes the Ministry of Labor and Social Develogrent to organize
 
classes that include family health advice for workers. Yet the MOH as the
 
primary national source of health information has still not internalized the
 
role of health educator and, understandably, will do so only through

"practice". 

The MOJH has agreed "to practice" through its conitment to the World 
Bank to place, by 1986, health educators in the medical directorate of each 
governorate, who will be responsible for supervising health education 
programs. Additionally, there is in the World Bank loan ($13.5 million) a 
funding component for audio-visual equipment, materials and vehicles for use 
by the trained staff of health educators to be assigned to 51 sites: the 38 
new PHC and canprehensive health care centers and the 13 refurbished 
facilities. It can reasonably be expected that the AM)supported project will 
increasingly be seen by the MOH hierarchy as a valuable tool to train central 
staff and governorate personnel to use health education materials effectively, 
one of the principal objectives of this project. 

In summary, there is genuine cause for belief in a more positive and 
agressive future for this project than its past performance would indicate. 
At this time, there appears to be a growing understanding of the project's 
.purposes and objectives. Perhaps it is ncw possible to implement activities 
as planned with minor modifications and a somewhat less ambitious schedule. 
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,he valuation'.was undertaken, to assess project progress in what was to be
 
t hfin l year of project implementation. The evaluation was the result 

.-a ottv review conduicted earlier in 195by a special-joint, * 

crfiteemd~po representatives from the implementing agny the
 
Ini'stry fHealth, aiid,USAID/Jordan.., The Committee's work led to
 
Lrvsosofte-95wr plan and the project logframe,_as wellas to a
 
re,corriiindation that the project be extended for an additional year. 1 ,e. 

nti11Dcemer,31,.l986. (A formal request from the MOH for project
 
e xenio 'is expected in August 1985),.
 

±dhe Health Education prbj~ct evaluation reveals that despite lengthy
 
*rplem~tationdelays,'the~project shows substantial improvement.in-progress
 
to;r a-- evn proct-,objectives,, compared with results achieved at the
 

en.- ckthe''first evaluation period (May 1983) . Project activity incpreased 
 '+.+,.' ' ,o4- ,+'',. 

,tgifcntysnethL last evaluation-, aided by~the return and're­
AA'tegration~othe Project Director from long-term training and 'the arrival
 
f a~new long-term technical advisor in June 1984. Three integrated media-­
ampigns conucted,'pamphlets and posters on three health.hgbe- -.. 
'been'IpitIesxrdIiand TV spots have been produced and approved for'~ 
aring..by the MOH,~ a short-term course 'on health education precepts -anfd.. 
pxact'ices-was held, two project vehicles have been ordered and should be 
delivered shortly and a modest library for the Division of Health-Education, :.: 
h The proj~ct antici Ipat'ed 10 multi-re-ff"aanp-ai-gn -

I 
­

~s b jen established. that 

-'ouild'be .conducted diiirrg LOP, with ,"before" and "after"~ urvey-s condu~t-e-d
 
~in, conjunctio~n with. each camdpaign. The evaluation reveals that-tti' -­
-tarigeted,number of campaigns was overly high and plans for th6 camp~.ign-relatEd
 
+urveyt were also&"overly ambitious;,it is expected that 4 surveys wilL.. 
 -. 

&;,-entualybe conducted: a baseline survey in 1985, anobthier-47 1-±986­
.,an.be o~e and 

, 

."after" surveys conducted in conjunction with a single
 

h alIth theme or problem campaign..'- .­

.JKey-findings,of the evaluation include the importance of the commitm. nt 'of
 
raigasrn'ealth 


icar .ingout 

the inplementing lgnyi Education Division and
 

health education campaigns. The MOH was'l eArL± sopt
 
-thisp Ioject.whichesiltedV inA conside'rable project delay.'' The process 
 . 

',aV Cnewe IllbL-involVedtin the Hedth'Education evaluation led toc-' 


1 )-Conduct and (Institutional2.ze well designed and implementedthdl1L!
 
edcation"activities. as a 'part of 14MQH""rgas. ~ c
 

. r ...... ..... ..... ­

http:Institutional2.ze


The importance of public health education in promoting a preventive
 
it was when the project was
care mentality in Jordan is still valid as 


under design.
 

Lessons 1ear,,ed are:
 

1. 	 A project of this nature requires that contractor TA be identified
 

and recruited early in life of prcect and
 

Given the requirements for creating of a new institutional unit
2. 

- the Division of Health Education in this
within the GOJ 


case - staff training must be done early in LOP in order to
 

permit later project activities undertaken by this staff.
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CLASSIFICAT ION 	 Report Control 
PROJECT EVALUATION SUMMARY (PES) - PART I Symbol U447 

1. PROJECT TITLE 2. PROJECT NUMBER 

INCOME 

5. KEY PROJECT 

A. 	First 
PRO-AG or 
Equivalent 

FY 

3.MISSION/AID/W OFFICE
278-0247 1 USAID/JORDAN
 

4. EVALUATION NUMBER (Enter the number maintained by the
TAXX 	ASSISTANCE PROJECTIN COSMSTIAST N C E P OJ E C TF reportIngunite.gCountryorAID/WAdmnIstrativeCo.,
 

IMPLEMENTATION 

B. 	 Final 

Obligation 

Expected 
FY...B4 

A. List decisions and/or unresolved Issues: cite those Items nradlng further study. 
(NOTE: Mission decisions which anticipate AID/W or regional office action should 

specify type of document, e.g., airgram, SPAR, PIOwhIch will present detailed request.) 

(1) Monitor progress to determine need for 

PACD extension of six months, i.e. until 

6/30/87.
 

(2) 	Review financial plan and implementation 

plan, revise if necessary. 


(3) 	 PASA amendment with IRS to provide fully 
fund services required. 

(4) 	Prepare revision to:PIO/-T-, if necessary 


9. INVENTORY OF DOCUMENTS TO BE REVISED PER ABOVE DECISIONS 
''
D implementation Pla 


Projecte.g., 
 CPI Network 	 Other Spcif 

Financial Plan FIPIO/T PAS A 


j]Logical Framework l'IO/CR other (Specify) 

Project Agreement 0 PIoP 

11. PROJECT OFFICER AND HOST COUNTRY ORITHE ( RANKING PART ICIPANTS 
AS APPROPRIATE (Names and Titles)D0OUGLAS L. SHEL 0 PPRJE C0 ITDOUGLA L.~Signature 

Ic l Y er, Serial N o. b egilnnng w ith N o. 1 each F Y ) 8 ­

@ REGULAR 

DATES 6. ESTIMATED PROJECT 

C. Finel FUNDING 
Input A. Totl $ 3 
DellveryT B. U.r 000-
FY-! 

EVALUATION I SPECIAL EVALUATION 

7. PERIOD COVERED) BY EVALUATION 

(/ 
To
F8 (month/yr.) 6 85 

m 	 .2r 
Date of Evaluation 
Review 

8. ACTION DECISIONS APPROVED BY MISSION OR AID/W OFFICE DIRECTOR 

8. NAME OF 
RESFONSIBLE 


FOR ACTION
 
OFFCER 

C. DATE ACTION
 
TO 8E
COMPLETED 

PROJECT OFFICER
 
(D. 	Masters)
 

IROJECT OFFICER
 
(D. 	Masters)
 

M/SER/CM 9/30/86 
(D. 	Masters)
 

PROJECT OFFICER 

10. ALTERNATIVE DECISIONS ON FUTURE 
OF PROJECTr7
 

A. 	 Continue Project Without Change 

WITH TR )3. ] Change Project Design and/or 

Change Implementation Plan 

C. 	 Discontinue Project 

12. Mlsslon/AID/W Office Director Approval 

& 

LARRY SCOLLICK, EAM EAD 
TypeodNames 
Gerald F. Gower 

Date 

August 20, 1985 
AID 1330-15 (3-78) 



USAIDIJord~n
 
Income Tax Assistance, 278-0247 


rE-XT DESCPF;:CThe purpose of the project is to 
enhance the institutional capacit 

AID-financed technical assis­
or income tax administration 

within the GOJ. 


bnce provided by IRS advisors 
focuses on developing institutional 

maturity
 
implementing
 

three units of the GOJ Department 
of income Tax (DIT) , 

e automated data processing capacity. 
ilf-assessment, and improving 

DIT 

WNIZAT I O AT K.'D U.S. LOP MWN ILIT PSMBA f5CA- [ a r Mo r (Spcity)8/20/85,85-4 

sk.CialBY,~aOAh ..!1, DATE s
?M.A~4EPAREqf

j'€y Carmichael Ha O - T.r.inA1
I er PO :TRisho l,,VLas'1n -Evaluation :RBrown l

"/2/85PR14 


This second interim evaluation was scheduled in project amendment No. 
1 to
 

assess: progress of the DIT in providing adequate personnel for-the new work
 

groups and computer section; operational status of the new computer system
 

and progress in developing/implementing the new programs and related
 
the new work groups in respect to project
procedures; and achievements of 


outputs and purpose. The PES focuses on the utilization of project inputs
 

and progress to date towards achievement of project outputs which 
were
 

was amended in June 1984 to provide additional $i
revised when the -roject 

million AID funding and to extend the PACD to December 31, 1986.
 

a tax
Substantial progress has been made in the development of 


administration capacity, particularly in respect to ADP applications.
 
is somewhat behind the schedule in the
However, project implementation 


amended project paper due to delay in the procurement of the GOJ financed-.
 

long term IRS ADP advisors and the formal organization
computer, arrival of 

of new DIT work groups. Since the last project evaluation, the initial IRS
 

ADP advisor was reassigned, and despite mutual agreement to fill the vacant
 

position quickly, new long-term data processing advisors did not-a--ve­

until January 1985,- 15 months after the departure of th. original. advisor.
 

Although partially ameliorated by short term technical assistance, seIious
 

data processing validity problems developed from system breakdowns. The
 
contex- nf taogf .acr-k--
three-member tax team now in place assists in the 


groups: audit and collection, systems procedures and .nai'sis and computer
 
15 ic: cicipantzcprogramming. In:th "training area, nine out of 


INTAX program. Specialized Lraining
-project revision have attended the IRS 

on a

for the computer section was to be on a self-study basis but proceeded 

from modules develope&'y thb DIT
 more traditional basis when test results 

t-arnd the University of Jordan were not encouraging. The training function 

with the.DIT has become well-established for basic accounting, auditing and 

installed in March lg85--5ca-metax'law courses. A new computer system, 

1985, and new e>:parided facilities have beenfully operational in May 

pro 'en,, identified in th%-rJ-ious1provided. The counterpart personnel 

forMation of the basis in.May
evaluation, has been resolved through the 

the Public info-mrttOn and
195. GOJ employees have now been assigned to 


-.Training section, and personnel in the computer section appear to be of
 

:adequate caliber.
 

t
I 
iThe project purpose is attaihable with a possible need for a 6 


PACD due to delays cited above. No additional funding is
extension of and now that the full tax team is in place, the com )uter _has'-Lanticipated, 

been installed and the counterpart wnrk groups established, 
the project-is
 

'vc OA
 
on track. Progress in meeting proj zt objectives is considered to e) 

accelerate. 

-

-.A...
 



Contd.
 

Implementation experience indicates that the timely availability of
 
technical assistance is crucial to project success. Another lesson learned
 
stems from the fact that the transfer of automated data processing
 
technology to a department with limited experience in the use of computers
 
presents difficulties, particularly in building institutional competence and
 
clarifying reasonable expectations on the role of the computer.
 



278-0186 I USAID/JORDAN
 
JORDAN VALLEY FARMERS ASSOCIATION 4. 	 EVALUATIONNUMBER IEnterthenumbermaintained bythe 

reporting unit e.g., Country or AID/W Administrative Code 
F IscalYear.Serll No. beginning with No. 1 each FY) P Ch 85 -1 
PROJECT COMPLETION REPORT
 
" REGULAR EVALUATION 0 SPECIAL EVALUATION
 

5. KEY PROJECT IMPLEMENTATION DATES 6. ESTIMATED PROJECT 7.PERIOD COVERED BY EVALUATION 

A. FIrt B. Final Q Final FUNDING 	 From(month/yr.) 9/77
PRO-AG ort Obligation Input A. Total S 1 .773 m o 	 imonth/vr.i 92/8Eluiva e Expecv Delely 	 To mont /vri 12 / 4
VyFY FY678 FY B. U.S. S 1D1..I Date of Evauation 

---- --	 ~Review.. ._ 
8. ACTION DECISIONS APPROVED BY MISSION OR AID/W OFFICE DIRECTOR 

A. List decisions and/or unresolved Isues; cite those Items needing further study. B. NAME OF C. DATE ACTION 
INOTE: Mission decisions which anticipate AID/W or regional office action should•RESPONSIBLE

specify type of dlocumnent. e~g., slrgram, SPAR, PIOtwhlch will 	 OFFICER C TOOMPEBE TEpresent detailed request.) FOR ACTIONC MP TE
 

Project CompLetion Report. No follow-on
 

projects are planned or anticipated.
 

9. 	 INVENTORY OF DOCUMENTS TO BE REVISED PER ABOVE DECISIONS 10. ALTERNATIVE DECISIONS ON FUTURE 
OF PROJECT 

S rimplementation Plan
 
Project Paper 
 e.g.,CPI Network 	 Other (Specify) A. Continue Project Without Change 

Financial Pian PIO/T B. Change Project Design end/or 

l e 
Other (Specify) Change Imp em ntation PlanLi Logical Framework PO/C E 	 L 

Project Agreement PO/P 	 C. Dicontinue Project 

11. PROJECT OFFICER AND HOST COUNT14Y OR OTHiER RANKING/A IP T 12. Mission/AID Office Director Approval 
AS APPROPRIATE (Nari es and Titles) I naon 	 MiSi 

F.QUSHAIR, USAID PROGRAM SPECIALIST (AGR).. S'igature
 

J.ZUREIKAT, DEPUTY DIRECTOR GENERAL, JVFA-'.
 
D. GOONETILLEKE, SUPPLY ADVISRO, JVFA TypedRName /W"
 

D.SCHRODER, USAID, AGRICULTURAL ECONOMIST&' 0i CE LD r ER
 

W.FURTICK, USAID AGRICULTURAL DEVELOPMENT.6 2c..6,-r- 5 ; '*f""
 

Alt F1 # .	 , 

2.3
 



- 'IL- -NEAR EAST EVALUATION ABSTRACT
 
PROJECT TITLE(S) ANO NUMBER(S) 


MISSION/AIDIW OFFICE 

Jordan Valley Farmers Association, 278-0186 
 IUSAlD/JP.iAl, 
PROJECT DESCRIPTION ihrough the prcisvion o U.7.technical assistance and trainin.,
the purnose of the proiect is to "assist the Jordan Valley Farmers Assoc.
inestablishinn policies and orocedures and developing via5le operating
systens in'the specific areas of: (1)Overall nafanement/planninq; (2)Farm
manaoenent, ouidance and information; (3)C6dit; and (4)Supply.
 

AThORIZATION DATE LOPAND U.S. FUMINJ AMOFLWF PES MUFSER CR TEPES PES TYPE
 

FY 77 $1.51 ri 1iion 85-1 89/29/35 jReguiarASTR.CAT PREPARED Qother (specify)BY. OATE ABSTRAC CLEARED Or. TE i:David Schroder PO:';Furticky_ 
P.: .Iohn Q Special
Actino USAID Evaluation P0:T,0is!oi _r Teminal

Officer - 8/29/85 GRBrown 
 TVrm-nal
 

This evaluation was undertaken to assess project progress of the Jordan Valley
Farmers Association (JVFA) since the last formal evaluation PES 80-4 and serve
as a 
project completion report and final evaluation report of the JVFA.
 
The Project Completion Report/Final Evaluation (PCR/FE) draws from information
sources such as past project evaluations, a 
special review conducted inMay
1983, Mission in-house project reviews, press reports, and discussions with
JVFA and Jordan Valley Authority (JVA) staff. 
 The JVFA project was an
institutional building project designed to strengthen management capabilities
and provide services to association members. Implementation ended in 1984 and
all funds have been disburseo.
 

The PCRFE reveals that despite commodity procurement delays and
imple'mentation problems the project has made significant progress towards
achieving the project purpose and goal. 
 Vegetable yields inthe Jordan Valley
have increased approximately 115 percent since 1977 when the JVFA was
created. Approximately 4,700 farmers have been provided with farm services
such as farm inputs, information on 
improved cropping practices, production
credit, etc. 
 External factors such as budgetary constraints on government
expenditures, the association operating under temporary by-laws and the
non-implementation of certain activities such as 
product marketing resulted in
the JVFA not fully meeting its project purpose. There have also been internal
factors which produced negative results and adversely affected achievement of
project purpose. 
 These include delays incommodity procurement, the late
recruitment of the Farm Input Supply Advisor, the JVFA staff lack of
understanding of AID regulations and procedures, 
and
having to implement this project thru another agency (Jordan Valley Authority).
 
Key findings of the PCRVFE include the importance of the commitment of the
Government of Jordan incontinuing to support the JVFA as a 
potentially viable
institution serving Jordan Valley farmers. 
 The GOJ has established a
committee to evaluate the JVFA and make recommendations that will improve the
management capacity of JVFA and its financial 
situation. However, the Project
 



.Officer beiieves that the JVFA is unlikely to be able to carry-out
 
its overly ambitious programs outlined in its by-laws due to
 
inadequate management abilities of its staff and the cash flow
 
problems currently facing the association due primarily to low
 
repayment of production loans and underpricing of farm inputs
 
sold to farmers.
 

LESSONS LEARNED ARE
 

1.Avoid, whenever possible, working with more than one
 
institution with respect to administrative matters. USAID)
 
was working with the JVFA through the JVA and this
 
contributed to delays in executing project activities.
 
The JVA gave excellent support and cooperation to this
 
project. An effort should have been made to clearly
 
delineate the actions required from both the parent

organization, the JVA, and the direct recipient, the JVFA.
 

2. Evaluations should be conducted with "outsider's"
 
participation to allow more objectivity in measuring
 
project progress and impact.
 

3. The GOJ Project Managers of AID-funded projects should be 
encouraged to receive training in AID regulations governing

project implementation and evaluation.
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UNCLASSIFIED App. 5N, Ch 5, HB 3 
CLASSIFICATIONPROJECT EVALUATION SUMMARY (TM 3:26) 8-3-78(PES) - PART I Reon Syr-l UA4 

1. PROJECT TITLE 2. PROJ CT NUM E 3 MIS $ON AID ER A OFFIC 

278-0232 
 USAID/Jordan
School Consti uction 4. EVAL.UATIONII fvrotlln . @4.,NUMUF.RCountry(firofor AIO/W hmAdmiistrt.,iv.r nI Cod.n 0bV the 

Final Y.,t. Sial No. beginning wh 4o. 1 each FPCR 
SREGULAR EVALUATION 0 SPECIAL EVALUATION 

KEY PROJECT IMPLEMENTATION DATES 8. ESTIMATED PROJECT 17. PERIOD COVERED BY EVALUATIONA. Firt a. Final C. Final F JNDING3PRO.AG Prom(montiyr.)or Obligation Input ° r/R1A. Total s 13. 24 7M Fro 7/REqC ,velent Expected rD _elvery [ (monthlyroFY_8AfEvTloetlonrvE QFY~ O~tlerv . ~ 6 7O-11u4iO n 8 /85 8. ACTION DECISIONS APPROVED BY MISSION OR A:DtW OFFICE DIREC70R 
A. LhI osclelons ond/or unrosovIssus, clie those hent naoolng further "udy.INOTF: MIfgIOl declions which qntlcipate AID/W o regional office ectlon 

U. NAME OF C. OATE ACTIOlshouldeOclfy tYPO of document. e.g,. olrvrem, OFFSICERSPAR, PIOwhlch will TO fIpresent detaled rtuesL) FOR ACTION COMPLETED 

This document serves as 
both a Project
Assistance Completion Report and as 
a
 
Completion Evaluation.
 

The positive results of the implementation

arrangements of this project should be
followed if and'her School Construction
 
Project is undertaken.
 

Visit karak School following opening of

fall 1985 session to assure-scool is
properly utilized. 
 If not, recommend an
appropriate course of action, including

refund claim.
 

Offer assistance either via TSFS or TDY
of AID Direct Hire to review MOE methodology

for site selection and student population

estimation. 
 Any follow on projects should

be more precise in determining site
 
selection criteria.
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Abdullah Alhiad, Project Officer, USAID/Amamn 
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School Construction II, 
278-0232 

USAID/Jordan
 

DO UPTIM This project was designed to assist the GOJ 	to effect universal
compulsory cycle (primary) education in Jordan. 
The project purpose is to
"help satisfy demand for school classroom space-with modern, efficient
teaching facilities".
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This final evaluation/project completion report of 
USAID's grant of 
$6.7
million and Government of -Jordan's $6.5 million on
project was 	 School'Construction II
prepared by the project officer and reviewed by the project.
committee. 
 The project officer interviewed headmasters, Ministry of
Education and Government of Jordan officials 
as
information from project records, ::eports 
well as extracted
 

and files. 
 AID Grant funds
were disbursed by the modified Fixed Amount Reimbursement (FAR). method in
four payments which were not made until construction stages 
were entirely
and satisfactorily completed and for final paymint USAID received from
the Ministry of Education (MOE) an "implementaton plan for staffing,
furnishing and equipping the school".
 

This project was designed to assist the GOJ to effect universal
compulsory cycle (primary) 	education in Jordan.
to 	 The project purpose is
"help satisfy demand for school classroom space with modern, tfficient.
teaching facilities".
 

