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I . GIgELRAL LBgL;V,'ATlSuS 

A. Policy 

The liinistry of Housing received considerable media attention 

during the seconc quarter of 1983. This attention has focussed on 
brigade. Oontructcn projects almost exclusively. The image 

conveyed has been one of vi;.orous provision of housing which meets 

with people's app1roval at the lowest possible cost. There has 
been little if any public scrutiny or debate of the effectiveness 

of programmes or aoquacy of policy. The- major aspocts of housing 

which have received atteriti oi in the media, other than brigades, 

have been the lengthening of the housing waiting lists in various 

towns and the growing problem of both urban and rural squatters. 
The MWil ha., successfully avoided involvement in publicity 

of waiting lists or squatters, preferring that local authorities
 

or otlicr minisLries (in trie case of squatters) take the lead. 
This attitude apei.ars to be consistent with 1I1's view of itself 

a:s -olely a provider of funds for particular projects, especially 

brigaue construction of new housing, without significant interest 

in or responsibility for human settlement issues in general. At 
this time 1,4OH housing policy remains unchanged, with emphasis on 

high physical standards. Despite the official view that l,,OH policy 

is in a process of constant evolution in response. to experience
 

gained, attempts to discuss the application of policy within even
 

a particular project are consistently stifled. In effect, the
 

internal and external discussion of housing issues is extremely 

limited.
 

'.'I (oe", not, ii.aact, 'fer often to housini, "policy," but 

'athe- tc, its ,o:,l "ico.lici s." ih. fairly cons i steJt use o 
the plural points out that 1..U1 has a certain set of responlses to 

a certain set of issues, but has not yet d-e]voped a general 
uolicy b'ise; attenition c:an not be paid to a situation or issue 

outside of ttjat particular set with which Wi is comfortable. 

lt seems very clcar znait even individual policies have not been 

v._o Ped in response to a detailed consiuerotioni of circumstances, 

but ae in efi'f'ct - rhetor'ical pronounce :in onJv. Lespite i]luii 

enoorseehnt Of r,,\i p'ogiressive policy comionei ts, such as 



affor'dability, full cost recovery, equitable allocation, aided 
self-help, and cooperativcs, little attention is pLai within i.,Oii 

to these issues and strategies, witli a consequent lack of substance 

or specific meaning accruing to them. 1-;1H's primary interestslie. 

elsewhere, for particular reasons. 
In the second quarter,, 11,,UH's primary interests have been: 

(1) increased emphasis on brigauc cons;truction and materials 

productiun; (2) establishment of a rural housing, programme on 
a large scale with e::,phasis un provision of an urban level of 

housing ard services; (3) establishmet of provincial i,,UiJ brigade 

headquarters for cc,ns;tructicn and production brigades and for 

stora-ge and distribution of centrally-procured materials; (4) 
establishment of a large P.011-controlled central national materials 

production factory; and (5) spending as much as possible of its 
rea.i.,ininc V-82/83 budget before th,.2 end of the fiscal year. 

Jt appears thiat 1%U1 interests and activities are governed by 
the folo.,inL; con-isider'etions: (1) all housing planning and 

programmcs is based on "perceived needs," with a consequent 

emphasis on high physical standards; (2) no element of house 

construction should include a profit component, with a consequent
 

emphasis on public direct construction and production; (3) that
 

MOH is a "builder" and is not involved in developing financial
 

sources for housing, with the consequent attitude that "need 

multiplied by the cost of a brigade house equals the amount of
 

money someone should give 1,OH to carry out programmes," and a 

consequent lack of financial. plarning, cost control, and 
accountability; (4) that ijUli should have a rural em;.hasis because 
Governmcnt e::hssises rur-al devejo.L;mc.nt; and (5) there slall be 

no criticism, overt or implied, of housing policy, with a 
consequent stiflin,- of internal debate and discussion. 

At this time, policy can be summarisEd, on the basis of 

these intere.-;ts and] con.,i cerati ns, as "i>,01 prog,,ra:mnes must 

provide 4-ro';m houses meetin, h , ace and firish specifications, 

on fully-s;erviced plots of at least 300 square meters area, 
With the h u.; i:i; pi'of]e LI:,v sail, , of' pobliciy-.br'oducod an ten. 0Jai; 

aLnd constructed by public dir~cl. labour. individuals may p'oduce 
1111rn-conruct h 1", gas sel C-help or' cootelrJtive 

efforts, but ill J-11- must. illy coiiiplete A 1('sst four 
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rooms mectin; ,,,Oi stand_-ds. Lxisting husing should either be 
upgraded to these standards or be torn down. The level of 

housing production nationwide depends totally on the level of 
funding by central government financial authorities; the access
 
by local authoritih , who are charged withi th.e responsbility 
for imn)imeting programmes, to these funds depends on their 
level of' cooperation witlh i,ili in developing, pro-rammcs which 

are consistent with policy." 

