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Attached is the report of activities carried out for pre-implementation

planning for the Malawi Agriculture Research and Extension Project (MARE)

with the sponsorship of USAID/Lilongwe. The pre-implementation planning

focussed upon MARE but also emphasized the program implications for the

MOA, particularly with respect to how-IDA financed projects, National
 
Agricultural Research Project (NARP) and Agriculture Extension and
 
Planning Support Project (AEPS).
 

Section 1, Executive Summary, provides an overview of the

pre-implementation planning consultancy, highlighting accomplishments and
 
follow-up actions. 
 This section also provides the framework for

understanding the rest of the report. 
 The report includes important docu­
ments reflecting agreements reached and actions initiated. 
 Section 2,

Summary of Agreements, is the official MOA memorandum from the second
 
start-up meeting and records decisions on Implementation Management and
 
Coordination, including establishment to the Management (Steering)

Committee and the Training Advisory Committee, two key committees for
 
implementation.
 

The report covers a period for mid-August when planning for the consultancy

began through October 16 when Merlyn Kettering left Lilongwe. During

that period, the consultancy team provided services to the MOA
 
in Lilongwe according to the following schedule:
 

David Levine 	 September 5-28
 
Merlyn 	Kettering September 18 - October 16
 
Robert 	Johnson September 14 - October 12
 
Gloria 	Steele October 1 - early November
 

The team operated through different organizational mechanisms -- Robert
 
Johnson un a Personal Services Contract; Gloria Steele on AID/W staff

through a RSSA with USDA; David Levine on 
contract with the University of
 
Maryland (International Development Management Center) through 
a
 
Cooperative Agreement with DPMC; and Merlyn Kettering through AID's PASA
 
with USDA/OICD/DPMC.
 

SThe Office of International Cooperation and Development 
is an agency of the 
United States Department of Agriculture 



This is titled an interim report because pre-implementation planning will
 
be an ongoing activity of the Ministry of Agriculture. Continulus manage­
ment attention will be required to see that the projects are 
 oordinated
 
and effectively implemented to ensure the expected contributions to agri­
cultural development in Malawi. The accomplishments required to meet the

conditions of the grant and loans 
are only first steps of developing sound
 
management processes for guiding and implementation this ambitious
 
development program.
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SECTION 1
 

EXECUTIVE SUMMARY
 

1. Introduction
 

2. Accomplishments
 

3. Follow-up Actions
 



EXECUTIVE SUMMARY
 

INTRODUCTION
 

The 	 Development Program Management Center (DPMC) of 
USDA was selected by USAID
 
and the Government of Malawi to assist with pre-implementation planning for the
 
Malawi Agriculture Research and Extension Project (MARE). 
 The overall purpose
 
of the assistance is:
 

to assist the Ministry of Agriculture and USAID/Lilongwe in starting
 
implementation of the MARE Project by identifying, planning for and
 
initiating key activities and management processes essential for
 
effective and timely implementation management, focussing upon those
 
issues and areas most likely to 
have an impact on the program over the
 
next 6-12 months.
 

The 	 MARE Project 
 has been planned in conjunction with two IDA-financed
 
projects--National Agriculture 
 Research Project (NARP) and Agriculture
 
Extension and Planning Support Project 
(AEPS). Relevant aspects of these two
 
projects aid other related USAID-supported activities, such as EPI grant-funded
 
activities, were 
included because of their critical interrelationships with
 
MARE. The scope of work under which the 
team approached their assignment is
 
included as AppendiA G.
 

Key concerns and activities were identified initially through in-depth
 
discussions with USAIO/Lilongwe. Further discussions were conducted with World
 
Bank and AID officials in Washington and Nairobi before deciding focus upon
to 

the concerns related to Conditions 
 Precedent for MARE and Conditions of
 
Effectiveness (NARP & AESP) as the most important 
for this consultancy. After
 
arrival in Malawi, following interviews of key MOA and AID officials in Malawi
 
and the results of the first meeting on pre-implementation planning (see
 
Appendix C) six areas were highlighted as 
 the most important for attention
 
during the consultancy:
 

i. Establishment of the Steering Committee for oversight of the three
 

projects.
 

2. Establishment of the Training Advisory Committee and the Training
 
Unit.
 

3. 	 Establishment of the official fiscal mechanisms for the projects,
 
including, identification of "responible parties" for USAID funds,
 
creation of "special accounts" for IDA financing, and ways of
 
establishing overrall accountability for the three projects.
 

4. 	 Completion of 
local staffing requirements and international
 
recruitment and procurement.
 

S. 	 Development of first year worlplans and budgets.
 

6. 	 Identification of other issues which are 
likely to have an effect on
 
implementation.
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ACCOMPLISHMENTS
 

This report is on the first in a series of consultancis which will facilitate
 
start-up of the projects, implementation planning and replanning, and program
 
Management review. As noted above, the team worked with Ministry and donor 
officials to focus upon the most important and urgent areas of 
pre-implementation, such as those related to meeting Conditions Precedent and 
Conditions of Effectiveness. A meeting of the key parties for implementation,
 
including representation of the MOA and USAID, led to significant agreements
 
included in Section 2, an official MOA memorandum summarizing the decisions
 
reached on the Management (Steering) Committee, the Training Advisory Committee
 
and project management and coordination issues. Specific accomplishments
 
and actions are summarized below.
 

I. PROGRAM MANAGEMENT. In addition to the more specific accomplishments,
 
Ministry management and decision-making processes were reinforced and developed
 
which can become the basis for implementation and for ongoing management within
 
the Ministry. The most important agreement reached was rather general, but
 
laid the foundation for agreements on specific decisions. That is, general
 
agreement has been reached that the projects should be implemented and managed
 
within the program context of the Ministry, rather thar as separate snd
 
isclated projects. Thus, the activities and funding will be fully integrated
 
into departmental and ADO programs while maintaining the necessary levels of
 
distinguishable planning and accountability to meet USAID and World Bank needs
 
and regulations.
 

2. STEERING QOMMITTEE. The establishment of the Steering Committee was one
 
of the most significant accomplishments. Decisions regarding this committee
 
are included in minutes of the second ministerial meeting (see Section 2).
 
In summary, the existing Management Committee will form the core for the
 
Management (Steering) Committee which will address issues related to guidance,
 
monitoring and management oversight responsibilities for the Projects in
 
quarterly meetings. The functions of the committee and its membership are
 
provided in Section 2, Issue I, of this report. The draft memorandum, included
 
as Section 3, became the basis for a circular which has now been distributed
 
to formally establish the Management (Steering) Committee.
 

The advantage of forming the Management (Steering) Committee as decided is that
 
it builds upon and enhances ongoing Ministry processes and organizations within
 
the eNisting program structures. However, attention Must be given to improving
 
the effectiveness and performance of the existing structures so that they
 
fulfill the requirements for the Projects and for an expanding Ministry
 
program. Follow-up implementation and management attention should be given to
 
these management processes and practices.
 

3. TRAINING COMMITTEE. Agreements were reached on the establishment of the
 
Traininq Adv, -)ry Committee, including its functions, membership and role.
 
These are included in Section 2, Issue 3, of this report. Draft statements
 
offii,-lly innouncing the Training Advisory Committee are included in drafts
 
for, a Ministry Circular shown in Section 3 of this report. Serving as a
 
Special Sub-committee of the Ministry's Management Committee and under the
 
Chairmanship of Ci)S(I), the Training Advisory Committee is mandated to
 
coordinat,! and 5trengthen training and staff development in the Ministry.
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4. TRAINING UNIT. The Training Unit must be fully established before the end
 

of January, 1986 as a condition to the disbursement of training funds. Four
 

steps to indicate the fulfillment of this condition were identified (see
 

Appendix A, Agenda Item 6(B). The formation of the Training Advisory
 

Committee is the first indicator, followed by establishment of the positions,
 

recruitment and filling of the positions and initiating planning.
 

During the consultancy, attention given to training resulted in broadening the
 

vision and understanding of training and its relation to improvements in the
 

Ministry. Initial discussions were undertaken to define the functions and
 

roles of the Training Unit in the context of a broader, performaoce-oriented
 

training mandate. In working papers and an exit debriefing, issues and
 

strategies were suggested as a basis for further implementation planning and
 

start-up. Particular attention must be given to the definition of functions,
 

descriptions of positions and identification of qualifications for staff. See
 

Appendix H for a discussion of issues, constraints and strategies related 
 to
 

training and the Training Unit.
 

In summary, the training functions assumed by the unit can range from narrowly
 

defined administrative and support functions to broadly defined concerns with
 

overall organizational performance. Although Most often described in the
 

Project Paper in terms of adminis-trative services and staff training, there is
 

general agreement that the Training Unit should be concerned with improving
 

capabilities and performances at all levels, in conjuction with ongoing
 

training programs at departmental levels. Based on tentative agreements, and
 

to avoid confusion and duplication, the next steps will be to explore the
 

implications for the Training Unit of the broader mandate, and the functions,
 

rolesi and relations to department training programs.
 

5. FISCAL MECHANISMS. In discussions between donor officials and MOA
 

officials, agreements were reached on the fiscal mechanisms. USAID had strong
 

interest in the establishment of external accounts and will explore how this is
 

being done with IDA funds. The USAID Project Officer will explore the
 

possibility of and arrange for a visit from the Regional Financial Management
 

Center of AID to assess present systems relative to AID needs and provide
 

assistance in adapting both AID and GOM systems and procedures to meet mutual
 

needs for accountability. There is an immediate concern that the official
 

designation of "responsible parties" for the USAID grant be completed as soon
 

as possible. A draft of the official communication is included in Section
 

10, but getting this through the official channels may take as long as 35-45
 

days. The USAID Project Officer shoulo ensure that the sense of urgency on
 

this action is maintained so that key dates are met.
 

6. STAFFING P.EQUIREMENTS. A review of local staffing requirements for the
 

three projects wcis initiated with the Planning Division, and a chart is being
 

prepared showing the requirements and present status. Similar information
 

needs to be comQiled for international recruitment. It is not clear, at this
 

time, w ho in the MO has responsibility to monitor recruitment and identify
 

issue which r- ar iing, s3uch as timing and project requirements. Someone
 

should have oveall responsibility to give early warning signals when deadlines
 

are being approached and to monitor or coordinate required actions to avoid
 

delays of funding and other implementation snags. This will be necessary not
 

only for" staffing, but fcir a variety of other issues as implementation
 

proceeJs.
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Concerns with 
 the selection of a Title XII Institution and recruitment of
personnel under that arrangement 
were quite high. The 6DM wants technical
assistance personnel 
 to be responsible to 
 and managed by Malawians. This
concern is related 
to both 
persons and institutions selected to provide
technical assistance. 
 (See notes of meetings with Planning Division and first
Ministry meeting--Appendixes C and E.) 
A 
process of intensive review and
assessment 
 for selecting the institution and the long-
 term resident technical
personnel was proposed and adopted to meet 
these concerns. (See Sections 4 ,5
 6). The assessment
and process will be assisted by the DPMC
pre-i' plementation team which has experience with similar 
 processes on 
 other
 
develcpment projects and programs.
 

The selection 
of the Title XII institution was initiated. for
The criteria
evaluation of 
the institution 
 were approved and weighted. Criteria
selection of 
 the technical assistance personnel 
for
 

were 
reviewed and tentatively
adopted. Innovations in 

pool 

the process of selection include (a) requirement for a
of 3 candidates per position, 
 (b) structuring 
 site visits to include
problem-solving 
 and planning exercises to better assess 
 institutional
capabilities and approaches, (c) use 
of an assessment workshop to select 
 the
best of 
 multiple candidates for 
each position, and (d) requiring a plan
handling administrative, logistical and 
for
 

institutional representation 
matters

without 
a traditional head-of-party.
 

Immediate follow-up 
 actions are required with GOM, AID/W, BIFAD and DPMC to
establish plans and steps for carrying out 
the agreements reached on 
 selection
 
and assessment processes.
 

7. FIRST YEAR WORKPLANS AND BUDGETS. The focus 
on this first consultancy was
on the processes and framework for workplanning. It was agreed tha' work plans
would be developed in relation to the ongoing 
planning processes of the
Ministry, with responsibilities 
for activity planning and budgeting falling 
 to
the departments and divisions sponsoring particular activities within the 
three
projects. rn immediate 
 upcoming item 
 will be the development of specific
wornplans and budgets for 
the first year. Based on the decision to manage
these projects 
 through the existirg Ministry 
processes and procedures for
program planning, budgeting, implementation and management 
 (See Section 2,
Issue 2 
and Section 3), early attention must be given 
to the assessment and
adaptation of 
these processes and procedures to meet project needs 
as well as
MOA program needs. 
 Coordination of 
these implementation activities are 
the
program responsibility of CAS(NRDP) with Ct)S(I) 
as alternate. The processes of
wortp]anning and budgeting will 
 be "mapped" as a step for 
 more detailed
 
implementation planning and assistance.
 

8. DONOR COORDINATION.An 
 issue which received a great deal 
of attention,
because of its 
 erious implications for implementation and planning, was 
 donor
coordination. 
 Although donor coordination and coordination of implementation
is twritton into 
the project documents, there are many decisions which have yet
to be reached hetleen donoro and with 
the Ministry. (See notes 
of meetings with
donors in Section 6 Mnd notes of meeting w ith the 
 Planning Division 
and
donors in Appendix F). hs the project officer5 of the World BanL 
and USAID
were not, oI.1e to all reet toqether, meet ing5 
were 
held in which ISSUes ,were
identified, 
 tentative positions were discussed, and agendas 
for later meetings
 
were establiihed.
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There is already general agreement on coordination related to specific areas
 
such as joint supervision, financial reports, 
 project reports and technical
 
cooperation. However there is no agreement on 
the actual procedures and
 
mechanisms and how these will be 
managed so that coordination is achieved.
 
Within the MOi, the Planning Division is responsible for managing donor
 
liaison, but the donors must reach agreements on norms and practices 
 which
 
translate into effective management and coordination, and which will be for the
 
most part 
quite different from dominant present practices. It is not clear at
 
this time how the intent of coordination will be operationalized. Leadership
 
at both USAID and the World Bank 
at higher levels than the project need to pay
 
attention to this matter.
 

9. HOUSING. Another issue which emerged was related to housing for resident
 
technical personnel in the Lilongwe area. Housing is quite pressed and 
 there
 
is often quite a delay in 
getting appropriate housing for expatriates in the
 
Capital area. As 
a result, USAID agreed to review housing implictions in its
 
grant and will explore alternatives for handling housing in the Capital area.
 

FOLLOW-UP ACTIONS
 

IMPLEMENTATION START-UP ASSISTANCE. It was decided that 
 continuity of
 
approaches to implementation start-up and assistance should 
 be maintained to
 
maxmize effectiveness and on
reduce burdens the Ministry and donor agencies.
 
Therefore, the donor agencies will 
explore ways to use the same approaches and
 
the same personnel as they coordinate implementation planning and start-up for
 
the Projects. (See Section 2, Issue 5)
 

NEXT STEPS. Implementation start-up 
on the Projects will require constant
 
and ongoing attention over the next 6-9 months. 
 Some immediate steps were
 
identified and will be carried out 
by Ms. Gloria Steele over the remaining
 
weeks of her consultancy with USAID. These 
include mapping the workplanning
 
process, reviewing status of staffing and recruitment, planning for Title XII
 
selection, 
 assisting with donor coordination and joint supervisions, assisting
 
with establishment of Agriculture Research Council and 
 USAID responsibilities
 
for training and training personnel. These will be integrated with this team
 
report along with updates on other activities as implementation start-up
 
continues.
 

TRAINING PLANS. A World Bank 
official, Jerry Silverman, will be traveling to
 
Malawi in November to initiate planning for management and training assistance
 
through the IDA projects, pa-ticularly AEPS. The World Bank, with USAID
 
agreement and support, will arrange for one member of the DPMC team to
 
accompany him sc that joint work in this 
area is coordinated and consistent.
 
The cooperation is highly desirable from the views of the MOA and 
the donor
 
agencies.
 

ACTION-PLANNING. 1.AID will be working with the GOM to identfy the next
 
steps which need to be tdtlen for implementation start-up. The overall purpose 
is to establis)h the processes, procedures and patterns which will lead to sound
 
project Imn lemnt It within NOA develooment program conte,..t. Specific
ion the 
areas being e...olored incILide implementat1on work planning and budgeting, 
plannirgq ard initiatinq the training unit, recruitment and 3election of 
technical aoi15t n ce personnel, orientation and management of technical 
assistance and project management systems impr'ovement. 
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SECTION 2
 

SUMMARY OF AGREEMENTS -- MINISTRY OF AGRICULTURE MEETING
 

SEPTEMBER 10, 1985
 

1. Summary Notes
 

2. Items
 

3. Participants
 



11th October, 1985
 

FROM: 	 The Controller of Agricultural Services (NRDP),
 
P.O. Box 30134, Lilongwe 3
 

TO 	 The Secretary for Agriculture, Ministry of Agriculture
 
Headquarters, Lilongwe 3
 

The Oeputy Secretary, Ministry of Agriculture Headquarters,
 
Lilongwe 3
 

The Under-Secretary, Ministry of Agriculture Headquarters,
 
Lilongwe 3
 

The Controller of Agricultural Services (Institutions),
 
Ministry of Agriculture Headquarters, Lilongwe 3
 

The Chief Agricultural Officer, Ministry of Agriculture
 
Headquarters, Lilongwe 3
 

The Chief Agricultural Research Officer, Ministry of
 
Agriculture Headquarters, Lilongwe 3
 

The Chief Accountant, Ministry of Agriculture Headquarters,
 
Lilongwe 3
 

The Financial Co-Ordinator, Ministry of Agriculture
 
Headquarters, Lilongwe 3
 

The Chief Veterinary Officer, P.O. Box 30372, Lilongwe 3
 

The Chief 	Projects Officer, Planning Division, MOA HQ
 

The Assistant Chief Perscnnel Officer, Ministry of
 
Agriculture Headquarters, Lilongwe 3
 

The Secretary to the Treasury, P.O. Box 30049, Lilongwe 3
 

The USAID 	Representative
 

The World 	Bank Representative
 

SUBJECT: 	 MINISTRY OF AGRICULTRE PRE-IPLEMENTATION COMMITTEE MEETING
 
MALAWI AGRICULTURAL RESEARCH, EXTENSION AND PLANNING PROJECTS
 
2ND START-UP MEETING
 

9TH OCTOBER, 1985
 

SUMMARY NOTES
 

The purpose of the meeting was to review progress on pre-implementation

plans, particularly with respect to Conditions Precedent and implementation
 
planning, and the areas for the Ministry of Agriculture to take action.
 