The project has had.rema-rkable success 
purpose. 	 in achieving its outputs.and -
Project outputs were the construction, equipping artd-sti-fTng
of 14 school buildings in 9 different cities,
Jordan. town and villages.of .
These schools are distributed in rural and urban areas
low income population. 	 and serve
All 14 schools were 
completed on 
time and 13 
of- ..the schools were equipped, 	furnished,

school at 	

staffed and operational.- a0j--
Karak is not yet operational, but is expected to
operatio 	 be put into..
by the beginnirg of the 
school year in September 1i985-;........"
 
Based on discussions with headmasters/headmistresses during site visits
to most. of 
the operating schools, the project officer concludid
new schools have caused desired improvement _h __ "."
 
student/teacher*ratio. 	 in space/student and
Although the project goal and purpose were
achieved, MOE is still in need of. 159 
compulsory cycle schools
33 percent of 	 to replace
the rented schools which are structurally unsafe and-.
unsuitable for educational purposes.
 

* 	The PCR identifies areas 
where further attention is needed esfe-ihfly in
the selection of appropriate sites, types of 
instruments to guarantee
clear transfer of 
land ownership, and the 
use 
of these school fUtq= -

for non-compulsory education levels.
 
LESSONS LEARNED: 
The major lessohs learned from this project relate to -. contract management and disbursement of funds, and the 
use of._pr-1iu___


ovaluations
and recommendationion
I 
design of 	 I in he.
School Construction II.
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PROJECT EVALUATION SUMMARY
 

WATER SYSTEMS AND SERVICES MANAGEMENT (278-0259)
 
FIRST INTERIM EVALUATION
 

INTRODUCTION AND BACKGROUND:
 

The Water Systems and Services Management (WSSM) project began in
 

August, 1983. The project purpose is to develop and improve the
 

institutional capability of public and private organizations in
 

Jordan's water sector to conserve and manage water resources and as
 

part of that effort, to extend and improve certain municipal water
 

distribution and wastewater collection facilities. U.S. life of
 

project funding consists of $17 million in loan funds and $4
 

million in grant funds. The Jordanian implementing agencies are
 

the Water Authority of Jordan (WAJ) and the Ministry of Planning.
 

U.S. project inputs consist of: 1) provision of technical advisory
 

services for water quality monitoring, WAJ training, and public
 

sector managerial skills upgrading; 2) financing the design of
 

water and wastewater systems and construction supervision for ten
 

cities in Jordan; and 3) financing the construction of water and
 

wastewater facilities in Karak and Tafila, two cities 
in souther
 

Jordan. WSSM places special emphasis on private sector technology
 

transfer. In the design phase of the project, the three Jordanian
 

firms which were contracted for facility and system design for the
 

ten cities were required to form sub contractual relationships with
 

U.S. sanitary engineering design consulting firms. The design of
 

water distribution, sewerage collection and treatment and storm
 

drainage for the ten cities were divided between three
 

associations: Arabtech Consulting Engineers and CH 2 M Hill
 

International; Consulting Engineering Center and Black and Veatch
 

International; and Jouzy and Partners Consulting Engineering Bureau
 

and Engineering Science Inc. The design phase of the project ended
 

in mid-1985; the First Interim Evaluation was conducted in
 

February-March 1985, and the evaluation contractor's final report
 

was received by USAID/Jordan in June 1985.
 

OBJECTIVE:
 

The objective of the First Interim Evaluation was to determine the
 

progress of the three Jordanian firms in developing improved
 

capabilities to complete sanitary engineering design projects.
 

Secondary objectives were to identify, or indicate, the technology
 

transfer; define and evaluate the mechanisms used in the transfer;
 

and to recommend means of improving the mechanisms for the
 

technology transfer.
 

Data was obtained through the review of available references.
 

Numerous discussions were held with the Project Managers and
 

project related personnel from the Jordanian firms, the Project
 
Ministry of
Coordinators of the Water Authority of Jordan, the 


Planning, and USAID/Jordan. In addition, there were discussions
 

and/or correspondence with the Project Managers and project related
 

staff from the US firms, after these personnel had returned to the
 

United States.
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The evaluation system utilized in 
the First Interim Evaluation was
 
the system developed and used 
in the Baseline Survey Evaluation.
 
This was consistent with project design and produced results which
 
were themselves consistent and comparable. The differences in the
 
two evaluations measured improved capabilities and also were
 
indicative of technology transfer during the design phase.
 

MEANS AND METHODS:
 

All three of the associations used virtually the same means for the
 
transfer of technology during the design phase of this project.

The differences came aout more ii the degree of application of the
 
methods, the time exposures for transfer and the areas of
 
technology transfer. rhe 
transfer for purely technical matters
 
included the use of le:tures (in varying de rees of 
intensity and
 
topics), special seminars by long term and short term US 
personnel,

provision of referE ce aterials, and one-on-one training as the
 
opportunities arose dur..ng the design process.
 

In addition to transfer on purely technicaa matters, two of the
 
associations undertook Lhe 
t.ansfer of management technology and
 
techniques. The third asscciation made a conscious decision not 
to
 
include this area, based on 
the desires of the Jordanian firm. In
 
the instances where pro-ect management issues was addressed, the
 
general approach was strikinclv similar for both associations. The
 
U.S. subconsultant was instrumental as 
the lead in defining and
 
instituting project management organization and philosophy. The
 
lead responsibilities were then shifted to 
the Jordanian firm. In
 
one case this was done with an informal approach with the US
 
counterp&rt playing a low key but highly supportive role 
as
 
needed. In the other case a rigidly defined chain of command was
 
established and scrupulously adhered to in conducting project

activities. 
 Both of the jordanian firms felt comfortable with
 
these two differing approaches. They felt they had learned
 
valuable lessons from these two approaches even though they were
 
different in application.
 

Each of the associations did something a little different in 
the
 
technology transfer process. Examples of individual activities
 
which were utilized include: field trips within Jordan to visit
 
existing systems for a better understanding and appreciation of the
 
application of theoretical knowledge, an extensive participatory

workshop using a case 
study and group problem solving approach,

lectures and seminars by outside experts, and a combination project

review and training trip to thE office of the US consultant.
 

EVIDENCE OF TECHNOLOGY TRANSFER:
 

All three of the Jordanian firms showed evidence of technology

transfer and increased capabilities in the following common
 
elements:
 

All developed, or expanded, their library of reference
 
materials such as textbooks, technical publications,

periodicals and catalogs.
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All acquired, or added to, existing, general and technical
 
specifications for sanitary work.
 

All acquired, or added to, existing, standard details for
 
sanitary design work.
 

All gained experience and confidence in the design of
 
sewerage treatment plants.
 

All gained a greater appreciation of the needs of project
 
financed by international lending agencies.
 

INFLUENCES-EFFECTIVITY OF TECHNOLOGY TRANSFER:
 

The influences can be divided internal and external as follows:
 

Internal Influence-:
 

Individual desires of the Jordanian project personnel to gain new
 
technology, the commitment levels of the firms and their
 
willingness to provide corporate support for technology transfer,
 
the individual personalities of the Jordanian and US
 
project-related staffs can all be classified as internal influences
 
on technology transfer.
 

External Influe.ices:
 

This phase was the change from the Water Supply Corporation (WSC)
 
to the Water Authority of Jordan (WAJ) and the multiplicity of WAJ
 
Project Coordinators. This no doubt actually enhanced technology
 
transfer even though it may have had adverse impacts on scheduling
 
and costs.
 

Virtually everything that was tried to effect technology transfer
 
was successful, in varying degrees. The field trips, and the
 

participatory workshops and seminars were very effective methods
 
most
for transferring technology. As might be expected, the 


effective means of technology transfer was the one-on-one working
 

opportunities. The least effective approach was reading, or
 

studying, outside the normal work environment. The next least
 

effective method was the lecture approach unless closely tied to
 

the design aspect and immediately followed by hands-on applications,
 

RECOMMENDATIONS AND COMMENTS:
 

1. 	 Major technology transfer efforts, especially in
 
ion-technical areas, should be continued to be grant funded.
 

It is difficult for a newly developing country to hold to the
 

long view and commit scarce financial resources to training.
 

This may appear to benefit a few in lieu of meeting immediate
 

critical needs of the masses for such essential items as
 

potable water supplies.
 

'H
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2. 	 AID should try to obtain agreement from the host country to
 
add the needed funding and manpower to any planned project.
 
This will allow for the technology transfe.: in addition to
 
the completion of the other project elements. It is possible
 
for a critically tight project scheeile to cause advers
 
effects on the technoloqy transfer activities if they are
 
only an adjunct to the main project activities.
 

3. 	 Define the Scope of Work for the technology transfer
 
activities and require a planned approach with scheduled
 
milestones and deliverable items.
 

4. 	 Encourage the use of participatory workshops and seminars as
 
training tools.
 

5. 	 Continue the requirement for the provision of all lecture,
 
seminar and workshop notes for future reference of the host 
country personnel. This should be matched with a continued,
 
or increased level of supplies of reference materials and
 
equipment undez the contracts. These items will remain and
 
be useful long after the US consultants have departed. 

6. 	 Attempt to schedule lectures linked to ongoing project work
 
activities and to be followed by practical application in
 
problem solving.
 

7. 	 Increased use of field trips on a selective basis within
 
Jordan, the region or to the US. These should be working
 
trips, for qualified personnel, to observe and understand the 
design and operational concepts as they are applied and
 
practiced. Such training will provide a better appreciation
 
of the relationships between the theory and the practical.
 

8. 	 The short range gains under this project have been real and
 
identifiable. How well the newly gained technology will be
 
retained and applied by the firms and individuals involved in
 
this project will depend on the ability of the firms to
 
obtain additional sanitary design projects. If additional
 
opportunities are not provided to utilize, reinforce and
 
adapt this new technology, it may be lost. If new sanitary
 
projects are obtained, this new technology will improve and
 
reinforce the capabilities of these Jordanian firms for
 
sanitary design.
 

CONSTRUCTION SUPERVISION BASELINE:
 

The project paper envisioned a baseline survey of the construction
 
supervision capabilities of Jordanian firms to be used as the point
 
of reference to identify the increased capabilities and indicate
 
the technology transfer during the construction phase.
 

The construction supervision contracts had not been finalized at
 
the time the evaluation was prepared, but all three of the
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above-mentioned Jordanian consulting firms submitted cost proposals
 

and negotiating discussions were underway. Although #1he project
 

people had not been selected and the agreements with che US
 

subcontractors had not been finalized, it wad decided that it wou.LQ
 

be cost effective to begin the construction supervision
 
evaluation. The objective evaluation was undertaken as.part of
 

this study. The subjective evaluations will take place at the time
 

of the baseline evaluation of the Jordanian contractors when all
 

agreements have been signed and the project people are in place.
 

The objective evaluation is based on a system developed along the
 

same lines as the evaluation format for sanitary design
 

capabilities. The Construction Supervision Development Index
 

(CSDI) also reduces to a single pure number that is a useful
 

indicator of the variance in the capability of a firm in
 

construction supervision over time.
 

q3
 



Water Systems and Services Management (278-0259) USAiD/Jordan
 

PRUCE. 	 DESCRITZ:O To develop and improve the institutional capability of Jordanian 

private and -public organizations in the water sector to conserve and manage
 
water resources; and as part of that effort, extend and improve certain
 
municipal water distribution and wastewater collection facilities.
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The First Interim Evaluation was conducted in March 1985 to determine the 
progress of Jordanian firms in developing improved capabilities to 
complete sanitary engineering design projects. Te Water Systems and 
Services Management (WSM)project places special emphasis on technology
 
transfer by requiring that Jordanian firms be prime consultants and
 
contractors with U.S. firms acting in the roles of subconsultants and
 
subcontractors in the design and construction phases of the project.
 
This evaluation was conducted near the end of the design phase to assess
 
technology transfer from three U.S. subconsultant firms to three
 
Jordanian consulting firms, drawing from a baseline survey conducted in
 
February-March 1984. The evaluation team also developed baseline data
 
for technology transfer in construction supervision, as the same three
 
Jordanian design consultants had submitted cost proposals, negotiating
 
discussions were underway, and these consulting firms were likely to be
 
awarded the construction supervision contracts.
 

When 	this evaluation was undertaiken, the project's design phase was
 
nearly complete. Two of the Jordanian firms (with their two respective
 
U.S. 	subconsultants) were finishing design of: water distribution
 
systems, sewage collection and wastewater treatment facilities, and
 
stormwater drainage systems for four cities in southern Jordan. The
 
other Jordanian firm --- the largest of the local consulting firms --­
was completing design of similar systems and facilities for six cities in
 
northern Jordan. The U.S. personnel associated with the three American
 
subconsultants had returned to the U.S. in early 1985.
 

On the basis of changes in the Overall Capability Index developed in the
 
baseline survey for each of the three Jordanian firms, the evaluation
 
revealed that all three firms increased their capabilities, indicating
 
evidence of technology transfer. All had:
 

1. 	 Developed or expanded their reference material libraries.
 

2. 	 Acquired, or added to existing, general and technical specifications
 
for sanitary work.
 

3. 	 Acquired, or added to existing, standard details for sanitary design
 
work.
 

4. 	 Gained experience and confidence in the design of sewage treatment
 
plants.
 

5. 	 Gained greater appreciation of the needs of projects financed by
 
international lending agencies.
 

....................
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Virtually everything that was tried to effect technology transfer was
 
successful in varying degrees. The least effective approach was reading
 
or studying outside the normal work environment. The most effective
 
means was via one-on-one working opportunities.
 

An important conclusion of the WSSM project evaluation is that although

short term gains in increased capabilities are real and identifiable, how
 
well technology will be retained and applied will depend on the firms'
 
ability to obtain additional sanitary design work.
 

Lessons learned from this evaluation which are relevant to design of
 
future technology transfer oriented projects are:
 

1. 	 Scopes of work for technology transfer activities should be defined
 
showing planned approaches with scheduled milestones and deliverable
 
items.
 

2. 	 The use of tools such as participatory workshops and seminars, and
 
lectures linked to ongoing project work activities followed by
 
practical application in problem solving should be encouraged.
 

3. 	 Major technology transfer efforts, especially in non-technical areas
 
should continue to be grant-funded.
 

964g"
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This is a joint Terminal Implementation Evaluation
 
report of the VD II and VD III Projects. No
 
further follow-up is needed, as both projects
 
are completed.
 

USAID plans to conduct an overall evaluation of
 
the Jordan Valley development experience. Mid FY 1985
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VILLAGE DEVELOPMENT II (278-0205) USAID/JORDAN
 
VILLAGE DEVELOPMENT 111(278-0221)
 

PRC.JC7 DES:CR3L:O0 The purpose of these 2 projects was to provide selected communities in the 
Jordan Valley, Southern Ghors, and Wadi Araba with the facilities needed to 
develop adequate public services and to improve living conditions for residents.
 
AID assisted the. GOJ in financing the construction of schools, health centers and
 
Government buildings and a Home Mortgage Loan Program.
 

AJWwAT1oN -.:A7 u.s. ro '0nuT .P. U3 'I,- A.A ?PT Cz-.CA JOINT. 
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This terminal implementation evaluation primarily covers project activities and
 
status from February 1932 (date of Interim Evaluation) to February 1984, when all
 
facilities were staffed and operational for 2 months. Both projects are
 
completed and are fully disbursed; no follow-on activities are envisioned.
 
USAID/Jordan plans to conduct on overal2 evaluation of the im,-act of Jordan Valley 
development in FY 85. 

Despite ilmplemenation delays, these projects met the purpose and goals they were 
designed to achieve, namely to increase the accessibility of social and public 
services in selected communities in the Valley, Southern Ghors and Wadi Araba and
 
to improve living conditions for residents of these areas. AID fundina 
contributed to the construction of schools, health centers, aovernment 
administrative buildinos, housing for Government employees and to a 
Home Morzca e Program. The GOJ contribution, throu.,h the GOJ implementing agency the 
Jordan Valley Authority, included construction supervision, land acquisition,
and procurement of furniture and equipment as well as extensive road construction 
and the provision of water networks. Development of the Jcrdan Valley was a high 
GOJ priority and these two projects wera only part of a mult-donor, multimillion 
dollar economic and social regional development effort in Jor-dan's most 
productive agriculture area.
 

Lessons learned from these projects include: The importance of public investment in
 
social infrastructure in order to encourage private investment and regional
 
economic growth; the importance of flexibility in implementation and financing
 
project activities; the importance of timely scheduling for'procurement; and,
 
because of problems in the contractor securing performance bonds, the importance
 
of realistic bank guarantees.
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PROJECT EVALUATION SUMARY PART II 

Village Development II (Project 278-0205 Loan 278-K-024)
 
(Project 278-0221 Loan 278-K-027)
Village Development III 


13. SUMMARY
 

In formulating plans in the mid-1970s for the oevelopment of the Jordan
 

Valley, the Government of Jordan recognized the need for orderly
 

development of communities to support both current residents and a
 

growing population attracted by new agricultural and other employment
 

opportunities. The availability of adequate social and public services
 

to meet their basic needs was vital.
 

These needs were readily apparent. The standard of living for Valley
 
There was much
inhabitants was low in comparison to natiorl standards. 


illiteracy and school facilities were generally inadequate. Health
 

standards were inferior, and health facilities and staffing were 
totally
 

Housing was generally of poor quality, unsanitary, and
inadequate. 

crowded.
 

An $8.65 million AID loan, primarily for infrastructure construction, was
 

extended in June 1975 for Village Development I, Project 278-0183. It
 

became evident late that same year that inflationary pressures 
made it
 

impossible to carry out the full range of plans embodied 
in the
 

revised to meet minimum immediate need6­agreement, so the program was 


Another $5.5 million in AID loan funds was added through a 
FY 1977
 

amendment to expand selected elements of the project and include 
some
 

This amendment was
 items originally scheduled for financing by the IDA. 


also to provide residences for GO employees.
 

An $8.0 million Village Development II Project Loan, of which 
$2.0
 

million financed housing mortgage loans and $6.0 million which financed
 

part of the contract construction cost of schools, health centers, 
and
 

administration buildings, was authorized in FY 1978 to finance 
similar
 

The GOJ contribution of 7.2 million
activities in the Jordan Valley. 


dollars covered the cost of construction supervision, land acquisition,
 

farm roads and village streets, and furniture and equipment.
 

A third tranche, a $7.0 million Village Development III Project 
Loan, was
 

authorized in FY 1979 to partially finance the construction 
cost of
 

schools, administration buildings, and health centers in the 
Southern
 

Ghors, Wadi Araba, and the Jordan Valley. The GOJ contribution of/4.8
 

million dollars again included land acquisition, construction
 
part of the construction
supervision, furniture and equipment, as well as 


contract.
 

However, the GOJ financed considerably more infrastructure 
in the Jordan
 

Valley outside of these projects, viewing Jordan Valley development 
as a
 

larger effort. The total GOJ contribution to the VD II and II project
 

as the JVA financed additional
effort is estimated at least $18.5 million 

water networks, and extensive road construction.
basic services such as 


(See Table 3).
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A USAID/JVA evaluation of the Village Development I Project was carried
 
out in March 1978, witi the full cooperation and participation of the
 
Ministries of Education and Health. "An Interim Evaluation of the Jordan
 
Valley Development Effort: 1973 - 1980" by Jarir S. Dajani, et al
 
(August 1980) describes and evaluates the impact of village deWepment
 
activities as of mid - 1980. An interim evaluation of the Village
 
Development II and Village Development III Projects was carried out by
 
USAID and JVA in February 1982. This evaluation concentrates on
 
activities that took place after this period, i.e. from February 1982 to
 

February, 1984.
 

All the facilities constructed under the VD II and VD III Projects
 
(schools, health centers, Government administration buildings and housing
 
units) are physically complete, furnished, equipped and in full
 

operation. Utilities such as potable water, electricity and septic tanks
 
have been provided to these buildings. Additionally asphalt paved roads
 
to connect these buildings to the main roads and a wire fence at the
 
property lines of each building have been constructed. Farm roads and
 

village streets are complete, and all the mortgage housing loans have
 
been disbursed. In compliance with the Covenant contained in Section 6.3
 
of the VD III Loan Agreement, 80% of the housing units constructed in the
 
Southern Ghors and Wadi Araba have been allocated and are occupieo by
 

employees of the Ministries of Health and Education serving in these
 
areas. The remaining 20% of the housing units were allocated and are
 
occupied by other GOJ agencies/personnel.
 

All project activities described in the Village Development II and
 
Village Development III PPs were scheduled to be completed by December
 
1980 and October 1981, respectively. The construction of VD II and VD
 
III Project facilities built in the Jordan Valley were completed in April
 
1982 and the VD III Project facilities constructed in the Southern Ghors
 
and Wadi Araba were completed in December 1981. All of the facilities
 
except the health centers were occupied by different government agencies
 
and were in operation a few months after their completion.
 

Because of its experience on the Village Development I Project, in which
 
furniture and equipment that arrived before the completion of facilities
 
were lost or damaged in storage, JVA scheduled the procurement process on
 
VD II and VD III so that the furniture and equipment would arrive soon
 
after the facilities were expected to be completed. However, because
 
this procurement involved close and time-consuming consultation with the
 
Ministry of Health on equipment specifications, delays were experienced
 
in preparing bids and awarding contracts to supply the furniture and
 
medical equipment for the health centers built under the two projects.
 