B. Pro Tramrnes arnd Pxo,jects: Imoact on Policy 
Uuite clearly, there is considerable room for rationalizing
 

housing policy. 
 however, it does not appear that such rationalization 
will occur through discussion of issues, for several reasons: first,
 
officials of the linistry are expected to adhere strictly to policy
 

while workin, with local authorities to implement projects. 'dhile
 
i.OiU policy does undorse a variety of progressive components and 
strategies, the only strategy understood very well by staff is
 
brigade construction, since thut is tL.ne only strategy which has 
yet received attention within .iGH, and staff are understandably
 
reluctant to discuss or pro;otce other alternatives. Second,
 
advisors, who could contribute to policy rationalization, are
 
controlled carefully by l,'OH, which offers virtually no other
 
venues for potential policy discussion than meetings between
 
T.OH and local authorities, at which policy is propounded but
 
not discussed. Control of adVisoDrs ext6ndsto carefully prescribed
 
protocol, movement or contact outside MOE by prior approval only,
 
and, apparently, personal reports to INOH by I iUli officials who 
accompany advisors. 

It seems apparenL, then, ti,at it is more likely that policy 
may be rationalized by the implementation of programl1cs and 
projects than by discussion and even ostensible agreement on 
issues. Actual i:iw)lenientation has and will continue to lead to 
the raising of issues over which i.,01i does not have sole control, 
throug, channels over which 1,16H has little control. Chief among 
t(_s& issues is 'urcndi and aiffordlability. biiice i,,Oi's ability 
to fund urojects aind urugrames rests almost entirely with decision,; 
appalrcntly maie by tl Piiniu:ry of Finance, Lcon.omic PLa:ning, and 
iDovel o~iont (i.Hi-u) , .:i]h' s ability to: carr,.y out prograLinms it has 
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announced actually rests with Li2'EPD, at least witii regard to 
MOH's tot.l The ofbudget. extent trhis cuntrol is evident from
M'EPD)'s "freezing" of 25 million of iPuil'ls 1982/83 budgzet, and, 
at the end of the quarter, questioning of whether IUll policy was 
in fact GUZ-approved policy. The latter exchange took place during
negotiations on the 1983/84 T'UH budget, durini7 which most of IWH's 
bids went unfunded, includinp the entire request for Z125 million 
for rural housing. NiOll ihas repeatedly stated that its policy is 
indeed GUZ poiicy. However, the exchange with i-I''EPL touched.off 
a flurry of policy activity within I,OH near the end of the quarter, 
culminating in the draftingy of documents to provide a basis for 
a wrItten i>i poiicy apparently intended to be taken up by
Cabinet to acrieve of P,101-1GuL approval policy. lnputs from this 
advisor were not sought, and any final documents, if completed, 
have not ltbeen. seen. seems doubtful that exercisethe will 
actually be carried through to completion, because formal approval
 
of 1,10H poicy by Cabinet (if I 01' policy is actually not endorsed 
by the GUZ now) would not necessarily carry higher hU1OH funding levels 
with iz, while an open debate on i.hUH policy might lead to demands 
for policy changes which i,0li would view as undesirable.
 

At the programme level, then, it would appear that 
'OH's 
interaction with other ministries, especially NREPD and the
 
Iinistry of Local Government and Town Planning (PNGLTP), 
could
 
lead to policy discussions that tended to rationalize policy.
 
However, such interactions are 
irregular in occurrence. It would 
appear that MFPlDs interest in housing finance is limited to 
annual review the 1,1UH whileof bid, NiGLTP's interest in housing 
is primaril-y in !keenin[-with their ofreview ;,,plications by 
local authori-ties borrowinfor powers for specific projects. 
N'Ieither inter'action is currently of sufficient magnitude in tei'ms 
of funding or of sufficient frequency to be likely to lead to 
an inter-ministerial policy discussion, at least in the near 
future. 

Since neither internal i,1Cli discussions nor inter-ministerial 
discussions seem ilkeiy tu lead soon to reconsideration of policy 
in general or at the prortarmne level, the remaining opaiurtunity 
for rati(nal : ati o )oiicy lies at the project level, as is 
fiwqueitJy the case. it the project level, several events could 
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lead eventually to poJ icy review and perhaps to revi-:ion . First,
 
although 
 I,,I% clearly favurs the brigade approach over Lll othur
 
implevientation 
 strategies, it fairly colsistently reirinds loca.
 
authorities that are to
they free propose other strategies,
 
except for contractor-built 
housin. This reminder sometimes 
includes notiri, that self'-help and coops are officially approved. 
However, I.LI; ha; yct to offer any substantive asis'tance to
 
loca] authiorities Lo oev(-iop 
 suc, an -.Iternative, except in the
 
case of those affected by donor'-funded projects. 
 hven in those
 
local authiorities (H}irare, 
 ihwekwC., (Gutu, Chinhjoyi, J-:arondera, and 
hadoma), tlhe proposals have been developed largely by various
 
advisors to kbi 
 rather than by local authority staff working in
 
conjunction with iKOH 
 staff, assisted by advisors. The working
 
relationship 
 between 1li-l and local authorities appears to be
 
tenuous in many instances and total ly oriented toward brigade
 
formLtien in otlers, SU!,cstinL. that few if any loc Al authorities
 
would on their own su,-est an .l'enative to brigades, either
 
because they zare disinclineAd to be seen "op;osinglt brigades or
 
because thiey l;ack 
 tne CPomc:ty to irreiare an alternative proposal.
 
