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MEMORANDUM FOR DIRECTOR, USAID/Botswana, John Hummo
 

FROM: RIG/A/Nairobi, Richard C. Thabet7
 

SUBJECT: 
 Audit of Botswana Workforce and Sk s
 
Training Project
 

This report presents the results 
of audit of the Botswana
Workforce and Skills Training Project. 
 Please advise us within
30 days of any additional information relating to actions

planned or taken to implement the report's recommendation. We
appreciate the cooperation and courtesies 
extended our staff
 
during the audit.
 

Background
 

The primary constraint to Botswana's 
economic progress has been
the lack of a 
skilled indigenous workforce. In 1980, for
example, the 
mining sector employed 56 percent expatriate staff

in professional and technical 
positions and 87 percent in
managerial positions. Overall, Botswana's 
public and private
sectors relied extensively on expensive expatriate 
labor to
fill skill shortages created by the expanding economy.
 

The Botswana Workforce and Skills Training 
(BWAST) project was
directed at overcoming skilled
the labor constraint. The
 
project's purpose 
was to increase the number of 
skilled workers
in areas related to employment generation.
 

This was to occur primarily by providing sustained training

assistance, including undergraduate, graduate, and short term
technical, administrative 
 and management training. A
contractor, Academy for 
Educational Development, was to assist
the Mission, including placing the 
 students in appropriate
 



training institutions. An important project 
benefit was to be
 
the substitution of indigenous workers 
 for expatriates in
 
skilled positions.
 

The 
project began in May 1982 and was to be completed in

September 1989. Total project 
costs were estimated at $19.4
 
million, with A.I.D. contributing $14.6 million and the

Government of Botswana $4.8 millicn. June A.I.D.
At 1987, had

expendea about $10.4 million 
on the project. For a map of
 
Botswana, see Exhibit I.
 

Audit Objectives and Scope
 

The office of the Regional Inspector General for Audit, Nairobi
 
(RIG/A/N) made an economy and efficiency audit of the project.

The audit's objective was to determine if 
the project was using

available resources etficiently to achieve the desired Botswana
 
workrorce training.
 

To accomplish the objective, RIG/A/N staff made 
an audit diring

July and August 1987 in Gaborone, Botswana and Nairobi, Kenya.

The auoit statf reviewed the project paper and agreement, the
 
contract with 
Academy for Educational Development, previous

evaluations, and related correspondence, records and reports.

The audit staff also interviewed officials of USAID/Botswana,

Academy tor Eaucational Developme::t, Botswana Employers

Feaeration, Ministry ot Education, 
and Directorate of Public
 
Service Management.
 

The audit focussed on identifying uneconomical practices

related to the 
project's training component. Audit methodology

included assessments ot administrative controls, systems 
and

procedures for 
selecting, placing, monitoring, and following-up

on training participants. These activities involved about 
$7.1
 
million of $10.4 million in expenditures incurred from May 1982
 
to June 1987.
 

In the areas auaitea, with the exception of the reported

tinding, there was an adequate levcl ot internal administrative
 
control anc compliance with applicable laws and A.I.D.

guidelines. Nothing came to the auditors' attention that

indicated roncompliance in areas not tested. 

The audit uia not cover counterpart. contributions to the
project, although the project's tanancial arrangement (whowould pay uirectly for what) was reviewed to determine the
likelihood () problem~n. The audit wan made in withaccordance 
generally aczept.ed government audi rgntandard. 
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Results of Audit
 

The project had 
 not used
training of 
cost efficient third-country
!/ students. 


in 
Even though opportunities existed
other African countries for undergraduate and other 
training
at greatly reduced costs, 
no students had been 
placed in those
countries. Instead, all the students 
were sent the
to United
States at much greater expense.
 

Except for this 
practice, the project successfully selected,
placed and monitored students. 
 Very few did not complete
training and nearly their
all returned 
to Botswana

completing training. 

to work after
 
Thus, significant prooress 
 was made
toward the project's 
primary aim of overcoming the economy's
skilled labor 
constraint. 
 Good project administrative 
control
 

contributed 
to this outcome.
 

To end the project's uneconomic practice

third-country placements, the 

of not using

report recommends 
 that the
Mission include 
 in its new BWAST contract a specific
third-country placement objective for 
the contractor to attain.
 

Use of Thrd-Cou;.r.ry Training 
Can Save $1.6 Million - A.I.D.policy guidance directed Missions 
to use third-country training
institutions 
 when 
 appropriate. Nevertheless, USAID/Botswana
made no use of such institutions 
for the BWAST project.
cost the project at least $640,000 in lost savings. 
This.
 
Such
placements were made
not 
 because Mission officials in the past
Delieved obstacles to 
utilizing third-country training 
were too
great, and because they gave 
little importance the
to relevant
policy guidance. By correcting the problem 
in the follow-on
project 
 (BWAST II), the Mission can realize at least $1.6
million in cost savings.
 