The health centers were staffed and were operated in November 1983, that
 
is after the furniture and medical equipment were celivered, in September
 

1983. It was only then, because of the Condition Precedent of Section
 
5.5 of the VD III Loan Agreement, that USAID could reimburse the JVA for
 

the construction of the health centers, which had teen completeo much
 
earlier.
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These projects have provided the residents of the Jordan Valley with
 
basic human needs, including better school buildings, access to basic
 
medical care, government offices and village councils. Additionally,
 
Jordan Valley, Southern Ghors and Wadi Araba communities have been
 
provided with potable water, electricity, village streets and farm
 
roads. Overall, the projects have met the purpose and goals they were
 
designed to achieve. Further description of projects output and
 
implementation is given in Annex "A".
 

Once again, the Jordan Valley Authority has proven its leadership
 
capabilities in carrying out AID/GOJ financed projects. 
One of the
 
reasons of the success achieved in carrying out these two projects was in
 
large part due to JVA's familiarity with AID's requirements and
 
regulations, and its ability to negotiate amd execute contracts in a
 
professional manner, and to maintain close control over project
 
implementation.
 

14. EVALUATION METHODOLOGY
 

This terminal implementation evaluation was undertaken to assess the
 
quantitative results achieved at the end of project implementation i.e.,
 
as of December 1983. It follows a previous interim evaluation that was
 
completed on February 1, 1982 and is based on comprehensive monitoring
 
during project implementation, review of project documentation and
 
progress reports, and discussions with members of JVA and USAID staff.
 
Internal Mission reviews of project activities were also conducted on
 
December 1981, June 1982 and December 1983. These reviews were chaired by

the USAID Director and attended by senior mission staff members.
 
Progress and problems were identified and discussed in detail.
 

These projects were only components of the broider integrated development

effort of the Jordan Valley undertaken by the GOJ, and only a portion of

USAID provided support for that effort. The economic and qua±ity of life
 
impacts on the beneficiaries of the overall effort are clearly
 
substantial in an overall evaluation of the Jordan Valley experience.
 
USAID is proposing to the JVA that such an evaluation be undertaken
 
during 1985. Consequently this evaluation has not attempted to
 
scientifically measure changes in the quality of life of the
 
beneficiaries, though some impressionistic findings in this regard are
 
included in Section 19.
 

15. EXTERNAL FACTORS
 

The only external factor that affected the projects, was the change in
 
plan by the GOJ not to build low cost housing projects to settle nomads
 
in Wadi Araba. This change in GOJ priorities resulted in the deletion of
 
two schools built under the VD III Project at Garandal and Beir Madkhour
 
in Wadi Araba from the project description.
 

No other external factors have affected project implementation activities
 
or purposes and goals. Project implementation suffered some delay,
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primarily attributable to the delays in preparing bids, prequalifying
 
contractors under the VD II contract, and awarding contracts for the
 
delivery of furniture and equipment to the administration buildings and
 
health centers.
 

16. INPUTS
 

All inputs, both by the GOJ and USAID, have been made in full and in a
 
timely manner. Both GOJ and USAID financial inputs, as described in the
 
Project Papers for each project activity, have been fully disbursed, see
 
Table 3. The GO3 has providpd the required staff to operate each
 
facility in a timely manner as soon as furnishing and equipping
 
facilities were complete.
 

17. OUTPUTS
 

The projects have achieved the planned output originally stated in the
 
Project Papers, there in turn making the planned contributions to project
 
purposes and goals. Forty-six schools containing 612 rooms have been
 
constructed for boys and girls in 26 villages in the Jordan Valley,
 
Southern Ghors and Wad. Araba. Also, 6 health centers have been
 
constructed in 6 commuities to provide the medical care needed for these
 
communities and their surroundings. About 260 families have benefited
 
from the home mortgage program and were able to purchase their own homes
 
in the Jordan Valley. Beneficiaries of this program were primarily
 
farmers and share croppers. Also) 4 Government administration buildings
 
were constructed and are fully occupied and operational. These
 
administration buildings are used by different government agencies sucn
 
as the Ministries of Labor and Interior, the Jordan Valley Farmers
 
Association, village councils and post offices. The 16 health centers
 
constructed under the three Village Development Projects have been
 
equipped and furnished by the JVA and are utilized by the Ministry of
 
Health to meet the medical care needs of Valley residents. Two of these
 
health centers, at Wadi Ei-Yabis and North Shunna, are operating at
 
present as hospitals. The other centers are classified as clinics and
 
are currently meeting Valley residents' needs for basic medical care.
 

Although the two projects called for the construction of only 43 Kms of 
farm roads and 9 Kms of village streets, the JVA has completed the 
construction of about 850 Km of farm roads and 150 Km of village streets 
in the Jordan Valley. In addition, the construction of more than 40 Km 
of Farm roads in the Southern Ghors is in progress. The construction of 
these roads will provide easy access to all Valley residents and allow 
daily agricultural production from the Valley to reach major markets in 
Jordan and nearby countries. Additionally, these roads provide greater 
convenience to all Valley residents, permitting them to travel to any 
part of the Valley or to the plateau to easily obtain their daily needs. 
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To meet a requirement of the VD project loans, the JVA completed
 
construction of a water main distribution system throughout the Jordan
 
Valley, using its own resources. Fifteen concrete water reservoirs with
 
a total capacity of 5,200 cubic meters, 150 kilometers of laterals and
 
40,000 house connections have been constructed in the Valley.
 

Additionally, the JVA completed town planning exercises for 36 villages
 
and 	communities in the Valley. At the present time, an average of 60
 
requests per month are processed to permit residents to build their homes
 
in these villages. The Jordan Electricity Authority (JEA) has also
 
completed electrifying the Jordan Valley and Southern Ghors.
 

18. PURPOSES
 

The purpose of both projects is: "to provide selected communities in the
 
Jordan Valley, Southern Ghors and Wadi Araba with the facilities needed
 
to develop idequate public services and to improve living conditions for
 
the residents". The End of Project Status, as stated in the Project
 
Papers, is that: 1) Project financed schools, clinics and government
 
buildings are staffed and in operation and 2) 250-300 mortgages executed
 
with eligible borrowers in equitable manner according to established
 
procedures and regulations.
 

In a larger sense, however, these projects have assistec in meeting basic
 
human needs and also, provided a social development framework which
 
complements the major capital infrastructure investments taking place at
 
the present time in the Jordan Valley, Southern Ghors, ano Wadi Araba.
 
These projects are follow-on activities to the Village Development I
 
Project and are important elements in the integrated economic and social
 
development taking place in the Valley.
 

The above purposes have been achieved by the utilization of the
 
facilities constructed under the VD 1I ano VD !I Projects. Joroan
 
Valley, Southern Ghors and Wadi Araba residents now have access to better
 

education, medical care, low cost housing ano government services within
 
their own communities. Additionally, rapid expansion has taken ploce in
 
other basic services such as the provision of potable water, electricity
 
and transportation. These services, in addition to attracting private
 
sector investment in the Valley, have providee a greatly improved overall
 
quality of life for the Valley residents.
 

19. GOALS
 

The 	goals of these projects are:
 
1. 	Jordan Valley Development Goal: Improved welfare of present ano
 

future residents of the East Bank of the Joroan Valley.
 

2. -AID Project Goal: Stable, self-sustaining communities wilth basic
 
social services established in target villages.
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Both of these goals have been achieved. The projects have provided
 
residents with better schools, health facilities, government offices, low
 
cost housing, roads, potable water and electricity. The advent of local
 
government administration buildings has improved the access of Valley
 
residents to government agencies by facilitating the decentalization of
 
functions which previously had not been available in the Valley. Low
 
cost housing units, safe clean sources of domestic water, roads and
 
electricity have all contributed to improve the quality or life in the
 
targeted Valley communities.
 

While this evaluation has not attempted to measure quality of life
 
impact, evidence from observation, discussions with officials and
 
citizens in the valley, journalistic articles and selected data, clearly
 
indicates that the impact has been substantial. This will be measured
 
and presented as part of the overall evaluation of the Jordan Valley
 
integrated development effort planned for 1985. Based on observation and
 
secondary evidence, the following summary picture of impact emerges.
 

Before the projects, school facilities, many in rented buildings, were
 
totally inadequate. The Ministry of Education staffed and put the new
 
schools into operation as soon as construction was completed. Now the
 
children of farmers and other Valley residents have new school buildings
 
within walking distance of their residences. Both male and female
 
enrollments have increased. Female enrollment has been increasing
 
because parents feel comfortable when their daughters go to near-by
 
schools. The rate of female drop-out has decreased. The new schools
 
have had a positive impact on the morale of students, teachers and the
 
communities in general. The health centers are operational and provide
 
the Valley population with needed basic medical care without the
 
necessity of traveling to the plateau. Two health centers are operating
 
as full hospitals. By providing health centers, all of the valley
 
residents have better access to basic health care. The health centers
 
also provide a means through which basic health and nutrition concepts as
 
well as preventive and curative medical programs can be taught. The
 
mortgage loans provided under the project were used to enable qualified
 
applicants to purchase housing units or to upgrade their existing houses,
 
thus placing improved housing within the reach of Valley residents.
 

20. BENEFICIARIES
 

The beneficiaries of the Village Development Projects include potentially
 
all of the approximate 120,000 farmers and residents of the Valley.
 
Because these projects formed part of a larger development effort, an
 
exact enumeration of project - discrete beneficiaries would be
 
artificial. Improved schooling, health care, water supplies, and access
 
to Government administrative services have contributed to improvement of
 
the overall quality of life in the Valley. This improvement has
 
generated some migration into the area, but has encouraged many
 
residents, who might have otherwise emigrated, to stay in the Valley.
 
This is evidenced by the fact that annual population growth during the
 
period 1979-1983 has averaged 5%, which is about 40% higher than the
 

10 



- 7 ­

national average. The number of children, both male and female, who are
 
enrolled in schools, increased by 40% between 1979 and 1983. Educational
 
services improved as a result of the availability of better school
 
buildings and facilities. Better water supplies and easier access to
 
health clinics have probably led to decreasing the incidence of disease
 
among residents. The availability of housing and associated services
 
that are provided by these projects has made it possible for teachers and
 
other government employees to take up residence in the Valley, rather
 
than commute from the highlands. Job opportunities close to home have
 
also encouraged women who grew up in the Valley to take up careers such
 
as teaching and nursing. This, in turn, has contributed to increased
 
vocational diversification among Valley residents, with concomitant
 
improvement in their social lives. All economic and social indicators of
 
the Valley have shown significant improvement and are described in detail
 
in a co rehensive evaluation of the Jordan' Valley Development
 
Effort,- Many of these improvements are attributable to the Village
 
Development Projects.
 

21. UNPLANNED EFFECTS
 

As stated in the interim evaluation, the most significant unplanned
 
effect of the Village Development Projects is the extent to which they
 
contributed to the development of the private enterprise in the valley.
 

The Project Paper for VD II (Annex 5), written in 1978, stated that "it
 
is expected that small business men and some professional individuals,
 
doctors, teachers, etc. will eventualJy settle in the Valley as
 
employment opportunities and living conditions improve". This modest
 
expectation has been far exceeLed by reality. In the three years leading
 
up to the interim evaluation in February 1982, the confidence conveyed to
 
the people through public investments and social infrastructures, was
 
already encouraging many investments in small business and professional
 
services to take place. In thp two years since then, growth in the
 
number of small businesses in all parts of the Valley has been
 
phenomenal. The increase in the number of banks, in particular, is
 

indicative of the presence of a healthy private sector. There is no
 
question that this development is at least partially attributable to the
 
availability of the social infrastructure provided by -these projects.
 

22. LESSONS LEARNED
 

A. The experience of these projects suggests that public investments in
 
social infrastructure may be an essential requirement for the
 
effective utilization of investments in physical infrastructure.
 

I/ "An Interim Evaluation of the Jordan Valley Development Effort: 
- 1973-1980" by Jarir S. Dajani et al (August 1980). 
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B. 	In an area of dynamic development, such as the Jordan Valley,
 
planning must be constantly reviewed and updated. Flexibility in the
 
implementation and financing of project activities is essential if
 
maximum benefits are to be realized.
 

C. 	The experience on this project illustrates once again the importance
 
of timely scheduling of the individual elements of the project. In
 
this case the late delivery of furniture and equipment delayed the
 
project for several months.
 

In the prior VD I Project, the early ordering and delivery of 
furniture and equipment, resulted in several items being lost and/or 
broken while in storage. This experience was over-compensated for in 
the latter two projects. Specifically the procurement process failed
 
to take into account the need (and time) for consultation with the
 
Ministry of Health on the equipment requirements of the health
 
centers.
 

D. 	The contract documents for the VD II Project, to which were added the
 
Jordan Valley components of the VD III Project, required high
 
performance and payment guarantees. It was assumed that the
 
contractor could obtain performance or payment bonds, which in the
 
United States, are reasonably priced. The contractor on this
 
Project, a Korean firm, was unable to obtain such bonds, and was
 
required to submit bank guarantees for approximately 30 percent of
 
the 	contract cost. Such bank guarantees are expensive and the
 
contractor had difficulty in financing them. Furthermore, Jordan,
 
like other Middle Eastern countries, does not like performance bonds
 
guaranteed by surety companies outside its jurisdiction. USAID has
 
agreed, on the basis of its experience on this project, to the use of
 
bank guarantees in lieu of surety bonds. Coritiact documents for all
 
subsequent AID financed projects have required bid guarantees of a
 
fixed amount, about 5 percent of the estimated'price, and performance
 
guarantees of 10 percent of the contract price.
 

Problems with "Bid Bonds", Performance Bonds and Payment Bonds are
 
common to all construction projects in the developing world. Instead
 
of ignoring the basic problem by changing AID's regulations, we
 
suggest a concentrated effort be made to have banks, insurance
 
companies, surety companies be aware of this requirement and develop
 
the market for these services, in addition it will be of great
 
benefit to the construction industry, the users of the industry and
 
the suppliers to the industry.
 

E. 	VD II Project was one of the last USAID projects on which funos were
 
disbursed through a letter of credit issued under a bank letter of
 
commitment. In recent projects, USAID has used Direct Letter of
 
Commitment to contractors or the Fixed Amount Reimbursement method,
 
where applicable (used i.n VD III Project). Aside from being cheaper,
 
both methods provide project officers with better monit6ring of the
 
project and usually result, in as quick or quicker payment to the
 
contractor.
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23. SPECIAL COMMENTS OR REMARKS 

A. 	Condition Precedent, Section 5.5 of the VD III Project Loan
 
Agreement, specified that USAID could not disburse its contribution
 
to the construction of health centers constructed under the VD III
 
Project, until all the health centers constructed under.VD I and VD
 
II Projects were completed, furnished, equipped and staffed for
 
operation. The Project Paper and CP 5.5, did not contain qualitative
 
standards as to the levels of equipment and staffing expected to be
 
provided for the VD I and VD II health centers. This condition
 
precedent became a serious issue for a number of reasons, not least
 
of which, was that, the health centers for VD III Project were
 
completed five months before those of the VD II Project. While it
 
may seem desirable to make the disbursement of funds under one loan
 
conditional upon accomplishments under prior loans, this practice can
 
lead to serious problems with the borrower. Such conditions
 
precedent should be carefully considered in future projects,
 
especially where the good intent of the implementation agency is
 
above doubt. In this case, it is the Missions's judgement that this
 
Condition Precedent produced no positive results while ading
 
implementation difficulties. The GOJ was committed to the health
 
centers and proceeded to equip and staff them as rapidly as it was
 
able.
 

B. 	The larger effort of which these three Village Development projects
 
is one of AID's major success stories ano is attributable to VA's
 
dedicated leadership and its complete control of development in the
 
Jordan Valley, Southern Ghors and Wadi Araba. On the other side, as
 
a result of JVA being responsible for the total oevelopment of the 
valley, questions arise as to whether local leadership and the local
 
government structures have been brought along and have been provided
 
with the initiative which will be required for self-sustaining local 
development and growth. This question of the desirable balance
 
between central initiative and local participatory direction in an
 
integrated area oevelopment program such as the Jordan Valley will be
 
further explored in overall evaluation of the Jordan Valley
 
experience.
 

Attachments:
 

Annex A - Project Evaluation Report - 26 pages 
Table 1 - VD II Facilities - 1 page 
Table 2 - VD III Facilities 

Southern Ghors & Wadi Araba - 1 page 
Table 2-A - VD II Facilities 
Jordan Valley - 1 page 

Table 3 - Projects Expenditures - 2 pages 
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The primary objective of this project was to increase 
by addressing an
productivity of trainees at the skilled labor level 


immediate problem of limited physical facilities for vocational training
 
developing its vocational training
and assisting the VTC in further 


The project consisted of 5 elements: (1) construction and
 programs. 

the Yajouz Trade Training Center; (2) establishing a
equipping of 


sister-school relationship between VTC and an appropriate U.S.
 
a study of women's employment
institution; (3) training; (4) conducting 


opportunities and (5) conducting in-country training seminars for VTC
 

staff on modular unit training.
 

this project was June 30, 1981, and was extended
The initial PACD for 

several times, primarily due to delays concerning construction of the
 

trade training center and equipping the center with AID-financed
 

in conformance with project specifications. Final PACD was
commodities 

October 31, 1983. Final project evaluation was undertaken in FY 1985 in
 

order to assess the quantity and quality of vocational training provided
 

by the VTC, particularly that provided by the project financed center
 

which became operational shortly before the final PACD.
 

The project evaluation revealed that the Vocational Training project
 

achieved its purpose. The 	Yajouz Training Center has an enrollement of
 

more than planned) and has attracted both
900 students annually (300 

younger students interested in learning vocational skills as well as
 

older skilled workers desiring to improve their capabilities. According
 
from lower income
to VTC records the majority of its trainees are 


the Yajouz Center work in their spare time
families, and many students at 

to help support their families. The project-funded study of women's
 

a basis for planning and
employment opportunities provided the VTC with 

in traditional and non-traditional
implementing vocational programs 


skills at its six training centers for women. The training and technical
 

assistance inputs provided by the contractor, Ohio State University, were
 

a strong sister-school
well-received by the VTC staff, and although 

project completion, the two institutions
relationship did not last after 


exchange information.
maintain correspondence and continue to 


LESSONS LEARNED:
 

1. It is important to set realistic iipliementation target dates during 
for this project was only 21 months-,
project design. Original LOP 


due to the urgent need of VTC for a new training facility. The
 

28-month extension of the project migI have been avoided had better
 

realistic goals for contracting and
data been available and more 

construction been set.
 



2. 	 Project design included the host country contracting of a U.S.
 
procurement agent to assist the VTC in the procurement and delivery
 
of approximately $800,000 worth of commodities (300 line items) for
 
the Yajouz center. It was anticipated that the agent would reduce
 
the workload in commodity procurement. However, VTC received some
 
commodities which were not in compliance with source and origin
 
requirements and in a few cases, project specifications. In future
 
projects with sizeable commodity procurement, USAID should consider
 
all options including direct procurement by host government
 
agencies. If the procurement service agent mode is selected,
 
careful attention should be given to early availability of
 
specifications for commodities to be procured, PSA previous
 
experience and most importantly, accountability of the PSA.
 

1I.
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3. Concl usions/Recommendations:
 

The overall conclusion of the consultants report were positive and emphasized
 
the "...close level of cooperation and evident mutual respect between the
 
Peace Corps staff and the AID staff." The report concluded that "...the money
 
which was allocated for the SPA Program has been effectively and efficiently
 
utilized, often with immediate concrete results...." Nevertheless, the team
 
did make a number of important recommendations for improvement of the project,
 
most of which addressed administrative problems. These include:
 

A. 	 Subproject (IAA) size should be generally reduced to permit a
 
greater number of projects to be funded (as is the practice in a number
 
of other country programs); an informal ceiling of $5000 should be
 
employed in the future, and normally no community group should receive
 
more than one grant.
 

B. 	 "Secondary projects" of PCVs should receive preference for SPA funding
 
over activities for which the PCV was originally requested, in order to
 
avoid the "clear danger" that new PCVs could become to be expected to
 
bring substantial funding along with skills to their assigned jobs with
 
GOM agencies. Further, PCVs should be at their sites it least six
 
months prior to being eligile for SPA funds.
 

C. 	 Direct travel costs of PCVs incurred as necessary to effectively
 
implement the IAA should be chargeable to IAA funding within certain
 
limits (such costs are not now permitted by SPA Guidelines, and this
 
recommendations is subject to Washington approval).
 

D. 	 There is a need for greater in-service training of PCVs in the criteria
 
for the approplte use of SPA funds, and in the risks associated with
 
such funding (e.g., "dependency" creation, etc).
 

E. 	 Where projects are techiical in nature (e.g., inland fisheries), more
 
technical assistance is needed in advance, utilizing of USAID resources
 
in-country or the SPA proqram PASA between Peace Corps and AID/W.
 
Further, implementation difficultaies may arise where a sponsoring PCV 
leaves a his/her SPA funded oroject is completed, steps should he taken
 
to avoid this possibility.
 

F. 	 Certain changes in the Peace Corps' administrative approval system
 
should be made to reduce the paperwork burden on the current "SPA 
Coordinator," while still maintaining a high level work quality in 
project oroposals. This will require greater involvement and training 
of other PC staff in assisting PCVs in the preparation of proposals. 
(This will be particularly important if Recommendation No. 1 is adopted 
and IAAs become more numerous and involve lesser amounts.) 