Nevertheless, the that
fact loca-I -uthorities are responsible for
 
initiatini: and implementing projects, the fact that 
alternatives 
are being discussed in donor-funded project municipalities, and
 
the fact Titat the various local authorities do comnunicate with
 
each other, combine to suggest that over time, as housing 
 shortages
 
grow, local authorities will become 
 increasingly aware andof vocal 
about the impract of i-,011 policy on the planninr and funding, of 
housin & projects to me ,z t, needs of their residents. 

fhe sec.,, evunt theoi. Lroject level waich) could imp'aci oin 
policy is, of course, t.-., donor-funded proj(,cts theixelves. it 
anoear'r, ta.t ccsu:.ite ti.e I(o ic C...aired witr.i1 the P .t, any 
such) i:.jact on policy will li1%e-y noL occur' lou" some time. .,, 
in cenoral see:" to view t.hese r*rojects as .<uJKIr events 
disconnected from generali.,;iih practice, bejqi.g I:::ieent{.d oniy 

uecauorr.n,: e s to execute tiew ,:. L,': ::o prior I.o forI .tJ in 
o" . LIure i: , ii l of... 'lv .f ' ,lctto 
po.icv h,'lici ledd 1 '.' to a view th:-t uroject comp.,onellts or fIletiiod.s 
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are "donor requirements" rathcr th,1 logical practice or tLusted 
theory. 1n short, thie donc- projects are suspect to I'i101, Wiicl 
has as a consecue:nce given little suoICort to project develoomenL 
and sought tc thrust plannini- for imrplementatjcn onto tadvisors 
without providin.- counterpaL'ts or even continuity of i staff 
at project me-, tinr;.s. 

i,.onetheless, iml2,lentati(,n of' the projects will provide 
valuable experienc , altiourh primarily at the l.ocal authority
 
level raLher -t While tf.e Iocr:l
thain ]%Uii. authorities will 
"learn by doing," Iiuli resists beinri< involved sufficiently to 
learn very much from planning efforts or imuilementation. tnly 
after im)lementation is it likely that any lessons learned may 
come to the attention of .,Ull as local authorities propose new 
projects which incorporate elements experienced during e:ecution 
of donor projects. 

Obviously, the laci, of policy and planning Giscussion at j.,uli
 
will h,;.:.er institutional development. ln order to increase
 
institutiona] cap)a city, an agency must be 
 capable of experimentinC,
 
evaluating exnerience, and "embracing error." While 
 current
 
projects may be reg-.arded as "ex eriments," 11O-1 lacks both capacity
 
and inclina5tion for, evaluation of them, and certainly is disinclined 
to critically evaluate performance. Rather, the inclination is 
toward blaming "reactionary elements" for "sabotaging" progress 
with a programme or project, as evidenced in a r1O/City of Harare 
meeting April 14, 1983, at wrich IvOIH thatalleged :Cl had not 
gotten brigades movin, because private contractors had city 
councillors "in ti;:eir pOCketS." It is difficult tc deLcr:,.ine to 
what extent the &ieiatioi is actually true and to wht extent the 
lack of progress is due to simcle inefficiency on the part of COH, 
to .... .Ufhiculties encountered, to l;c of cJ...r dirtectiori 
(po.iicy) from ,hl, to la.cl, of technica] assistance b3 ,LlI, to 
CO eic.:.. on affordability, funding levels, and stancirds 
or whethe2 it ,.; mero cal gamu being piay. ,,,Ci is 
little inclined to ca'rry outL,lnnin; it distinctly 1-)refrs to 

",jawbone" locl ~uthorities. 
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When projects huve been implmented and questions about them 
are raised, iUH has a strong inclination to not on]y defend its 
actions but to make the facts fit the occasion. For example, 
the key issue during the past quarter has been that of affordability 
(prompted primarily by advisors and donor representatives, but 
also raised by local authorities). 1,hO's response has been to 
agree that in renerali, people can afford to pay only a certain 
portion of income for housing, and then to assert that only a 
very limited set of mnelter expenditures constitutes the basis 
on which shelter affordability snould be calcul ited. In this 
instance, h-0}l wishes to restrict affordability determination 
to the cost of labour and materials for a house, while excludir-. 
land 	costs, monthly service charges, etc.
 

In summary, given the attitudes, capacity, and suspicions
 
of 1,1U1, it appears that im;,lementation of donor-assisted projects 
offers the most likely avenue for eventual rationalization of 
policyj learnia:; from implementation will be slow. It would 
also appear tha-t tne inclination to learn will only develop in 
response to considerable pressure, such as lack of funding unless
 
planning is improved, non-receipt of donor funds, simple lack 
of actual house construction by i.0H, visibly deteriorated housing 
ccnditions (as evidenced by increased squatting), and other
 
manifestations of failure which inevitably result in questions
 

being asked. 