Discussion 
- A.I.D. 
Policy Paper, "Participant Training," 
dated
July 14, 1983, that
stated "Training 
in the U.S. should be
limitea to fields 
in which training is not available locally,
for which U.S. training is cost-efective 
or which support
other strategic con:;iderations 
such as the exposure ot key
leaders 
 to U.S. institutions 
and practices." 
 The guidance
directea missonr; to consider the 
 option ot training more
cost-ettec.%ively 
in local or third-country inst:itutions
utilizing more expensive traniinj 
before
 

in U.S. institutlons.
 

The policy was supported 
by an April 1983 study done by
Jettalyn John:son and A:;socia'.es for the Ultice ot Intfernational
Trainng nu the Bureau 
tor Atrica. The s.tudy recommendedmissiorns increare the uzse of third-country 
that 

triining at. Atrican 

D;)
1/ A. I .D. onn;ur e t ra I riin nq ceuritry other than thest.udent '1 home country or the United State. 
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institutions, because 
various African institutions were capable

of providing cost-effective quality training.
 

A.I.D. policy guidance was stated again in an August 1984

policy paper, "African Bureau Development Training Strategy

Paper." The paper 
 added that "Use of African training

institutions for participant
A.I.D. 	 training activities is a
 
logical extension of prior A.I.D. support to some of 	 these

institutions and 
a means of further supporting institutional
 
development in Africa."
 

Nevertheless, none of the BWAST project's 
participants were

placed in African institutions outside Botswana. This 
was 	the
 case even though the training provided was not to expose key

leaders to U.S. institutions and practices, but instead to
supplemen: the technical and managerial skills 
available in the
 
general workforce. In contrast to USAID/Botswana, all other

A.I.D. missions in 
Africa placed an average of about 15 percent

of their participants in third-countries.
 

The 	BWAST project had scheduled 222 person years of training.

Training in African institutions outside Botswana 
cost about
$3,100 per person year compared to $22,400 in the United 
States. 1/ Had 15 percent of the placements been made in
third-countries, instead none,
of about $640,000 could have
 
been saved. Alternatively, an additional 206 person 
years of
 
training in third-countries coula have been obtained.
 

Missijn officials in the past 
 believed obstacles to
third-country placements were insurmountable. The obstacles 
included the students' ability to get accepted to the
institutions, to obtain dormitory space, and to obtain local 
currency for spending money. M:ssion officials thought these
obsta -les maue third-country placements impractical. The 
Mission was unable to provide any examples where the project
haa attempted to make such placements. 

In Lact, such placements were po ;sible and practical.
Government of Bot;wana trust fLuni otllals (dmini:tered ascholarshi p projram. 	 ata,.ed aboutThey 	 , hat 50 o thei r 

l/ 	To iipnl I ty repvrt pr,:;ent.tiot, long-term anid -nort,-termtra ni n co:;t; were we 1(htu and combined. Shor t-term
training time wati only three percent o the totil. 
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students (about 70 percent of the total) were 
 attending

institutions in other African countries. They stated that no
serious problems existed in making or 
 maintaining these

placements. Further, they these
stated placements were a
highly economical alternative to U.S. placement of the students.
 

Information provided by USAID/Kenya's training officer
confirmed the potential for placing students 
 in Kenyan

institutions. The training officer stated that no 
 serious
problems were experienced placing foreign students in Kenyan

institutions. Further, according 
to the training officer, many
institutions 
gave priority to applicants from other African
 
countries.
 

The absence of third-country placements was due also to the
fact that contractor officials and Mission 
officials did not
understand 
 or appreciate A.I.D. policy on third-country

training. Contractor 
otficiais thought such placements were
aga'inst A.I.D. 
 policy. Mission official.p believed U.S.
training was more advantageous because of the political

atmosphere and advanced technology, and because such 
training

best aavanced U.S.-Botswana relations. a of
As result the

incorrect understanding of third-country training policy and

potential, no third-country plicements had been made.
 

A 1985 mid-ter evaluation ot the 13WAST project pointed out
that little eftort 
had occurred on thiro-country training. The
evaluation pointed out 
 "that while third country training

(particularly in Africa) is 
an available form of teaining,

there has been little effort to facilitate and increase

participant placement 
in third country training programs. Such
 an effort needs 
 to be made by Academy tor Educational

Development." Lven though the ovaluation pointed out the need

for action, no act ion had been taken.
 

The need for action al so hau beeo poit ted forout the IIWA.Tproject's pre(lecest;or project, a r,'gional pro jcct cal]ld theSouthern Alrivci Manpower Development Project.. A 19d 1 IGI/A/Nau I t o th,! ajr I I v project )oi nte d o ut the lack of
thirU-count ry tra'in n'j. The ud il r sCom ,n, (jefi corrocl.iq(j t heproulem y et't nq , ,e L 1c third-cuntry p|ae.-merit (,bj,,c'mt. e
 
tor the contrctor. 