G. 	 The "purpose statement" of the project should be altered to substitute 
the words "basic human needs activities" for the word "village-level
 
activities," to more accurately reflect the nature of the Morocco
 
program and the fact that a large percentage of its PCVs live and work
 
in towns and cities rather than rural areaJ, 

14~
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4. Lessons Learned:
 

A. 	Use of the SPA funds does create potential, serious risks,
 
including: (a) community dependency on outside funding; (b)
 
seeing the fund as an easy way out (for the PCV) of primary
 
responsibilities and interaction with local authorities; (c)
 
possible requests for Volunteers from COM agencies because
 
they are a source of funds; (d) premature PCV requests for
 
SPA funds before other sources have been investigated; and
 
(e) jealousy among PCVs who do not have access to the funds.
 

B. 	Greater in-service training of PCVs in the use of SPA funding
 
is required, both with respect to the propriety of proposals
 
(consistency with selection criteria) and the preparation of
 
draft IAAs (in which case the supervising APCD are the proper
 
source of advice and counsel).
 

C. 	Questions over the accountability of SPA funds may arise at
 
the local level, unless care is taken by the supervising PCV
 
to set up a system which keeps the local community/group
 
officials fully informed.
 

D. 	More technical, longer term SPA projects require a substan­
tially greater degree of expertise and pre-project analysis
 
than projects which can be "completed" in a very short order
 
(eg. through the purchase of tools for an existing workshop).
 
Technical assistance is normally required in advance of such
 
projects.
 

'Is­



HEALTH MNAGEMNT IMPROVMENT (68-01) Morocco 
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project objec'tives, which included increased emPhasisson the establishme~nt of itra
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PRESENT STATUS
 

Three'maj'br project objectives are 
presently being pursued, and 
are described with the 
~present status of each below: J' 

,a.-,The establishment of a technical 
resource within the Ministry of Pub lic Health to
~prov~ide assistance to other Ministry units inporman 
aaeen nlss
 

Status: The Bureau of Management and Methods (BMM) has been formed 
as an ad-hoc
unTitwithi the Ministry to 
plan and implement necessary administrative improve­
-K< ments; Thi untpesnl consists Iof three MOPH staff'nmemrbers and the contrac'tor
t ehiaasitnepersonnel. The evaluation points out that this uini't is much,


red~edfo taevisioned in the project design. 
'It'is'presen'tly unclear 
 2 
whether this unit a.s an entity-will survive the project. D'iscussion has begun,~' 'however, stimulated by the evaluation, as to how to assure that BMlI "functions" are,
'continued even after 'the 'project.
 

b.Ientfy;prioritize, and implement improvements in specific administrative areas;
 
5 ""~4554status: 'Pilot improvements 'have 'been initiated in human resources management,
'%' <'pharmaceutical" logisti'cs, v hceloitc, finance, 'and data processing.


.Thir teen micro-computers-and'one' mini-computer have been proviided' to the Ministry

under the project in support of the inforiation processing needs of the pilot
 
systems 
 .introduced
 

c provision of -formal and onthejob training at 
all levels of the Ministry,
 
.~>-Status: 
 Two long-term participants are presently studying public administration in ~ ~-'the U.S. ""Approximately 30 4other MOP1iI 

­
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with particular emphasis 
on computer operation and maiagement continues with the
 
assistance of the contractor. The evaluation points out 
that even with the
 
training already provided, institutionalization of the ability to identify and

implement further administrative improvements depends 
on some MOPF re-organization

and the assumption by the MOPH of greater responsibility for follow-up of systems
 
already introduced.
 

RECOMMENDATIONS: 
 The 	following major recommendations are extracted from PES 608-85-02:
 

1. 	2-year extension of PACD to January 27, 1987 as requested by MOPH (completed
 
01/15/85);
 

2. 	I-year extension of MSH contract 
to January 7, 1986 emphasizing

institutionalization and application of information systems already developed
 
(completed 01/17/85);
 

3. 
MOPH to appoint officially Bureau of Management and Methods (BMM) coordinator, and
 
develop job description for this post (completed 02/85);
 

4. 	MOPH 
to designate a person responsible for coordination of computer assisted
 
management applications development, and determine organizationally within the
 
Ministry where this function should be located 
(completed 02/85);
 

5. 	MOPH to arrange for maintenance contract for computer hardware;
 

6. 
MOPH to seek funding for support of further training identified for data processing
 
managers as noted in evaluation report;
 

7. 	MOPH to designate planning committees for:
 

a. 
computer assisted management applications;
 
b. 	computer assisted statistical applications.
 

LESSONS LEARNED
 

A. 	A realistic assessment of the Host Country capacity and rate at which its
 
contribution(s) 
can 	be provided should guide project implementation expections.
 

B. 	Development of computerized management information systems should build the
 
capacity to meet information supply needs and stress 
their utility on the demand

side (use/applications of information provided). 
 The 	"fascination" which seems to
 
come with the ability to generate data may diminish constructive reflection on how
 
these data can be used 
to improve management.
 

C. 	It can be deceptive to think and speak of "a Ministry" as an entity with a view or
 
a position on a subject. 
 In reality, there is rarely a single, articulated view on

which one can act. On many subjects important for this project, there have been 
at
 
least two or three views, often conflicting, which must be taken into acocunt. 
The
 
result is the need to plan for considerable project time in discussion and
 
negotiation.
 

D. 	Contractor requirements should be defined 
so it is clear that outputs are a product

of joint contractor-MOH effort. Contract responsibilities should be to support

achievement of those outputs by means of specific 
levels and types of efforts.
 
Consideration should be given 
to specifying contractor responsibility for: 1) the
 
transfer of responsibility and knowledge 
to MOH; and 2) institutionalization
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through emphasis on 
training and use of information for management decisions and
control.
 

E. The training component of this 
project has been remarkably strong, given the
difficulties encountered along the way. 
 Nonetheless, there are several lessons 
to
be derived from the experience of this 
 project, particularly in clearly defining
roles and responsibilities at 
the outset:
 

In projects of this type, Ministries of Health need 
to take cognizance of the
budgetary implications of training and AID needs 
to request assurances that
such budgetary provisions have been made.
 

2. When French (or any non-English) language training is 
involved, consideratrion
should be given t) the 
limited capacity of AID/W/IT office to
programs. identify
It may be preferable 
to delegate responsibility for program

identification 
to a contractor.
 

3. Given the 
tri-partite division of responsibility, and the need to establish
project "tactics" before 
training needs could be specified, it would have been
more realistic to a training plan within 6 months of project start-up
 
expect 


rather than 90 days.
 

F. 
In designing management improvement projects, 
a thorough assessment of the quantity
of capable, experienced administrators with analytical abilities,
interest should be made. initiative, and
Thinness in 
the ranks means
staff tend that the few experienced
to be overworked, and the project can benefit from them only on a
part-time basis.
 



ACTION MEMORANDUM FOR THE MISSION DIREC TOR
 

DATE 	 31 January, 1985
 

FROM : 	 PHSST: Pau Ehmer
 

THRU 	 PHSST: "a Gibb
 

SUBJECT 	 Project Evaluation Summary (PES) for USAID/Rabat
 
Evaluation 608-85-02 (Health Management Improvement
 
Project--608-0151)
 

PROBLEM 
 Your approval of the attached Project Evaluation
 
Summary (PES) Part 	I is required. The recommendations
 
presented in the summary have been extracted from the
 
full PES (attached).
 

DISCUSSION:
 

This memo presents 	the status of actions taken on 
the evaluation team's
 
recommendations as discussed during the Mission evaluation review prior
 
to their departure 	from Morocco.
 

At the time of the 	subject evaluation (October 29 - November 17, 1984)
 
USAID had already requested authorization from AID/W (Rabat 9352) 
to
 
extend the PACD of the Health Management Improvement Project (608-0151)
 
by two years to January 27, 1987. During the period of the evaluation
 
field work, Washington responded (State 334972) that only a three month
 
extension would be authorized at that time to allow sufficient time for
 
the results of the present evaluation to be analyzed for a determination
 
whether a further extension was justified.
 

The evaluation team presented a draft report to USAID prior to 
its
 
departure, which was reviewed in 
the Mission on November 16, 1984. The
 
PHSbT division then analyzed the draft for major recommendations that
 
applied to the extension period. The evaluation team recommended that
 
the entire PACD extension be approved, and that the associated technical
 
services contract with Management Sciences for Health (MSH) be extended
 
for one 
year to January 7, 1986. This and other major recommendations
 
from the draft report were transmitted to Washington (Rabat 10705) with a
 
further request for authorization of the full extension.
 

This authorization 	was received 
(State 360672) on December 8, 1984 and
 
USAID proceeded to prepare the necessary documentation to implement the
 
extension. Project Agreement Amendment Number 4 was signed on January
 
15, 1985, extending the PACD as recommended, and obligating additional
 
funding. On January 17, 1985 a contract amendment with MSH was signed,
 
extending the contract and adding the required 
funds. These actions
 
fulfill recommendations I and 2 of the attached PES (Part I).
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Recommendations 3, 4, 5, and 6 were incorporated into the Project

Agreement Amendment as convenants. USAID has clarified these
 
requirements in PIL Number 5, receittly sent to 
the MOPH, and expects to
 
receive the required documentation during February 1985. Recommendation
 
Number 7 was suggested by the evaluation team as a longer term
 
proposition, and has been included 
as such in the PES. These 7
 
recommendations, which make up the PES (Part I), have been extracted from
 
the full evaluation report, and are considered by USAID to be the most
 
important for continued project progress.
 

A number of other recommendations were presented by the evaluation team
 
in their report, and are discussed below:
 

(Numbers refer to the presentation in the attached evaluation report 
-

Executive Summary/Recommendations.)
 

4. Suggestions for future evaluations
 

USAID does not plan at this time to undertake a formal final
 
evaluation of this project with outside evaluators. Therefore, the
 
suggestions as presented in Annex 5(E) are not expected to be
 
formally considered by any further AID evaluation team. However,
 
they will be valuable for USAID and the MOPH in future discussions on
 
the means by which "management improvements" can be connected to
 
improved internal decision making and service delivery outcomes.
 

5(c). Need for additional BMM staff member
 

Informal discussions with the 
new Moroccan BMM director indicate that
 
the Ministry plans to assign at least one additional staff member to
 
the BMM. This will release the BMM director from some of his
 
technical responsibilities, and allow him to concentrate on overall
 
day to day administration. USAID will pursue this issue upon final
 
transmission of the evaluation results to the MOPH.
 

5(d) Additional On-The-Job Training (OJT) for BMM staff
 

The MSH contract extension as executed emphasizes the importance of
 
institutionalization and transfer of knowledge and responsibility

from the technical assistance team to their Moroccan counterparts, as
 
recommended by the evaluation team. 
 It is in this regard that the
 
BMM personnel will receive more intensive OJT over the next year.

Training with regard to micro-computer applications will be
 
facilitated by the receipt of French copies of relevant software,
 
which are expected soon.
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5(e) English language training
 

The project will continue to support English training under the
 
extension for up to 33 MOPH employees from the personnel,
 
infrastructure and data processing sections, as well as key USAID
 
project counterparts at higher levels of the MOPH administration.
 

5(f) BMM functional analysis
 

This activity represents an ongoing dialogue with the MOPH, which
 
will continue over the next year as implementation of the World Bank
 
funded Primary Health Care Project begins and technical assistance
 
under'the present project phases out. Atinex 5(A) will be translated
 
and provided to the Ministry to serve as a basis of these discussions.
 

6(c) Manager for mini-computer
 

The MOPH is presently re-organizing its data processing section
 
(SEM). USAID understands that new personnel have recently been hired
 
to help operate and manage the hardware provided by the project.
 
This re-organization responds in part to the recent delivery and
 
installation of the project purchased mini-computer. USAID will, as
 
appropriate, review and comment on Ministry plans for the SEM
 
re-organization. At a minimum, USAID will insist that an operator
 
for the mini be appointed, if this has not already been planned by
 
the Ministry.
 

6(d) SPSS for mini-computer
 

Once the mini-computer is installed and operating, and the personnel
 
have been trained in its use, USAID will consider an official request
 
from the MOPH to provide SPSS. Since SPSS is only available as a
 
yearly rental, negotiations for provision by the project will include
 
guarantees by the MOPH that they will budget sufficient resources to
 
continue the rental in the following years.
 

7. USAID follow-on activities
 

Annex 5(B) has provided the basis for further discussions within the
 
Mission, and with the MOPH regarding potential follow-on activities.
 
This process will become easier as more information becomes available
 
about the proposed World Bank assisted Primary Health Care Project.
 
The extension of data processing capability to the provinces,
 
especially with regard to the VDMS program, is among the qptions
 
being considered.
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RECOMMENDATION: 

That you approve the attached PES and sign the PES Sunary (Part I). 

APPROVED:' I 
Robe'rt C' Chase 

DISAPPROVED: 
Robert C. Chase 

DATE:_ _ _ _ DATE: 

clearances :CONT:Mdatthews^ 
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The purpose of this internal evaluation is threefold:(1) to provich a status report on the recommendations

listed in the January 6, 1984 PES (608-84-02) Part I

(see Attachment 1); (2) to update Part theII of PES(see Attachment TT); and (3) to define actions 'to be
taken by the Mission and CNCPRST through the 
remaining project's life (see below).
 

Actions to Ee Takan
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help provide an analytical basis or economic
& social development programs, and 
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this effort. Ideally, this was to havebeen achieved via the support of at 
least 60
development-oriented social and economic research projects stregthening the admins
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& synthesizing and disseminating research findings
in a form useable by decision makers.
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Background: 
 The purpose of this inte.rnal evaluation is threefold: (1) to
 
provide a status report on 
the recommendations listed in the January 6, 1984

PES (608-84-02) Part I; (2) to update Part II of the PES; and (3) to define
 
actions to be taken by the Kission and CNCPRST through the remaining project's
 
life.
 

Status: irirtyie
individual research contracts have been signed between

National Center for 
Coordination and 
Planning of Scientific and Technical
 
Research (CNCRS:) and individual researchers. Eleven projects have been

completed as of !'ebruary 
 15, 1985; eleven are scheduled for completion in

1985; and seventeen will 'u completed in 1986. No further individual projects

are to be funded since there is inadequate time remaining in the project to
 
guarantee ccnple:icn of r!'search 
 projects which require approximately three 
years on average.
 

The CNCRST was unenthuslastic about the activities and budget revisions

proposed by USAID 
 in its May 10, 1984 PIL No. 4 which communicated USAID's
 
proposals for 
future project activities. 
 The CNCPRST submitted this document
 
to cne Scie-ntific Committee 
(SC) for its review in a meeting held in late May.

icc ever, no acrion ;:as tak:en on 
PL No. 4 at that time; and the SC did not
meet again un:±l five nontns later. USAID was not informed of nor invited to

et.'er MaEting, b,;bsequent to t:he 
 second meeting and under the guidance of

the SC, thQ CNCPS'T responded officially to PIL No. 4, suggesting inter alia
 
aternatives 
tc the proposed budget revisions mu'tl-dIsciplInary research
 
topics, anc !nsdltutioc-builin activities.
 

USA1l attempted to resolve differences with the Scientific Committee 

informally through the CNCPRST project administrator, Mr. Bouazza, but was

(SC)
 

unsuccessful in proceeding in this manner until recently. Mr. Bouazza
 
arranged a meeting on 
 Tanuar, 28, 1385, at which USAID and CNCPRST (two

representatives from the 
SC also participated) reached an informal
understanding about 
a 
revised budget, procedures for determining 

mu:iz-_1scipinarv research topics, and the content of institution-buIlding
activities as weil as the administrative arrangements for the duration of the
 
project. 
 However, financial management arrangements are still to be
 
aeterained.
 

Kev Findins: The project has 
already been of some use in development of the 
USAID program in Xorocco. Eleven stud-es -a-e now been completed. The study

on :ne energy sector was used b: the design team for developing US -D's two 
major energy .rcjects. onother study, on the role o: the State in Morocco's 
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The decisions below relate to the evaluation's recommen­

dations as discussed in detail in PES Part III.
 

1. 	 Review and revise as appropriate the Training Plan JSCI 7/31/85
 
im- DFC
that was prepared in the early stage of project 


plementation (Recommendation l.a). USAID
 

2. Review current procedures used by DFC to announce DFC 	 7/31/85
 
U.S. traii~lng grants and develop a strategy to follow USAID
 

up on announcements to assure concerned officials
 
within GOM entities receive information on AID
 

training (Recommendation 2.b).
 

3. Encourage the nomination of women candidates for U.S. DFC 	 6/15/85
 

training grants by including appropriate language
 

in the announcement (Recommendation l.c).
 

4. follow up returned academic participants to assure JSC 	 ongoing
 

'that 	skills acquired in the U.S. are appropriately DFC
 
utilized (Recommendation 3.c).
 

5. Require that letters of nomination for academic JSC 	 ongoing
 

candidates provide information on the candidate's DFC
 

future position within the nominating organization USAID
 

(Reco.nendation 3.c).
 

Atts: 1) PES Part II 

2) PES Part III - Specific Responses to 
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3) Evaluation Report 
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608-0178/0149 
PROJECT EVALUATION SUMMARY (PES) - PART II 

13. SUMMARY 

The major reason for the evaluation of Project 608-0149 (Development

Training and Management Improvement - - PACD was December 30, 1983) and 
the follow-on Project 608-0178 (Sector Support Training 
- - the Pro Ag was
signed on September 23, 1983 and the PACD is September 30, 1989) only

after 15 months of operation was 
to adjust plans for the implementation of
 
the latter project in light of the Project 608-0149 experience. At the
 
time of this first external evaluation, most participants trained under
 
Project 608-0149 (except for the nine who are now completing their studies
 
in the U.S. on a self-financed basis) have returned to Morocco and 
are

working in their respective ministies. 
Further, the evaluation was able
 
to take advantage of the data available from the Mission's recently

developed "Tracer Study" that has been completed by the majority of the 
returned AID-funded participants.
 

The objective of both projects is 
to provide long-term academic,
 
short-term technical (U.S. and 
3rd Country), in-country, and English

language training for Moroccans in middle management positions. 
The
 
design of Project 608-0178 was based on the experiences of its
 
predecessor, including the lessons learned from the evaluation of Project

608-0149 conducted in January 19F2. 
Major lessons learned and
 
incorporateO into Project 608-0178 include:
 

- higher English language requirements (minimum TOEFL of 500) prior to 
departure;
 

- preparation of annual training plans;
 
- fulfillment of all university entry requirements prior to departure to
 

U.S.; and
 
- adherence to program completion schedule.
 

Part III of the PES, "Specific Responses to Recommendations," lists all
 
recommendations made by the evaluation team. 
 It provides Mission
 
comments/decisions 
on the Evaluation Report's recommendations as well as
 
pertinent comments on the effectiveness of the lessons learned from
 
Project 608-0149 in the implementation of the Sector Support Training

project. Topics discussed in Part III include adequacy of present

Training Plan, procedures for announcing training grants, women
 
candidates, in-country English language training, international travel,

duration of academic studies, selection criteria, utilization of U.S.
 
training, follow-up of participants, etc.
 

Part I of the PES above high.1 ights the major decisions made during the
 
Mission's review of the Evaluation Report. These decisions are discussed
 
in detail in Part III.
 

Progress to date in achieving the planned outputs of Project 608-0178 (as
well as actual outputs of Project 608-0149) is provided below in Section 
16/17 "Inputs/Outputs. 



14. EVALUATION METHODOLOGY
 

Data collection included: (I) review of current documentation, surveys,

and evaluations of appropriate background documents; (2) interviews with
 
(a) participants "in training" in the U.S. (see Attachment I of the

Evaluation report attached), (b) participants' project managers in the

U.S., (c) returned participants in Morocco (Project 0149), (d) USAID

staff, (e) the Director, the Direction de la Formation des Cadres DFC
(Directorate Staff Training), Ministry of Equipment, (f) the Director,

American Language Center, Rabat, (g) the Belgian Cultural Attache, (h) the
 
German Cultural Attach6, and others.
 

In addition, the Evaluators developed several questionnaires and tabulated
 
completed evaluation questionnaires in connection with the USAID's "Tracer
 
Study."
 

In order to determine the constraints which may be limiting the nomination
 
of qualified Moroccan candidates for long-term,training in the U.S. under
 
Project 608-0178, the following factors were reviewed and analyzed:
 

1. 
the selection criteria, especially regarding (a) the duration of
 
English language training in Morocco and the required English

ptoficiency scores, 
(b) the allowed duration for the MA and Ph.D.
 
programs in the U.S., 
and (c) special conditions set by the GOM/USAID
 
regarding Ph.D training;
 

2. dissemination of information to Moroccan institutions regarding

the availability of scholarships for study in the U.S. under the
 
project by the DFC;
 

3. 
the requirement that the GOM finance international transportation
 
costs;
 

4. the degree equivalency issue, including the acceptance of U.S.
 
degrees in GOM ministries and other entities;
 

5. 
selection and nomination of candidates for training uncer 
other
 
Mission bilateral projects;
 

6. other donors' training programs; and
 

7. 
the lessons learned from Project 0149 pertaining to long-term
 
training.
 

15. EXTERNAL FACTORS
 

None.
 



16/17. INPUTS/OUTPUTS 

Project 608-0149 (PACD 12/30/83): 

Long-term Academic Trg. Planned for 
LOP total 

Completed Carried over 
by 608-0178 

Total completed 

Short-term Trg. 

MS/MA PhD 
140 

Planned for 

MS/MA PhD 
37(6f*) 17 

Completed 

MS/MA 
4 

PhD 
12(2f) 

MS/MA PhD 
7O(8f-

LOP total 

In-country Trg. 