This paper summarizes the conclusions of the meeting and identifies next
 
steps.
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ITEMS
 

(1) Steering Committee -- functions, formation, membership.
 

(2) 	Coordination for Implementation, Donors and Steering Committee.
 

(3) 	Training Committee -- functions, formation, membership
 

(4) 	Selection Process for Title XII Institution and Technical
 
Assistance Team.
 

(5) 	Implementation Planning Support and Coordination.
 

(6) 	Actions Planning for Next Six Months.
 

PARTICIPANTS 

Mr. H.M. Mbale Chairman - Principal Secretary 

Mr. J.A. Mhango Assistant Chief Agricultural Officer 

Mr. M.L. Muwila Controller of Agricultural Service& (NRDP) 

Dr. H.K. Mwandemere Chief Agricultural Research Officer 

Mr. C.M.G. Nyirenda Principal Accountant 

Dr. S. Kamvazina Controller of Agricultural Services (I) 

Mr. M.M.Z. Njolwa Chief Agricultural Projects Officer 

Mr. D.C.W. Kambavwa Under-Secretary 

Mr. S.S. Banda Senior Economist (Planning) 

Mr. P.C. Kamwendo Secretary 

Dr. Merlyn Kettering U.S. Department of Agriculture 

Ms. Gloria D. Steele USAID/Washington 

Mr. Richard C. Day USAID/Malawi - Program Officer 

Mr. Bob Johnson USAID - Implementation Planning Team 
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Issue I: Steering Committee
 

(a) Following are the main points for modifications during the discussion of
 
the functions, roles and membership of the Management (Steering) Committee.
 

The committee will be called The Management (Steering) Committee.
 

The functions are accepted, in the modified form, shown below.
 

A distinction was made between the Agriculture Research Council (ARC)
 
and the Management (Steering) Committee (M/SC). ARC functions were
 
reviewed noting that they focus on agricultural research policy, guidance
 
and long-term planning; while the M/SC focusses on monitoring and guidance
 
of implementation within the MOA program, major implementation problems,
 
progress and how to strengthen MOA project and program implementation. The
 
relationship between ARC and M/SC will be referenced in the "illustrative
 
tasks" of the N/SC.
 

The illustrative tasks of the M/SC will be modified to more appropriate
 
levels of strengthening an institutional framework for implementing
 
projects, e.g., review of component programs, monitoring of implementation
 
progress and concerns, evaluation and making recommendations to the PS.
 

The reference to relationship of ARC and M/SC should indicate that the
 
ARC and the M/SC are independent but both report to the PS. Issues
 
identified in either the ARC or the M/SC can be presented to the PS who
 
will determine if they should be referred to the other committee. Either
 
committee can also make recommendations (e.g., on problems, linkages,
 
opportunities) to the other through the PS.
 

(b. The Management (Steering) Committee has !he following responsibilities:
 

set benchmarks for monitoring program progress and evaluating
 

program progress in accordance with benchmarks;
 

review and recommend approval of major pre-implementation and
 

implementation processes and procedures, and thereafter monitor
 

performance;
 

review, discuss and make recommendations concerning any policy level
 
issues or concerns which substantially effect the combined goals
 
and major objectives shared by the three projects;
 

monitor and ensure coordination on implementation of the Projects
 

within MOA and between MOA, donors and other organizations;
 

review, discuss and recommend actions required to resolve issues
 

submitted for review by Supervision Missions, Evaluation Missions,
 
the GOM or others, by mutual consent; and
 

schedule regular and emergency meetings of the Management (Steering)
 
Committee and coordinate development of agendas and working papers.
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(c) The Management (Steering) Committee dtsumes guidance, monitoring and
 
management oversight responsibiliites for the Projects. 
 Quarterly meetings

will be scheduled in which the Projects 
are the specific agenda. Special

sessions and other meetings of 
M/SC may be held as necessary. Donor
 
representatives should plan vists 
to coincide with the quarterly meetings in
 
which the emphasis will be upon reviews of implementation progress and
 
problems. Reports on program components will also be covered in regular
 
departmental and ADD reviews.
 

(d) The members of the "Management Committee" form the 
core membership for the
 
Steering Committee. In addition, ex-officio members will be invited to attend
 
to provide information and/or to represent relevant 
units and organizations.

Any officials pertinent to a particular agenda may be invited to meetings.
 

Core MOA membership: PS, DS, CAS (NRDP), CAS (I), 
US, CARD, CAO, CVO, CPrO, CA
 
CA, FC, CTrO
 

Other GOM members: MOF(DS) and OPC (SPMT) 
-- to be confirmed
 
E,-officio members: 
 FC, ACPO, Mzuzu Program Manager, EAB Officer, CTrO,
 

Women's Program Officer, Other ADD PMs as project expands
 
Donor Representatives ( I USAID, 2 IDA)
 

Issue 2: Coordination of Work Planning, Monitoring and Reporting.
 

There is general agreement that:
 

the implementation of 
the projects should be integrated and well
 
coordinated with the overall MOA program;

the projects should be implemented, to the extent possible, within
 
MOA policies, procedures and structures;

wor[ planning and implementation must be carried out 
by departments
 
and sections which must 
have clear authority and responsibility for
 
their components; and
 
program reviews, overall guidance dnd courdination issues can be
 
addressed by the Management (Steering) Committee.
 

Three types of coordination were identified. 
 These will be carried out within
 
present MOA structures and processes. No additional staff is required.
 

Implementation Coordination: 
This involves managing the planning,

implementation and reporting processes 
to meet MOA program requirements

and donor reporting requirements. Implementation coordination will be
 
the responsibility of CAS (NRDP), with CAS 
(I) serving as backstop.
 

Donor Coordination: This 
involves coordinating contacts and maintaining

liaisonwith donor agencies with respect 
to donor supervision, monitoring

and evaluation activities, and identifying and scheduling contacts for
 
donor representatives. 
 Donor coordination is the responsibility of the
 
Planning Division, under the direction of CPrO.
 

Secretariat Functions for M/SC: 
 This is a management responsibility
 
to serve 
the Chairman of M/SC involving organizing meetings, developing

agendas in consultation with relevant MOA staff, coordinating the
 
preparation of worl ing papers and recording minutes. 
 The Secretariat
 
functions are the responsibility of the US.
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Issue 3: Training Advisory Committee.
 

(a) There is a definite need for a Training Advisory Committee (TAC). The TAC
 
has the following functions:
 

* 	 recommend and interpret MOA policy as regards to MOA staff
 

development and training programs;
 

review, monitor and ensure adherence to training priorities
 

identified in MOA's training needs assessments;
 

approve overall approaches to and balances of training programs as
 
recommended by the Training Unit;
 

approve general training plans and candidates proposed for overseas
 
training as recommended by the Training Unit;
 

review donor proposals for MOA training programs and solicit support
 
from dc,iors and other agencies for MOA staff development;
 

review training evaluation reports; and
 

ensure collaboration between MOA training programs and other
 
educational and training institutions in Malawi.
 

(b) The committee will operate as a Special Sub-committee of the Management
 
(Steering) Committee, passing recommendations as necessary for higher level
 
review. This committee has a broader mandate than and replaces the existing
 
training committee. It will meet quarterly, and more frequently as necessary,
 
under the chairmanship of the CAS (I). The Chief Training Officer (CTrO) will
 
serve Secretariat functions, such as coordination and preparation of agendas,
 
working papers and meeting schedules.
 

MOA Membership: CAS (I), CAS (NRDP), CARO, CAO, CO, CPrO, US, CTrO
 
Other Members: Bunda College Principal, NRC Principal
 
Ex-officio Members: ACPO, OPC (PMT)
 

Issue 4: Title XII Technical Assistance -- Contracting Proces5
 

AID will negotiate, in collaboration with the GOM, a four-year direct AID
 
contract with a Title XII institution for technical assistance in agriculture
 
research and agriculture extension. The contract will involve 7 long-term
 
resident positions and approximately 64 months of short-term technical
 
assistance. Attention must be given to selecting an effective Title XII
 
institution and to getting agreement with that insitution on the most effective
 
processes for (i) selecting the most appropriate members of the technical
 
assistance team and (ii) managing and backstopping the technical assistance
 
team.
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Ref. Nn. 42/1/1 	 26th September, 1985 

FROM: 	 TFE SECRETARY FOR AGRICULTURE, P.O. BOX 30134, LILONGWE 3-

TO: 	 THE DEPUTY SECRETARY, MINISTRY OF AGRICULTURE HEADQUARTERS, 
LILONGWE 3-

THE 	 UNDER-SECRETARY, MINISTRY OF AGRICULTURE HEADQUARTERS, 
LILONGWE 3. 

THE 	 CONTROLLER OF AGRICULTURAL SERVICES (INSTITUTIONS), 
MINISTRY OF AGRICULTURE HFLDQUARTERS, LILONGWE 3.
 

THE 	 CONTROLLER OF AGRICULTURAL SERVICES (NRDP), 
MINISTRY OF AGICULTURE HEADQUARTERS, LILONGWE 3-

THE 	 CHIEF AGRICULTURAL OFFICER, MINISTRY OF AGRICULTURE 
HEADQUARTERS, LILONGWE. 3. 

THE CHIEF AGRICULTURAL RESEARCH OFFICER, MINISTRY OF
 
AGRICULTURE HEADQUtRTERS, LILONGWE 3.
 

THE CHIEF ACCOUNTANT, MINISTRY OF AGRICULTURE HEADQUARTERS,
 
LILONGWE 3.
 

THE FINANCI;AL CO-ORDINATOR, MINISTRY OF AGRICULTURE
 
HEADQUARTERS, LILONGWE 3
 
THE CHIEF VETERINARY OFFICER, P-. BOX 30372, LILONGWE 3.
 

THE CHIEF PROJECTS OFF:P&ER, PLANNING DIVISION? MqA HQ.
 

THE ASSISTANT CHIFF PERSONNEL OFFICER, MINISTRY OF
 
AGRITULTURE HEADQUARTERS, LILONGWE 3.
 

THE SECRETALRY TL THE TREASU2Y. P.O. BOX 30049, LIONGWE 3-

THE AID REPRESENTATIVE 

THE WGRIJ BANK REPRESENTATIVE 

MARE PROJECT. PRE-IMPLEMENTATION PLANNINGt 2ND START-UP MEETING 

You 	 are kindly invited to attend a meeting scheduled for Wednesday, 
the 	9th of october, 1985 at 2.00 p.m. in the Ministry of Agriculture
 
conference room.
 

The overall purpose of the meeting is to continue our pre-imple­
mentation planning by reviewing the work done so far to meet pre­
implementation requirements for the three USAID and World Bank-sponsored
 
projeots, and identifying the next steps for us to take.
 

This meeting is a follow-up to the first pre-implementation meeting
 
held on the 18th of September and will address priorities and issues
 
identified at that meeting. Specifically, we will review suggested
 
strategies related to the projects direction and management, donor
 
coordination and training. We will also reacL agreement on some specific 
decisions about project committee structures and the TORs for the 
Projects Steering Committee and the Training Advisory Committee. Working 

.. 	 papers are attached to this letter. Between now and the meeting on 9th 
October, 1985, we would like you to review them and identify amy 
questions you have. The pre-implementation consultancy team will be 
in touch with you for a pre-meeting review.
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The meeting will Ie facilitated by Dr Merlyn Kettering of the
 
USAID-sponsored USDA/DPMC team which is assisting the MoA with pre­
implementation planning. The agenda is as follows:
 

- Introductory comments by the Principal Secretary 

- Review of status of pre-implementation activities 

- Review and discussion of strategies for direction and mnaagement, 
donor coordination, and training in the Projects
 

- Developing TUR's for the Committees
 

- Reaching agreement on a set of structural issues on Project
 
Steering Committee and Training Advisory Committee
 

- Selecting priority areas for immediate attention and next steps
 

- Summary and closing remarks by the Principal Secretary.
 

Project Liaison Cfficers from USAID and the World Bank have also
 
been invited to attend this meeting in order to facilitate discussions.
 

Your presence at this important meeting will be highly appreciated.
 

S. S. Bbnda 
for SECRETARY F6R AGRICULTURE. 

SSff/ASWT 

Attachments 
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SECTION 3
 

DRAFT CIRCULAR RE: GUIDANCE AND MANAGEMENT OF THE
 

PROJECTS, MANAGEMENT (STEERING) COMMITTEE
 

AND TRAINING ADVISORY COMMITTEE
 

1. Introduction
 

2. Formalization of the
 
Management (Steering
 

Committee
 

3. Formalization of the
 
Training Advisory
 
Committee
 

4. Coordination of
 
Implementation and
 

Donor Relations
 



TO: 
 Controller of Agriculture Services (NROP),
 
Ministry of Agriculture
 

FROM: Implementation Planning Team, USAID
 

Subject: THE AGRICULTURAL RESEARCH, EXTENSION AND PLANNING SUPPORT PROJECTS:
 

IMPLEMENTATION AND COORDINATION ARRANGEMENTS
 

INTRODUCTION
 

In 
the past month, two meetings havc been held regarding implementation
planning and start-up for the National Agricultural Research (NAR) Project,
Agriculture Extension and Plann~ng Support (AESP) Project and Malawi
Agriculture and Research (MARE) Project. 
 These meetings focussed upon the
pre-implementation activities 
for the USAID-sponsored MARE and the two related
IDA-financed projects (NAR & AESP). 
 At these meetings, 
common understandings
were reached on important 
decisions and activities required for 
implementation
of The Projects. 
 Some of these relate to meeting Conditions of Effectiveness
and Conditions Precedent which are mandatory to 
initiate disbursement of funds;
others relate to 
agreements on matters of 
coordination and management affecting
implementation. 
Based upon the conclusions of these meetings, 
it is proposed
that a Circular be prepared related to:
 

(a) announcing the 
formalization of 
the Management (Steering) Committee,

which Meets conditions 
on the Projects;
 

(b) 
announcing the strengthening and formalization of the Training
Advisory Committee, one of the indicators 
that the Training

Unit is being established; and
 

(c) defining responsibilities 
for coordination of implementation and
donor relations during the implementation of the Projects.
 

Draft content 
for the circular is attached.
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(a) Formalization of the Management (Steering) Committee
 

Formation of a Steering Committee is specified in agreements with AID and IDA
to 
the conditions related to funding the Maliwi Agriculture and Research (MARE)
Project, the Agriculture Extension and Planning Support (AESP) Project and the
National Agricultural Research (NAR) Project. 
 In meeting these requirements
we must 
avoid excessive proliferation or duplication of committees or 
functions

of committees. 
Hence, it has been decided that the Management Committee of the
Ministry will perform the functions required of the Steering Committee. These
functions directly relate to guidance, monitoring and management oversight for
the implementation of the Projects. 
 Specifically, the functions are:
 

set benchmarks for monitoring program progress and evaluating
 
program progress in aqcordance with benchmarks;
 

review and recommend approval of major pre-implementation and
 
implementation processes and procedures, and thereafter monitor
 
performance;
 

review, discuss and make recommendations concerning any policy level

issues or concerns which sub5tantially effect the combined goals

and major objectives shared by the three projects;
 

monitor and ensure coordination on implementation of the Projects
 
within MOA and between MOA, donors and other organizations;
 

review, discuss and recommend actions required to resolve issues
 
submitted 
for review by Supervision Missions, Evaluation Missions,

the OM'or others, by mutual consent; and
 

schedule regular and emergency meetings of the Management (Steering)

Committee and coordinate development of agendas and working papers.
 

The membership of MOA's Management Committee is the 
core of a Management
(Steering) Committee which shall be chaired by the Principal Secretary.