C. i'ianagement: Institutional CaDacity
 

Recognizing that I.,01i is a relatively young agency, there are 
certain questions about capacity which arise. Since it is also 
a development agency, there are also questions about its ability 
to institutionally develop at a pace concomitant with dewands 
,:laced on it. Evaluatin, an institution's caruacity is difficult, 
as is deter'mining its ability to develop further. A useful 
framework for such an evaluation is to examino the stages by 
which institutions develop, and the characteristics of institutions 

which do develop. 



Typically, tlierc are four stagcs to institutional development.
 

First, there is "becoming effective," i.e., identifying prliry
 
tasks, functions, and roles to be carried out; second, tiere is
 
"becoming efficient," i.e., being able to focus fewer resources
 
to accomplish the same task; third, there is "expansion," i.e., 
meeting mor and more of tne demands placed on the institution; 

and, four, becoming "maLure." 

In order to develop, an ins;titution must be able to "embrace 
error," to "plan witit the people," and to "link knowledge building 
with action." (see David Lorten, Public Administration iteview, 
Sept/Oct 1"-0). An institution wit t.ese chiaracteristics is 
referred to as a "learning orgarization." From a management 
point of vie.,, the necessity for these characteristics results 
from the need to have a good "fit" between an orgzanization's 
products and the markfet for them. It should be noted that iWOH, 
while an institution, is not exactly "marketing products,' (as in 
the case of, sy, an industrial corporation), but does have 

the same necessity to develop programmes which "fit" beneficiaries' 
needs. The extent. to which organizations are "learning organizations" 
is usually a product of the quality of leadership provided by their 

top management. 
Without attempting an exhaustive review of.±lUH 
on the basis 

of the framework above, the following notes seem appropriate at
 

this time: 
1. Sta[e of Leveloument: institutionally, W,4"Oliis at the 

first stage of development, "becoming, effective." This may appear 
to be so because it was formed ,-iily in i-,arich, 1982. however, 

fro. 1.ULIa , it W.: I c v U Lu 
t ise re.,onF Obe to expect thzit it Guite quickly 

could have developcd effectiveness, since the departments it was 
formed from wex, appnarently quite effective (meantrig tant they 
had well-known roles, tasks, functions, and consequently, well­
formed programiiis and projects) . iowever, a year after fornation 
of i.ui, its e;KacL (or even somawiiat inexact) roles and func-6ions 
have v't to 'L g,reed upon wit- Ji,l; P.,UU's powers and 
re.lon';ibilitie re:iin poorly cfined. i'or exaimuqle , i.;GLIi carries 



out physical planninig of ha)using sites; this alone is not 

unworkable or even a detriment to i.li, but there is little 

apparent linka-ge between the planning priorities of !iWH and 

those of iIGL'fP, something which c,,ulu be overcome by regular 

and relatively :;iiple liaison Detween i,1UH and PIGLIP. A second 

example re,-ard5 project funding. vihile Iil provides funds for 

housing, tie autaiority to borrow funds from .iuii must be approved 

by iGLIP prior to a local azuthority c;,rrying, out a project. Again, 

this is not un.;orklable, but little linl'age between P101,i and i ,GLTP 

appears to exist. At the practical level, without clear definition 

of roles and functions and witnout a working reiationship, problems 

do develop. For example, 1.OH's emphasis is on brigade construction. 

Anxious to build housing, the municipality of Chinhoyi prepared 

a brief project document conjsistent with hiUH policy and secured 

iiuli approval. iiowever, when Chinhoyi requested approval from NGLTP 

to borrow hll funds, ].GLT ape~roved on the condition that no z 

furt~erA ousin- De built for at least four years. Further, iGLTP
 

has asserted that since continued funding for brigade construction
 

can not be assurcd, municipalities would have to recover (depreciate)
 

plant and e:uipment costs in one year, making overhead costs
 

extremely high. Even if it were assumed that MOH's origade
 

programme was a perfect fit with beneficiaries needs, it would
 

be difficult for 1,1H to develop efficiency and then expand, with
 

these constraints.
 

In addition to problems resulting from poor definition of 

roles and functions, hUH has also suffered from its rather 

reinar'k..able and swift change of diruction. In efifect, the 

effectiveness and efficiency of the departments wnich were formed 

into i,1011 was greatly undermined by taking away from them the 

programmes they had developed (switching from contractor-built 

housing to direct labour) as well as the plirnnint; basis on which 

the prog-rammes had been developed (changing from a research-action 

mode of pl,.nnin,_7 to a mode which can only be described as that of 
the simue directive). ,hile these cilnges in direction afLected 

particularly tne Technic,l! Services bepartmen'Lt (formerly iHDSB), 

they have al:so affectud other depart-n:ents, notably finance. 



2. Institutional Characteristics: As noted earlier,
 
institutional cliaraicteristics 
 are generally those of the
 
institution's managers (although 
 this should not be taken too 
far). 
 To a certain extent, these characteristics 
are linked
 
to the institution's stage of development, i.e., a manager 
interested primarily in institutional expansion may not be 
concerned witli institutional effectiveness or efficiency; 
a manager inter'ested primairily in adinistrative efficiency
 
may not 
 be concerned with developing programme effectiveness. 