English Language Trg. 

* f: female 

80 113(31f) 

Completed: 1 in-country training seminar 
29 trainers trained 

A total of approximately 170 long-term academic 
and short-term participants received intensive 
English language training in preparation for 
departure for training in the U.S. In addition,
regular English language training was provided to 
a substantial number of GOM counterparts. 

Project 608-0178 (PACD 9/30/89): 

The tabl' below provides planned (per p. 17 of the Project Paper)
actual status to date toward achieving the project's outputs. 

versus 

The total number of long-term academic candidates selected for academic
training for FYs 1984 and 1985 remains low when compared to the planned
levels. This issue, one of the evaluation's major focus, is under discussionwith GOM (see the discussion in PES Part III on Selection Criteria and
Announcements of U.S. Training Grants). 

Achieving the project's outputs in short-term training thus far has been no 
problem. 

One major in-country training activity was implemented in February 1985, a"Train the Trainer" program for -approximately 28 mid-level Ministry of
Interior (MO) staff responsible for project design, implementation, and
evaluation. As a follow-on activity, Project 608-0178 will also finance three
subsequent seminars in FY 1985 and one in FY 1986 for approximately 100 MOI
staff responsible for project design, implemetation, and evaluation at the 
local/municipal level. 

Another major in-country activity is being conducted May through December
1985, involving approximately 50 participants (high-level cadres) from various
GOM ministries. This activity will provide support, in conjunction with the 

IA8
 



United Nations Development Program (UNDP), for the Programme National de
Formation en Analyse et 
Gestion de Projets (PNAP). 
 The focus of this activity
 
s upon project appraisal and management.
 

The Project Paper called for 17 two-week in-country seminars (or 34 weeks of
in-country training) and approximately 210 trainees through the life of the
project. Programs currently underway and/or planned through December 1985

total 20 weeks, training approximately 178 mid- and high-level cadres from
various GOM ministries. 
 For further discussion of in-country training, 
see
PES Part III "Other Components of Project 608-0178."
 

PLANNED VERSUS ACTUAL STATUS (PROJECT 608-0178)
 

Long-term Trg: 
 Planned Participant Actual 
Participant

Departures 
 Departures
 

PhD MS/MA Total PhD MS/MA Total 

FY 84 5 20 25 2(lf) 8(3f) lO(4f)
FY 85 5 22 27 ­ 6 6
In process FY 85 
 2 11 13
 

Short-term Trg: 
 Planned Participant Actual 
 Participant
 
Departures 
 Departures
 

U.S. 3rd.C. Total U.S. 3rd.C. Total
 

FY 84 28 
 2 30 13 3 16

FY 85 30 2 32 17 6 23
.jIn process FY 85 
 38 
 38
 

In-country Trg 
 Planned Trainees 
 Actual Trainees
 

FY 84 60 _
 
FY 85 
 60 
 28


In process FY 85 
 75 (MOI)
 

50 (PNAP)
 
English Language Trg: 
 Planned for LOP 
 Current Status
 

250 persons 
 75 persons presently regis­
tered, of whom 20 are in
 
preparation for departure to
 
the U.S. (the rest are GOM
 
counterparts not 
in a partici­
pant training program); 46
 
already completed EL training
 
prior to U.S. departure.
 



18. PURPOSE
 

The main purpose of the project is 
to upgrade managerial, analytical and
technological expertise of Moroccans, in both the public and private
sectors, involved in the planning, development and implementation of
 
social and economic programs.
 

Due to the nature of the project (with heavy emphasis on long-term
academic training) and the early stage (after 15 months of implementation)

of conducting the evaluation, it 
is still too early to discuss major
progress toward end of project 
status. 
 So far, only one long-term and 41
short-term participants have completed training. 
However, the decisions
taken as 
a result of this first evaluation should enhance considerably the
chances for achieving the training objectives over the life of the

project. A second evaluation is planned for 3rd quarter FY 1987.
 

The set 
of EOPS conditions is still considered 
a good description of what
will exist when the purpose is achieved. The 
causes for shortfalls in the
number of candidates for long-term academic training seem to 
be a lack of
communication within GON and the requirement for the nominating Agency to
finance international travel to 
the U.S. Remedial measures for both
 
obstacles 
are being considered.
 

19. GOAL/SUBGOAL
 

The goal of 
the Sector Support Training Project is to enhance the
institutional capacity of Moroccan development entities to adapt improved
Iplanning, management, and technology transfer methods to 
their social and
economic development activities. 
 This will be done through the
introduction, via U.S., 
third country, and in-country training programs,
of practical elements 
of modern planning, management, administration and
technology into development programs. 
 The project will emphasize training
for the public, semi-public and private Moroccan organizations in AID
 
priority development fields.
 

Comment:
 

Since participants have not 
yet returned from long-term U.S. training
programs, it 
is too early at 
this stage to make any statement as 
to the
 
status of the goal/subgoal.
 

20. BENEFICIARIES
 

The primary 
beneficiaries of this project will be the approximately 400
participants who will receive training in the U.S., 
third countries, and
Morocco in modern techniques of management and technology and other fields
related 
to Morocco's development. 
 The secondary beneficiaries are the
thousands of Moroccans who will be recipients of improved administrative
procedures and technology transfers. 
 (See table under section 16/17 above
 
for partitipants trained to 
date.)
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21. 	UNPLANNED EFFECTS
 

None.
 

22. 	LESSONS LEARNED
 

- Publicizing the project and announcing the training grants to the

various ministries require more USAID input than originally planned.
 

- Follow up of returned academic participants requires more USAID input

than anticipated.
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PART III 

PROJECT EVALUATION SUMARY (PES) - PART iII 
608-0178/0149 

SPECIFIC RESPONSES TO RECOMMENDATIONS 

The following is the Mission's response to 
all the recommendations made by the

evaluation and listed in the Executive Summary of the report.
 

1. PROJECT 608-0178 OUTPUTS
 

(a) Field of Training
 

Recommendation: 
 The GOM/USAID should set some type of quota for eachdiscipline so that training under the Project will not concentrate on
 
few development fields such as Engineering.
 

USAID comments/decision: 
Under the terms of the Grant Agreement

(Article 5, Section 5.3), 
targets for each discipline for the life of
project were set 
in the Training Plan submitted by the Direction de
la Formation des Cadres (DFC), included as Attachment V of the

Evaluation report. Candidates are selected in accord with
 
established project selection criteria 
as well as within the
framework of the training plan. 
USAID, DFC and the Joint Selection
 
Committee (JSC) will review, and revise as 
appropriate, the current
training plan in light of the experience gained during the first 15
 
months of project implementation.
 

With respect to the 13 participants in the field of Engineering

funded under project 608-0178, it should be noteu that 9 were
 
carry-overs from Projects 0149 (Development Training and Mnagemert

Improvement) and 608-0167 (Industrial and Commercial Job Training for
Women), and only 4 were in fact selected under project 6,0870178. A

review of the 28 participants selected thus 
far under 0178 (exclusive

of the carry-overs from other projects) shows that only four (less
that 15%) are in Engineering. The fields of the 
other participants

vary widely but are not inconsistent with the targets set in the 
training plan.
 

(b) 
GOM Ministries from which participants were selected
 

Recommendation: 
 Every effort should be made to locate participants

from the Prime Minister's Office and the Ministry of Finance for
 
long-term training.
 

USAID comments/decision: 
 Although these two ministries and the
Ministry of Plan were mentioned specifically in the Grant Agreement
 
as 
sources for candidates in planning and policy formulation,

experience has shown it is unlikely, given its limited staff, that

the Prime Minister's Office will nominate candidates for long-term

training. 
 Further, only one long-term candidate (currently in the

placement process) has been selected from the Mlinistry of Finance.
 
We agree that greater efforts should be made to encourage long- and

short-term training, especially for Ministry of 
Finance personnel.

Ip this regard, 
see Section 2b below for a discussion of Mission

pioposals to 
increase GOM awareness of training opportunities under
 
the project.
 



(c) Women participants
 

Recommendation: In order to give high priority to the selection of
 
women, it was recommended that the GON letter announcing U.S.
 
scholarships include language suggesting that GOM Ministries give
 
high priority to the selection of women candidates.
 

USAID comments/decision: Both USAID and DFC agree with this
 
recommendation and will include additional language on women
 
participants in the announcements for the July 1985 selection
 
committee meeting. Further, USAID will bring this matter to the
 
attention of the Minister of Equipment (DFC comes under this
 
ministry) to encourage his support vis-a-vis other ministries for
 
women candidates.
 

2. SCOPE OF WORK TOPICS
 

(a) Selection criteria - Long-term training
 

Modifications of the Selection Criteria were suggested in the areas
 
listed below:
 

(i) Employment by the CON Prior to Training
 

Recommendation: Under special circumstances, an application of
 

a qualified candidate who does not have three years of
 
employment at the GOM should be considered if (1) the USAID and
 
the GOM are assured that the participant will have tenure with
 
the GOM; and (2) that the participant will return to Morocco to
 
work in the field in which he/she was trained.
 

USAID comments/decision: USAID and DFC agree with this
 

recommendation. Specifically, for otherwise qualified
 
candidates, the required three years of professional experience
 
with the nominating agency will be waived by the JSC provided
 
that the candidate is "titulaire" (i.e., holding an official
 
GOM position) and that an indication of the position the
 
participant will hold upon his return to Morocco is made in the
 
letter of nomination.
 

(ii) English language training
 

Recommendations:
 

o The initial ALIGU score of 85 should be reduced for at least
 
one year to determine whether (1) more participants are able to
 
enter the program; and (2) there are more dropouts than befure.
 

o Participants should be allowed to proceed for U.S. training
 
if they are accepted "provisionally" by U.S. universities,
 
pending the attainment of the required English language scores.
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USAID comments/decision: 
 USAID does not agree with this
recommendation and has decided not to reduce the 85% departureALIGU score requirement. 
 The ALIGU requirement for this
project 
was set at 85% 
because of previous experience from
Project 608-0149. 
 Under this previous project, participants
were permitted to complete English language training in the
U.S., 
which was often the cause 
for considerable delays in
 program completion. 
 If the ALICU requirement were reduced,
participants would have to 
take one term of English language
alone with the associated risk that, if the required TOEFL
score were not 
obtained, he/she would then have to take a
reduced academic 
course load plus more English language
training the following term, which would delay still further
the expected program completion date. Furthermore, a
candidate's admission is based not only on academic background
and English language proficiency, but 
alsu on the results of
the Graduate Record Examination (GRE) and/or the Graduate
Management Admission Test (GMAT). 
 These tests can only be
taken effectively when the candidate has a rather high ALIGU
 
score.
 

Flexibility with respect 
to the TOEFL requirement is already
applied on a case by 
case basis. 
 Generally, most universities

require a 500 to 550 TOEFL score for graduate admission. On
occasion, participants have been permitted 
to proceed to the
U.S. with an 
85% ALIGU and 
to enroll in concurrent English
language courses while awaiting TOEFL results. 
 The risk that
participants may not reach the required TOEFL score in a timely
fashion once in-the U.S. is very small using this approach.
 

(iii) International Transportation costs
 

Recommendations:
 

o 
The GOM Agency responsible for Royal Air Maroc should set
aside funds for travel of Moroccan participants under the
 
project.
 

o 
Ministries now paying for international air tickets should
buy round trip tickets. 
 (Cost of revalidation of tickets is
 
minimal.)
 

USAID comments/decision: 
 USAID and DFC agree with the above
recommendation regarding round trip tickets. 
 The discussion of
this issue in the evaluation report in the section on
international transportation costs relates more to Project

608-0149 than to 
the current project. The practice under
Project 608-0178 is that the nominating ministry provides the
participant a round trip ticket. 
 This will continue to be 
a
 
requirement under the project.
 



The evaluation report implies that international
 
transportation costs to be paid by the GOM may be a factor in
 
discouraging ministries from nominating candidates for training
 
in the U.S. At the time of this evaluation, the reinstatment
 
of a USAID-managed Trust Fund is under consideration. Its
 
reinstatement would possibly result in increased numbers of
 
candidates and would assure that the problems encountered under
 
Project 608-0149 with respect to the participants' return
 
tickets would not be repeated under this project.
 

USAID agrees that the first recommendation might be a
 
solution to the problems discussed above but believes that it
 
is not feasible at this time.
 

(iv) 	Duration of Degree Training/Extensions
 

Recommendation: It was recommended that durations of
 
training/extensions be considered in a realistic manner on a
 
case-by-case basis.
 

USAID 	comments/decision: USAID agrees with this recommendation
 
and will present every request for extension (including the
 
Academic Advisor's explanation and justification as well as the
 
Mission's view) to the DFC for transmittal to the GOM entity
 
concerned. GOM concurrence will be required for the request to
 
be accepted. Nevertheless, the proposed duration of training
 
for a 	Master's (two years) and a PhD (three and one-half
 
years), as specified in Project Implementation letter No. 3,
 
will not be changed. There has not been sufficient experience
 
to date under Project 608-0178, particularly with the nurrent
 
project's adherence to stricter language requirements prior to
 
departure, to reconsider a general lengthening of the training
 
period.
 

(b) Announcements of US Training Grants
 

Recommendations:
 

o 	 The Mission should find out what organizations/institutions are
 
receiving notification of AID training grants and what is being
 
done with these notifications.
 

o 	 Once it is determined which office in a GOM Ministry is
 
responsible for training, the Mission should send a copy of the
 
Training Announcement to that Office, and follow-up contacts
 
should be made.
 

o 	 The Mission staff should informally advise their Moroccan 
counterparts of available scholarships under the Project. 



Current Status:
 

Notifications of AID training grants are sent out by DFC to the
 
different ministries, addressed to the Minister. 
DFC has stated that
 
they cannot send them elsewhere nor directly to officials in charge

of training. Rather, it is up to each Minister to decide what to do
 
with the notice.
 

USAID comments/decision: 
 USAID agrees with these reeommendations and
 
is considering the following two approaches to deal with this issue:
 
(1) USAID's three technical divisions (Agriculture, Energy and
 
Population/Health) will meet with their respective Ministries to
 
discuss the training project and its procedures for nominating
 
candidates for training; and 
(2) USAID and DFC will present a joint
 
seminar to the GOM focusing on topics such as the American
 
educational system, the purpose of the training project, its
 
nominating procedures and conditions, the equivalency of American
 
degrees, etc. Plans for these two approaches will be elaborated over
 
the next two months.
 

3. OTHER TRAINING ISSUES
 

(a) Pre-departure Orientation
 

Recommendation: The Mission should review its pre-departure
 
orientation program and focus on practical subjects of interest to 
the participants such as lodging in the U.S., per diem, medical
 
insurance, etc.
 

USAID comments/decision: USAID Agrees to review its pre-departure
 
orientation program to insure Lhat practical subjects of interest to
 
the participants are addressed. Assistance/suggestions trom the
 
technical divisions will be requested, and former participants will
 
be contacted for their ideas/participation.
 

Recommendation: The Miss.on should discuss the Training
 
Implementation Plan (TIP) 
sent by AID/W with the participants and
 
have their approval of the TIP before departure to the U.S.
 

USAID comments/decision: 
 USAID agrees with this recommendation. The
 
TIP is already cleared with DFC and the participant is informed of
 
its content. as a matter of course.
 

(Note: TIPs are often a repetition of the training request in the
 
PIO/P. The Training Office will request TIPs to be more detailed and
 
informative in the future.)
 

(b) Medical Examinations
 

Recommendation: 
 The Mission should assure itself that participants
 
have medical examinations before departure to the U.S.
 

-USAID comments/decision: USAID agrees with this recommendation. All
 
paticipants already submit a medical certificate (from the "Santa
 
Publique") with their dossier.
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(c) Utilization of U.S. Training
 

Recommendation: The Joint Selection Committee should follow up on
 
returned participants to see that they are utilizing the training
 
received.
 

USAID 	comments/decision: USAD agrees with this recommendation and
 
will assist the JSC in monitoring follow-up of returned
 
participants. Information on returnees from the USAID PTIS system
 
will be provided to the JSC on a regular basis. JSC will insist that
 
letters of nomination include information/statements on the future
 
position of the candidate. USAID intends to bring the need for GOM
 
follow-up of participants' work on their return to the attention of
 
the Minister of Equipment.
 

Recommendation: The Mission management should remain actively
 
involved in the development of the association of returned
 
participants.
 

USAID comments/decision: USAID agrees with this recommendation, and
 
intends to monitor all steps taken in the establishment/
 
organization of the Alumni Association, and follow its activities.
 
Currently the AID/USIS role is strictly supportive during the
 
association's formar.ive stages. USAID intends to focus on ways of
 
continuing support once the association gets started.
 

Recommendation: The letters nominating participants indicating that
 
participants will return to Morocco to utilize the training received,
 
should also be filed at the Training Office/USAID.
 

USAID comments/decision: USAID agrees with this recommendation.
 
Letters of nomination have been requested from the DFC and will be
 
kept in the official participant training files in the Training
 
Office. (Note: Since these letters are in Arabic, they will be
 
reviewed to insure that the appropriate language is included.)
 

Other 	Components of Project 608-0178
 

(a) Private Sector
 

Recommendation:
 

o 	 The Mission should work more closely with the Moroccan Private
 
Sector to discuss available training opportunities in the U.S.
 
and third countries.
 

o 	 The Mission should utilize Project 0178 training funds in
 
connection with the Mission's new export promotion project, 
now
 
in the planning stage.
 



USAID comments/decision: USAID agrees with the recommendation to
 
work more closely with private sector firms to discuss short term
 
technical training opportunities. USAID will focus on
 
non-profit/small enterprises and encourage training opportunities for
 
women. USAID intends to discuss increasing private sector use of the
 
project with the Minister of Equipment.
 

(b) In-country training
 

Recommendation: The Mission should actively engage in discussions
 
with private and public organizations, offering suggestions of ways
 
to utilize In-country training.
 

USAID comments/decision: Recent demand for in-country training
 
support has been sufficiently great that this does not appear to be
 
needed at present. UCAID does not intend to use the in-country
 
component of this project for the private sector. A more systematic
 
approach to Mission review of proposals in this area is currently
 
being developed.
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ln-country training: One major in-country training activity was implementedin February 1985, a "Train the Trainer" program for 28 mid-level Ministry of
Irterior (NOI) staff responsible 
 for project design, implementation, andevaluation. Four seminars on the same subject matter will be conducted byDecember 19E5, attvndtd by 100 1 staff at the local/municipal level. 
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de 

focus upon project
appraisal and management. 

ICOHM )g 0O5: Decisions taken by the Mission on the basis of the
evaluation report's recommendations 
 relate to several aspects of projectir,lplemencatiu, including the review/revision of th Training Plan, review of
current procedures for publicizing AID training grants, emphasis 
 on womencdndicates, and follow-up procedures on returned pa:ticir.ar.ts (see PES Part I). 
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8. 	Establish a system for periodic review and revision 
of training manuals and provincial level supervisory MOH 06/84 
responsibilities. 

9. 	Provide TA to the M.01 to assist in IE+C materials USAID/MOH 08/84
 

development.
 

10. 	Encourage the improvement of F.P. services provided
 
by the private sector through the development of
 
promotional training and information materials for
 
pharmacies and their staffs. 	 MOH/USAID On-going
 

11. 	 Continue to develop the linkages between the MOH 
and other GOM ministries and private organizations 
to promote F.P. activities. 	 USAID/MOH On-going
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Project Description: The project aims to establish and demonstrate within both the
 

public and private sectors a capability to plan, implement, and evaluate
 

cost-effective family planning programs. The project contains a variety of
 

subactivities (12 separate activities) designed to promote the use of modern
 

contraceptives among the target population; raise the levels of awareness of
 

population problems and commitment to their resolution and foster new demand for
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family planning services through improved IE+C programs and increased availability
 

of services. The subactivities include household distribution of contraceptives
 

and five related health activities; and education, referral services, informational
 

materials design, training, commodity support, and some data gathering/analysis/
 

dissemination.
 

This was the final evaluation of this project and its 12 inter-related
 

sub-activities, prior to the commencement of "Phase III" activities. The general
 

objectives of the evaluation were to determine the progress of the project and of
 

the 12 component sub-activities; review the status of the family planning/health/
 

nutrition services provided; and suggest future directions for family planning
 

activities and funding within the GOM, and potential spheres of cooperation with
 

other ministries and agencies and with individuals outside the formal public health
 

system.
 

Family planning activities in Morocco have progressed substantially during the past
 

5 years of project activity. Contraceptive Prevalence (CP) estimates indicate that
 

the nationwide CP has more than doubled form 12% (1918) to 27% (1983). In the 3
 

provinces receiving home distribution of contraceptive methods since 1982,
 

prevalence is in the range of 41% to 53%.
 