Management Steering Committee shall 

The
 
hold quarterly meetings in which the
implementation of the Projects is the specific agenda. 
 Quarterly meetings will
focus reviews of implementation progress, problems and opportunities. 
 Others
attending the Management (Steering) Committee include the MOF(DS), OPC(SPMT),
and donor representatives. 
 In addition, ex-officio members may be invited at
the request of the Chairman to provide information and/or represent units 
or
organizations relevant to specific agenda items. 
 The structure of the
 

Management (Steering) Committee is:
 

Core MOA membership: PS, OS, CAS (NRDP), CAS (I), US, CARO, CAD, CVO, CPrO, CA
 
CA, FC, CTrO


Other GOM members: MOF(DS) and OPC (SPMT) 
-- to be confirmed

Ex-officio members: 
 FC, ACPO, Mzuzu Program Manager, EAB Officer, CTrO,


Women's Program Officer, Other ADD PMs as 
project expands

Donor Representatives ( I USAID, 2 IDA)
 

The Under Secretary will perform secretariat functions 
for the Management

(Steering) Committee. 
 The functions of the Secretariat include organizing

meetings, developing agendas in con5ultation with relevant Ministry staff,
coordinating the preparation of working papers and recording minutes.
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(b) Formalization of the Training Advisory Committee
 

A Training Advisory Committee (TAC) is being formed to 
strengthen training and
staff development in the Ministry. 
 The TAC builds upon and goes beyond the
functions of the existing training committee 
 hiich it replaces. The functions
 
of the Training Advisory Committee are:
 

recommend and interpret MOA policy as 
regards to MOA staff
 
development and training programs;
 

review, monitor and ensure adherence to training priorities

identified in MOA's 
training needs assessments;
 

approve overall approaches 
to and balances of training programs a's
 
recommended by the Training Unit;
 

# 
 approve general training plans and candidates proposed for 
overseas
 
training as recommended by the Training Unit;
 

0 
 review donor proposals for MOA training programs and solicit support

from donors and other agencies for MOA staff development;
 

0 review training evaluation reports; 
and
 

ensure collaboration between MOA training programs and other
 
educatioial and training institutions in Malawi.
 

The TAC will operate as a Special Sub-committee of the Ministry's Management
Committee, passing recommendations as necessary for higher level 
review. This
committee has 
a broader, mandate than and replaces the existing training
committee. 
 It will meet quarterly, and more frequently as necessary, unde- the
chairmanship of the CAS 
(1). The Chief Training Officer (CTrO) will 
serve
Secretariat functions, 
luch as coordination and preparation of agendas, working
 
papers and meeting schedules.
 

MOA Membership: 
 CAS (I), CAS (NROP), CARO, CAO, CVO, CPrO, US, 
CTrO
Other Members: 
 Bunda College Principal, NRC Principal
 
Ex-officto Members: 
 ACPO, OPC (PMT)
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(c) Coordination of Implementation and Dooior Relations
 

Coordination is critical 
to successful implementation of the Projects.
 
Specifically, there is agreement that:
 

the implementation of the projects should be integrated and well

coordinated with the overall MOA program;
the projects should be implemented, to the 
extent possible, within
 
MOA policies, procedures and structures;


# 
 work planning and implementation must be carried out by departments

and sections which must 
have clear authority and responsibility for
 
their components; and
 

* 
 program reviews, overall guidance and coordination issues can be

addressed by the Management (Steering) Committee.
 

Two types of general coordination were identified. 
 These will be carried out
within present MOA structures and processes. No additional staff is required.
 

Implementation pordination: 
This involves managing the planning,
implementation and reporting processes to meet MOA program requirements
and donor repor'ting requirements. Implementation coordination will 
be
the responsibility of CAS (NRDP), with CAS (I) serving as 
backstop.
 

Donor Coordination: 
 This involves coordinating contacts and maintaining
liaisonwith donor agencies with respect to donor supervision, monitoring
and evaluation activities, and identifying and scheduling contacts for
donor r,presentatives. 
 Donor coordination is the responsibility of the
Planr.:'v,g Division, under the direction of CPrO.
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SECTION 4
 

TITLE XII CONTRACTING PROCESS
 

1. 	Systematic Selection
 
Processes
 

2. 	Selecting the Right
 

University
 

3. 	Title XII University
 

Contract
 

4. 	Tentative Schedule for
 
Selection Process
 



NOTES FOR CONSIDERATION ON TITLE XII CONTRACT
 

(0 R A F T) by Merlyn Kettering 
06/10/85 DPMC/OICO/USDA 

I. THE IMPORTANCE OF SYSTEMATIC SELECTION PROCESSES 

A large part of donor-sponsored development projects is committed to a group of
 
technical assistance (TA) specialists. Because of the high costs of TA and its
 
pivotal role in a project, the selection of the right people should not be left
 
to chance. Often however, less attention i5 given to this matter than it
 
deserves, often because of an "urgency" to get someone in the field. The
 
result too often has been disappointment and resentment, on all sides. Host
 
country e,.pectations of close working relations and high productivity are 
not
 
met; TA personnel feel diverted, underutilized and isolated; donors feel
 
caught between the host country and the teams, often reverting to high levels
 
of direction and involvement to reach acceptable outcomes; and so on. Several
 
recent e' eriences in tIalawi highlight the importance of getting the right
 
people on board, and then working with them in the right ways. As we suggest
 
below, the whole process of selection and preparation of TA should be carefully
 
planned and carried out from the outset to raise probabilities that there will
 
be sufficient satisfaction with the final outcomes.
 
The process suggested below for selecting a university helps ensure:
 

the selection and preparaton of highly qualified and committed
 
university for providing technical assistance specialists
 

greater collaboration among the involved organizations due to
 
active involvement in every step of the oppruach
 

greater confidence in and agreement on the selection because
 
it was made systematically and against a wide range of specific
 
relevant critera, through objective, interactive processes
 

greater understanding of project goals, structure, processes,
 
setting, policies, etc. by all involved, including the selected
 
university, because actual information is used interactively
 
throughout the selection process
 

II. SUGGESTIONS FOR THE SELECTION PROCESS -- SELECTING THE RIGHT UNIVERSITY
 

Selecting an appropriate university, or university consortium, is the first
 
step in getting the right people on board For technical assistance teams. It
 
is, however, very important not to confuse the selection of te university with
 
the selection of the team. Th university is the organizational sponsor of the
 
team, and the most important factors are related to organizational capacities,
 
processe5, attitudes and performances. Thus, the criteria for selecting the
 
university are not 5ynonymous with those required for the technical assistance
 
team. r5t this point, the focus should be on the organization, its ex.-perience,
 
attitudes, approaches and capabilities.
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Step 1: Planning and Establishing Selection Criteria.
 

Step 2: Soliciting Statements of Interest and Capabilities.
 

Step 3: Shortlisting Submissions and Requesting Proposals
 

Step 4: Evaluation, Site Visits & Final Selection of University
 

Step S: Orientation, Preparation and Planning
 

Step I. Planning and Establishing Selection Criteria, as first selection step
 
requires that the relevant organizations (and organizational units) collaborate
 
to describe a set of project-specific criteria against which the potential
 
universities are to be screened and assessed. These criteria must be based
 
upon a shared understanding of the ove'all goals, outcomes and strategies of
 
the total effort to which the TA is to contribute. Criteria should be written
 
in terms of specific organizational experience, processes/practices, knowledge
 
and attitudes required to give effective performance.
 

Minimal technical and experience criteria need to be complemented by other
 
specific skills, knowledge, experience and attitudes related to effective
 
performance and will be used at different steps in the process. Besides
 
specific techincal qualifications, other skills should be considered such as
 
cross-cultural communications, small group and large group communications and
 

presentations, training, management, adaptability, planning, etc. These will
 
be used for evaluation of proposals and later in the assessment workshops to
 
make final selection of candidates.
 

The criteria can be divided into groups, depending on how and when it will
 
be relevant and obtained throughout the whole process. For example, some basic
 
"go-no go" criteria will be identified for assessing initial proposals. Higher
 
level criteria may be developed for later phases of the process which is much
 
more interactive. Criteria which emphasize institutional capacity include:
 

an innovative approach to management emphasizing performance-oriented and
 
team processes and mechanisms closely linked to field assignments of the
 
staff assigned to development projects
 

proven capacities to work collaboratively with donor agencies and host
 
country officials, with high degree of management and direction delegated
 
to host country
 

defined methodologies based on farm systems approaches which enhance
 
participation and innovation for rural and agricultural development,
 
and sufficiently broad capacity and experience to promote strengthened
 
linkages between research and extension for improvements in basic and
 
diversified cropping patterns
 

an expanded networ beyond the immdediate university community, with
 
experience that shows a willingness and processes to tap the network to
 
meet technical assistance needs
 

university leadership familiar with and committed to rural development
 
in poor nations
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Step 2. Soliciting Declarations of 
Interest and Capability represents first
 
contacts 
with the university community. Careful wording of advertisements is
 
important to ensure that appropriate responses are obtained. In this case, for
 
example, it will be important to indicate that the responsibilities of the
 
university are not for the total project, but for selected technical assistance
 
components which must be fit into the larger project, and the larger program of
 
the M1OA. Using the criteria identified above, advertisements and the RFTP must
 
be worded in ways that communicate these criteria to elicit suitable responses.
 

Step 3. Shortlisting Submissions and requesting detailed proposals 
is time
 
consuming for all involved, but very critical. 
 The RFTP should be carefully
 
designed tc provide maximum information for evaluating proposals. For example,
 
RFTPs are often written in a way that encourages standardized submissions and
 
limits comparability to minimal criteria, e.g., costs, technical 
competence and
 
so on. 
 The RFTP should be devised so that additional information beyond a
 
technical approach is obtained. Statement of approaches and processes for
 
collaboration and management can be requested; responses to 
simulated problems
 
or situations can be required; previous experiences and references are useful.
 

The RFTP will be prepared hy AID in collabortion with the GOMIMOA. The
 
RFTP will be sent to a list of qualified institutions provided by BIFAD,
 
including a statement of the qualifications, areas of expertise and other
 
relevant criteria considered essential for implementing designated tasks of
 
technical assistance on the project.
 

A prc-propo~al seminar or mecting may bc 
considered to provide information
 
to potential offerors and to provide a forum 
for giving uniform, one-time
 
opportunity for offerors to get clarity on the requirements. Attendance is not
 
an obligation and costs incurred will not be covered in any way.
 

Systematic screening of 
submissions to create the short list of universities
 
for in-depth assessment should involve experienced evaluators and officials of
 
USAID (AID) and the GOM. Agreement should be reached on the weighting of the
 
criteria at appropriate stages. 
 Records should be maintained throughout the
 
evaluation process so the decision-making can be tracked if necessary.
 

Step 4. Evaluation, Site Visits and Selection are 
the final and perhaps most
 
important steps in getting the right institution. It is important that the
 
evaluation and selection team share a common understanding of the needs of the
 
project, the criteria for selection and the process to be used. The Evaluation
 
will be done by an RFTP Evaluation Committee which consists of two or more AID
 
employees and two or more GON representatives. The Regional Legal Advisor and
 
Contracting Officer will advise the Evaluation Committee which is 
chaired by
 
the USAID Project Officer.
 

Site Visits t:: 3elected universities can provide useful information for final
 
decision-mal ing and selection. However, frequently these visits are so engaged
 
with protocol and publicity that genuine data about capacities for supporting
 
developing program5 are not obtained. Site visits should be designed in form
 
of worl ing sessioni in which the pace, agenda and activities are dictated by
 
the information needs of the visiting team and the process is managed by the
 
visiting team, not by the university itself.
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Alternatively, a limited number of selected universities (short list) may be
 
invited to send teams to participate in a 3-4 day program of further evaluation
 
at an assessment workshop. Either way, it is important 
to get beyond formal
 
and preliminary publicity information to actual data about how the university
 
will be c:ole to carry out designated tasks on the project.
 

The working sessions or 
the assessment workshop should be structured so
 
that relevant professional staff and officials of AID and GOM will observe and
 
interact with university teams in a variety of structured situations and
 
compare their performances against the criteria developed above. This can be
 
done in ways to realistically simulate the project situation and provides both
 
universities and the sponsoring organizations with project, agency, country and
 
assignment information which they can use to assess continued interest and
 
suitability. The assessment process should be mutual and ensure fuller
 
understanding of the organization ultimately selected.
 

Selection of the preferred university is done by the professional and
 
organilational personnel following 
the site visits and/or assessment workshop.
 
Decision-makers 
for AID and the GOM must be involved. The final assessment and
 
decision should focus on both strengths and weaknesses in the dimensions and
 
criteria assessed, with all available information (formal and informal,
 
objective and subjective) being data. Individual assesments are shared and
 
discussed with care to use observations to support interpretations and
 
judgements. A process of consensus is followed until both the top and back-up 
choices are clear. As noted in all steps, the criteria for selection are the 
pivot point for discussion and decision. 

Step 5. Orientation, Preparation and Planning move the attention from
 
selection to action. Selection is not 
the end of the process, but provides the
 
beginning of relationships and patterns which will continue throughout the
 
project. Information has been collected, highlighting both strengths and
 
weaknesses. This is useful for identifying areas where support and or
 
development may be necessary. This 
realism is a sound basis for creating
 
genuine ongoing collaborative relationships. The selected university should go
 
through briefings, planning, collaborative organizational meetings and
 
orientation to ensure that agreement is reached on 
the responsil. ties and roles
 
of the university. Plans should be developed collaboratively for the start-up
 
of the university in the ongoing projects and programs.
 

Pre-imiplementation planning and Implementation start-up should be carried
 
out systematically with the university in 
a way which models the processes used
 
for developing sound implementation basis for the total project. One of the
 
most important elements at this planning stage related to 
getting the right
 
people on the technical assistance team and reaching agreements on their
 
management and coordination.
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III. 	 RECRUITMENT, ASSESSMENT, SELECTION AND PREPARATION OF THE
 
TECHNICAL ASSISTANCE PERSONNEL UNDER TITLE XII UNIVERSITY CONTRACT
 

As 
with the selection process for contracting with a university, proposed
 
above, the process for technical assistance personnel goes through a series of
 
seqential and interdependent phases which promote collaboration, understanding
 
and confidence for all parties involved. 
 Three 	further steps are proposed:
 

Step 6: 
 Planning Selection Process and Refinement of Criteria
 

Step 7: Assessment Workshop for Proposed Candidates
 
and Selection of Team Members
 

Step 8: Preparation of Team
 

Step 6: This step sets the stage for interorganizational collaboration with
 
the selected university. This is 
done by working with the university (1) to
 
establish plans for carrying out 
the process and defining organizational roles
 
and (2) by agreeing upon and refining criteria based upon shared understandings
 
of the overall goals, outcomes and strategy of the effort and which reflect the
 
total 	range of competencies required for effective teams. The previous
 
criteria used during the screening of university proposals should be reviewed
 
and fully discussed. Consideration should be given to other criteria or
 
dimensions of performance which may be appropriate candidates 
for specific
 
positions.
 

When the university is selected, implementation planning should begin, as
 
noted in This will
Step S above. include the planning for final selection and
 
preparation of the technical 
assistance team. Organizational responsibilities
 
need to be clearly defined for selection, management, and evaluation of team
 
members throughout implementation. It is important that cooperative patterns
 
of collaboration are established at 
this point as a basis for ongoing relations
 
and support, 
including backstopping and management, throughout implementation.
 

Step 7. Assessment and Selection of the 
Team is a critical step and Must be
 
carefully planned and executed to be effective. The process is very intense
 
and interactive to 
provide maximum opportunity for candidates and organizations
 
to get information and develop relationships. The process is most effective if
 
it is professionally designed and managed. 
Agreement upon and commitment to
 
the selection criteria is a must. Assessment of the proposed candidates on a
 
range of professional skills is most important to selecting the right persons.
 
The performance criterio established in Phase I (for each position) are used to
 
design a process 
for getting tric best persons for each position. The first
 
screening of 
resumes using several basic "go-no go" criteria has taken place
 
during university selection. A second 5creeing of candidates begins by using
 
additional information requested from identified candidates 
such as writing
 
samples or problem-solving assignments related 
to the project and obtaining
 
additional information 
from candidates and references in telepnone interviews.
 
This is followed by inviting the 
final persons (2-4 preferably for each
 
position) to an assessment workshop.
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For the assessment workshop, a limited number of qualified and interested
 
candidates are invited to participate in a 2-4 day program of initial
 
evaluation during which staff of the organizations interact with and observe
 
candidate performance in a variety of situations and compare it against the
 
criteria for the positions. This provides the opportunity to complete the
 
assessment of each candidate's overall suitability and is the key element in th
 
selection process since it allows realistic interaction and observation of
 
actual performance. It is essential to assessing the whole Mosaic of
 
capabilities that are required for each of the positions. It also provides
 
opportunity to give candidates informtion abut theproject, agency, country and
 
assignment which they can use to assess their continued interest and
 

suitability for the assignment. The assessment staff should include
 
professional staff from all involved organizations and some professional
 
facilitators/assessors.
 

Final decisions on members of Technical Assistance Team is done by the
 
assessment team and critical decision-makers following the assessment workshop.
 
A facilitated process is used to guide summarization of assessment data by
 
candidate, by dimension, by assessor. Summary interpretations are made of each
 
candidate's strengths and weaknesses and discusssed in relation to observations
 
until consensus us reached about each candidate's suitability for a particular
 
position. The final recommendations, with documentation, are submitted for
 
formal approval. Feedback is given, as appropriately agreed upon before the
 
assessment process, to each candidate, including those not selected.
 