Despite the ,'.1 r I I (r auIj t r-Comtrimendatlon, the Min:ion'f.l 1bWA.ST 
contract with Academy for Ed.ucational Development contalined no
thira-country placeme.nt objective. 
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Fig. 1 	 University of Nairobi promenaide. A frican 
institutions can provide al cost-effective 
alterniative to U.S. insjtitutions. 

Fiq. 2 	 tUnivority o , i l)alri,. Va I I )wtiJl.-ilubi 
Al r kcan 	 I t I uni p:l dtcj k.i I tLylot t 
I 1 L ~ t1 l jIw! lt, if 11 f l Li t-4 i 
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BWAST II is a follow-on project to BWAST. At the time of 
the
audit the Mission had invited contractor proposals, but had not
 
yet 	awarded the contract.
 

The BWAST II project paper calls for 544 person years of
training. If 15 percent of the BWAST 
II person years were

performed in third-countries, instead in the
of U.S., savings

of $19,300 
for 	each of those person years could be realized.

This would amount to a total savings of at least $1.6 million
 
for 	the BWAST II project.
 

In 	conclusion, USAID/Botswana overlooked an important cost

savings opportunity in the BWAST project. To achieve the 
cost

savings under BWAST II the Mission needs 
to include a specific

third-country training objective 
 in 	the new contract. A
placement objective of 15 percent, as a minimum, would bring
the 	level of third-country training in BWAST II in line with

the 	Africa-wide level. The contractor should be required to at

least attain the 15 percent level and to report annually the
 
level of actual achievement.
 

Recommendation No. 1
 

We recommend that USAID/Botswana include language in the
contract for Botswana Workforce ana Skills Training Project,

Phase II that requires the contractor to:
 
a. 	place at least 15 percent of the project's training
 

participants in third-countries, and
 

b. 	annually report progress toward meeting the objective.
 

USAID/Botswana concurred with recommendation and agreed
the 
 to

include the recommended language in the new contract. The
Mlssion 
 pointea out that 11 long-term and 49 short-term

participants completed third-country tralning since 1980 under
other Mission projects. Further, the Mi.sion stated it hastound n;upport f rom the Government and others for increasing
third-country training in the tuture. The complete text of
USAID/Bot:;wana comments is inc 1udea as 
Append x I. 

The Oftict of In,;pfector Gene r I| cons;ider s the recomm(endation
revo I vCJ. It will bt ccIIe whn t.he rf.cotTi,rtv'ed Ianquage isinc 1u(.e(J in the nlw con, r ct.. he Mi 1ihor, suges ted specii
changen to th. report's wording. All of thesei changes were
Incorporatd i n t0. t inal report. 
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Appendix I
 

ACTION: AID-4 IN7O: SCON - 5 Page 1 of 2 

TZCZCNA0 13 TOR: 13:58 
iR RUEsNR CN: 04719 
DR RUEHOR 043e@ 2571348 CHRG: AID 
ZNR UUUUU ZZH 
Rt 1413 7TZ c.? e7 

DIST: AID 
ADD: 

FI AMMIBASSY GABORONE 
TO AMiMBASSY 'AIRODI 5601 
BT 
UNCLAS GABCRONE 04 00 

AIDAC 

FOR BIG/A/1AIROBI, RICHARD C. THABST FROM J. HUMMON 

Z.O. 12356:&I/A
SUBJ: DRAFT REPO3T-AUDIT OF BOTSWANA WORFCRCE AND 
SKILLS TRAINING PROJECT. 

REF: THABET/EUMMON MEMO DATED AUGUST 26, 1987 AND 
DRAFT REPORT.
 

1. PER DISCUSSIONS 'ITH YOU, USAID CON'CURS WITS 
BASIC A_"COklZNDlTION C AUDIT REPORT ON 30TSYANA 
WORIFORCE AtD S(ILLS TRAININ, PROJ3CT AND VILL 
IMPLIMINT RP.CCMMElDATION TO TiE XITEAT THAT I? IS 
FEASIBLE. 3OVV9., Giwl T9" FACT THAT 733 PROJECT 
HAS BE;N SIG3LY SUCCESSFUL IN METING ITS 
OTJECTIVYFS, AND HAS BE'EN ADMINISTERH:D 'EXTRLtT 
WELL (AS ATT.STrD !O BY YOU IN DISCUSSIONS ErRI) 