While it is difficult to compare the institutional
 
characteristics i.,Oui with predecessor
of its departments, 
several characteristics are evident. 
First, the advent of
 
I.'LoH 
 led' to a variety of staffing problems, some outside of
 
MOH's control. Vacancies occurred at staff levels where
 
leadership would normally be exercised, for example, leaving

the Tecrnical Services Department without any top supervisory 
staff with technical expertise. bimilarly, the Policy and
 
Admin/Finnce Leaartments were without direct supervision 
(Deputy Secretary staff). Comuounding the staffing problem,
 
the 1inistry was headed (Permanent Secretary) by a chief 
executive officer without bureaucratic experience (and apparently
 
little interest in or experience with institutional development),
 
and initial lower-level 1iOH staff had little housing experience
 
or expertise.
 

Combined with the resignation of some mid-level and
 
upper-level staff both before and shortly after formation of
 
MOH, these staffing problems resulted in a formidable loss of 
institutional memory (as epitomized by the recurring question, 
"what was agreed with UAlIj?"). This loss of memory was
enhanced by the new direction of the iinistry (the Permanent 
Secretary has related that upon arrival at .iUH in October, 1982, 
he was infor;ied by the iiinister to never forget that "the history
of housinr in Zimbabwe only began last LNarlch."). The rapid change 
of direction and staffing problems also led to a steep decline 
in riorale among staif. 

"'itaj t.-is back;T-1-ounra, what characteristics of IOl now seem 
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to be emerging? 
 First, des'pite official cautions that planners
 
must "listen to the people," the planning emphasis is 
on central
 
planning of one shelter solution for all households (the four­
room house for everyone). Second, this programme was developed
 
with little if any consideration of effectiveness (i.e., is such
 
a housing programme one which 1.,uH can implement, learn from, and to o 
develop as an institution'?). Third, there has been little if
 
any interest in research, lear'ning to ask relevant questions, 
opportunity for discussion, 
or deliberate engagement in
 
experimentation.
 

Regardless of whether the product (four-room house) is 
or is
 
not a good fit with beneficiaries needs, the process by which MiOH's 
model programme was bought about (simple directive) did not foster 
the development of an operating organization with the skills,
 
committment, knowledge, systems, and freedom to adapt the model
 
as may be required. 
 In short, although a programme was developed,
 
neither staff development nor institutional development took place.
 
1n my opinion, this is extremely unfortunate at the outset of an
 
organization's existence.
 

In addition to 
the lack of a sense of fostering institutional
 
development through action, research, and learning within projects,
 
EIOH does not appear to be capable of embracing error. Rather,
 

PiOH gives every appearance of developing into either a "self­
deceiving organization" in which error is denied (as evidenced
 
by the requirement that policy never be criticized, or by denials
 
that a particular statement was actually made), or into what is 
called a "defeated org :tization," one in which error is externalized 
b' discussing errors made by attributing them solely to environmental 
factors beyond the organiz.:tion's control (such as 
"we have no funds
 
for your project because Nf14EPD didn't give us enough" or "what 
exactly is written in the agreements between I FEPD and USAID?"). 
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SUMMARY: While the characteristics discussed above riotmay seem 
useful in the 
sense of being applicable in quantitative terms, they
 
are 	 important in evaluating the iriistry's policy, programming, arid 
operational environment. In that sense, the following characteristic 
MUll methods stand out: 

1. 	 policy is decicied by directive; 
2. 	 criticism of policy is not toier ,ted; even a simple statement


is easiy regarded as criticism, by inference; 
5. 	 planning is ad hoc;
4. 	 emphasis is on apparent activity, not substance;
5. 	 substantive discussion is discouraged; venues for discussion

of housin,; issues arc extremely limited;
6. 	error is denied or externalized; 
7. protocol is rigid.

in a more quantitative sense, professional planning and administrativecapacity of the i,1OH is very limited. ,i0l technically depends to a consiuer-able extent on expatriates. Administratively, tnere is alacs of experience among staff; however, resignations are to an extentbeing offset by addition to staff. Administrative management has beenpoor, but may be improved by recent additions to staff. Although theMbOi 	 has an organizational scheme, divisionits 	 into three departments(technical, administrative, and policy) is complicated by an additionaland 	essentially political division into urban and rural sections.
 
This has led to the frequent confusion of roles. Tasks included in
a position description may riot actually be the tasks normally carried
out by the individual staff person; ad hoc tasks, often of considerable

importance may be assigned to any staff member without reference totheir expertise or position; frequently, two 
or even more staff members
may 	 be individually assigned to same and onthe task work it separately,each not knowing the other is working on it. While "chain of command"should riot be sacrosanct in an agency, the evidence of adinistrative
disarray during the past quarter indicates that the capacity of IMOH
to plan and implement projects effectively and efficiently has been

diminished 
 by poor resource management. 