USAID funding and technical support have been pivotal in assisting the MOH in its
 

service expansion. Following initial delays in planning and facility construction,
 

most of the 12 subprojects are now firmly under way. Two exceptions are the
 

construction of Family Planning Referral Centers (only 7 of the 10 planned are
 

completed to date), and the commercial distribution of contraceptives (considered a
 

risky activity, given the strong reservations of the medical establishment about
 

the delivery of FP services by anyone except health professionals).
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Specific remarks on major sub-activities were as follows: 
 1) VDMS (Household
 
Distribution) - Approximately 40% of the Moroccan population will be covered by
 
early 1984. 
 Early service statistics indicate substantial client acceptance of all
 
available methods. 
Provincial management, training and supervisory capabilities
 
appear goods. 
 2) National Training Center for Reproductive Health - In operation
 
since 1982. The Center provides a 30-bed in-patient facility for referred
 
obstetrical and gynecological cases, and provides training for physicians in tubal
 
ligation. 3) IE+C - Materials have been produced by 
both the MOH and the local
 
IPPF affiliate. 
Materials include printed matter and radio and television
 
productions. 4) Training - U.S., in-country, and third country training has been
 
provided for medical students, physicians, nurses, educators, administrators, and
 
statisticians/demographers. 
These training efforts have been essential to the
 
successful implementation of the project. 
 5) Other - During the project there has
 
been a contraceptive prevalence survey in 3 VDMS provinces and field work for a
 
second nationaL CPS Is currently underway. 
The final report of the National
 
Fertility Survey was prepared in late 1983.
 

Key findings and observations by the evaluation team included support for the
 
planned extension of VDMS and other project activities, but coupled with improved

monitoring and evaluation of 
this activity via streamlined data collection and 
analysis at the local, provincial and national levels. Physician training in 
sterilization should be increased, and training of IUD insertion should continue,
 
especially in rural areas and peri-urban slums. There is a need for clearer IE+C 
objectives, and for pre--testing and evaluation of IE+C materials being produced. 

Continued efforts to increase collaboration with other government ministries in the
 
promotion and delivery of family planning should be encouraged. Finally, during

the coming project period, thought should be given to mechanisms for increasing the
 
self-financing capabilities of family planning activities in Morocco. 
In summary
 
the evaluation found the project 
to be generally successful and a good example of
 
productive cooperation and discussion between the GOM/MOH and USAID.
 

LESSONS LEARNED (from evaluation report) 

1) The implementation of strong, practical family planning programs need not
 
necessarily be proceeded by promulgation of major population policy statements by

the Government of Morocco. 
 In this culture lack of overt discussion should not
 
necessarily be construed as an indication of lack of interest 
or concern regarding
 
a given issue. 2) The provision of family planning via the existing health
 
structure is more 
likely to ensure the long term availability and coverage of such
 
services. 3) 
 Home visits for family planning service delivery, by male and female
 
health workers, are acceptable in Moroccan society.
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1. USAID will complete the Range Management Improvement : ti.
Project as scheduled in the revised Project Paper. 
 Purvis 8/30/86
2. Within the context of the development of its revised
 
CDSS, USAID will consider the future of AID development

as-sistance to the extensive livestock sector in Morocco. 
 Purvis 2/01/86

3., 'USA.ID will request in writing that DE examine the
 
appropateness of upgrading DE/SP from the status of 
a
 
Service, to that of a Division, and to inform USAID of
 
the basis and results of its determination. Purvis 1/5/86

4. USAID will request in writing that DE examine, within
 
the framework of current project activity, its "lohg-lterm

development strategy" and the 
findings of the evaluatLbn '
 
in this regard. USAID will discuss the findings of Dt in
 

n the context of CDSS preparation. 
 Purvis 1/15/86
5. USAID will request in writing that DE develop a plan
 
and time frame for transferring control of the Plant
Materials Center to 
the private sector. USAID will suppo t
 
this planning effort within the framework and remaining

lifetime of the Range Management Improvement Project.
 
USAID will consider including this activity as
 
a PL 480 Self Help Measure in FY 86. 
 Purvis 1/15/86

6.' USAID will share its concern with DE at the finding

of the evaluation that U.S. 
technical assistance is not
 
adequately integrated into DE/SP and request that DE
 
develop and provide to USAID an imnediate plan, in colla­
boration with the consultants, to remedy this situation. Purvis 
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_programs, Tec~hnical assistance was providedIbyUtah State Uni ve's ity (US U
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The evaluation team also feltthat DE/SP should concentrate on addressing
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1. 	 This is the smalary of the final evaluation of the Range Management
 
long-tn ahot-erm tr wing.i Utah tat nvrstJUJfeddafiepro to end In Auusi7
XdImprovement Project (RIIP) in Morocco. The project is scheduled 


of 1986. The purpose of the ocIP
is to strengthen the capability of a GOM
 
institution the, Range Management Service (DE/SP), to plan and implement its
 
-applied research, extension, and rangeland development progras. The RIP
 
implementation of which began in 1981, oritinally focused on range extension ano
 
long- and short-term training. Utah State University (USU) fielded a five person
 
team to implement the project.
 

2. A mid-term evaluation of the project 'conducted January or 1984, while 
identifying several serious implementation problems that needed urgent attention, 
was optimistic concerning the Project's potential. Following upon their 
recommendations, the project underwent a major redesign, involving changes in 
personnel and TA structure and the adoption of a more explicit focus on an 
institution building objective for the project. Given the very serious problems 
encountered in the first three years of implementation, AID decided against
 
obligating additional funds to the project or significantly extending the
 
life-of-project. Consequently, the project had only two years in which to carry
 
out the program outlined in the redesign. Many of the more serious implementation
 
problems identified in the final evaluation stem directly from-*the time and
 
resource limitations inherent in the redesign.
 

3,(nd In assessing the role and function of DE/SP and its performance to date, the
 
evaluation team examined the following project-related activities:
 

hpe Forage and Animal Production Research. This research included:
 
forage aeaptation trials; grass and legume seeding; shrub plantings; the collection
 
of production data; contouring ard water catchments to increse water infiltration
 
on rangelands; fertilization to increase forage production search into livestock
 
production; livestock health and ram sterilization. Though problem.
t activities; 

were e;countered in carrying out this research program, the evaluation team' felt 
that it was appropriately conceived, and should be continued.
 

Sociology Research. The evaluation team felt that the sociological research
 
under the project was not adequately focused in that it was not explicitly directed
 
at answering questions posed by range managers. The evaluation team felt that much
 
of the information gathered from the projects Agro-Pastoral Systems Study could
 
have been obtained more easily' through a more extensive literature search and 
through better use of Moroccan staff. In addition, the analysis and application-of 
data collected to extension programs was inadequate. While the capabilities of the 
lower levelDE/SP stfff to collect sociological field da were increased, little 
attention was given to training them in data analysis and application of the 
results. The-social science component still has not been well integroted into the 
RMIP and'local administrative staff often do riot understand why the sociological 
data is being collected. The evaluation team was concerned that sociological
 

I-	 efforts by DE/SP staff would cease after completion of the project, unless those 
Moroccans returning from the U.S. with training in sociology were given an Lfopportunity
to redesign this component. 	 1117 
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Economic Research. Progress in meeting the project's economic analysis
 
objectives has been limited. This is because the responsibility for directing the
 
economic research program has rested with the project's chief of party (COP), whose
 
managerial responsibilities have precluded sustained effort in this area.
 

Extension Activities. Extension-oriented technical assistance has been
 
somewhat limited as the team has concentrated its efforts on obtaining data for
 
future extension applications. Extension efforts have included: seeding of
 
perennial forages; extension programs for users of perimeters; cooperative
 
formation; and field days. Though identifying operational problems, the evaluation
 
team felt that the seeding of forage on private land was a promising approach which
 
could provide a basis for greatly expanded activity by DE/SP in the future.
 

Training. By the PACD 11 Moroccans will have received MS degree training in
 
the United States (9 in range management and 2 in rural sociology). Also by the
 
PACD, 80 person months of short-term training wlll have been completed and a large
 
number of DE/SP field staff will have benefitted from in-country training
 
activities. The evaluation team concluded that the training component of the RHIP
 
was both an essential and a successful effort, with little doubt that DE/SP
 
capability has been greatly enhanced. The evaluation team suggested that the
 
training component should not be neglected in future activities developed in
 
Morocco, though emphasis might be shifted from short-term training in the U.S.
 
towards assisting Moroccan educational institutions to provide it.
 

The Plant Materials Center (PMC). Establishlng the PMC as a viable
 
institution has been one of the major achievements of the RMIP--a combination of
 
resource availability, training, the calibre of the Moroccan staff, and intensive,
 
experienced TA on a one-to-one basis. The process of developing the PMC reflects a
 
kery coordinated effort between the GOM and the RMIP. Planning, design and
 
constrlction have been well organized and were completed in a timely manner. The
 
evaluation team recorended that the GOM consider "privatizing" that facility.
 

4. The evaluation team was generally impressed by the enthusiasm and
 
professionalism of DE/SP personnel assigned to the project. The evaluation team
 
noted, however, that those sites with the most active programs were those with the
 
most experienced senior staff and at which DE/SP has been working the longest. The
 
quality of interpersonal and working relationships between DE/SP project managers
 
and their immediate superiors was a significant determinant of the success of
 
project activities at the various sites.
 

5. After the mid-term evaluation, the majority of the TA team was ielocated to
 
Rabat. This was done in order to better coordinate the project, ensure a common
 
program of activities across the sites, and make the differing technical expertise
 
available to all sites. It was hoped that the TA staff would become mobile
 
technicians visiting sites on a regular basis to assist with planning and
 
.monitoring, provide technical assistance, and to resolve any problems that arose.
 
To supplement the efforts of the senior TA staff and to ensure continuity of effort
 
in the field, several PCVs whose tours were ending were employed to serve as junior
 
technicians. As a consequence, the amount of time per month that TA staff were
 
able to spend at any given field site was limited. While the visits from Rabat
 
were appreciated, Moroccan personnel felt they were too brief and left little time
 
for serious discussion of the problems and issues that had arisen since the
 
previous visit. In addition, the centralization of the TA, combined with the lack
 
of available space in MARA, led to the creation of a separate project office in
 
Rabat. This has not served the long-term interest of creating institutional
 
capacity in DE/SP.
 



6. The evaluation team noted that the problems of extensive livstock production
 
in the lower rainfall areas of the country do not receive adequate priority from
 
the GOM. In part, this is because of the position of DE/SP within NARA. DE/SP is
 
the youngest service within the DE and its mandate, improving degraded rangelands,
 
is a departure from DE's traditional orientation towards animal health, genetic
 
improvement, the augmentation of milk production in ORMVAs, etc. Historically, the
 
lion's share of DE's resources has gone to these latter activities. The upgrading
 
of DE/SP to the division level would provide those responsible for range management
 
with improved budgeting, additional staff, and a louder voice in pol-icy decisions
 
that affect Morocco's rangelands.
 

7. Under the auspices of the RMIP, DE/SP is currently engaged in both research
 
and extension. This was due to the lack of functioning of rangeland research and
 
extension in Morocco. The evaluation concluded that the proper role of DE/SP
 
should be limited to land use and range management. The burden of research and
 
extension activities should be passed.to the appropriate specialized agencies.
 

8. As a relatively new institution, DE/SP is conct-rned with establishing a
 
presence in those parts of the country where it can make a contribution to
 
rangeland development. As DE/SP spreads itself thin, however, it becomes less
 
effective, given limited personnel and resources. The evaluation team suggested
 
that DE/SP re-evaluate the degree to which it wants to concentrate or disperse its
 
resources and personnel, as well as whether it should transfer personnel and
 

resources to more promising sites and from those where there has been little
 
progress to date.
 

9. DE/SP's strategy is focused on the creation of range management perimeters,
 
with DE/SP playing the role of both manager and policeman. Inadequate attention
 
as been given, however, to creating institutional capacity at the local level,
 

through local beneficiary organizations. Such organizations, however, can promote
 
susta.i"nable and replicable development, especially by marshaling local resources
 
and mobilizing beneficiaries. The evaluation team argued that DE/SP cannot do
 
rangeland management and development in a vacuum and that it is in DE/SP's self
 
interest to support beneficiary groups.
 

10. The goal of the RMIP is "to increase livestock productivity and production
 
efficiency by Morocco's low income livestock producers." At present, this goal has
 
not been met, as a result of climatic, temporal, political, and social factors. In
 
addition, given the start up problems of the RMIP, the complexity of the issues
 
faced, and the long-term nature of the project's institution-building purpose, it
 

was unrealistic to expect this goal to have been achieved during the life of the
 
project.
 

11. The major recommendations of the evaluation team included:
 
o 	 The completion of the RMlP as planned;
 
o 	 AID continue its involvement in the extensive livestock sector (with
 

DE/SP as the lead agency);
 
o 	 AID promote the upgrading of DE/SP from the status o, a Service to that
 

of a Division; and
 
o The privatization of the Plant Materials Center.
 

AID actions on these and other recommendations are presented in Section E of the
 
face sheet.
 

12. The evaluation team concluded that USU had made an important contribution to 
the long-term American commitment to create a range management capability within 
DE, and that both USU and AID should take pride in having contributed to this 
process. The decision to redesign the project in 1984 and continue with the USU 

involvement was a rational one. Failure to do so would have set back and perhaps 
permanently impaired the creation of this range management capability in Morocco. lS 
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L. COMMENTS BY MISSION, AID/W OFFICE AND BORROWER/GRANTEE (cont.)
 

Peace Corps volunteers with professional background in range
 
management and sociology were aseigned to this project. Upon the completion
 
of their Peace Corps tours, several of these individuals were hired by USU to
 
serve as junior-level technicians on the project. The continued participation
 
of these individuals, given their in-country experience and language fluency,
 
was crucial to maintaining the project's momentum during its redesign. This
 
was an innovative and very cost effective effort. It should be noted,
 
however, that host country staff who had worked with these individuals as PCVs
 
found it difficult to view them as performing new and more responsible
 
functions in their new incarnation.
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PROJECT EVALUATION SUMMARY (PES) - PART I
 

Winter Snowpack AugmenLdi.on Project (608-0190)
 

8. Action Decisions Approved by Mission
 
A. List of Actions B. 


1. Clarification and 

prioritization of project 

objectives. 


Identification of a full-time 

Moroccan Project Director. 


3 A. Training of Moroccan Pilots 


Royal Moroccan Air Force to 

review with National Meteor-

ological Organization the 

assignment of meteorologists 

to aircraft to assist pilots
 
in scientific and technical
 
aspects of cloud seeding
 
operations.
 

Officer C. Date Action 
Responsible To Be 
For Action Completed 

AID and Bureau Statement of 
of Reclamation objectives 
Scientific and their 
Advisors priority 

developed by 
Scientific 
Advisors 

adopted by 
Mission on 
6/11/85 and 
Project 
Steering 
Committee 
6/12/85. 

Director,
National 

Upon receipt
of staffing 

Meteorological chart to be 
Organization, developed by 
and Resident Resident 
Scientific Scientific 
Advisor Advisor 

the Director 
will appoint 

a full-time 
Project 
Director. To 
be completed 
by 9/85. 

Project Director, Decision on 
Royal Moroccan assignment of 
Air Force and personnel by 
Director, National 10/85. 
Meteorological 
Organization 

http:AugmenLdi.on
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8. Continued 
A. List of Actions B. Officer C. Date Action 

Responsible To Be 
For Action Completed 

3 B. Change of Aircraft Type Project Director, Royal Moroccan 
Royal Moroccan Air Force to 

Royal Moroccan Air Force to Air Force make decision 
review possible provision of 
2 King Air 100 aircraft for 

on aircraft by 
10/85. 

cloud seeding operations 
during the 1985-1986 season. 

3 C. Improvements in Aircraft 
Navigation Equipment 

Bureau of 
Reclamation 

Equipment to 
be available 

Improved navigation systems 
be adopted for use in 1985-

to 
Scientific 
Advisors and 
Project Director, 

for use 10/85 
- 12/85. 

1986 operational season to Royal Moroccan 
include VOR, DME, RNAV, IFF Air Force 
and OMEGA systems. Field 
tests to be conducted 6/85­
9/85. 

D. Change in the Base of 
Aircraft Operations 

Project Director, 
Royal Moroccan 

Royal Moroccan 
Air Force 

Air Force representatives 
Royal Moroccan Air Force 
will base project aircraft at 

agreed 
change 

to 
on 

this 

Casablanca Anfa AOrport. 6/18/85. 

3 E. Ground Generator Network Bureau of Ground 

The Bureau of Reclamation 
Reclamation 
and Royal 

generators 
will be tested 

will prepare a design for the Moroccan in the 1985­
field testing of ground Air Force 1986 season. 
generators. The Royal 
Moroccan Air Force will buy 
ground generators and seeding 
material. 

3 F. Seeding Material Change Royal Moroccan Recommended 

Bureau of Reclamation 
Air Force seeding 

will be 
has recommeded a change of 
of seeding material. 

purchased 
after current 
supplies are 
used. 
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8. Continued 
A. List of Actions B. Officer C. Date Action 

Responsible To Be 
For Action Completed 

3 G. Radar Operations Bureau of Following 
Reclamation; review of 

The Government of Morocco AID Regional documents 
wishes to move the weather Legal Advisor; prepared by 
radar inside the Khoribga and Director, Bureau of 
air terminal. AID will National Reclamation 
require a release form Meteorological and AID a 
waiving any claims for Organization decision 
damage from movement of will be 
the radar to be signed made. 
by Director, National 
Meteorological Organization. 

3 H. Rotation of Operations 
Directors 

Resident 
Scientific Advisor 

Upon receipt 
of staffing 

and Director, chart to be 
Operations directors will National developed by 
serve at Khoribga Meteorological Resident 
on a rotational basis. Organization Scientific 

Advisor the 
Director will 
review the 
needs for 
rotational 
assignments. 
To be 
completed 
9/85. 

4. Cloud Physics Aircraft 
Data Collection Program 

Bureau of 
Reclamation 

Changes to be 
prior to start 

and Project of 1986 cloud 
Changes will be made in the Director, Royal physics data 
aircraft basing, clearance Moroccan Air collection 
process and navigational Force program. 
systems. 
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8. Continued
 
A. List of Actions B. Officer 
 C. Date Action
 

Responsible To Be
 
For Action Completed
 

5 A. Selection of Computers 
 Bureau of Recommended
 
Reclamation change adopted


Project to procure 5 micro- and Director, by Mission on
 
computers rather than 1 National 6/11/85 and
 
minicomputer for data Meteorological Project

analysis. Organization Steering
 

Committee on
 
6/12/85.
 

5. B Participation of Moroccan Bureau of' 
 Proposal to
 
Scientists in International Reclamation and broaden
 
Meetings Director, training
 

National program

The project will broaden the Meteorological adopted by
 
scope of training elements in 
 Organization Mission 
on
 
the project to place a greater 
 6/11/85 and
 
emphasis on seminars. 
 Project
 

Steering
 
Committee on
 
6/12/85. The
 
Bureau of
 
Reclamation
 
will provide
 
a detailed
 
training plan
 
for review by
 
10/85.
 

6. English Language Training AID Project AID Project
 
Manager and Manager and
 

Classes to be better 
 Resident Resident
 
coordinated with program Scientific 
 Scientific
 
operations. More intensive Advisor 
 Advisor to
 
training to be obtained 
 discuss
 
from American Language Center. 
 changes in
 

approach with
 
Director of
 
Peace Corps
 
before new
 
volunteer(s)
 
assigned.
 

I",
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8. Continued 
A. List of Actions B. Officer C. Date Action 

Responsible To Be 
For Action Completed 

7. 	Logistical Support for Director, Government of
 
Program National Morocco will
 

Meteorological continue its
 
Project implementation Organization efforts to
 
suffers from inadequate address these
 
housing for personnel and problems.
 
vehicles to support operations.
 

8. 	 Bridge Funding Mission Program Mission to
 
Officer; Mission determine
 

Implementation of project Project Officer availability
 
has proceeded ahead of and AID Scientific of funds. If
 
of schedule, creating a need Advisor available, the
 
for additional FY 1985 funds Mission and
 
for a Project Amendment to AID/W will
 
fund a PASA Amendment with process
 
Bureau of Reclamation. Project
 

Amendment
 
and PASA
 
Amendment.
 

9.,.Rpview of Contracts 	 Bureau of Mission and
 
Reclamation; Government of
 

While recognizing that the Mission Project Morocco will
 
Bureau of Reclamation will Officer; identify all
 
continue to serve AID's Director, National items to be
 
procurement agent, all Meteorological reviewed
 
future annual work and Organization and during exam­
procurement plans will be Project Director, ination of
 
examined by AID and the Royal Moroccan annual work
 
Government of Morocco to Air Force and procure­
determine which items either ment plans.
 
party wishes to review.
 

157 
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PROJECT EVALUATION SUMMARY (PES) 
- PART I
 

Winter Snowpack Augmentation Project (608-0190)
 

13. Summary
 

The Winter Snowpack Augmentation Project is designed to increase
manageable water resources the

in Morocco through implementation of 
a
 

on a demonstration

scientifically based weather modification project
basis. 
 The project is designed to develop within the 
Government of
Morocco an ability to 
design, plan, implement, monitor and evaluate
scientifically based weather modification programs. 
 It should be
emphasized that this project seeks 
to 
present weather modification
as one or a variety of techniques which can 
be used in a national
 program of water 
resources management.
 

Project implementation is presently in advance of the 
schedule
established in the Project Agreement. 
 This situation is due to both
the extremely high level of 
support being provided to the project by
the Government of Morocco and 
the high quality of the technical
assistance and procurement program 
being administered by the Bureau
of Reclamation. 
Major accomplishments during the first year of the
 
project include:
 

Procurement, shipment and installation of all major equipment

._required for 
the prrject;
 

" Development of 
an interdisciplinary and 
interagency project team;
 

" 
Successful initiation of cloud seeding activities in the project
 
area. 