MH3RS IS PRECIOUS LITTLI IN "HE REPORT TO 
ACCENTUATE TSZ VE0Y POSITIVE NATURE OF WHAT FAS 
TAIEN PLACE IN THIS PROJECT OVER THE PAST $IT37RAL 
TEARS. MOREOVER, SOME Ot THE LANGUAGt USFD IN 
TALKING A3OUT T31 THI.D COUN.RY ?RAININ3 IS 
OVERIILL. TBEREFOR, V SUGGEST ?BE FOLLOVIX; 
CHAN4GES IN YOUR DRAFT MORT: 

(A) ON PAIF 2, AS A ?ACTUAL POINT, RZVIS! VlN ln.3-t)orQGeneral,. Note 
ABOUT US DCLS 63 TO A.AOUND US DOLS 900 PSI ANIUM. 
THIS PRCSRESS WAS IN LARS; M:ASURE 'UZ li(ii t hraqraphde1ltcTO was 
SUCCESSIIL DIAMOND PRCDUCTION, IND TO A L?SS1:rn t]he final report. 
4I?ENT Y'ROM CATTL'. sO EVR, rai VAST MAJO Y OF 
BATSANA AR% STILL VLRY POOR. 

(S) O PAGT 4, FINAL PAIAGRAPR, SUGG'ST TEA? ME!RE 
Bt A ST3ONG7CW1 STAT-MENT Of TSE POSITIVE NATUR!7 OF 
THE PROJECT IN M$LING ITS O3JECTIVS. I1I LAST 
jAlA,%#APRo SUGGEST "4OT USD" RATMrR THAN 

DISRLGARDZDO. 

1C) ON FAG? 54 SU3,#EST "NOT USING" IATZI33 .51W 
DISREGADIN:I IN PA.AGRAPH 2. ALSO O ?A; 5o 

SUGGEST N.VR1TH'T'LESS USAID SOTSVMNA AS PA'l 'NO 
USE 01 SUrH INSTITUTIOt!S FOR TBI $'AST ]OI,,CT,
TEIS HAS COST Mq| PIOJZCT AT "EAST eC, 
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o

10) PACE 7 PAIA 3v SUGGOIST RVISID AS FOLLOWPe 


HIS§ION OI7ICIALS I T13 PAST SILIhV!D 
 OISTCCIJ 

(I) P1G 8 PAIA 3, OT81 MISSION DELIVED U.S.

TMAININ; AS MORI ADANTAGIOUS 32CAUSl Of T31

POLITICAL AT' OSPHERi ZTC,"
 

2. AS ADDITIONAL INIORMAION, SINCE 1980
 
USAID/BOTSWANA HAS HAD ILIVIN LONG-T!RM

PA3TICIPANS, U4D3R DIFFERINt MISSION P.IOJiCTS, ¥BOHAVE COMPLTSD ?UHIR TRAININ; IN [ENTA, TANZANIA,
AND ZAMBIA. FORTY NINE SHORT-TERM PARTICI?AATS ZA12
COPLITED TRAINING IN IENTA, ZIMBABVE, NIGIPY.10
MAURITIUS, kA,"BI1, Z'131A, MAL.VI, LgSOTHO,

AUSTRALIA, AND THE PHILIPPINES. TWO PARTICrAIWS

ARF CURR3NTLT STUDIING IN ZIM3ABVz A P A'DOTH1

iE.AITIN, A CALL FORWARD TO bAIROBI UNDER OUl 

TWO
 

BIAST II PROJ.ECT. 
 IDUCATION, NURSING, AGRICIJLTURE,
RESEARCCH AND FAMILY PLANNING HAVE BEEN THE fMlAl
AREAS OF S"UDT. YURTH-ioR, THE -40? AND SADCC EIVE 
INDICATED THEIR SUPPORT TO INCREASING TRAINinG
CPORTUNII,.S AND PLACEMENTS IN THIRD COUNT731E3,
PARTICULARLY rFOSS FROM THE NINE SADCC COUN!211S. 

3. REGARDING RECO,1M3NDATION NO. ONX 0? SU"BXfCT
R#POa, USAID/BOTSWANA 'dILL COMPLY 1Y INCLUDIh
LANGUAG9! N T3 4EV TA COR CONTRACT FOR THE
?OTSWANA VOR<,FOIc AND TRAININGS(ILLS PPOJ!,C'-
PASE II Ri4UIRING THE CONTRACTOR TO A) PLAC3 X1
LEAST 15 PERCENT OF Tff", PROJECT TRAINING
PARTICIPANTS IN THI THIRD COUNTRIES AND 3) MTIRE
'dE CONrRACT R TO ANNUALLY aREPORT PROGRESS T rtv,
THIS OBJ'ECIIVZ. BILLOCCHI
IT
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APPENDIX 2
 

REORT DISTRIBUTION
 

Mission Director, USAID/Botswana 
 5
 

AA/AFR 
 I
 

AFR/SA/ZMBL 
 I
 

AFR/CONT 
 1
 

REDSO/ESA 
 I
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 2
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 1
 

LEG 
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 1
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DIG 
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