C(,1\'C I 	 onIS3Lh: Li mitations cLancity are typical of developingcountry institutions. fowever, after six months*'< 	 Jn L ': if. :;'V :, Ja1 of obsel'vLtion.;. ra'cti . At., : usLi.] i. i IAI as.:a ei.rc a ofte'd, 
ra :n;re t ,,115j.5 d . in my orion , tJis is noL due so mucI tolimitations on tecnincal. or adiinistrative abilities within ],Oi, butmore aadue due tto lacx< interestfar 	mrear lck of L..intrstrinin and attenition to itiuionaan atentinst in"stitutional
 
develooment in th.e 
broadest sense. As noted earlier, within theframework of "effectiveness -- efficiency -- expansion -- maturity,"i,;OiW 	 is still in thie initial stage of institutional development.
Currently, it. lacks an environment conducive to learning; withoutdeveopm-nit of such an ejivironment, it is unlikely that significant
institutinsA devlo.mint takewill p]ice soon. 
Tne rurA.I bias. of ikll i:ppeajrs to b( a factor in this. Yor examle,','sma ja: rroOcj (d or-funded) c-iose to imPalemenwtJ.tioi a reuru'an nrc) ;cts, e&CiLeci] \y r'ide-'ioat, i bieau. 'itpin LW, thesiIT)le fact ti:t it is al lires project, has led to a iack: of interestin it. ," rural r'o1,ct , ;ch settini" uips-) as a district counci] brigade,
receives more seri" tJIIe ari attention. 



Nevertheless, it reuuires pc intinf, out that Parkridge-r'ontainbleau 
planning is sufficiently advanced that the project's objective of 
increasing shelter in Hai'are can be accomplished (i.e., houses will
 
be built). Progress toward the objective of increa ;ing institutional
 
capacity to carry out such 'projects is very questionable. Further,
 
while it seems apparent that the City of Harare may institutionally
 
benefit from the project, without similar institutional development
 
on the part of. 1I1OH, support required by the City of Harare to
 
replicate projects to benefit the urban poor may not be forthcoming
 
from 1i0H.
 

II. C',NTrhACT Ti ' iL di'id' ;,ITi' u W iCl,. 

Following is a report on the work carried out under the terms 

of reference of my contract as Aided Self-Help Housing Advisor. 

Prior to making specific remarlks, 1 would like to make several 

general remarks about the work environment. First, the "leadership 

role" I am expected to play in organizing and implementing a program 

of aided self-help has been exceedingly difficult to carry out. Even 
"quiet" or behind-the-scenes leadership (roles with which 1 am quite
 

comfortable) is hampered greatly by operating environment and protocol.
 

!-t the on)erating level, by 1,hUH choice, 1 can not "represent" il,,OH.
 

Also by iJOii choice, counterpart staff with whom to work are not
 

provided. In short, opportunities for leadership are scarce. It is
 

clear that 1,OH prefers advisors to endorse and strictly support MOH
 

policy, regardless of professional opinion. Despite the limitations
 

placed on advisors, UOH finds me useful, particularly when l-'O1 has
 

a particular immediate need. For example, at tne Permanent Secretary's
 

request, I quickly prepared a paper on MOH's training programmes and
 

needs for submission to Cabinet. The paper was approved by IOH
 

without discussion or alteratioi. Clearly, such an opportunity to
 

bc Of, i:.1:.: ,t u-o isc .n o-;enli;., to provide lCej,' i and assist to
 

brinf substance to the ,lbil s non-existnt training canacity. However,
 

despite repeated follow-ups, suggestions, and offers to carry the work
 

further, notling occurred, not even the suggestion to provide a
 

tentative framework for discussion.
 

A second general remark concerns my expectations when I undertook 

the contract. Upon inquiry, I was informed (by IHUDO) that local 

staff were na:turally suspicious of foreign advisors, but open to 



discussion of isues; further, they were highly pragmatic and
 
inclined to support an argument or position which was based on fact
 

and 	presented well. 1 can not say I have found this to be the case,
 
not 	so much because R}IUDO's impressions were wrong, but because
 

circumstances have changed c(rnsiderably. 

Remarks on Prouress: second quarter 
1. 	"Assist P.Oil, CuH, and secondary towns in preparing for implementation

of housing project financed by USAIlD." Luring tne past quarter I 
have developed and revised a draft project delivery plan for Phase
 
I of Parkridge-i'onta-ibleau. The PDIP should be ready for review 
by ,Oli early in the third quarter. During preparation I have 
liased with the City of lHarare, particularly with the Department
of Community Services. While the document is well in hand, the 
exercise has been hampered by protocol and, particularly, by the
 
wide gulf between h,1Ul policy and the intended purposes of the 
project. At liOH much of the work has had to have been carried 
out on my own, since counterparts are unavailable on either a
 
regular or intermittent basis. At CUH, progress was hampered

by policy differences; in effect, CuH has been unwilling to
 
put 	significant effort into developing a document which would 
not 	carry out the originjl project purposes, while also being

unwilling to develop one consistent with li.i policy. COH clearly 
Dreferred to wait until -iJUH made proposals. Development of the 
document has included a conceptual framewor, and methodology for 
implementation; emphasis has been iput on devising means by which 
COH 	and KUliH can cooperate on and learn from implementation. 