The primary problems 
encountered during project implementation
 
concern a range 
of logistical issues. 
 These include:
 
" Problems in assignment of Moroccan personnel 
to field sites
 

due too inadequate housing;
 

" Problems in operations due to inadequate number
an of vehicles
 
being available for Moroccan personnel;
 

" Problems with the operation of ground and aircraft based
navigational systems which 
affected both seeding operations
and the cloud physics data collection program; 
and
 

" Problems with the 
flight capabilities of seeding aircraft and
 
availability of pilots.
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14. Evaluation Methodology
 

An interdisciplinary team of three 
senior American scientists with
 
expertise in weather modification and water resources 
management

prepared a routine evaluation as planned in the Project Paper during

April and May, 1985. Preparation of the assessment was conducted in
 
three phases which included: (a) review of project documents, (b)

interviews and discussions with representatives of AID, Bureau of

Reclamation and contractors in the United States and 
(c) interviews
 
and discussions with AID, Bureau of Reclamation, Government of
 
Morocco and project funded contractors in Morocco. The evaluation
 
closely followed the scope of work for project 
assessment provided

in the Project Paper.
 

15. External Factors
 

Implementation of the project has been influenced by both general

conditions in the Moroccan economy and requirements for Royal

Moroccan Air Force personnel created by military activities in the

southern portion of Morocco. Project implementation has been

affected through the reduced ability of the 
Government of Morocco to
 
provide either local currency and/or foreign currency 
to meet
 
project costs for housing, vehicles and selected equipment. It
 
should be noted that all foreign currency costs associated with
 
actual cloud seeding operations 
are to be funded by the Government
 
of Morocco under the terms 
of the Project Agreement. On a limited
 
mumber of occasions Royal Moroccan Air Force personnel and equipment

have .ot been available due 
to higher demands created by opsrations

being'conducted in southern Morocco. is
It not believed by either
 
the External Evaluation Team or 
the AID Mission that these problems

will significantly alter the probability 
of successful project
 
implementation.
 

16. Inputs
 

During the first year of project implementation the following inputs
 
have been made to the project:
 

Government of Morocco
 

• Complete renovation of the air terminal 
at Khoribga;
 

" Provision of improved offices and 
facilities for project
 
operations;
 

" Assignment of personnel from both 
the National Meteorological

Organization and Royal Moroccan Air Force 
to the project;
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* 	Assignment of personnel for short-term training in the United
 
States and Morocco.
 

A.I.D. and Bureau of Reclamation
 

" Procurement, shipment and installation of major pieces of
 
scientific equipment in Morocco (weather radar, rawinsonde,
 
etc.);
 

" Provision of technical assistance on a long-term basis through
 
the assignment of a Resident Scientific Advisor to Morocco
 
and a wide range of short-term assistance;
 

" Provision of short-term training programs for Moroccan personnel
 
in both the United States and Morocco;
 

" The initiation of a series of scientific studies to support
 
scientifically based weather modification, including the first
 
season of data collection using a cloud physics aircraft.
 

National Oceanographic and Atmospheric Administration
 

Provision of advanced weather satellite equipment and
 
associated training.
 

Peace 	Corps
 

'..Prvision of 2 Peace Corps Volunteers to the National
 
.-Meteorological Organization to teach scientific and
 
- technical English. 

17. Outputs
 

Major 	project outputs have included:
 

" Development of a significantly improved capability within
 
the National Meteorological Organization to observe and
 
forecast weather in Morocco due to the provision of advanced
 
weather monitoring equipment and training provided by AID
 
and NOAA;
 

* Development of an improved understanding of the objectives and
 
techniques used in scientifically based programs of weather
 
modification through both training and operational experience;
 

" The successful conduct of a series of controlled cloud seeding
 
operations in the project area;
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" Development of improved capabilities in logistical management of
 
weather modification operations and in the maintenance of
 
electronic equipment;
 

" Development of an interdisciplinary and interagency project team.
 

18. Purpose
 

As stated in the Project Paper, the purpose of the project is "to
 
increase the manageable water resources in Morocco through
 
implementation of a scientifically based weather modification
 
project on a demonstration basis. It is anticipated that the
 
project will increase precipitation in the project area by 10
 
percent on an annual basis. The project will also improve the
 
availability of water to users by allowing for additional water to
 
to be stored in reservoirs and through increased groundwater
 
storage."
 

On the basis of implementation progress made during the first year
 
of the project, it is believed that the project will be successful
 
in fulfilling its purpose. The successful conduct of a series of
 
cloud seeding operations in the first year provides the basis for an
 
expanded program in future years. It should be observed, however;
 
that until the streamflow model is developed and tested during the
 
second and third year of the project it will not be possible to
 
measure amounts of precipitation and run-off attributable to the
 
p~ oject.
 

19. 'oal/Subgoal
 

As stated in the Project Paper, the goal of the project is "to
 
develop within the Government of Morocco an ability to design, plan,
 
implement, monitor and evaluate scientifically based weather
 
modification programs. Weather modification programs will be
 
developed as an integral part of overall management of water
 
resources in Morocco. The project will support development of this
 
capability through the transfer of technology, provision of
 
technical assistance, execution of special analyses, provision of
 
scientific equipment and training.
 

It is fully anticipated that this goal can be achieved during the
 
course of project implementation. During the first year of the
 
project the Government of Morocco has made major advances which
 
fully support achievement of these goals, these include the
 
significant im-provement in the ability to: (a) ob8erve and forecast
 
weather in Morocco due to the provision of advanced weather
 
monitoring equipment and training; (b) to understand the objectives
 
and techniques used in scientifically based programs of weather
 
modification through both training and operational experience; and
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(c) the development of an interdiscipll:ary and interagency project
 
team.
 

20. Beneficaries
 

A. 
 Primary: It is too early in the implementation of the project

to assess impacts in the project area 
due to an increase In

available water resources. 
 As noted before, until the streamflow
 
model is developed and tested during the 
second and third year of

the project it will not be possible to measure amounts of
 
precipitation and run-off attributable 
to the project.
 

B. Secondary: The first 
year of project implementation has had

significant impact on the capabilities of the Government of Morocco
 
to: (a) observe and forecast weather in Morroco due 
to the provision

of advanced weather monitoring equipment and training and 
(b) to
understand the objectives and techniques used in 
scientifically

based programs of weather modification through both training and
 
operational experience.
 

21. Unplanned Effects
 

Implementation of the 
project to date has not resulted in any

unplanned effects.
 

22. Lessons Learned
 

T&.date, two signficant lessons have been learned through project

impletnentation:
 

" Implementation of scientifically complex projects requires, 
an
understanding by all participating organizations, that such

projects require substantial time to collect data in order 

verify impacts from interventions such 

to
 
as weather modification;
 

" The major constraint to the implementation of scientifically

based weather modification projects is the provision and
 
coordination of appropriate logistical support.
 

23. Special Comments or Remarks
 

Attachment A. Changnon, Stanley A., 
Jr.; Rose, R. Lynn and
 
Warburton, Joseph A. 1985. 
 An Evaluation of the
 
Winter Snowpack Augmentation Project in Morocco 
-
April-May 1985. Prepared for the Bureau of
 
Reclamation under Contract No. 
CR-81-06500.
 
46 pages.
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Attachment B. Project Al Ghait/Winter Snowpack Augmentation 
Project, Project Steering Committee Meetings 
June 12 and 18, 1985, Review of Recommendations 
of the External Evaluation Team (Dated June 19, 
1985). 15 pages. 

Attachment C. Winter Snowpack Augmentation Project (608-0190) -

Review of External Evaluation Team Report (Dated 
June 10, 1985). 12 pages and 3 attachments. 
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PROJECT OESCRPTIOThe project develops wiThin the Government 
ot Morocco an ability to design,

plan, implement, monitor and evaluate scientifically based weather modification
 
programs, as an integral part of overall management of water resources in Morocco. The
 
project accomplishes this 
through technology transfer, technical assistance, execution
 
of special analyses, provision oi scientific equipment, and training.


AUTHORIZATION DATEAND U.S. LOP FUNDIN G AMOUNT PES NvU!ER JPES DATE PES TYPE
 
April 4, 1984 h $6.- M 68-85-05 Nov., 27, 198588_5 

heprojcts" td 
 use a s f -ba Regular Oi (Specify)
Samir Zoghby- .--'5 .-.. , ,x] ,...LNov.
"b1 El7[ Special 

Steve Lintner, ANent of 
 Ro esign exeut a sae
 
John Giusti, Evaluation Ofc- Mi 
 n Direco.r
 

A 2-week project evaluation by a 3-person external review team was
ABSTRCT toP-improv conducted in AprilMorcca water supis
1985 to assess the Th purpos istDdvlpTaailte
progress and problems and to develop recommendations needed to
 
improve the scientific, technical and institutional aspects of this 5-year

demonstration project.
 

The project's goal is to 
develop and use a scientifically-based weather modification
prvject to improve Moroccan water supplies. The purpose is to develop capabilities 

within the Government of Morocco to 
design and execute a scientifically-based weather
 
modification program in Morocco.
 

After one year of implementation, the project is revealing excellent progress. The
 
U.S. equipment installations, staffing, and training 
are on schedule, and Moroccan
 
commitments of facilities, equipment and staffing have largely been fulfilled. 
Field
 
operations including cloud seeding missions 
on 16 days were accomplished in the
 
winter-spring 
seasons of 1984-85. These operations have served as an excellent
 
shakedown and training period, and have yielded badly needed eather data sets
 
Pradar, satellite, and aircraft) for planning future operations
re searcp which is just and the scientificbeginning in the U.S. and Morocco. Progress in training and
techhiology transfer on-scheduleis with rapid learning by well-trained -and highly 

motivated oroccan kpprjtpesns.meteorologists and In addition 
to its excellent
 
progress, the supporting agencies are still committed to the project, and the project
 
management bodies and individuals are reasonably well organized.
 

The major problems encountered in the first year were (a) difficulties in coor­
dinating field operations, and (b) inadpoquacies
major field activities were located and operatedofatthe cloud seeding system. Thefour widely scattered sites. 

Poor commuiications between sites led 
to inferior operations during many precipi­
tation periods and kept projet personnel from all important interactions needed for
 
learning and planning. The cloud seeding was accomplished by
aircraft that for various technical Moroccan Air Forcereasons were limited for long-period and night 
operations.
 

Major recommendations of the evaluation include:
 
- Consolidate operations by locating project aircraft 
 at Casablanca, and by

Performing numerous other site actions to improve communications, training,
 
maintenance, and general coordination.
 

-Do airborne seeding with aircraft capable of all weather flight conditions; provide 
for ins;tallation of special meteorological systems on 2 aircraft; train at least 2
 
pilots in cloud seeding techniques; and initiate data collection and studies by U.S.
 
scientists to 
develop, install, and test a grounc.-based cloud seeding system in the
 
mountains to supplement the aircraft seeding.
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PROJECT EVALUATION SUMMARY 
- PART II
 

I. EXECUTIVE SUMMARY, 

A. IntroductionEF_'pose of the Evaluation 

.The Poland/F'rlgect HopeOgerational Program Grant, 
as implemented by the
People-to-People Health Foundation, Inc. (also known as "Project Hope"., or" between Sept. 1982 and March 1985, was evaluated for the first and onlytime: as reported heretwith. Ihe egL i vocalIy_ formulated statement of obiect ivewas that 
"Project HOPE e.:pects to meet about seventy per cent of the priority
needs..." (defined in 
seven 
distinct categories) of the 19 
recipient
institutions, using resources from the OPG and, other gifts-in kind. 

In anticipation of 
a new Congressionally-mandated medical 
assistance OPG, to
start in FY. 1985, the evaluation,consisting primarily of 
a site visit to six
recipient institutions, *riterview.s with all principal organizations involved,
and a review of project records, intended to determine:
 

l.the eFfectiveness and efficiency of 
HOPE'S accomplishments in
attaining objectives specified 
in their Grant Agreement with AID.
 

2.the validity of key project assumptions in the light of project

x>:perience, and future expectations. 

Assuming Favorable findings, the evaluation was also intended to provide
"lessons learned" and recommendations to be considered in the design of
future OPG intended to provide medical 
any


relief assistance to Poland via
 
similiar means.
 

B. Findinos: (detailed in the body of the evaluation document
 
esp. see sections II-XIV)
 

l. E>ternal Factor=sand Yal idity of KeyF'rqect Assumptions
The health and economic conditions in Poland, and the conti­
nued interest of the USG of the GOP, and of the Catholic

Church in Poland Suggest no f.undamental changes. Key projectassumptions relating to the goals, purpose, outputs and inputs
both implicit and e.,plcit to 
the ORG design~continue to be valid. 

The S - 'in granted to HOPE or the sLtppl'f of essential drugs.supplies, iequipment, and related orientation/training to 19maternal ar:d child hospitals throuqgh1out. FolArd, were supplemented
with S6.5 eiliion vworth of qifts-in-kind, also delivered to the 

166
 



same institutions by HOPE. The actual 
e:penditures of 
the GOP for
international and 
in-country shippment, 
local currency travel

and admini-trative costs 
are not known.
 

Given the absenc'e of a 
strictly defined objective, and of
the appropriate baseline data and 
information,

it was not. oossible to 
 tantifv neither the the true

effectiveness or 
extent to which 
 this obiective 
was met, nor
the efficiency of its attainmernt. Thus, it is also not 
possible to
determine with strict validity whether 
the input resources
provided Were aldequate to 
realize the e;:pressed objective and
output. The above design weaknesses need to be addressed in 
any
 
new OFG.
 

Overall, the evaluation findings suggest that 
HOPE has
succeeded in provi 
din a mienificant 'though not always

measurableLprooortion of 
essential SLApliCeS and equipment 
to the
 
select recipient hospitals 
in Poland dur inproiect life.
 

HOPE's management of 
the initial and continuing needs
assessments, the procurement, packing and 
delivery (to the Dulles
airport shipping facility), the assessments of 
utilization and
orientation/training appear to 
have been conducted generally in
a 	 satisfactory manner. The orientation and 
training were
particularly w'ell-received by the Polish 
institutions and praised
consistently by every hospital 
administrator interviewed.
 

Problems identified with these and other aspects of 
input
management by HOPE 
 are solvable, and 
are discussed in detail in
sections -__ of 
the evaluation document. These, are also
reflected in specific recommendations, with the explicit

intent of being used dur.ing the design of 
a 	follow-on OPO.
 

3. 	 _tYtp S. 
Although available data and information was insufficient to

determine to what 
extent OFG inputs contributed to

the project objective (70% of essential 
commodities in 
seven
selected categories), HOPE exceeded the planned number of
recipient institutions by assisting 
a 	total of 24 hospitals.
 

The value of goods delivered to each recipient hospital 
ranges
from $647,991 (at the Krakow Pediatric Institute) to $40319
delivered to the Warsaw Mother 
and Chi.li Ho(tal 
 AseeAppendi', C
attached). Unfortunately, HOPE 
was not ao e to provide a dispJayof relief nriputs by categqory of -i 1' . a -cdsa;nd ,' I ted
 
values.
 

4. 	P rpose
In general, the purpose of "providing er,:'. gnc/ ho, c . relief to 
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hospitails in Fzlarsd...in order to al1eVxatie critical shortages
of these items... and -the resull.ant serious interruptions in the 
provision of medical treatment" has been fulfilled. As indicated
 
above, and detailed elsewhere in this document, the design" defi­
ciencies of a loosely formulated objective and no baseline data
 
make the strict assessment of effectiveness and efficiency in 
the
 
the project's implementation very difficult if 
not impossible.
 

5. Goa I. 
Ihe OF G's plicit goa 1 of ameliorating the "mortality 
rates" among the "high risk groups (especially mothers and 
children) in Poland , continues to be valid given the credible 
contributions mediated through HOPE under the OPG. 
Information obtained through evaluation interviews suggests that
 
neonatal mortality rates in at at least. some of the recipient

have been reduced as a result of respiraLors, and antibiotics
 
provided by the project.
 

b.Unplanned E ffects. 
HOPE's superlative conduct of the commodity-oriented 
orientation/training 
seminars has has been recognized by

enthusiastic participating hospital adminiatrators as perhaps one
 
of the most valuable long-term contributions to maternal and
 
child survival made by the project. The instructional materials,

prepared in Polish were distributed widely by the Poles them­
selves, providing precious references and knowledge concerning

state-of-the art 
patient management to practicioners in many

non-recipient hospitals as well. This effect should be viewed 
as
 
higlh]y advantagecus, and should receive the emphasis it deserves 
in the forthcoming OPG. 

7 .Lessons Learned/Recommendations 
for a Follow-on OPG..
 

a. Project Desion. 
Standard principles of AID project design should be
 
followed, to specifically include: 

-a logical frameworkquantified objectives, and End-of-
Froject Status; 

-an annual implementation plan 
for AID's prior approval;
 
-an external evaluation plan; 
-the plan to generate appropriate baseline information;
 
-an appropriately computerized management information and
 
records system
 

b. Implementat ion
 

I. Hospital-specific perc.ntage-oi-need targets for
 
C ofr:odities should be(- rmu;atd, and el:plicit lists of 
procurement for well-defined "essential" commodities
should be prepared for c.-ach recipet. hospital to enable 
time1 y and appropriate use by the hospi tal in its annual 
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2. 	 Appropriate rapid feeedback systems to enable corrective
 
action concerning problems with commodities received
 
shculd be instituted and, if necessary, additional
 
in-count.'>y and/or U.S.-based personnel should be employed
 
to make this possible.
 

3. 	 Consultant visits pertaining to commodity assessment and
 

veriization should be timed strotegically, with
 
intervals dictated by the annual procurement cycles.
 
The visits should not be unduly frequent, and be carried 
out by the same individuals to the maximum extent 

possible. 

4. 	 Pharmaceuticals should be purchased in quantity and on a 
generic basis. 

c. Eva luat ion.
 

An interim "process" evaluation should be completed at a
 
strategic time following the first year of implementation; a
 
final evaluation should assess effectiveness and efficiency in
 
meeting project objectives. Semiannual NID site visits should
 
take place to enable appropriate monitoring of project
 
activities.
 

8.SPecial IsSueS
 

a. Coveraoe.
 

There 	is mutual agreement among the U.S. Embassy, the
 
Polish health authorities interviewed, and the Polish Catholic 
Church representative, all of whom were consulted during the
 
recent site visit to Poland, that:
 

1. continued medical relief to Poland is desirable; and
 

2. a future OPG should at least maintain the present number of
 
recipient institutions, and not concentrate resources in
 
southern Poland, as was proposed by HOPE previously.
 

b.Needs Assessment. 
The definition of 'essential commodities" should, in general, be 
based upon likelyhood of impact on reducing mortality and 
morbiditv anyone mother's and chi ldrcn F.or 2ea.it cost :nd ma>:imum 
sustained duration. Formulation of procurement. !..i-s should be 
institutjor,-sp-eciflc and result in a c.ear J-y-def ined and well­
rationalized proportionate "mix" of consLimable suppILies, and 
essential equipment.
 



C. intectious i seases. Antib1+.-ics-_and Othor FharmaceIticlCS. 

Expert consultants on infectious disease ano nosok.omialinfections should 
assess the 
nature and prevalence of infectious
diseases in recipient 
 hospitals. Selection, procurement of
appropriate antibi.otics, and the implementation of appropriate
orientation/training seminars should be plAnned accordingly with
the aid of a consultant on clinical pharmacology. Selection andProcurement of 
other pharmaceuticals should be 
rationalized by
the criteria o" ma::irum imrpact on reducing maternal and child 
mortality/morbidity for 
least cost.
 

C. Conclusion.
 

;iven the very real limitations of the OPG design, the purpose and objectiverticulated in the Grant Higreement, and the limitations of the current'valuation methodology, HOPE appears to have performed well 
on most elements
f implementation, and, according to hospital administrators, exceptionallyell on 
the training and orientation seminars.' It 
is clear that HOPE has
stablished excellent relationships with the Polish health authorities, thedministrators of the institutions visited, the Catholic Church in 
Poland, and
ur Embassy officials in Warsawi. HOPE project managers have shown themselveso be eager to consider improvements, and 
are more than willing to consider
reative modifications of programing the delivery of 
relief assistance.
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USAID, AID/W 
 5/85
 
2. Continue the process of narrowing project
scope and integration of activities so there
is a more clear and direct focus on increased
agricultural production at 
the farm level. OICD/L, CG 
 2/85
 
3. Continue to olan and implement all project
activities in close collaboration with the
coordinating group 
(CG). 
 OICD/L, CG 
 2/85
 
4. Project leadershin 
(GC and OICD/L) to work
 more directly and closely with the Regional
;Agricultural Directorates 
(R-2D). 
 OICD/L, CG 
 2/85
 
5. Make every effort to insure that a four
 person agricultural prcduction team 
(crops,
soils, 
animal science F.nd farm management/
credit) is trained to zhe M.S. level in each USAID,
of the 7 PAD. 


OICD/L, CG 
 2/65
 
6. Given increased farm level production focus
and PACD extension, revise project T.A. work
plan, training plan and associated budgets. OICD/L, CG 4/85
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7. Review OICD/L and OICD/W staff requirements
and job descriptions. 
OICD/L staff descrip­tions should be modified to provide (a)
25-50% time devoted to professional activi­ties in their respective
expertise and areas of technical
(b) 25-50% time to be spent 
 USAIQ,
with RAD outside Lisbon.
 
8. Appointment of a full time OICD Production/
Extension/Agronomlst 


to be stationed in the
north to work directly with the northern
RAD to improve and coordinate production
related activities. 

ment not feasible, 

(If full time appoint­a U.S. University should
be contracted to provide short-term consult- OICD/L, CG
ant services on a regular basis). 
 OICD/W 
 5/85
9. USAID to work even more actively with Minis­ters of Agriculture and Finance to insure
high level political support for project. 
 USAID 

10. 
Continue to strive for improvement of 

2/85
 

Portuguese Government budget and administra­tion support. 
 Rapid approval and availabil­ity of PIDDAC and use of PL 480 budgeting

funds. 