Step 6. Preparation of Technical Assistance Team has already begun by the
 
nature of the selection process. However, it must be continued systematically
 
throucgh pre-departure and post-arrival activities. Specific areas may be
 
identified, such as country studies, family preparation, technical upgrading or
 
specilization, language, adminlstration and management skills, etc. Structured
 
activities can be designed for the team or for individuals so they are better
 
prepared to take on their technical assistance roles. An in-country program of
 
learning, organizational orientation and implemntation planning are important
 
for the team and for the MOA as the first step in a strong cooperative
 
relationship.
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TENTATIVE SCHEDULE FOR TITLE XII AND TECHNICAL TEAM SELECTION PROCESS
 

who weeks approx. date
 

A. 	 Decision on Assessment Selection Process MOA/ 15/10/85
 

USAID
 

B. 	 Step 1: Planning and Establishing MOA/ 1 22/10/85
 
Selection Criteria USAID
 

C. 	 Step 2: Soliciting Documentation of BIFAD 4 20/11/85
 
Interest and Capabilities
 

D. 	 Step 3: Shortlisting Submissions and BIFAD 10 10/01/86
 
Requesting Proposals
 

E. 	 Step 4: Evaluation, Site Visits and MOA/ 8 10/03/86
 
Final Selection USAID
 

F. 	 Step 5: Orientation, Preparation and MOA/ 4 10/04/86
 
Planning with University USAID
 

G. Step 6: Planning Selection Process 	 MOA/ (same time as above)
 
and 	Refinement of Criteria USAID/
 

Univ.
 

H. 	 Step 7: Assessment Workshop for Univ./ 4 10/05/86
 
Proposed Candidates and Selection USAID/
 
of Team MOA
 

I. Step 3: Preparation of Team 	 Univ./ 12 10/08/86
 
(including pre-departure and USAID/
 
initial in-country team meeting) MOA
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SECTION 5
 

CABLE AND NOTICE FOR BIFAD
 

I. Background
 

2. 	General Project 
Description 

3. MARE Project Components
 

4. MARE and IDA
 

5. Title Xii rnntr~r­
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SUBJECT: TITLE XII CONTRACTOR SELECTION FOR hARE PROJECT
 

: 277191 "(INCLUDING 


9MEETINGS) 


1. AS PART OF ON-GOING PRE-IMPLEMENTATIO', ACTIVITIES 

FOR MARE PROJECT, USAID AND GOM HAVE BEEN DISCUSSING 

MOST EFFECTIVE PROCESS TO ENSURE SELECTION OF 

APPROPRIATE TITLE Xll CORTRACTOR. IN MEETING HELD LAST
OCTOBER S, 15, FOLLOWING GENERAL AGEEMENTS hIRE 

REACED: 


A. -THE .M VILL ASUIlI 
AN ACTIVE ROLE IN CR!TICAL STEPS 

OF SELECTION PRV.ZSS SPECIFICALLY IN AREAS OF CRITERIA 

IDENTIFICATION, PROPOSAL tVALUATIO, 
 ASSESSMENT ANU 

SELECTION OF INSTITUTIONAL*AXD TECHNICkL ASSISTANCE 

CANDICATES, AND TITLE XII TECHNICAL 
ASSISTANCE TEAJY 

ORIENTATION. 


I. THE PROCESS DISCUSSED 
IN PARA 2 BELOW VILL 1C 

FOLLOWED IN SELECTING TITLE Xll CONTRACTOR. 


C. JOINT PROPOSALS FROM GROUP OF UNIVERSITIES 

(PREFERABLY IN PARTNERSHIP WITH PRIVATE FIRMS) RATHER
THAN PROPOSALS FROM INDIVIOAL INSTITUTIONS, PYOUILD IE 

ENCOURAGED IN RFTP. 

0. RFTP SHOULD REDUEtT OFFERORS TO PROPC". 
AT LEAST 

THREE CANDIDArES FOR rACH TECHNICAL ASSISTANCE POSITION 

TO FACILITATE CANDIDATE SELECTION NY 601, USAIO AND 

TITLE All INSTITUTION DURING CANDIDATE ASSE!SMENT 

VORKSHOP MNTIONED IIISTEP 8 rARA 2 BELOW. 


1. PROFESSIONAL FACILITATORS VILL BE 
RECRUITED TO 

ASSIST GOM AND USAIO TO DESIGN AND UNDERTAXE SPECIFIC 

ACTIVITIES LISTED 
IN PARA 2, INCLUDING ASSESSMENT
 
WORKSHOP TO SELECT COMPOSITION OF TECHNICAL ASSISTANCE
 

TEAM.
 

2. TNC FOLLOWING ARE MAJOR STEPS INVOLVED IN TITLE XII
 
SELECTION PROCESS ENDORSED BY GOM AND USAID:
 

- STME I : PLANNING AND E.TAiLISHING SELECTION CRITERIA
 
BY MOA AND USAID FOR III;TITUTIONAL AND INDIVIDUAL
 
TECHNICAL AtSISTANCE TEAM MEhIERS.
 

- STEP 2 : ISSUANCE BY BIFAO OF PROJECT ANNOUNCEMENT TO

TITLE All INSTITUTIONS TO SOLICIT DOCUMENTATION OF. 
INTEREST AND CAPABILITY SICI. 

LILONG 04i51 
 IldOF 9' IL13991 
 75!3 :4211
 

- STEP 3 : SHCRTLISTIIG F OIC6UREAU ANO IlIAD; ISIlIS AyFRICASUBMI--IOn OF I5ORTLIST 
10 COM AND
 
USAID.
 

.-STEP 4 : ISSUAjCE OF CE IIOTICEIRECUET tO; TECHNICAL

PROPOSALS.
 

-.STEP.S : EVALUiTIO CF. PROPOALS, SITE VISIT3,.vaU
 
FINAL TITLE XII SELECTION RY MOA ANO AID REVIEW PANEL.
 

- STEP 6 : OCUMsO1 EETVEEN MCA, USAID, AND 
ELECTEO
 
TITLE XII INSTITUTICA TO REACH AGREEMENT ON FROCESSM: TO
 
BE FfLLOVEO IN UNOERTAKING STEPS 7, 8 AND I IELOW.
 

- STEP I : PLAMIHNC SELeCTION PROCE^S FOR INC!VIOJAL
 
CONTRACT TEAM 11EMBER; 40D !EFINEHEIlI OF lfL(TIO::
 

CRITERIA BY MOA, UZAID, ANO TITLE AII CNTRRACTOR.
 

-
STEP 8 : A: ZSENT VORK:NCP FOR PROPO$il TECHNICAL
 

. /:ICTA4CEAXCDIDATCS AN3 SELECTION OF 
TEA.MrEMEPS CY

AMO,
USAID AJC TITLE XII CONTRAC%;R.
 

• STEP I : PPEPAPATIC.4 OF TECHNICAL 
ASSISTANCE TEAM
 

PCiE-OEP RTUR( AND INITIAL 
Ill-COUNTRY TEAM
 
BY OA, USAID AND TITLE XII 
CONTRICTOP.
 

ACTIVITIES WILL 
INCLUDE PROJECT IMIPLErfrTATION PLA1IING
 
A.JIIG RESPONSIBLE PARTIES, 
CCUNTRY ORIETATION,
 
LOGISI.CAL ARRAIGERENT: AND OTHER NECESSARY PREPARATORY
 
REQUIREMEMTS.
 

3. 
GIVEN SELECTION PROCESSES DESCRIBED.IN PARA 2, GDM
 
AND USAID ANTICIPATE TECHNICAL ASS:TANC! TEAM TO ARRIVE
 

IN MALAI LETIVIEN MAY - AUGUST 3386.
4.,U4D HAS. FILEPARED JEXT FOR TITLE XII. ANNOYMJNCEMN..
 
VHICE USDA I. KETTERING WILL 
HINOCARRY TO WASHINGTON..
 
ETTERING WILL CONTACT AFR/PO/SAP N. NURICK ON OCTOBER
 
18 TO SET UP MEETING TO DISCUSS ANNOUNCEMINT, TITLE Xll
 
SELECTION P C13, 
AND STATUS OF MARE PRE-IMPLEMITATICI.L
 
WORK. USAIO REQUESTS NURICK TO INVITE AFR/SA, KIFAO,
 
AND AFR/TI/AAD TO PARTICIPATE IN MEETIM4. 
 PLEASE ADVISE

USAID Of AGREEMENTS REACHED DLRING MEETING, 
INCLUDING
 
ANY SUGGESTED CHANGES IN SELECTION PROCESS OR PROJECT
 

ANNOUNCEMENT, AMNDANTICIPATED DATE OF ISSUANCE OF 
TITLE
 
XII ANNOUNCEIM:IT.
 

5. RE REFTEL, USAID WOULD APPREICATE DIFAD ASSISTANCE
 
IN ISSUING PROJECT ANNOUNCEMENT TO TITLE Xll
 
INSTITUTIONS, IN DRAWING UP SHORTLIST OF TITLE XII
 
INSTITUTIONS ON BASIS OF DIC SUBMISSIONS, IN
 
COLLAIORATION WITH AFRICA BUREAU, AND 
IN CLARIFYING
 
QUESTIOUS FROM TITLE XI 
INSTITUTIONS RE RFTP. 
 USAiO
 
WELCOMES IIFAD P RATICIPATION, IN CX-OFFICIO CAPACITY,
 

DURING REVIEW OF PRCPOSALS WHICH VILL BE HELD 
IN MALAWI,
AND DIFAO ASSISTANCE IN MONITORING PERFORMANCE OF
 
SELECTED TITLE XWI 
CONTRACTOR. ADAMlS
 

UNCLASSIFIED 
 55 .1 "' ,t. .. -"-'i ' " a4,W' 

http:DESCRIBED.IN


MALAWI AGRICULTURAL RESEARCH AND EXTENSION PROJECT
 

I IACKGROU;U
 

The ialawi Agricultural Research and Extension Project (MARE) is part of
 
a comprehensive development program aimed at improving the services and
 
cost-effectiveness of the Ministry of Agriculture (t.OA). 
 It will be
 
implemented over a five-year period in conjunction with two IDA-financed
 
projects - the National Agricultural Research Project ana tne
 

Agricultural Extension and Planning Support Project.
 

Tne activities selected for tne MARE Project build upon previous USAID
 
investuients in Malawi's dyricultural sector., namely, the on-going
 
Agricultural Research Project and the Sunda Agricultural College Project.
 

II 
GENERAL PRFOJECT DESCRIPTION
 

The MARE Project will: 
 (1)provide support for both applied researcn and
 
adaptive research activities which, together, are expected to produce
 
appropriate tecnnologies for smallholders; (2)strengthen the extension
 
system both in 
terms of its linkages witn research and its aoility to
 
disseminate Information, 
 and (3)establish an institutionalized Stdff
 

training program for tne MOA.
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Accordingly, the Project is 
structured into three separate, but mutually
 

supportive components which correspond to 
tnese dims: a Researcn
 

Coinvonent, 
an Extension Coliiponent, 
and a Training Component. The
 

Research Component is critical 
in terms or ii.iprovlng existing
 

agricultural technologies and aeveloping new ones which will 
improve tile
 

productivity, and ultimately, tne incomes of sallholders. 
This 

component will strengthen and replicate the aaaptive research program
 

and continue applied researdn in horticulture which were initiated in the
 
on-going Agricultural Research Project. 
Tne Extension Component is
 

expected to assist the Departnent of Agriculture 1OA) to transfer
 

inprovea agricultural technologies more effectively to 
a greater number
 

of small 
farmers. The Training Component will assist in the NOA's
 

long-term institutional strengthening program oy developing the necessary
 

management and technical expertise to enable the Ministry to operate in 
a
 

more efficient; cost-effective, and coordinated manner. 
Through eacn of
 

these components, 
tne Project will encourage more focused attention on
 

measures to 
improve agrlcultural services to women smallnolaers.
 

Linkages among the three ',ARE Project components and between--MARE ana the
 

two IDA-financea projects are extrenely important in achieving the
 

objective of strengthening the capability of tne MUA to provide improved
 

services to tne smallnolaers of Malawi.
 

A. Project Goal - In confonity with the Mission's approoved Country
 

Development Strategy Statement (COSS), the goal of the MARE Project is 
to
 

increase the incomes of smallholders.
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The sun-goal 
of tne Project is to strengthen domestic institutions
 
to support smallholder Production.
 

B. Project Purpose -
Tne purpose of the Project is to improve the ,OA's

Inst.itutional capacity to increase the productivity of traditional crops

and to 
Identify the most viable crops for diversifying slallholder
 

production.
 

The princlpal institutions targeted for assistance ry tls Project

are: 
 the Department of Agricultural Research (DAR); 
 the Department of
 
Agriculture (DOA), including the Extension Aids dranch (EAB) and the
 
Women's Program Section (WPS); 
 the eign A.gricultural Development
 
Divisions (ADDs); 
 and the MOA Training Unit. 
 Bunaa College and the
 
Natural Resources College are also expected to participate.

traditional crops which will 

The
 
receive attention in this Project are maize,


rice, sorgnum/millet, cassava/potatoes, and grain legumes.
 

C. End of Project Status 
-
At the end of the five-year life of this

Project and tine 
two IDA-financed projects, 
 tne following will have been
 
acnieved: 
 (1) The Agrlcultural Researcn Council 
(ARC) is specifying
 
priorities for research and allocating funds according to these
 
priorities; 
 (2) Eight Adaptive Researcn Teams (ARTs) are established and

capable of locally adapting tecnnologles developed by the Comnodity

Researcn Teams; 
 (3) Five National Conmoity Research Coordinating Units
 
(NCRCUs) are. undertaking research 
on priority traditional 
and

non-traditional crops; (4) Extension operations 
are modified to be more
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effective in transferrinq technologies to a greater number of
 

smallnolders; 
 (5)The Women's Program Section is strengthenea to
 
increase women's participation in agricultural research, extension, and
 
training programs; and, (6) A fully operational research and extension
 

staff training program is estaolisned.
 

0. Project Outputs - The following outputs will be acnieved Dy the IMARE 

Project: 

I) ARC System for Evaluating and Setting Research Priorities 

Developed; 

2) Eight Adaptive Research Teams Established; 
3) Strengthened National Commodity Research Coordinating Units; 

4) Improved Aqricultural Communications Services; 

5) Strengthened Women's Program Section; and 

6 MOA Staff Training System Established. 

E. 
Project Inputs.- The following is a summary of AID's contribution to
 

the MARE Project: 

I; Tecnnical Assistance - Long-term technical 
assistance, by
 
component, will be preovided in the areas or: (a) production economics, 
agronomy, agricultural economics, horticulture, and agro-forestry
 

(Research Component); 
 (b)agricultural connunications and women's
 
program development (Extension Component); 
 and, (c)manpower development
 
(Training Component). 
 In addition, snort-tenit technical 
assistance will 
be provided to complement and support the activities of the long-term 

technical advisors.
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2) Training - Funds will be provided for off-snore long-term
 
degree and short-term non-degree training, and for in-country snort-ten
 

tra ifning.
 

3) Connodities - Commodities that will 
be purchased for all
 
components of tne ;.ARE Project include venicles, micro-computers,
 
textbooks, and various types of audio-visual and printing equipmen-t.
 

4) Other Inputs 
- Included in this category are operating and
 
program funds for the technical assistance team, funds for conducting
 

studies and mass communications pilot activities, and allowances for
 

price and physical contingencies.
 

III DESCRIPTION OFMARE PROJECT COMPONENTS
 

A. Research Component -
The Research Component will assist the OAR to
 
develop technologies that will 
improve the productivity of smallnolders.
 
Tnis task has two aspects: first, to increase tne returns to land, labor
 
and other inputs employed on traditional crops (especially maize); and,
 
second, to 
identify crops for diversifying smallnolder production whicn
 
can provide higher incomes, employment levels, and increased foreign
 
exchange. 
 Project assistance will be utilized for the following: (1)
 
development of an Agricultural Economics and Data Processing Unit
 
(AGREOAT) wnich will conduct economic, financial, 
and statistical
 
analyses of research results and proposals to be used Dy the Agricultural
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Researcn Council in setting Malawi's research priorities; (2) support for
 
commodity research programs through the strengthening of five National
 
Cofmnodity Researcn Coordinating Units (Horticulture, Cereals, Grain
 
Legumes, Livestock and Pastures, and Agricultural Engineering/Land
 

Husbandry); ana, 
(3) support for the development of the Adaptive Researcn
 
Program wnich, once fully established, will consist of a National
 
Coordination Unit and eight ARTs located at the ADDs. 
 The design of tnis 
component explicitly recognizes that agricultural researcn is a long-term 
process and a complementary build-up of both on-station and on-farm 

research capabilities is required.
 

B. Extension Component -
The Extension Component will assist the DOA to
 
improve its capability to disseminate research recommendations to small
 
farmers and strengthen its institutional links with the OAR.
 
Specifically, through this component, assistance will be provided to the
 
Extension Aids Branch (EAB) to enable it to: 
(1) establish a system for
 
developing effective agricultural communications strategies; (2) improve 
EAB's capabilities to develcp and produce extension materials; and (c) 
test, on a pilot basis, alternative mass communications approaches that
 

can be replicated in other parts ot Malawi.
 

In addition to the above, this component will 
assist the Women's Program
 
Section (WPS) to: 
 (1) define and develop strategies to improve women's
 
participation in tne MOA's development programs; and, (2) address
 
specific agriculture-related problems affecting women farmers.
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C. Training Component -
This component will 
improve the technical,
 

management, and training skills of agricultural personnel 
as a means of
 
enhancing the performance of the MOA in ieeting the agricultural 
service
 
needs of small farmers. An institutional training system, wnicn is
 
performanace-oriented, competency-based, and linked to the MOA planning
 
and prograniaing processes, will be initiated through the estaolisnment of
 
a Training Unit. 
The Training Unit, witn guidance from a Training
 
Advisory Committee, will ove'rsee and cooralnate the implementation of
 
overseas and in-country long-term and snort-term training. 
The specific
 
objectives of the training program are: 
 (1) 
to upgrade the technical and
 
managerial skills of the research and extension staff; 
 (2) to transfer
 
adult education training methods to MOA tra.iners; (3) to improve
 
research and extension staff skills in the areas 
of planning,
 
administration, management, and implementation; 
 (4) to strengthen tne
 
linkages between research and extension; and, (5) to ensure that the mix.
 
of staff skills is appropriate for the MIOA's smallholder development
 
programs, institutional structure, and development priorities.
 