2. 	"In conjunction with counterpart staff, identify and recommend 
resource re;:uirements." Ijo counterpart staff available at I,0H.
 
PDP includes identification of resources and plan for mobilizing
 
them, but limited to analysis lacking depth. COH only partly

willing to invest effort in this exercise until specific 1OH
 
policy on the project was clarified and the financial, technical,
 
human, and material resource requirements were better known.
 

5. "mobilize and organize small contractors and beneficiaries for
 
mutual self help." 7. "identify their training requirements."
 
With reg~ard to these two resp.onsibilities, I made a number of
 

roposals Lor investigation. I-,Oii made no comment or response.
CUSI understands this aspect fairly well, but assistance to Cull 
:';,n limited by lack of clarity of policy (i.e., is this a 

If-re] project or a direct construction project?). Proposals
Fuli seiJ-11(e2i) included in draft PlP. 

4 "develop fair alloction procedures." Allocation procedures 
are hampered by .,uEL/cUH insistence on using waiting list as 
basis for alloc tion. Little evidence of interest in equity 

or fairness has been displayed. Draft PD? contains allocation 
procedures (and beneficiary seiection procedures) designed to 
maximize the e~iuitable spread oi benefIits thrc;ugInout the 
economic rane of waiting3 list an:niicants. 
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5. 	 "Prepare educ-tional and training aids." No work anticipated
 

until closer to implementation of project.
 

6. 	"Assist in supervision of construction." Limited work on this
 
responsibility. Comments on demonstration house designs, made
 
in detail, went without notice by IEIOH. Actual supervision will
 

-	 take place during implementation, provided that ,uli protocol 
permits close project contact. 

7. 	see 3 above.
 

8. 	 "Organize bulk buying, storage, and distribution." Activity
 
limited to operating procedures outlined in draft PDP.
 

9. 	 "Develop and implement building material loiMs prograin.
 
Draft PDP includes fairly detailed proposals for the loan
 
programme and its odinistration. These proposals were the
 
result of considerable study of beneficiaries incomes, costs
 
of materials, and administrative procedures, including current
 
methods of COI.
 

10. 	 "Provide training." Activity limited to close collaboration 
with iJNOI/W-i team preparing training prograin for staff 
which will imolement nwekwe/Gutu project. Activity included 
advising on trainin, teciniiques and organization; also 
preparation of personal inputs to training activities; training 
to be carried out early in third quarter.
 

11. 	 "Recommend ways and means of maximizing employment." No activity. 

Work during the second quarter on specific contract responsibilities
 
has been hampered greatly by the wide policy differences between i'OH
 
and the purposes of the project. As a result of this, COH has been
 
reluctant to commit substantial effort; NOH on the other hand is
 
unwilling7 to discuss alternatives to policy. Rather, its consuming
 
project interest has been a limited effort to understand the project
 
agreements to determine exactly what constraints the agreements
 
impose on carrying out the project according to its policy. The
 
effect of this on my activities has been to stifle logical, orderly,
 
and consistc-I't progress. iAs a resuj-t, aeveIonnicrt of tne i-UP has
 

'
 not benefited from sufficient trieO;l:, iuL i]Ii& ,JCOC, VA ,b ,,2. 0 
COji staff. It i,; di fficulIt to see !"ow th.js situation will c Dange 
until some version of the i'DP is reviewed and approved by ]~il. 
Therefore, I have co)ntiued t,. develoip a PDP which reflects the 
original project purvoses, in ;in L.iciption that review of it will 
prompt IkiUi to consider a numuer of issues. 'o some extent, the PUP 
is a "Straw man" at this point, desigtned for tne purpose of being 
set uu and then knocked down, hopefully with the result that the 
o;tcome will eoa re-defined set of terms for the project, possibly 
an ar.enda for action, some fieedom ,,itnin protocol, and op ortunity 
to carry out my resv:onsibilitie. ;ithin the framewor k of im;,liementatiun
rather than pl nniinv. 



The following activities were carried out at i,%OH duriig the 
second quarter: 
1. 	 Preparation of speech for delivery by 1'inister at Helsinki --

Very shortly prior to tile Sixth Session theof United NationsCommission on Human ,ettielments, i was reauested, together with tre
Ui,ICh!S Chief Technical Advisor 
 (T.S. Cnana) and the Under Secretary
for e /(T. inyandu, to draft a speech for
the 	 I-inister to deliver in Helsinki. in a small way, prvparationof this speech is illustrative of' *ow i.'OH works. After discussingthe 	 issues to be adressea at the session aind the 	 tone of the speechwith tnem, I agreed to draft the 	 speech, partly becaJuse I felt itwas 	 a concrete demonstration of usefulness to I,'1UH and partly becauseI felt it was a way in which I might gain sore contact with theL-inister (hitherto totally lacking)
from 	

and insight into his thinking
such interactico.. 1 completec the draft a week before theZirmjbabwe deleiMtion aeaarted. We agreed that the draft was an
appropriate presentation, 
 ana 	 that any revisions would be pointlessuntil the .,irlister commented on it. We assumed that since this wasan internatirn-l conference, the ,inister would comment quickly andpe-'haps wish to discuss it with us. However, no reactionforthcoming. 	 wask'iuer several requests to the Permanent Secreatary forreaction, we were iniormes the day rior to deprture that the speechwa.-	 aproved as it stood. ae tnen had it stenciled and copied_a. -1ributian. The n.xt day we were told the speech 	

for 
was 	 totallyu.. .cetable. iiowaver, there wer'e no specific comments; only thatthl 	 i,-inister had 	no ioea why he should speak about the subjects in
the speech. Because departure was imminent, there was no time to
revise the soeech; Zinyandu, who attended the conference, took the
orJ:.inal with him and said he would see what he could