11. USAID, CG
Strive to continui 2/85
to improve understanding
tnd support for program by regional direc­tors and central services of MAFA. 
 OICD/L, CG 
 2/85
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SUMMARY
 

Tne mid-project evaluation recommended continuing project
 
activities aimed at the existing project purpose. It
 
acknowledged significant progress in reaching planned output
 
levels under cnanging external circumstances. However, it
 
recoisimended tnat counterpart relationships be strengthened,
 
written agreements De prepared as to the nature of pro3ect
 
inputs, ano tnat outputs be focused on priority activities such
 
as management training and extension of basic preventive health
 
services.
 

Specific recommendations are as follows:
 

1. Strengthening Counterpart Relationships:
 

MOH policy has changed substantially since project
 
initiation and there have been many staff changes among all
 
parties involved in the TPHC. Developing good working
 
relationships and clarifying the decision-making process
 
requires an immediate effort.
 

Recommendacions:
 

a) 	 Secure the services of an independent facilitator to
 
worK 	with a Yemeni counterpart in organizing one to
 
two week sessions including officials and staff from
 
the MOH, tne TPHCP, USAID and other organizations
 
involved in the project. Plan the sessions in such a
 
way as to develop consensus and agreements on the
 
evaluation recommendations and the 1985-87
 
implementation plan.
 

b) 	 Written agreements clarifying MOH and USAID inputs

should De drafted during tne consensus-building work
 
sessions, either in the form of Memorandums of
 
Understanding or PILs.
 

c) 	 Continuation of the project should be contingent upon
 
both MOH and USAID identification of proper procedures

for obtaining future decisions and policy guidance.
 

2. Focusing and Consolidation
 

Tne proaect has addressed a range of health problems and
 
training needs that are too ambitious for a small TA team
 
whose intended function as trainers has been overwhelmed by

administrative and technical work that is not being
 
transferred to counterparts.
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Recommendations:
 

a) 	The project should immediately be focused on a core
 
package of priority health problems identified .in the
 
work sessions.
 

b) 	Implementation of training programs for
 
trainer/supervisors should proceed immediately, and
 
-should include specific training in supervision
 
methods.
 

c) 	Work session participants should oe encouraged to agree
 
upon the scope of training for Traditional Birth
 
Attendents and/or Licensed Birth Attendents.
 

d) 	Tne mass media component of the project snould be
 
replaced with more appropriate information campaigns
 
carried out by project PHCWs and LBAs.
 

3. 	Project SustainaDility
 

The ability of the YARG to sustain the project, both
 
technically and financially, and the rationality of doing
 
so in the face of deepening budget constraints, needs to be
 
examined. This evaluation was unable to fully cover that
 

raspect of the SOW due to a lack of solid financial
 
information and adequate time to examine alternatives.
 

Recommendations
 

a) 	Implementation of in-country training for central and
 
mid-level MOI management should move forward
 
immediately in order to develop expertise in the MOH
 
conducive for future projects.
 

b) 	The project's financial management system initiated in
 
CY 1985 should continue to be developed so as to
 
provide information on project costs oy specific
 
category.
 

c) 	An extension of tne project LOP should be coiisidered by
 
all parties in terms of the likelihood that adequate
 
technical skills will nave been transferred to sustain
 
tne project by the current PACD.
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14. Evaluation Methodology
 

Tnis was a special evaluation carried out in accordance witn
 
pruoect monitoring ana evaluation plans specifiec in tne 
1982 
project paper amendment. 
Tne purpose of tne evaluation was to 
assess planned vs. actual levels of progress to aate in terms 
of d PACD of June 1987; to report on changes in YARG 
circumstances and priorities with regard to carrying out their
 
Basic Health services plan; and to identify outstanding issues
 
requiring immediate resolution.
 

Three outside experts 
were contracted for this evaluation: A

PHC Management Specialist, a Public Health Physician and a
 
Primary Health Care Training Specialist. Four full-time Yemeni
 
counterparts participated in 
the evaluation team: The General
 
Director of Planning and Statistics, MOH; the Director of the
 
Nutrition Unit, MOH; 
the Acting Chief of the Department of
 
Technical Assistance and Conferences in the Central Planning
 
Organization (CPO); 
and the Director of FollDw-UP, CPO.
 
Numerous MOH officials, USAID 
and AID/W staff, all contracting

staff involved in 
the project, -and various multilateral and
 
bilateral AID agencies operating in the country were contacted.
 

The duration of the evaluation in country was six weeks,

-,allowing for discussion with all concerned parties, extensive
 
fiekd investigations with visits to 55% of all Tinama ptoject

sites, and daily discussion sessions among evaluation team
 

femoers so as to develop consensus.
 

15. External Factors
 

Tne 1982 TPHCP Grant Agreement and Project Paper amendment were

drafted in 
a very early stage of BHS implementation in Yemen.
 
Due to the continuous process of cnange and development in MOH

policies, the process of communication and decision-making on

key issues has been perceived by project staff to be unclear
 
and inconsistent. From the standpoint of the MOH, 
the TPHCP
 
has been uncooperative in adnering YARG policies.
to 


One aspect of this problem is that the YAR is 
one of the least

developed countries in terms of local 
technical and managerial

expertise. MOH decision-making has been doubly constrained by

inadequate in-service training for officials and an
 
insufficient pool of trained midlevel management personnel

capable of carrying out their directives.
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Proolems with adnerence to BHS implementation over time have
 
also oeen comnplicated oy the fact that the Central Planning
 
Organization (and not the Ministry of Healtn) was the official
 
signatory to the 1982 bilateral agreement. This contributed to 

ara nas continually reinforced a lack of clarity regarding 
counterpart relationships. 

Tne other ma3or external factor examined in this evaluation was 
tne issue of financial sustainability. Increasing balance of
 

a
payments constraints since project initiation have required 


drastic curtailment of YARG recurrent expenditures. However, 

the ability of tne MOH to increase spending between 1982-84 in 
the face of overall declines can be considered encouraging. In 
aodition, all of the primary health care worKers and LBAs
 
trained by the project are already on the MOH payroll, as are
 

all trainer-supervisors. Assuming discontinuation of several
 

clerical and support personnel currently paid by the project,
 
the prospects for projact sustainability and replicability on a
 
wider scale appear to be better than pre-evaluation analyses
 
suggested.
 

Serious problems with projecting MOH primary health care
 
expenditures remain though. Categorical financial data is not
 
available from the MOH, and this inhibited a thorough
 
eva4.ation of this project from the standpoint of economic
 

the project
S's ainability. A financial accounting system for 

nas been establisned (based on a short-term financial
 

consultancy) which should show both USAID and MOH-funded costs
 

Dy functional category by the end of CY 85. This system will
 

be a key tool for project planning and management throughout
 
the remaining LOP.
 

16. Inputs
 

A total of $8,943,000 nas been obligated, including a current
 
total of $5,983,370 under the Management Science f HHealth
 
contract. No proolems have been identified with financial
 
inputs, althougn the reprogramming of existing contract funds
 
under tne 1985-87 implementation plan is likely.
 

All long and snort-term consultancies have proceeded as planned
 

with the exception of a long-term media spe.ialist identified
 

in tne 1982 project paper amenament. Tne evaluation team
 

recommended tns position De eliminatea rom current -OP plans
 

as part of a general effort to intensify existing pro3ect
 
components, particularly training.
 

Misunderstandings aoout contractual agreements regarding
 

selection of candidates and payment of international airfares
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hsvejlowed U.S. and znird country participant training. An
 
initiai agrreeent 4as reacneu vetween USAID ano t.e 14ld on
 
these issues in the process of tnis evaluation, wnich will De
 
tAe subject of a written memorandum of uncerszancing auring tne
 
1i,.plementation of tne evaluation recomxmencaations.
 

In relation to this, additional inputs in tne form of workshops
 
cnairea Dy an inaependent facilitator and a Yemeni counterpart
 
will De included in the project immediately upon selection of
 
an appropriate facilitator. Consensus decisions and written
 
agreements clarifying the nature of project inputs, e.g., TA
 
joo descriptions, will be one of the major focuses of these
 
worksnops.
 

17. Outputs
 

rhe project is on target with regard to training of PHCWs. All
 
33 of the project's PHCWs are now government employees, and in
 
March 1985 the project began to train its next conort of 8
 
PHCWs. No problems have been identified with the project's
 
reaching its planned output level of 70 PHCWs trained and
 
employed by the PACD.
 

LBA training has been temporarily suspended following placement
 
'of 8 trained LBAs out of a planned LOP level of 35. This has
 
6eeA due to changing policies by the Ministry of Health with
 
regard to LBA (Licensed Birtn Attendant) vs TBA (Traditional
 
Birtn Attendant) training. The need for immediate policy
 
guidance on tne issue of LBA/TBA outputs will ne discussed on
 
tne consensus-ouilding workshops planned as a new input to the
 
TPHCP.
 

A manual (1985) to ne used in training PHCWs has oeen completed
 
by the project's Training Director with assistance from a
 
snort-term consultAnt. This manual will be adopted oy the
 
Health Manpower Institute, which is responsible for PHCW
 
training on a nationwide Dasis. An LBA curriculum has been
 
comleted In draft form, and a TBA curriculum is in the design
 
and testing staae. ?rocedures manuals involving management,
 
supplies logistics, transport, and information systems are all
 
in tne first draft stage at the time of tne evaluation.
 

In-country workshops ana seminars for central and mid-level MOH
 
staff nave not occurred to mate due to the contractor's
 
contention tney are expensive and difficult to organize.
 
However, this evaluation identified workshops as a key output
 
to De proceedeb wit; m:,iediately.
 

18. Purpose
 

Tne project nas maintained its original purpose, wnicn is to
 
e- Sh a functioning primary nealtn care system in tne
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Tinama region in accordance with MOH policies and guidelines.
 
Planned outputs supporting tnis purpose have largely proceeded
 
on scnedule, witn the exception of activities affected by n-"
 
developments in MOH policy. Tnis evaluation pointed o-t tne
 
need to redouble efforts to ensure that the TPHCP receives
 
timely and well-defined guidelines from tne MOH and tnat all
 
parties involved have a clear idea of the ways in wnich tne
 

project will conform to MOH guidelines, and the ways in which
 
the project will test model concepts and activities.
 

19./20. Goal/Beneficiaries
 

The Dasic goal of the TPHCP has been to improve health status
 
in the Tihama region by training PHCWs, LBAs and project
 
management staff to carry out a selected mix of PHC activities
 
and services.
 

A community KAP survey was carried out in 1981 and a baseline
 
facilities survey was completed in 1983. The project is
 
Deginning to gather additional data on maternal and child
 
moroidity and mortality in the Tihama this calendar year.
 

, . To date, outputs such as numbers of trained 
per.oonnel and functioning support systems or facilities are 
most appropriate measures of project achievements. 

One of the maaor recommendations of tnis evaluation is that the
 
TPHCP reiterate a list of priority health proolems. The
 
proposed list of interventions includes immunizable diseases
 
affecting large numbers of women and children (including
 
neonatal tetanus), diarrneal disease, lower respiratory tract
 

infections, malaria, and possiDly eye and skin infections.
 

Assuming primary nealth care unit reporting proceeds at the
 
current level, an evaluation of changes in PAC coverage
 
indicators can De a major component of the final project
 
evaluation.
 

21. Unplanned Effects
 

See "External Factors."
 

22. Lessons Learned
 

Tnis project has made clear progress in attaining planned
 
output levels to date. However, despite the generally
 

acknowledged successes of toe TPHCP, decision-making on a
 
number of issues had been at a standstill for several months at
 

the time of this evaluation. Several activities were impeded
 
as a result of a lack of clarity regarding decision-making
 
channels and proper procedures for entering tnose cnannels on
 

z'ie part of all parties concerned.
 17 
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As is typically tne case witn long-term projects, the original

Projeot planners from both USAID ana tne .OH 4Veceparted, and
 
tie MlemerLors must attemp to understand tre h( -ory of the 
proiect W"iIz interpretinq tne project plan. pay-to-day
1rhp e4Wtll tn involves E continual process of decision­
making. Ensuring tnat collaooration on all levels continues
 
requires consiaeraole time. This is particularly true in a
 
country liKe North Yemen wnere MOH policy is at a very early
 
stage of development.
 

In addition to tne oroad necessity for maintaining an ongoing
 
communication ano collaboration process, extra effort is
 
required in countries witn relatively brief administrative
 
experience to fully explasn all aspects of. contracts as well as
 
USAID rules and regulations wnicn may eventually nave an impact
 
on decisions. Tne TPHCP is expected to benefit from a full
 
explanation to counterparts of USAID's standaro planning and
 
implementation process. Tnis explanation snould also provide a
 
valuable tool to pianners wnen they seek future financial
 
assistance.
 

Furthermore, tecnnical assistance contractors operating in the
 
least developed countries must oe aware of the need to adjust
 
tneir concepts and plans to allow for full absorption of their
 

,expertise, even at the risk of completing fewer planned
 
activities. Tne purpose of tecnnical assistance must be
 
viewed as transferring a relatively intangible product-­
knowledge--rather than implementing a set of only partially
 
unaerstood activities.
 

Tne key output of tnis project nas oeen and will continue to be
 
training. This evaluation has brought to light tne importance
 
of extending training oeyond service delivery personnel to
 
upper and mid-level management in order to assure active
 
collaDoration at all levels.
 

Team planning sessions were built into the evaluazion prior to
 
tne Deginning of in-country analysis. A professional
 
facilitator was hired to orient tne evaluation team and 
to
 
contribute to successful completion of the Scope of Work witnin
 
tne alloted time period. vnen the team arrived in country,
 
this process was extended to nost counterparts, ana led to an
 
excellent aumospnere for cooperation and consensus-Duilding.
 
The actions reqLlirea following tnis evaluation will draw
 
heav'iy on tnis particular concept in order to aevelop solid
 
communication cnnnels for future work.
 

1&O,
 



23. External Evaluation Team Report on the Tinama Primary
Hu±rn Care Pro3ect nas veen transmittea to AID/d Dy Evaluation 
Team Leader, C. A3ello, in accordance with contractual
 
oLligations. 
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* This is the number for overall West Bank/Gaza Program. Evaluation included in 

the overall program and project numbers: CRS 298-0155; CDF 298-0166, HLCMI
 

298-0157 and HLCMI 298-0171.
 

Kenneth H. Sherper
 

NE/TECH/SARD, Bernard Salvo Director, NE/TECH
 

NE/TECH/SARD, William R. Miner 1-29-85
 

NE/MEUR, Ann Gooch
 
NE/DP/E, Judy Wills
 
NE/DP, Priscilla Boughton
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I. SUMMARY
 

Following the end 
of hostilities between Egypt 
and Israel
the United 
States began sponsoring prcjects 
to incr-ease
regional cooperation through 
research 
on common problems.

The Cooperative 
Marine Technology Program 
for the Aiddle
East was 
the first such project. It 
 was authorized 
in
August 
1980 as a trilateral collaborative effort in marine
 
and freshwater aquatic 
research.
 

A Phase I evaluation, conducted in 
March 1983, concluded

chat the project was generally 
successful technologically

and was fostering 
regional cooperation as well as 
could be
expected, given the 
 existing political climate. In
September 1983 
Phase I1 of the 
project was authorized to
 
continue support 
for three more years.
 

This report, the 
Mid-Term Evaluation 
of Phase 
II has found
the situation 
to be much the same as when 
evaluated 
in
Phase I: 
 science is generally outstanding 
and efforts

towards normalization 
are doing as well as 
can be expected.
 

Three main problems were encountered 
by the evaluators:
 

1. Reluctance 
of Egyptians to travel 
to Israel.
 

2. Slow administrative 
 procedures handicapping 
 fund
 
disbursement.
 

3. The absence 
of a unified logical framework.
 

Recommendations 
And Suoestions
 

Recommendations 
and suggestions 
are presented to 
overcome
 
these difficulties 
as well as less 
critical problems.
 

SUMMARY OF RECOMMENDATIONS
 

Evaluation 
Team Comoosition
 

Future evaluation teams for 
 trilateral projects 
 should
have representation 
from each country, even 
if it means
limiting 
the number of American evaluators. 
 We feel that
both the constraints 
that limit technical cooperation and
the bureaucratic 
bottlenecks 
 that slow the Cooperative
Marine Technology Program's progress would 
have been more
fully clarified, perhaps 
 leading to 
 constructive
 
solutions, 
had our teams contained fulltime 
Israeli and
Egyptian representation. 
 (It would 
also have resulted in
another 
 Egyptian travelling to 
 Israel and simplified

logistics in both countries.)
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Overs-iht Considerations
 

-in the ho'pe of providing 
 better oversignt (e.g.
USAID) ,f6r what by
we consider 
a worthwhile 
project,
suggest we
that project management 
be assigned
individual to the same
who is acting as project officer 
 for the
USAID/Cairo Aquaculture Development Project.
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I. Summary of Project
 

The evaluation team met September 4-9, 1985, at Ain Shams University,
 
Cairo, Egypt, and September 10-14 at the Hebrew University, Jerusalem,
 
Israel, to evaluate projects NIH-NIAID-AI-22667/8, "Epidemiology and
 
Control of Vector-Borne Diseases in Egypt and Israel." Over their
 
four-year life, the projects have evolved with steady improvement of
 
facilities, training, scientific quality, and regional cooperation.
 

Leishmaniasis provided the outstanding research opportunities, with
 
discovery in Egypt of a focus of visceral disease and numerous foci of
 

cutaneous disease in both Egypt and Israel. The clinical features and
 
epidemiology of visceral leishmaniasis was studied in El Agamy, Egypt,
 
in a team effort which resulted in highly significant findings including
 
the discovery of Leishmania major infection in dogs and rodents, and the
 

development of sensitive and rapid diagnostic tools. Fundamental
 
observations of sandfly behavior, typing of leishmania, and cell-mediated
 
immunity were made. The discovery of the amino carbonate nature of the
 

immunologically-active surface antigen is most significant for development
 
of diagnostic tools and vaccine candidates.
 

Malaria is hypoendemic in Egypt and absent from Israel except for
 
introduced cases. The major thrust therefore was in development of
 
diagnostic tools, studies of humoral and cell-mediated inunity, and
 
parasite physiology. The dot-ELISA and nucleic acid hybridization tests
 
were found to be extremely sensitive for parasite detection. Insightful
 
approaches were developed For understandiag cell-mediated immunity and
 
parasite DNA synthesis, whch may Lead to improved intervention methods.
 

Extensive surveillance in Eygpt has failed to decect Rift Valley fever
 
transmission since 1981, indicating disappearance of the virus within
 
four years of a devastating epidemic. Other viral illnesses such as
 
phlebotomous (samdfly) fever were detected while searching for Rift Valley
 
fever.
 

The team was introduced to a cadre of vibrant, bright, enthusiastic
 
students both in Egypt and Israel. The infrastructure, strengthened
 
by the NIAID contract activities, provides an excellent matrix for
 
training. It is noteworthy that several Ph.D stidents have already made
 

significant publications.
 

Each program is strong, relative to other activities in its own
 
country. In both programs, leishmaniasis research is outstanding, as is
 
malaria research in Israel. Sandfly biology and ecology are excellent
 
and reflect the high level of entomological competence in each country.
 

There.are also some weaknesses. The Egyptian efforts to develop
 
longitudinal epidemiological studies of malaria have progressed slowly,
 
and the Israeli studies to define the mosquito fauna and its biology in
 
the Negev, while fulfilling admirably the contract aims, dc not show
 
promise for future advancement.
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The major recommendation of the evaluation team is 
that the projects be

renewed. We believe that assignment of U.S. personnel to 
the Egyptian

program has been of benefit, and additional personnel in parasite

immunodiagnosis and in the biohazard aspects of virology should be
assigned. The strengths in leishmaniasis and rapid diagnostic

techniques in both programs should be developed and expanded. 
We have

also made several recommendations designed to encourage regional

interchange of science and scientists.
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1. Summary 

The project is very successful in terms of its cooperative and
institution-building aspects. The number, range, and quality of the 
cooperative activities have exceeded the original eHpectations of the 
Israeli and Egyptian participants, in spite of the decline during this 
period of relations between their two nations. 

Success is due to the following factors, which largely mirror the 
appraisal criteria for such projects originally set forth by RID. 

The Project deals with real scientific and health problems of
mutual concern. These diseases spread across borders and call 
for continuing cooperation between neighbors. The direct mutual 
advantages of such cooperation are significant and apparent. 

It is based primarily on cooperation between Israel and Egypt­
not technical assistance from Isrei to Egypt. 

The Fro lect is institutionalized in both countries - in 
prestigious universities, one step removed from government.
Rlso in each country, the project involves researchers from other 
universities, ministries, and research organizations. 

Project is perceived in both countries to be producing high
qualityj scientific research of practical importance. 

The cooperation accomplishments of the ECUIBO Project are significant. 
The highlights are two highly publicized conferences, one in Egypt and 
one in Israel, a combined Israeli/Egyptian team's successful response
to a small medical emergency in Egypt, workshops and lectures given
at Rin Shams University by Israeli scientists, five jointly authored 
papers published in leading international journals, and a genuine
creation and strengthening of a long-term network of personal and 
institutional scientific ties between Israel and Egypt. 