IV RELATIONSHIPS 8ETWEENMARE PROJECT COMPONENTS AND THE IDA-FINANCED
 

PROJECTS IN RESEARCH, EXTENSION, AND PLANNING
 

Relationships and linkages between the two IDA-financed projects
 
(National Agricultural 
Research Project and Agricultural Extensi6n and
 
Plannipg.Support Project) and specific components of the MARE Project are
 
briefly described oelow: 
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A. Researcn Component - The IKARE Project and IDA-financed National
 
Researcn Project will jointly provide the financial and technical
 
resources 
necessary to develop and implement a M.OA Master Plan for
 
Agricultural Research. 
 In addition, the IDA Project will assist the ;IOA 
to establish the Agricultural Research Council 
(ARC), consolidate and 
upgrade research facilities, improve research and personnel management, 
programming, and budgeting operations, and improve the DAR's data base
 
and library services. Tecndical 
assistance will 
De financeo by the IDA
 
in the areas of agricultural research planning, financial management,
 
procurement and library science. 
 The MARE Project is focused on 
tne
 
development of tne adaptive research capability within tne DAR and the
 
improvement of the technical 
skills of Malawian staff working in the
 

Connodity Research Programs.
 

Both the IJSAID and IOA Project. will interface on several of the
 
plannea research activities. 
 In the area of adaptive research, the IDA
 
Project will 
finance most of the operating costs of the Adaptive Research
 
Teams (ARTs), except for the USAID technical assistance which will
 
provide its own 
project resources to cover 
travel, vehicles, vehicle
 
operations, and limited program expenses. 
 In terns of applied research,
 
the MARE Project will 
provide tecnnical assistance ana 
technical
 
training, and 
tne IDA Project will 
finance infrastructure, equipment,
 

operating costs, and management training.
 

5.9
 



B. Extension Component 
-
Tne IDA-financed Agricultural Extension and
 
Planning Support Project will 
provide tecnnical assistance and management
 
training to improve the efficiency and cost-effectiveness of the OOA's
 
extension operations. Specifically, improvements will De made in
 
extension planning, progranning, and in financial and personnel
 
management. 
 In aaaltion, the IDA will make credit availaDle and finance
 
civil works and the procurement of venicles and equipmient to undertake a
 
pilot production project in 
.tne Nlzuzu ADD. 
 Technical assistance will be
 
financed oy tne IDA in the areds of national agricultural planning, 
extension planning and mdhagement, financial management, and seed
 
multiplication. 
 Tne MARE extension component will complement these
 
activities through the provision of tecnnical training for the extension
 
force. 
 In addition, the MARE Project will strengthen the technical
 
capability of the EAB to utilize effective agricultural communications
 
approaches and' improve the operations and perfornnance of the Women's
 

Program Section. 

C. Training Component - The design of the MARE Project ana both IDA
 
projects enpnasize tne importance of developing strong in-country
 
tiaining systems to ensure long-term institutional development. 
The
 
staff training capacity within the MOA will be strengthened and
 
institutionalized. 
Tne availability of two sources of funding for
 
training provides the GOM with flexibility to select institutions for
 
training worldwide and to obtain the appropriate types of training to
 
meet the MOA's institutional needs.
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The training support from USAIU dnd IWA will be separated for the purpose
 

of accountability in all 
tne tnree projects, but balanced to ensure a
 
coherent program. 
 In general, agreement has been reached that USAID will
 
finance U.S. and in-country technical training, whicn complements its
 
emphasis on improving technical agricultural skills. 
 On the other hand,
 
IDA will 
finance off-snore and in-country management training, in keeping
 
with its aim to improve tne overall cost-effectiveness of the MOA. 
The
 

financing for training is balanced Detween USAID and IDA as 
follows:
 

Training for the DAR, off-shore and in-country':
 

65% (USAID) and 35% (IDA)
 

Training for the OQA, long-term off-shore:
 

80% (USAID) and 20% (IDA) 

Training for the DOA, short-tern in-country and off-shore:
 

60% (USAID) and 40% (IDA)
 

The Training Advisory Committee of the MOA will monitor and evaluate the
 
use of training resources 
to ensure that Institutional-strengtnening, tne
 

genuine interest of all 
parties involved, is achieved.
 

SPECIFICS OF THE TITLE XII CONTRACT
 

A. 
 Two different types of contracting mechanisms will be used in
 
procurir g the inputs of tne MARE Project:
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Inputs of the Research and Extension Components will 
be
 
procured through a direct AID contract witn a Title XII
 

institution. 

Inputs of the Training Component will 
be procured separately
 
tnrougn nost country contracting mecnanisms for the following
 
reasons; 
 (1) there is an 
urgent need, due to the timing of
 
implementation of the IDA-financed projects, to mobilize
 

USAID's inputs in training as 
soon as possible; and (2) it is
 
the GOM's expressed desire to mdintain full 
control over the
 

management and implementation of the MOA training program,
 
which includes the activities that will 
be financed under the
 

Training Component of the MARE Project.
 

B. 
 The direct AID contract with a Title XII institution will be for a
 
four-year period.. Inputs that will be financed under this contract
 
include: 
 (1) 7 long-term tecnnical advisors in the areas of production
 
economics, agronomy, agricultural economics, horticulture, agroforestry,
 
agricultural communications, and women's program development; 
 (2) 64 
person-nionths of snort-term technical dSsistance; and, (3) a major
 
portion of the Project commodity procurement.
 

C. 
 The GOM has indicated a strong preference for proposals that involve
 
sub-contracting arrangements with other universities, international
 
agricultural institutions and appropriate private firms. 
 The GOM has 
also indicated a strong preference for proposals that nominate at least 
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three qualified canaiaates for each of tne long-term technical assistance 
positions called for in tne Research and Extension Components of 
tne MARE
 

Project.
 

D. In order to give interested Title XII institutions sufficient lead 
time to respona adequately to tne RFTP, the evaluation factors that will 
be used in ranking technical proposals are attached to this
 
announcement. 
After initial, evaluation of all 
the technical proposals,
 
the top 3 bidders will be visited oy members of the evaluation panel 
for
 
further assessment. 
These two processes will lead to 
tne final selection
 

of an institutional 
contractor. 
Candidates nominated oy the selected
 
Title XII institution will be asked to participate in an 
assessment
 
workshop which will 
be conducted in the U.S. 
 The purpose of this
 
workshop is to give the evaluation panel an opportunity to assess, in
 
more depth, the technical, interpersonal, management and coamnunicdtiOns 
skills of the nominated technical 
assistance candidates. 
Based on
 
evaluations made during this workshop, members of the technical
 

assistance team will be selected.
 

E. The GOd expects the tecnni :dl 
 assistance team to work within the tIOA 
system and be directly accountable to MOA department heads. To ensure
 
that these occur, the GOM has requested that no member of the technical 
assistance team be designated 
as Chief of Party. In view of this,
 
offerors will be asked to propose a plan for providing administrative and 
logistical support to tne technical assistance team and for coordinating
 
the preparation of tecnnical 
and tianancial 
reports required by USAID and
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tre Title XII home campus. These functions have traditionally been 
performea oy a Cnief of Party. 

F. 
The GOO and USJAIO anticipate tne technical assistance team to arrive
 
In Malawi sometime between May 
- August 1986. 

5.14
 



SECTION 6
 

CRITERIA FOR RFTP AND CANDIDATE SELECTION
 

OF TITLE XII INSTITUTIONS
 

This question inCludes working papers developed either
 

for discussion and decision-making or as background
 

information for future decisions.
 

1. 	Responsivene:e of the
 
Proposal
 

2. 	Institutional
 

Qualifications
 

3. Technical Personnel
 

4. Ranking Sheet
 

5. Selection Criteria
 

6. Illustrative Criteria
 



BRIEFING NOTES
 

MINISTRY OF AGRICULTURE
 

AGRICULTURE RESEARCH, EXTENSION AND PLANNING SUPPORT PROJECTS
 

Meeting on 14th October, 1985
 
9.00 am
 

Subject: 
 Criteria for Selection of Title XII 
Institution and Technical Team
 

acenda
 

1. 
 review of selection process and points to use criteria
 

2. review of criteria for selecting the Title XII institution
 

3. weighting the criteria 
for the Title XII institution
 

4. review of 
tentative criteria for selecting technical assistance team
 

S. planning.next staps and resonslbillties
 

S. Other business
 

Attached are two 
draft documents proposing criteria for 
(I) selecting the
Title XII institution, written in language which will be used in the RFTP, and
(2) selecting the technical assistance team.
 

The criterLa for the institution will be contained in the RFTP, will be used
(as weighted) to rank and evaluate proposals, wii[ be made more 
specific with
indicators which can be used for structuring the site visit and making final
 
selection.
 

The criteria for the technical assistance team will be modified, with attention
on each position, to the precise technical and experiential requirements and
the balancing of all 
the proposed criteria to the requirements of each position
and/or assignment. 
 The general criteria will be specified in the RFTP, used to
assess 
quality of candidates in proposals, linked to 
structuring site visits
and making final selection, and used as 
the basis for designing and carrying
out intensive candidate selection at 
'he assessment workshop.
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EVALUATION FACTORS 
 WEIGHT'(POINTS)
 

1. Technical. Quality and Responsiveness of the Proposal
 

(a) Understanding of the underlying concepts and

technical, management, and institutional issues asso­
ciated with Farming Systems Research/Extension (FSR/E),

and ability to develop a 
strategy to organize, implement,

and institutionalize a FSR/E program inMalawi.
 

(b) Understanding of the alternative approaches,

and ability to develop a strategy, to institutionally

and technically link: 
 (i) a FSR/E program with an

applied commodity research program; (ii) an agricul­
tural research program (both applied and FSR/E) with

the extension program at the national and field levels;

(iii) agricultural research and extension programs

with agricultural planners and policy-makers; and,

(iv) programs in research and extension with an
 
agricultural training program.
 

(c) Ability to develop a plan for agricultural

research and extension that reflects their role in

Malawi's economic development process and is consistent
 
and responsive to the purpose of the MARE Project as

well as the objectives of the MOA's development program.
 

(d) Understanding of the important factors and

constraints that'should be considered in setting

program priorities, and ability to develop a plan for

agricultural research and extension priority-setting.
 

(e) Knowledge of mass communications techniques

used in disseminating agricultural production tech­
nologies in developing countries, and ability to
 
formulate a plan for testing, incorporating, and
 
replicating appropriate mass communications tech­
niques to strengthen the MOA's extension program.
 

(f) Understanding of the critical factors that
 
constrain women farmprs' access to agricultural services,

and ability to develop a plan for assisting the Women's

Program Section to draw up a comprehensive strategy for
 
integrating women farmers into the mainstream of the
 
MOA's development programs.
 

(g) Ability to develop a 5-year workplan for
implementing the research and extension components of

the MARE Project within the context of the MOA's
 
development program. The workplan should:
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(i) incorporate the plans and strategies called for in

(a)through (f)above; (ii). take into account the object­
ives of the MARE Project's Training Component and the

activities proposed in the IDA-financed National Agricul­
tural Research Project and Agricultural Extension and

Poanning Support Project; (iii) identify the requirements

for short-term technical assistance with the limits of

funding available in the MARE Project (i.e., 64 person­
months); (iv) identify critical areas in which degree

and non-degree training will be required to meet the

objectives of the MOA's research and extension programs;

and, (v) illustrate how the MARE Project activities in

research and extension fit into the larger MOA development
 
program.
 

(h) Ability to formulate a plan for developing

working relationships with the GOM in a 
way that emphasizes

the role of the MARE Project in assisting the MOA to streng­
then its institutional capabilities.
 

2. Institutional Qualifications
 

(a) Demonstrated commitment of the leadership of pro­
posing institutions to international development, and in

particular, a statement of the level of commitment to

the MOA development program, of which the MARE Project is
 
one of the components.
 

(b) Ability of the lead institution to mobilize qua­
lified technical personnel from-.its own staff, from

other universities, International Agricultural Research
 
Centers (IARCs), and from appropriate private" firms to
 
meet the technical requirements of the MARE Project.
 

(c) Technical competence of the lead and supporting

institutions in the multiple disciplines called for in

the MARE Project, and adequacy of facilities to support

Project activities within the context of the MOA devel­
opment program.
 

(d) Previous and current experience of the proposing

institutions in implementing similar projects in devel­
oping countries, preferrably in Sub-Saharan Africa.
 

(e) Ability of proposing institutions to
 
nominate at least 3 qualified candidates for each of

the long-term technical positions called for in the,

research and extension components of the MARE Project,

and ability to field the selected candidates of the
 
technical assistance team in a timely manner.
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(f) Philosophy of the proposing institutions with
regard to the nature 
of working relationships that
should be developed vis-a-vis the MOA, including a
statement of the proposing institutions' views of
how technical, administrative, and management account­ability should be developed.
 

(g) Proposing institutions' knowledge of tech­nical resources available from IARCs and other agri­cultural institutions, and a 
demonstration of relation­ships developed with these institutions.
 

(h) Demonstration of ability to provide, in 
a
timely manner, the necessary institutional support
to the technical assistance team (both in emergency
and non-emergency situations),,and of ability to
meet ": required financial and technical progress

reports.
 

(i) Ability to propose a plan to meet the
administrative, logistical, reporting, and insti­tutional representation requirements of the MOA,
USAID, and the Title XII home office.
 

3. Qualifications of the Technical Personnel
 

(a) Technical competence of the technical
assistance candidates for-the long-term and short­term positions required for the MARE Project, as
demonstrated by their training background and
previous international development experience..
 

(b) Quality and relevance of the technical
assistance candidates' previous international
 
development experience.
 

(c) Demonstration of the long-term candidates'
ability to conceptualize and 'formul.atecians..df
action independently (i.e., ability to assume
the role of filling technical gaps in the MOA),
as well 
as perform effectively ingroup planning

and implementation activities.
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EVALUATICN CRITERIA FOR TECHNICAL PROPOSAIS - RANKING SHEE' 

Indicate the relative percentage "(total = 100) for the three criteria areas. 
Within each area, indicate high (H), medium (M) or low (L) for the relative 
strength that should be given to each specific criterion. 

Area 1: Technical Quality and Responsiveness 

H M 
a) FSR/E Concepts and Approaches 

b) Institutional linkages 

c) Research/Extension planning 

d) Research/Extension brioritysetting 

e) Mass cxmunications 

f) WamerL Program 

g) Five-year workplanning 

h) Ministtr--: relations 

Area 2! Institutional Qualifications 

a) Commitment of leadership 

b) Multi-institutional proposal 

c) Institutional Technical Competence 

d) previous-current experience 

e) Multiple candidates/position_ 

f) Philosophy & HC relation 

g) Knowledge resources/linkages 

h) Institutional support-backstopping 

i) Administrative plan & relations 

Area 3: Qualifications of Technical Personnel 

a) Technical competence of candidates 

b) Quality/relevance of experience 

c) Individual/collaborative work 
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II. SELECTION CRITERIA FOR TITLE XII TECHNICAL ASSISTANCE PERSONNEL 
(D R A F T) 

12/10/85 
Technical assistance persons 
are expected to play a wide variety of roles
including competent technician, trainer, educator, diplomat, advisor, learner,
representative, leader, colleague and so on. 
 This requires competency in 
a
wide range of skills and behaviours; in addition, the results of
assistance effort 
 a technical
are often as deeply affected by attitudes and commitment
by technical competency. An assessment workshop will be held Jointly with 

as
 
officials from the Government of Malawi,
institution to choose the final 

USAID and the selected Title XII
team members. 
 These criteria are 
tentatively
proposed for the final selection of the team who will Join the technical
assistance team to work with thl Ministry of Agriculture on the project.
 
The assessment 

candidates 

workshop will be designed to provide an opportunity for the
to interact both formally and informally in wa s which will provide
the officials and themselves information about competence in relation to these
criteria.
 