,after his return, he related the following 
do.
 

story. The Ministertoid him riot to revise the speech; ie would speak extemporaneously.However, as the delegation listened to speeches by other delegations,he began to change his mind. When his 	turn approached, he askedZinyandu for the original speech and delivered it verbatim. Zinyandu

said the speech was well received.
 

Since the return of the deleTation, no written report about the
session or the 	 role plavecd in it by the Zimbabwe delegation has beencirculated in .OH, if such a hasreport been prepared. (A copy of the
sneech is attached.) 
2. 	 Paper entitled "Lanid for hu;rAn Settlement in imoabwe" -­

i purticipated, as a ,.-ember of the editorial team, with thediscussion, drafting<, and final preparati-n of the GU- nationaltheme pme" for" cresentation at the Sixth Session of UJCIiS. (Copy
attache,,).
 
]. 	 Liaison with Danida/ULCCiS -- in the 	 field of training, 1 cooperatedwith eU)iSresentatives with reg a:'d to developing a Danida/UlChiS
p)ilot train,irogru,.:I, in Laimbabwe in community particip.tio.. IaI~u nurti ciuate wit tne UPJCHSL- advisors to -ill in Pre paring forthe 	 Ui iiY/U"".lpij trU rrogrm m for staff Gutu and

l 	 inv project in 
Ui., Uci l o
 
luij pr'epararaion local
1. 	 circu.i.r on by autuhori ties of' submissions 



-- 

--

for borrowing powers 
 I prepared and submitted suggestions on
the essential comnonents of aided self-help and cooperative riousing
which she Id be 
included in planning by local authorities wishingto implement such a project. 
 The circular is reant to replace a
poorly-preiared circular of February, which made it appear that the
only mode of construction 7ermitted by ii0H 
was brigades. The circular
has yet to be finally approved and circulated.
 

IV. ISSUL TO BL ItE-LVED 

The follo.,inT issues require resolution:
 
1. Standards versus affordability -- IKOH policy of high standards

remain., int'ct, despite continued debate over whether thestandards ire affordable. The issue has two aspects: first,whether, a particular shelter solution is affordable by aparzicular individual; second, whether a programme ermphasizing
particular solutions is affordable to the nation (i.e.,
capital avuailable to carry it out?). 

is
 
This issue is recognized
by 1,,1H and aipeaired to oe coming to a head late in tiie second 

quarter.
 
2. JiOH's interest in self-help housing -- aesoite official policy
recognition as 
a housin- strategy, little interest is shown inwhat self-help is, how it can be fostered, or how it can be 

planned for.
 
3. Institutional arrangements 


a.) to a significant extent, relations between i:,Ol and the Cityof Harare ar-e 
adversarial in nature; the Parkridge-Fontainbleau

project is to some 
extent a political football to be thrown back
and forth. Unfortunately, it appears that tre relationship is
not sufficiently developed to permit the players to know, at any
specific moment in time, who is throwing the ball and who is
catching it. 
 Rather, it often appears that both are throwing itand no one is c&,tching it. 
 There is no sense of cooperation;
this lack is very evident now and although the PDP strives to
overcome 
it, it will likely persist throughout implementation.
 
b.) my role as aided self-help advisor -- protocol, lack of
interest by f!i'0i in self-heIp, and the adversarial relaitionshipbetween i.ux and Ull all com bine to limit effectiveness. Thelack of counterparts or continuity of staff assigned to titeproject makes It seem hignly unlikely that my technicalassistance inputs will have any impact on i-tAll ca1'acity; at thesame tire, restraints placed on my monveieits by i.,UH makes it
difficult to deliver assistance to CUH. 



The £o o.ingtasrs ure foreseen for the third quarter: 
. To continue to contribute to 
the debate on affordability,


through delineation of the concept in the PDP.
 
To promote aided self-help, through delineation of the concept

through the P9-
 and by ver'bal e:.:prnations within I1OH. 

. To finalize draft iPIJP, prompt and assist review of it by IiOl,with emphas is on promotiiw, understanding of the shelter issuesaddressed by it. To gain conxt s on !'DP froM COHi, promoteM,1ii consid( ation o' issues raised by CUli, arid produce final 
draft. 

4 Participate in visits to and planning of" Phase II projects. 
. Participate in UflDP/UUCI S/iO'i training programme for Gutu/Kwekwe


project staff.
 