COMMUNICATION 

English 
-- written: 
clear, concise, conceptually precise,
adapts to audience 

English --
responsive,oral:proactive, clear, interactive and builds
 
on discussion with others
 

Small Group:

Experiences and effectiveness in leading, working with
and participating in small 
team and group work
 

Large Group:

Effectiveness in Presentations of different varieties
participating In design and delivery of same,
effective delivery style 
for different types of groups
 

Interpersonal:

Comfortable in familiar and ambigious situations,
willing to be open and genuine, relating well and
focussing on present situation and persons
 

Intercultural:
 
comfortable in different settings & different roles,
experience and effectiveness in variety of cultures,
listens, paraphrases, does not relate
everything to single cultural and/or personal referent
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TEAM SKILLS quickly adjusts to interpersonal styles of colleagues
 

demonstrates skill in otaining agreement and consensus
 
without resorting to overt authority
 

listens and values resources other persons bring to
 
bring to the group and problems/situations rather than
 
dominating and prescribing
 
demonstrates skills of summarizing, paraphrasing and
 

engaging others 
to achieve clarity and understanding
 

willingness to do whatever needs to be done
 

can describe roles and responsibilities clearly and
 
with regard for relation and dependency on others
 

overall is optimistic, not a complainer or loner,
 
shows interest in getting to know others at 
all levels
 

able to recogize, be sensitive to, encourages and
 
adapts to changes in team & individual moods
 

elicits and supports others in ways which build
 
excitement, commitment and realism
 

INSTITUTIONAL has knowledge of major donors and works
 
ASSESSMENT & CAPABILITY; well in multi-organizational context;
 
AND PROJECT/PROGRAM
 
AUTONOMY 
 demonstrates awareness of how bureaucracies work and
 

don't work in developed and developing nations
 

identifies irstitutional values which may be in
 
conflict or congruent and maintains third party role
 

analyzes and articulates themes/issues in situations
 
explores alternative interpretations
 

assimilates institutional information quickly and
 
probes beyond ambiguous or incomplete information
 

values and responds to full host country involvement
 
and direction at all stages
 

can accurately and objectively assess the resource
 
base (especially host country) and the absorptive
 
capacity to support discrete activities and programs
 

is knowledgeable of and effective working in complex
 
charge situations, with particular regard to
 
interfaces and coordination
 

demonstrates an understanding of development &
 
institutionalization based on pdtterns of activities
 
as well as structures
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MANAGEMENT SKILLS 

AND VALUES 


displays meeting skills, e.g., 
setting appropriate

climate, getting goal agreement, collaborative agenda

setting, effective time management, summarizing and
 
closure
 

displays situationai leadership skills and ability to
 manage decision-making processes without authority
 

willing to express opinions/information against
consensus, but willing to accept decisions against own

preferences and to implement them
 

can differentiate between short-term consequecea an

long-range goals and consequences
 

can adapt management styles to different group and

cultural situations while maintaining personal and
 
value integrity
 

manages time and content well against determined

priorities in. 3pite of unexpected events and changes

in context
 

elicits excitement and commitmentfrom others in
collegial and hierarchical relations (both higher and
 
lower in authority)
 

is realistic in assessment of problems, opportunities,
 
resources, schedules, timing and commitment
 

addresses most critical 
issues and can distinguish
 
between real and apparent issues
 

demonstrates grace and performs well under pressure
 
and change
 

demonstrates understanding of methods and techniques

to wisely utilize times, funds, 
facilities and human
 
resources
 

takes Initiatives and is willing to sacrifice personal
needs for achieving group/institution needs in a
 
balanced way
 

management styles 
are not culturally bound, while

acknowledging cultural basis of behaviours, values and
 
expectations
 

can adapt to cultural management styles and behaviours
 
which are not characteristic of own culture, and is
effective in subordinate role in this situation
 

able to analyze and critique honestly the management

values and styles of self and others
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PROBLEM-SOLVING 

AND GOAL ORIENTATION 


DEVELOPMENT AND 

PROGRAM VALUES 


identfled bottlenecks, barriers, opportunities and
 
support, and acts quickly to address and mobilize
 

demonstrates understanding and effectiveness in group
 
problem-solving/decision-making
 

asks good open-ended questons about potential
 
developing situations and listens and clarifies
 
consistently before forming final views/opinions
 

identifies values underlying behaviors and their
 
implications for issues and decisions
 

gives and receives feedback comfortably in both
 
positive and negative situtions
 

is sensitive to changes in group and indvidual changes
 
in content and mood
 

demonstrates ability to conceive, develop and defend
 
personal views without dominating, and can adapt these
 
to views of others without losing personal integrity
 
or perspective
 

is sensitive to and effective in maintaining a *third
 
party' role in problem-solving and technical
 
cooperation
 

articulates realistic value for and awareness
 
of constraints and opportunities in development
 
program design and management
 

demonstrates personal belief in inclusion of host
 
country personnel as equals at all stages and in all
 
dimensions, and is willing to take direction from
 
host country personnel overall
 

articulates positive belief in capability of host
 
country to develop their own country within their
 
value structure
 

is open, honest and non-patronizing, arrogant nor
 
subservient in dealing with host country officials and
 
persons at all levels
 

demonstrates understanding of other cultures
 
differentiations within cultures and interactions
 
between cultures and sub-cultures--and the impacts of
 
this on development
 

has understanding of the complexity of technical
 
assistance roles and the need for cooperative work
 
modes in development context
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ADAPTABILITY 


MUTUAL LEARNING 

AND SKILLS TRANSFER 


Is willing to conform to 
new and alternative
 
ways of Performing familiar tasks
 

Is willing to undertake and experiment with new and
 
unfamiliar tasks and situations
 

Both verbal and non-verbal gestures and behaviors are
relatively relaxed and at 
ease in familiar and
 
unfamiliar situations
 

Is open, direct and honest about 
discomfort and

displeasure in uncomfortable situations
 

Indicates willingness to be flexible, not rigid and
open to new information in situations that 
are unusual
 
or rapidly changing
 

assumes initiatives while working in team modes for
achieving project and program goals
 

helps others adjust to new surroundings, approaches
 
groups and assignments,
 

identifies and resolves conflict situatons with candor
 
and honesty
 

demonstrates willingness and aptitutes to learn when
confronted with new or difficult situations and
 
circuatances
 

tries out new behaviors, new foods, etc. and reacts
with little frustration to new and/or ambiguous
situations, adapts rapidly and comfortable to new or

changing environment
 

balances work patterns to be effective, is willing to
work hard and long, but also smart
 

sensitive to attending to own personal needs and
 
acknowledges personal needs of others
 

can Manage personal affairs related to 
family, office,
project and institution without excessive delay,

complaint or resource demands
 

understands learning as an 
interactive process based
based upon Mutual openness, consent and exploration of
 
alternatives and conclusions
 

has continuing learning as a professional and personal

objective
 

sees technical assistance as a cooperative, joint
venture to which all sides contribute and benefit
 

6.10
 



TECHNICAL 

COMPETENCE 

(to be adapted for 

each specialist,

but soMe generic 

cn be noted) 


is familiar with training and educational approaches,
 
is comformtable and effective with variety of these in
 
both formal and informal settings
 

has sufficient knowledge in adult education,
 
interpersonal interaction, training techniques and
 
learning theory and adapts to widely varying settings
 

sees technical assistance role as comprehensive

responsibility related not only to doing tasks, but as
 
a key to institutional strengthening and development
 
throughout whole organization and context
 

establishes a learning climate, can 
lead technical and
 
process discussions, demonstrates ability to intervene
 
in discussions to focus on learning
 

demonstrates capability to develop effective designs

for formal and informal training and educational
 
situations
 

describes, understands and values benefits which
 
can accrue to Malawi from improvements in area
 
of specialization
 

understands interaction and interdependence of
 
technical and managerial skills for development
 

is familiar with process for and is effective in
 
developing appropriate technical assistance plans,

which are appropriate to country needs and consistent
 
with donor and sponsor mandates
 

can evaluate with confidence and competence technical
 
information concerning technical areas and management
 
or resources required for host country effort
 

able to discuss and knowledgeable of available
 
technical resources in regional and international
 
networks
 

can articulate technical and managerial dimensions
 
of specialization for all levels
 

understands and operates in interdisciplinary way,

integrating research, extension and programming for
 
more effective institutional and program strengthening
 

uses 
technical capability to respectively identify
 
and movie problems, is not prescriptive and operates

within program goals to implement technical plans
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can create technical assistance plan to reflect
 
understanding of appropriate uses 
of action-based,
 
performance-oriented training and competency
 
development
 

understands variety of roles for technical assistance
 
personnel and is willinp to change over time to those
 most appropriate to a particular phase/situation
 

demonstrates capability to make retevant technical
 
presentations and to adapt technical information to
 
specific development contexts
 

level of familiarity and compotence to be able to
 
adapt language and concepts without putting down
 
other profemsionals or lay persons seeking information
 
about technical area, communicates at appropriate

levels to meet 
needs of teams colleagues and clients
 

DEVELOPMENT AND 
 has experience in simi.lar 
or comparable development

BUREAUCRATIC 
 programs and projects
 
EXPERIENCE
 

has experience in institutional strengthening and
 
training and is able to share credit with larger team
 
and or institution, especially with host country or
 
local organizations and staff
 

has experience in bureaucracy in both developed and
 
developing nations, and familiarity with bureaucracies
 
working in development
 

is able to analyze new development situations and

identify clear objectives and strategies for achieving
 
development goals
 

proposes alternatives in situations, rather than

posing one correct solution, focusses on essential
 
elements rather than totally packaged solutions
 

observes and focusses the essential elements of a

situation or approach, but is not simplistic In
 
analysis
 

anticipates that actions will emerge from a process of
 
extensive dialogue involving all involved, does not
 
expect quick results from "right solutions'
 

engages effectively in formal and informal exchanges

to build understanding and agreement in groups with
 
diverse perspectives and interests
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* 	prior work in (1) Malawi, (2) east and southern Africa, (3) Africa,­
(4) 	the Third World, (5)"similar" U.S. settings.
 

* 	methodologically in terms of successful support of adoption of
 
improved technologies by local participants
 

* 	technical experience with farming systems, on farm research, local
 
cultural practices, and local development of innovations
 

* 	successful functioning as procurement agent.
 

-How have learning been gathered and applied?
 

-Ask for names of third host country nationals with in-depth
 
familiarity of the institution's activities and approach who could be
 
directly contacted.
 

-Clear articulation of how this opportunity "fits" the institution.
 

3. 	 In carrying out this work, the institution will use a
 
coherent strategy and approach, consistent with the overall
 
MARE Project and MOA program goals and strategies, fully
 
integrated into overall program implementation.
 

-Understanding of the overall MOA program, the role of the MARE Prujec
 
within that, the role of the Title XII contract within that and the
 
key activity areas under that contract; understanding and valuing of
 
the overall approach being taken in implementing the project; and the
 
ability to identify key guidelines for the approach the institution
 
would take toward the work.
 

-A specific management and administrative systems for the contract,
 
which while integrated into overall institutional systems and
 
processes also provides for direct management and the supervision of
 
all 	technical assistance efforts by the GOM.
 

-A proposed approach to overall Title XII contract management and
 
guidance which "fits" the overall program effort, and the expectation
 
for this technical assistance.
 

-An aproach for assuring that the technical assistance effort will
 
focus on institutional strengthening and capacity building as the
 
crucial outcomes of technical roles.
 

-An approach which reflects a general understanding of the
 
opportunities, excitement, and constraints of smallholder agricultura
 
development in poorer nations.
 

-A specific plan for assuring integration of any technical assistance
 
assignment in the work with regular institutional incentives and
 
promotion systems.
 

-Plans for how procurement activities will be carried out with maximum
 
involvement of the MOA.
 

-A specific approach to working with the program in providing short
 
term technical assistance; identification of considerations in
 
assessing and responding to needs; in identifying, assessing and
 
selecting rA providers; in preparing, supporting and debriefing them;
 
and applying learnings.
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services consistent with the overall program approach and purposes.
 

-An approach to planning, monitoring and evaluating institutional
 

4. 
 The institution has access 
to a wide range of
assistance providers in relevant areas, from both within and without
 

potential technical

the institution's community, and the institution has a
track record of successfully tapping both these sources.

substantial
 

-Nature, size access and 
use of TA providers for databank.

-System for systematic match-up of 
the full range of
for technical skills required
assistance delivery with individual 
capabilities.
-Nature, extent, frequency of 
use of
bank individuals from within the data


(as opposed to ad hoc recruiting),
quency of 
 as well 
as nature and fre

contact with those in the bank who are not regularly used.
-System for regular evalua'tion 


of the data in 
of TA providers and assignments, and use
future assignments.
 

-Acceptable "standard" timeliness from TA request to TA provision 
on sit
satisfaction of 


and special procedures for meeting urgent requirements. 
The general
TA providers used by the institution with their

assignments and with the institution's administrative 
systems and sup
port.
 

5. 
 The institution is sensitive to, and experienced in 
technical
 
contractors, and multiple and varying contractual 


assistance efforts involving multiple donor coordination, multiple
 
arrangements and
compensatory 
systems.
 

-Ability to identify anticipated issues, and suggest approaches to
address them.
 
-Clarity as 
to which of the institution's
subject to contract-specific systems and requirements 
are
modification, and which aren't, and the
 
impact of 
this on 
overall program integration and coordination.
 

-Understanding 
of 
the likelihoods, procedures and timeliness involved
in modifying the institution's standard systems.
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SECTION 7
 

EXPANDED DISCUSSION OF STRATEGY STATEMENTS (DRAFT)
 

The first pages of this section, "Strategy Statement for the Three
 

Projects", were distributed as part of the working papers for
 

interviews before the second Ministry meeting. 
 The rest of the
 

paper received very limited distribution it includes expanded
 

discussion of some of the strategy statements and should be viewed
 

only as background material for discussion with and among the
 

consulting team.
 

1. Proposed Strategy
 
Statements for
 

the Three Projects
 

2. Overall Management
 

3. Donor Coordination
 

4. Training
 



PROPOSED STRATEGY STATEMENTS FOR THE THREE PROJECTS
 

INTRODUCTION
 

In the last few months, as part of on-going development of its
agricultural program, the Government of Malawi (GOM) has negotiated three
new agricultural projects, involving total financing (GOM plus donors) of over U.S. $80 million:
 

of the smallholder agricultural 

- The Malawi Agricultural Research and Extension (MARE) Project,supported by a US $14.8 million grant from USAID; 
- The Malawi National Agricultural Research Project, supported

by a US $23.8 million loan from the IDA; and 
- The Malawi Agricultural Extension and Planning SupportProject, supported by a US $11.6 million IDA loan. 
The overall goal of these projects is to increase the productivity

sector by improving the relevance,quality and timeliness of the information available to smallholders. The
approach used is to strengthen the research, extension, training and
planning functions of the Ministry of Agriculture (MOA), focusing on
assuring appropriate linkages between research and extension throughout
the agricultural services delivery system. 
Funding for the Projects
supports institutional reorganization and development, long termpostgraduate training, extensive in-service and pre-service in-country
training, civil works construction, expanded utilization of mass media

for extension, and technical assistance.
 

The three project designs are interrelated; although each one fundsdiscrete activities, each one's success is dependent upon the other two.In view of this, it was jointly decided by the donors and the GOMimplementation of the three Projects should proceed 
that 

in a coordinatedintegrated fashion. As an 
technical 

early step in this process, USAID is providingassistance to the MOA for pre-implementation planning, with a
team from the Development Programs Management Center (DPMC) of the UnitedStates Department of Agriculture (USDA). Based on interviews withresponsible individuals in the MOA and donor organizations, the followingset of Strategy Statements has been drafted for discussion. 

The purpose of these Strategy Statements is to highlight essentialprinciples and elements to guidr. subsequent decisions and actions for
successful implementation of tie Three Projects. These statements, asnow stated, summarize key points from interviews with key officials inthe MOA and the Projects' documentation. 
The strategy statements, once
finalized by those responsible for the Projects, will reflect shared
understandings among all those involved, and thus provide the basis for
further articulation and implementation of the Projects. 
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STRATEGY STATEMENTS FOR OVERALL GUIDANCE OF THE PROJECTS 

1. 
 Increased smallholder agricultural productivity requires increases
in yields of traditional primary crops and diversification into hignervalue cash crops.
 

2. Increased agricultural productivity is highly dependent upon moreeffective delivery of relevant information, services and agricultural
inputs through the MOA and related institutions.
 
3. MOA's institutional performance to support smallholder agricuturalwill be increased through improved capacities for planning, training and
adaptive research closely linked to extension.
 

STRATEGY STATEMENTS FOR PROGRAM AND PROJECT MANAGEMENT
 
1. 
 The Projects need to be viewed as part of Malawi's overall
agricutural development program. 

2. Success of the Projects is likely only to the degree that they
function within a Ministry-wide context.
 

3. The approach to implementation taken by the Projects must beconsistent with the overall strategies used by the MOA for agricultural

development.
 

4. For the success of the Projects, direction, decision-making andmonitoring must emanate from a single, well-informed and organizationallypowerful source. 

5. 
 The approach to implementation of these Projects should provide a
replicable model for further use by the GOM. 

STRATEGY STATEMENTS FOR DONOR COORDINATION IN THE PROJECTS 
1. The donor coordination which has been a critical part of the designand the design process for the Projects must be systematically maintained

and intensified.
 

2. Donor coordination must be an interactive process engaging the MOA,
the World Bank, USAID and other relevant organizations at multiple levels
to ensure effective collaboration and cooperation.
 

3. Effective donor coordination requires that all organizations takethe long-term program perspective of the MOA. 
4. Donor coordination must be translated into unified operationalsystems consistent with MOA policies, practices and capacities so that,
over the long-term, MOA is structurally and functionally strengthened.
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STRATEGY STATEMENTS FOR TRAINING IN THE PROJECTS
 

1.. The ultimate purpose of training is institutional strengthening to
 
Improve MOA's performance at all levels.
 

2. Training must be performance-oriented, competency-based and linked 
to MOA planning and programming to ensure that the MOA, the groups and
the individuals involved all get relatively immediate and effective 
results. 

3. The overall trining orientation will be to coordinate the total
 
range of approaches and activities associated with training and to 
strengthen the integration of technical, departmental and functional
 
areas.
 

4. The Training Advisory Committee and Training Unit will become the 
focal points for enhancing, 'rationalizing and managing an
 
institutionalized training program.
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C. 	 STRATEGY STATEMENT FOR OVERALL MANAGEMENT OF THE PROJECTS
 

1. 	 The Projects need be viewed as part of Malawi's overall
 
agricultural development program
 

The Projects are three interrelated elements in the overall
agricultural development program of the 1igA. 
 They are part of continuing
sector-wide efforts to improve effectiveness. As such they Hust oe
measured for investment pay-off under a time horizon much longer than the
investment period. 
They must also build upon the strpngths and lessons
learned from previous efforts, complement simultaneous ones, and lead to
future support of the agricultural program. 
2. 
 Success of the Projects is likely only to the degree that they
function in a Ministry-wide context. 

This principle follows from the relationships of the Projects to
the overall agricultural program, as well 
as from the interrelationships
of project elements with virtually all .1OA activities. It has specificimplications on the structure and operations of the Projects:
 

- the Projects Steering Conmittee must be mandated andstructured so as to be able 
to keep all parts of the PIOA

involved and informed; 

- the Planning division must provide overall planning focus,
ovdrview and coordination of all aspects of the agricultural 
program;
 

- the IIOA Training Unit diust provide focus, overview and
coordination of all 
aspects of agricultural program training;
 
all Project activities must be linked to the overall
 
strengthening of the research-extension linkages and to
improved services delivery. 
 This must he true regardless of
funding source of the particular activity (GOM, IDA, USAID, or
 
others).
 

3. 
 The approach to implementation taken by the projects must be
consistent with the overall strategies being used by the MOA for

agricultural development.
 

The design of the Projects has been carefully reviewed and
negotiated by the GOM to fit into overall 
longterm strategies.
Implementation must provide structures and methodologies which are
similarly cross-departmental, decentralized,,and reflect a devolution of
management and decision-making as 
close 	to the actual service delivery
level 	as possible. 
Further, at each level of the delivery systems, from
headquarters to ADD to 
RUP to EPA, the linkages between research and
extension must be addressed and strengthened.
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4. 	 For the success of the Projects, direction, decision-making and

monitoring must emanate from a single, well-informed, and
 
organizationally powerful 
source.
 

There are many aspects of these Projects which renuire such a

single source: 

- the Projects embrace a very wide range of potentially discrete

activities which must be kept coordinated and integrated into
 
an overall aqricultural program plan;
 

- the activities have an impact on the entire .1inistry, even on 
those units not formally addressed by them; 

- the large amnount of participant training in the Projects,
combined with the substantial number of expatriates who will 
be brought into the M1OA through the Projects, leaves
signifcant vulnerability to discontinuities and disruptions as 
personnel come and go;
 

- the wide range of funding sources and contractual mechanisms
 
to be used in the Project complicate management, reporting and
 
problem-solving.
 

To address these issues, a single Projects Steering Cofm3ittee
 oversees all activities. This Steering Committee provides the PS with a
widely representative, well-infored advisory group made up of key

Ministry leadership. It will 
review and advise on overall direction of
the Projects, the success of their implementation, lessons bein learned,

and areas needing strengthening. It will 
also review, approve and

monitor annual workplans and oudgets for the Projects overall 
and for

each of their key components. 
 This will be done within the overall
 
pldnning context of the '.'linistry.
 

5. 	 The approach to implementation of these Projects should provide a
 
replicable model for further use by the GOM.
 

The careful structuring of these Projects to fit into a larger
program context, with attendant emphasis on riulti-donor involvement and

coordination from the outset, provides a rare opportunity to develop an
implementation methodology which both provides strong support for project
success, while integrating the Projects with larger goals and longer

range investment returns. The implementation activities should thus De
approached in 
a way 	that provides continuous learning to the GUH and the
donors. This will require specific efforts and resources to develop this
particular experience into a replicable implementation strategy. 
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U. STRATEGY STATEMENT FOR DONlOR COORDIIATION IN THE PROJECTS 

Effective donor coordination has been the intent of the GOI, the
 
World Bank and USAID since the conceptualization of the Projects. Their
 
concepts, timing and resources have been designed and planned for
 
synchronized and integrated implementation. This Strategy Statement
 
highlights essential principles which underline donor coordination in the
 
Projects, and which must be agreed upon and used to guide implementation.
 

1. The donor coordination which has been a critical part of each
 
design and the design process of the Projects must be
 
systematically maintained and intensified.
 

Uonor coordination is.an explicit aspect in the oroject designs.

Implementation start-up and ongoing implementation assistance are
 
essential, and must be carried out collaboratively and with consistent
 
methodologies for all activities involving donor coordination, regardless

of the specific project plan in which they may appear. Resources are
 
required for carrying out activities in areas such as sunervision and
 
evaluation, some of which are already identified and budgeted.
 

The project designs indicate areas of shared and comolementary

activities. Although functional areas are'divided anonn the projects,

there are 
some activities in which there may be ambiguities in the
 
proportions and means for joint sponsorship and/or inteqration of
 
selected activities. This should be addressed at project start-up to
 
avoid misunderstanding and mismanagement.
 

Due to personnel 
turnovers in donor and host country orqdnizations,

reviews, clarifications and re-establishment of shared agreements,

understandings and relationships should occur periodically.
 

2. Donor Coordination must be an interactive process engaging the MOA,
 
the World Bank, USAID and other relevant organizations at multiple

levels to ensure effective collaboration and cooperation.
 

The MOA, World Bank and USAID must operate as fully active partners

in well defined collaoorative processes, and bring in other relevant
 
organizations as necessary. 
 However, there must be a distinction of

roles and interests so that coordination reflects the requirements and

strengths of each for achieving effective coordination.
 

For all of these organizations, donor coordination in the broadest 
sense weust focus on three dimensions: (i) an inward focus upon the funded 
project/program, (ii)an organizational focus on the various levels of

donor and host country organizations (e.g., balancing field and
 
headauarters, functional divisions, etc); and (lii) 
nurturing and
 
maintaining relationships with clients and sponsors in the environment.
 
Disruptions or problems in any of these dimensions can undermine
 
effective coordination.
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3. 	 Effective donor coordination requires that all organizations take
 
the long-term program perspective of the MOA.
 

For these projects, donor coordination has been undertaken from the
 
beginning within the program perspective of the MOA and with the guidance

of IUA leadership. The program perspective of the MOA has a historical,
 
experience-based justification and a set of long-term objectives which
 
need to be understood as a basis for more irmediate project

implementation and coordination concerns and issues.
 

4. 	 Donor coordination must be translated into unified operational
 
systems consistent with MOA policies, practices and capacities so
 
that, over the long-term, MOA is structurally and functionally
 
strengthened.
 

Tentative plans have been Droposed by donors and discussed with the
 
MOA for joint activities in areas such as supervision, monitoring,
 
financial management and evaluation. For assistance to be maintained, it
 
is critical that all donor requirements (such as regulations, reporting

and supervision) must oe met. However, it is recognized that this should
 
be done in ways which minimize extra-ordinary, non-prograrinatic demands
 
which could overload and fragment MUA capabilities, structures and
 
processes. Areas of flexibility in both MOA and donor systems will be
 
identified and adanted to mieet requirements, and evaluations will assess
 
overall impacts upon the IIOA's viability and strength. While meeting the
 
reauirements of donor agencies for receiving financial and technical
 
assistance, tfe most important criterion is the strengthening of the HIOA
 
prograin in ways which are sustainable and replicable.
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E. STRATEGY STATEMENT FOR TRAI14IIG
 

A strengthened training program is highlighted in the Projectsone of the principal factors to as
improve 1t4A's institutional capabilities,
responsiveness and effectiveness. 
A Training Advisory Corrmittee (TAC)
and Training Unit (TU) will be established and supported. 
The TAC
recommends and interprets training policies, set training priorities and
strategies, approves training plans, monitors training activities,
reviews training evaluations, and approves overseas training candidates.


The TU is 
a central coordinating point for planning implementing,

monitoring and evaluating I.IUA's 
training program.
 

To be successful, training policies, programs and activies should
be guided by the following principles.
 

1. 
 The ultimate purpose of training is institutional strengthening to
improve MOA's performance at all levels.
 

IIOA's mandate to support and service agricultural production and
industry requires a comprehensive range of organizational and individual
competencies that are coordinated and integrated into a cohesive
 program. 
Training must address performance gaps at all levels.
Performance gaps can occur at all fiOA hierarchical levels and may involve
competencies of individuals, teams, units, divisions, departments,
committees, management and/or interactions between any of the aDove. 
The
success of training must be measured by the extent to which there is 
an
ongoing program to ensure that the competence at every level is being
assessed and enhanced to carry out and integrate the required functions
 
to meet MOA's goals.
 

2. 
 Training must be performance-oriented, competence-based and linked
to MOA planning and programming to ensure that the MOA, the groups
and the individuals involved all get relatively immediate and
 
effective results.
 

Demands for urgent improvements in agricultual services and
production are high. 
 Training investments can be very expensive in 
terms
of direct costs of training experiences and indirect costs such as
absences, substitution of staff dnd technical assistance, prograrm
dislocations and 
so on. 
 The present situtation in Malawi demands
consideration of short-tern 
as well as long-term results. All 
training
investments will contribute to better performance within the HOA by
ensuring that the primaty decision criteria include (i) relevance and
appropriateness, (ii)application and adaptability to the 11alawi and IOA
context, and (iii) productivity or results in the immediately foreseeable
future. 
 Programming must ensure that individuals, their respective units
and all 
other relevant parts of NOA are involved, use and benefit from
specific training events.
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3. 	 The overall training orientation will be to coordinate the total
 
range of approaches and activities associated with training and
 
strengthen the integration of technical, departmental and
 
functional area.
 

Individual 
training units have been develooed at departmental

levels. At present, there is 
no structured way to avoid fragmentation of
 
efforts and to promote complenentarity and consistency of approaches.

Approaches, systems, and procedures will be developed to overcone
 
duplications, gaps and other difficulties which undermine effectiveness
 
of training efforts. Overall, integration will be emphasized, e.g.

linkages of extension and research teams, and individuals, technical and
 
management skills, and so on. 
 Finally, the total learninq experience

related to training events will be developing approaches which ensure
 
that individuals, teams and their units are involved in preparation for
 
and follow-up to all trainihq events.
 

4. 	 The TAC and TU will become the focal points for enhancing,

rationalizing, and managing an institutionalized training program.
 

Training is an important management tool and must be closely linked
 
to short-tern and long-term planning and policy-making. The TU is a
 
single focal point for ensuring coordination, consistency and
 
comprehensiveness of training in the MOA. 
The TU will work closely with
 
all departments through training units, working groups and other
 
mechanisms to develop process to 
assess and strengthen present training

capacities at all levels in i40A. Emphasis will be on training of
 
trainers and cross-fertilization of training and technical content and
 
methods. The approach will emphasize the importance of training and
 
learning as a dimenstion of all relevant program components, such as
 
technical assistance, adaptive research, and so on. Finally, technical
 
ana management training will closely link nanagement skills and technical
 
areas as both are required at all levels of efficient and effective
 
programs.
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SECTION 8
 

NOTES OF MEETING -- USAID AND IDA REPRESENTATIVES
 

SEPTEMBER 27, 1985 and OCTOBER 1, 1985
 

This paper received limited distribution following the meeting.
 

It was reviewed and accepted in general by Mr. Richard Day of
 

USAID and Ms. Carman Haaman of the World Bank.
 

1. Purpose
 

2. Agenda
 

3. Summary of Key Points,
 
Agreements and Issues
 
Discussed
 



NOTES OF MEETING
 
World Bank and USAID Representatives
 
27th September and 1st October, 1985
 

Subject: 	 Implementation Start-up and Donor Coordination on 
Three Projects for
 
Agricultural Planning, Research and Extension
 

Participants:
 

27/9/85 
 1/10/85
 

Ms. C. Haaman 
 Ms. C. Haaman
 
Mr. R. Day 
 Mr. R. Day

Mr. G. Rioseco 
 Dr. M. Kettering
 
Mr. D. Levine
 
Dr. M. Kettering
 

Purpose: 	 To reach shared understanding on donor coordination for the three
 
projects and to identify specific areas 
and steps 	for actions.
 

AGENDA
 

* Review of roles and responsibilities in respective agencies
 
* explore what we mean by donor coordination 
* examine some specific issues:
 

- common approach to implementation start-up and support 
- integration of management and technical training 
- coordinating technical assistance 
- enhancing the training function 

* anticipating the October Joint Mission and Parallel Activities
 
• setting agenda for meeting with Planning Division
 
* Review and next steps 

SUMMARY OF KEY POINTS, AGREEMENTS AND ISSUES DISCUSSED
 

1. A concern was raised initially with respect to key persons staying in place

for the life of the project. However, since the project pivots on training as
 
a central component, the projects, by design, create some discontinuity and
 
disunity. Nontheless, excessive absences of key personnel during important

periods and events is disruptive to smooth implementation.
 

It was concluded that the concern 
is best expressed as the importance of
 
continuity for management and direction of the project. 
 This can be achieved
 
in several ways. First, 
there is a crucial importance in urging continuity of

key appointments within the project. 
 These need to be identified and discussed
 
with the Government of Malawi. Second, there needs to be 
a way to plan for and
 
monitor short-term absences so these are 
not excessively disruptive and are
 
coordinated with major project activity streams and ongoing implementation
 
concerns. 
 Third, systems and/or practices need to be developed and used to
 
create better linkages within the Projects to better handle departures and

entries. 
 This may include attention to role and leadership identification,

hand-over procedures for short-term and long-term absences, delegations of
 
authority, identifying backup persons and so 
on. This matter is so important

that it needs to be explored further during implementation planning with the
 
MOA.
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Action Implications:
 

Initate joint discussions with top-level MOA officials on this matter.

Identify specific procedures or systems which will 
facilitate continuity.
Agree upon how to monitor and spot warning signals that need donor attention.
 

(note: 
 the meeting of 27/9 ended with the identification of $2 below;

meeting of 1/10 began with this point on the agenda.) 

the
 

2. It is desirable, even essential, 
for successful implementation to develop
common monitoring and evaluation system. 
The project design suggests joint
monitoring using a monitoring and evaluation system focussed on the same key
indicators. 
 Both the World Bank and USAID are committed to coordinating their
monitoring and evaluation in ways which minimize demands upon the MOA and which
enhance the management learning and capabilities of the tOA.
 

The systems of both the World Bank and USAID are adaptable to some degree to
fit specific project conditions and requirements. There is a *generalized"

monitoring system used by the World Bank which provides generic guidelines and
procedures. It can 
be adapted to specific country and project needs. 
 The USAID

monitoring requirements are generally not rigidly defined and can be adapted to
specific project and country needs as well, if acceptable to USAID. 
Both
 
systems require approved annual workplans and budgets. Both can use key
indicators and targets 
for monitoring progress. 
Both can use Quarterly Reviews

and can coordinate their reviews with other donors.
 

Technical assistance Is being provided to help strengthen and improve NOA's
 
management systems, including planning, monitoring, reporting and evaluation.

This includes advisors and specialists for planning, evaluation, financial
management, etc. not possible to change the systems for the first year's


It is 

planning, so 
present systems will be used and adapted as necessary to meet

immediate requirements. It is also unlikely that new or modified systems will
be in place by mid-year for the planning of Year 2. Therefore, the donors will
accept 
uses of present systems to meet requirements, with the expectation that
 more effective and efficient systems and practices will be operational for the
planning and monitoring of Year 3 of the Projects. Thus, planning in more
general categories will be acceptable in Years I & 2; 
more specific and
 
integrated planning and monitoring will be expected in Year 3 and beyond.
 

Action Implications:
 

The donors will give immediate attention to 
shaping and adapting their systems
and requirements to fit 
each other's &nd OA's needs and capacities. This may
require, for example, bringing in other expertise, e.g., from AID's Regional

Financial Management Center (RFMC), to explore adaptability and fit on systems,
reporting and practices. The donor representatives need to identify next steps

and Initiate those which may have some urgency.
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3. There is 
a question of where responsibility for implementation rests. The
 
lead for implementation remains somewhat unclear. Ultimately, it rests with
 
the PS, and with the Steering Committee which has representatives from all
 
relevant organizational areas. However, given present practices, arrangements
 
and tendencies, this can lend itself to five sub-projects. It was noted that
 
management improvement is a goal of the project and needs to be monitored
 
closely. The Planning Division holds overall responsibility for operational
 
coordination as Secretariat for the Steering Committee and in 
its normal MOA
 
functions. This will be strengthened throup" the Projects and needs to be
 
Monitored closely. Also the perforance of - Steering Committee must be 
enhanced and therefore monitored so it is given feedback and guidance on an
 
agreed upon systematic basis. 
 Since this will likely involve some technical
 
assistance, the donors should examine where the analysis and strengthening
 
functions for the Steering Committee rest. 
 Where is this function best located
 
and where in the structure can it be located to be done most easily.
 

Action implications:
 

Explore monitoring of the Steering Committee (Management Committee) performance
 
in relation to function, location and technical assistance with PS and other
 
officials. Link recommendations to implementation planning activities and to
 
TORs for TA as appropriate.
 

Raise consciousness within MOA of the importance of the Management Committee's
 
learnirg to be more effective and efficient at 
the level of managing processes
 
and promoting viable, integrated programs achieving MOA's goals. Make the
 
learning process of the committee and explicit area for enhancement and
 
monitoring.
 

Explore if 
these issues should be on the agenda for the next pre-implementatlon
 
meeting and if so, how they should be stated.
 
meeting.
 

4. Implementation start-up and support coordination is 
already initiated and
 
Lsome forward planning has begun. A lot of time and energy (donor, host country
 
and consultant) have been spent getting on 
board, raising key issues, satting
 
up relationships, agreeing on 
approach and norms, and initiating implementation
 
planning. Duplication of effort, especially from the donors, shouid be and can
 
be avoided. Since much of this is a matter of style, it 
is important to keep
 
continuity of the effort--including consistency of approach and maintaining
 
persons involved.
 

The World Bank will conduct pre-planning on "extension", beginning with a
 
planning trip by Jerry Silverman and Carmen Haaman in November with 
a series of
 
seminars (3 at least) commencing in Februnry. The focus of the seminars will
 
be on project objectives and impacts/implications for all levels. USAID
 
supports further implemer'tation start-up assistance, but needs 
to see that CP's
 
are met to release funding for this work.
 

It was agreed that all implementation start-up and support assistance should
 
meet the commcn needs of USAID, IDA and MOA. The decision to approach the
 
three Projects in an integrated way as done by the OPMC team will be followed
 
for subsequent activities.
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Specifically, it was proposed that 
a member of the DPMC team join the planning

team in November and that the seminars be jointly supported and conducted, thus
 
building upon 
the work already done and modelling coordination for ongoing
 
implementation.
 

Action implications:
 

Inform relevant USAID and World Bank officials of this decision, particularly

those involved in the seminars (Jerry Silverman, etc.). Develop realistic work

plan and action steps, including briefings in Washington, collaborative design

and planning, idenifying and releasing funding. 
 Explore possibilities of using

USDA personnel through World Bank 
funding.
 
plann obtaining . IDA Jerry Silvermann
 

5. 
 Coo dinating technical assistance is one of the important for
most 
 areas 

successful project results. 
 It was agreedthat all TA should be seen as a
 
"team" and that coordinating mechanisms should be established. 
 It is very

important that 
the government be pivotal in the coordinatingprocesses that
so

TA personnel feel 
high loyalty to the government (MOA), not just their home

organizations. The variety of contracting mechanisms used and the departmental

strengths within MOA may lead 
to fragmentation of the TA effort. 
 Attention
 
must be given very early to 
developing coordination processes and mechanisms.
 

Fruitful areas for TA coordination (which includes volunteers as 
well as
 
identified salaried professional consultants) include:
 

4 

recruitment and orientation (mostly pre-departure)

* orientation, planning and start-up (in-country)
 
* interpreting and reaching agreement on scopes of work
 
* annual planning and reviews
 
• networking and cross-organizational linkages
 
• performance evaluations
 
* closure processes and planning (what is 
left ahead)
 

Action implications:
 

Identify point of responsibility for (I) TA coordination and (2) establishing

processes for TA coordination. This may be an important function for training

unit if 
TA is seen to contribute to overall organizational learning. Explore

implications for enhancing role/functions of training unit.
 

Identify hr-w standardization and uniformity can be built into performance

evaluations, e.g., evaluation reviews, quarterly reports, products, 
etc. Dick
 
Day agreed to review the possibilities.
 

Reach early ag-eements on evaluations and contract management (e.g.. 
processes
 
for breaking contracts) with MOA.
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6. Efficient financial mechanisms are critical for implementation. Some
 
alternatives need to be explored, particularly payment mechanisms involving
 
foreign exchange. IDA has negotiated with GOM (Reserve Bank) to set up an
 
external account used by GOM and held in a bank abroad which IDA replenishes.
 
MOF controls the accounts which are in place for NAR, Kasunga and Extension.
 

Action implications:
 

USAID will explore this possibility for components of their project.
 

7. Integration of Technical and Management Tre!r.ng will occur through the
 
planning and programming of the Training Unit. These were separated between
 
USAID and World Bank with IDA taking lead on funding management for the
 
following reasons:
 

it feeds into the larger World Bank agenda of providing specific
 
management assistance to/through AODs and of providing overall
 
economic management assistance through OPC/EPO to strengthen
 
management at all levels;
 

it provides flexibility in funding a variety of training sources
 
which goes beyond USAID constraints;
 

it builds upon and feeds into EDI'5 larger program of training
 
for Malawi and in the Region; and
 

it links to IDA's support to strengthen planning and programming
 
throughout the Government of Malawi.
 

The management training in the design must be done with loan funds as it
 
is seen as a critical component of the projects, a main one in which the World
 
Bank is interested.
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ACTION PLAN FOR IMPLEMENTATION PLANNING
 

i. Key Implementation Dates
 



INTENDED KEY ItPLEMENTATION DATES SEPTEMBER 1985 - DECEMBER 1986 
(Taken from Proj 4Documents) 

HARE 

9/85 

-Pro Aq Signed 
( 912Ui) 

-Steer Comitteeestab. (9/3U)
-Title XII TUI'S 
drated (9/30) 

10/65 

-Trng Adv selected 
(10/31) 

-Trng Spec selected(10/31)
-Trng Unit planned 
(10/31)

-Initial Trng Plan 

estab. (10/31) 
ITrng Adv. Committee 
estab. (10/31) 
.Title XII RFP issued 
(10/31) 

12185 

-Trng Adv on post 
(12/31) 

-Trng Spec contracted(11/30)
-Long tem Trng Systems 
In place (12/31)-TteX1(9/30)-Title XI proposals 
received (12/31) 

-90 days CP period
(12/20) 

-Training Unit estab. 
(11/31) 

3/86 

-Trg Spec. on site 
(1/30) 

-Trng Plan revised/app.by TAC (3/31)
-Title XII short 
list/site visits (2/2A)

-Title XII contract 
signed (3/31) 

-CP period (1/20)
of 120 days 

6/86 

-Title!xI1 staff on 
post (6/30)
(COP 5/31) 

12/86 

-Vorkplan Revision 
(9/30)

-Precureaent Plan 
(3/31)

-lt Quarterly Report 
( Q/30p 

-2nd Quarterly Report
(12131) 

(JAR 
(Res) 

-Resstatn Adhiln 
officers in place

-Trng Adv (USAID)
-DAR Annual Rep. 
to IDA (9/30)-Fin Cont. A Libr.on ong ter studiesogt-el 

-Dep. CA-40 (91J) 

-1iatil es. Coords 
-ARC Secretariat 

-Econ. in place
ARC estab, 1st meting
(10/25) 

-Annual pl4ns
-Advisor Contractssigned: ARC, PB/Fin,Procurement, Library-rARProc. officer A 
other key staff In 

post-Spec, account 
es, 1lished 

-Civil Iworks docs to 
IDA (10/31) 

-ARC approved plans/
budgets to Treasury
A IDA (11/30) 

-Commodity teamleaders confirmed(11/015) 

-Civil works bid -Civil works bidowing (1/31) Eval. (4/15)-ARTs -- HQ, LADO, -Nat'l Research/Ext 

?K( )rvised
-ADO Res/Ext WS (?)
-Lib. appointed (6/30)-Library utIlization 
system (9/30) 

-lst University 
Contract (9/3o) 

-Civil works contract 
award (7/1!)

-Staff eval. process 

revised (//30.(9/30)
Scient. Strea 
Introduced 

-Annual Report 
(9/30) 

AE-PS. 
(Ext/ 
Plan 

JT 
Donor 
Act. 

-(USAIU) Trn9 Adv (9/30)-lDet-Position responsibil -
tios for Trn Advexpanded (9/30) 

-TOR's for rural cre(/t
study (91a) 

-UP1IC Assist: UC/ -OPIIC Wash Debtlairobi/lalawi -AID/IUA JT-lla,.ann visits reetings/superv.
J9/24) orogess (lo/IS) 

-Steer Comittee (3/1)
-Special Acct. (3/1)
-System analyst adv. 
(3/31)

-DOA Reorg. (3/1)-Ext. Hngt A Plann. 

Adv. (3/1) 
-DCAO appt. (3/1)
-Trng unit (2/1)
-Rural Credit study to

IOA (3/31) 

-JT Supervision
-Steering Coittee-T 
meeting 

nt 

-Pl&in Adv (4/30)
-Fn audit cont. (7/1)
-Annutl workshops 
(S & 6/86)

-(USAID) Ag. Com.
Specialist (7/1) 

or.(/0-P1 Dept. reorg. (9/30)
-Staff recruitment 
program to IDA (9/30)

-Annual work plan and
ludget (9/30) 

-Mass coum. pilot 

(10/31)
-Annual ext. work plan

(DOA & Hzuzu) (9/30)
-Implem. of rural 
credit study recs. 
(12/31) 

supervision 
-Steering Comittee 
(t g 
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I41"%. Iurca..( 

In tLhe akitter ol a grant ayre-nrit 

Iv.-L m cn 
THE GOVERN.iqtr OF, THE REPUBLIC OF MALAWI 

and 

THE UNITED STATES OF AMERICA
 
Oct irig through t1hLe 
 lii ted States Agency. for International 

flevelopment 

AUTIORITY 

IWHREAS by a grant -agreement dated 9,0. . .(hreirai-vro.frrLe 
 to as "the Agreew-- ,n,",-dbetk... the. " " O •iRP, 3It.I.C,OF MAAI, (hereinafter.referd-to 
-as th ki ot,the one part, and the UNITED STATES Ok-'AM A, acg trougn .,i :nc.
for lnternatioiial Developnent, (hereinaft- referrecio .4s SA.O ,),bf 

.!K. other part, USAID'UALertook to e tendjtothe G n nt a gr 1ntof an awunt riot exceedinig M.-Dollars. L.__--..-_- I~ _, United State-.D!Lars , to finance, inter alia, the costs f t-e.Gyc r'r Project subject'. to the Eerms ofAg eent ;- fha 

A") WIEREAs under'*section 3 of the Finance ana Audit Act (Cai*.37:01Of the LOis Of Malawi) the MRirister Qf Fiiuaice of ti* Goernrnt.ifO.r the supervision, control and'direction of matters relating to ,he
t'inauicJaL affairs o. Malati, and in Pischorging such.responsibility MY,
pu.'su-Int to s(ction 36 (1) of the Gencral; Interpretat.Jon1 CLt (Cap.I -:0. ,,
he Jaws of Mlawi) depute public ofticert to act o.h1s &ehalf: 
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,MD hEREAS it is expedient that certain public off icers in the 
service of the Govcrnnent be designated and authorized to act in "the nmwr 
ot ie Minister of Finance of th-e Government and on behalf Of the Government 
in, or in connection with,- the iIplenntation of the Agreent; 

NCM, T'EREFORE, 1, EDWARD CHITSULO ISAAC iANALI, Minister of Finan:e; 
of the Goverrment, pursuant to section 36 (1) of the General Interpretation 
Act, DO HEREBY tA)M1NATE.,' APPOIrNT AM' AUTHORIZE the undermenit.iond publiic 
officers in the service of the Government in my tame as desirnate, 
representatives oF the Government and, on behalf of the Govem-.T nt:, jointl.y 

or severally, to do aid perform all such acts or things and %o ,_.'L:te 
all such written instruments as may, from .tiVe to time. be n#r-'Lirv r 
prcper for the purpose of, or in conneccion iwitti the amhlementation of 1thel 
Agreeent -

J. 	 R. Phiri, Esq. - hUndeit SecretarLin Ihe Mi!rst. y 

,of rance; 

T. A. V. Chande - SeniOr Assistanit SeCretary inf 

the 10inistry ot Fin4nce; 

H. 	S. Mononga, Esq. - Admi~istrativeMOffier, in the 

Mini~try of Finance 

J. 	 M. M4ango, Esq. - AcmlistrativeOfficer in the­

Mini$Lry of Finaric 

M. KMkalande, Esq. - imonnistrative Offieer in the' 

MiniStry c! Fioance, 

AD I JIEREBY ratify and confirm all-suh -acts oi4h.i, Las lrar' bi., 
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"t'rfonmpe , and al Iui, such written instruments as rn~y h.2 ez..uter
by the said public officers 
 or any of te, in Pursuance of this Authorit:v 

The speciien signatures 
of the public officers 
are attached hereto. 

Dated t-his(' 
day of 

19-35. 

' )"-'k 

E. C. 11. ali 
MISTER -OF 2',4 

'
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APPENDICES A
 

AGENDA FOR SEPTEMBER 10, 1985 PRE-STEERING
 

COMMITTEE MEETING #2
 

1. Steering Commit-'e
 

2. Work Plat.;iing,
 
Monitoring and
 

Reporting
 

3. 	Training Advisory
 
Committee
 

4. Selection Process
 

Assistance
 

5. Donor Coordination
 

6. 	Actions Required During
 
Next Six Months
 



MINISTRY OF AGRICULTURE PRE-IMPLEMENTATIDN COMMITTEE MEETING 
IALAWI AGRICULTURE RESEARCH AND EXTENSION PROJECT 

9th October, 1985 

Subject: Pre-implementation planning and 
tart-up activities
 

TENTATIVE AGENDA
 

(I) Steering Committee -- functions, formation, membership
 

(2) CoordinAtion of Work Planning, ReportIng and Monitoring
 

.(3) Training Committee -- functions, formation, membership 

(4) Selection Process for Title XII 
Institution & Technical Assi.-tance Team
 

(5) Donor Coordination -- Strategy and Responmibility
 

(6) Actions Required During Next Six tonths
 

The a'tae;hed paper prezont background discustqion and recommrendations decinon
 
point5 for iosue related Ic point- J-S in the agerda.
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fAgenda Item 6: Action Plan (6 month, )
 

(h) 	 Conditions Precedent: First Disburt5ement mui: coplet by 28/ilr'. 

( i f ', )':.~s .:c,rt rc m ',-- L- ^ "r es p o n ~i b l e p': r t j ezs"
 

For the' ofrirdrt I
P ,l. 

Action, Letter from MOF to USAID. 	 Draft giver, to rOF
 

Nth,\t . ___,_:_ Who: 	 Whe n
 

I Jezncz FiVii) the{ Pr,:Jc t Ieung Comtni tee 
, t i, u.tideJ,d.].:5,, I q,,. zl'ld ..oc;dine."te
 

'fie Froc-izf. statLus 

Action Formal Circular in MOA identifying Decion on 9,'0
 
functionc, membership, formation drafted in 
memo
 
Notify USAIO and IDA.
 

,t 5
Ie .-. p _ Wh : 	 When; 

(B) Conditions Precedent: Disbursement for Training (complete by 28,'0!118)
 

(I) 	 Indication 1: E, tebI iEhrnen. )f Tr in ng 

Action: Formal Circular in MOA identifying Decliion5on 9/1
 
functions, membership, formation drafted in memo
 
Notify USAID and IDA.
 

St t Lep. Who: 	 tvher, 

(il) 	Indication 2: Forma1 E5tbi:ihnent of 
[hr!eo iuQ ,Li onri fr':Tro ining lUr.j t 5 ,LV.J 

fction: Approvais by OPC 

Notification to USAID and IDA 

Orientation/Preparation Plan 
for New Staff Developed 

Ne... .tep: Who __ _When: _ 

tNe., I. 	t*..phen: .ho 

He. 	 IJho W vWhen:­

A.6
 



(iii) 	Indication 3: , .- 1nrcunc.d 
and &in~mt :r n rii Enital e: tc~. I_____a 

Action: Inform UShID and IDA of Selection Proces-

Position Announcements 

Selection 	Process initiated
 
with USIUD and IDA Concurrence
 

Nle.t 	 1-te p Who 	 When 

v.I itep 	 thoh_____hen 

Ne.t 	,i$.:p : Wh,; h _ _ 

iv) Indication 4: 7 
roj(J r Uni t F-,, t j.nz
 

71t- f ed .* id trv Lit: F:r Orerlta t i on
 
erind ne tcrF BegJ ,nnii
 

statufi
 

Action: CTrO Selected/Po ted
 
USAID and IDA Notified
 

Training Officere Selected/Posted
 
USAID and IDA Notifind
 

Orientdtion and Implementation
 

Planning Initiated
 

N'C. t .	 Who When"itep: 	 -

Nc t 	e ,p: _When Who :
 

(C) 	 Title XII University Contract 

(1) 	 De, i,:-n onr , t. ion P rcce-,a Pr'oposal draf ted 

e, .t:p :_ - Who When_ 

Plorl f.:xr lpilnientiiq ke~icn Vrace~ 

te:. If t __o" 	 k __A.7 Whe 
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1. Strategy Statements
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United States Office of Washington, D.C. 
Department of International 20250 
Agriculture Cooperation

and Development 

DEVELOPMENT PROGRAMS MANAGEMENT CENTER 27/9/85
 

PRE-IMPLEMENTATION PLANNING CONSULTANCY
 
FOR THE THREE USAID AND IDA AGRICULTURAL PROJECTS
 

PACKAGE OF MATERIALS FOR REVIEW PRIOR TO THE WEDNESDAY, OCTOBER 9, 1985
 
MEETING, AND FOR DISCUSSION AT THE MEETING
 

1. STRATEGY STATEMENTS FOR THE PROJECTS
 

2. PROJECT COMMITTEES
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The Office of International Cooperation and Development
 
Is an agency of the
 
United States Department of Agriculture
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PROPOSED STRATEGY STATEMENTS FOR THE THREE PROJECTS
 

INTRODUCTION
 

In the last few months, as part of on-going development of its
 
agricultural program, the Government of Malawi 
(GOM) has negotiated three
 
new agricultural projects, involving total financing (GOM plus donors) of
 
over U.S. $80 million:
 

The Malawi Agricultural Research and Extension (MARE) Project,
 
supported by a US $14.8 million grant from USAID;
 

The Malawi National Agricultural Research Project, supported
 
by a US $23.8 million loan from the IDA; and
 

The Malawi Agricultural Extension and Planning Support

Project, supported by a US $11.6 million IDA loan.
 

The overall goal of these projects is to increase the productivity

of the smallholder agricultural sector by improving the relevance,

quality and 
 timeliness of the information available to smallholders. The
 
approach used is to strengthen the research, extension, training and
 
planning functions of the Ministry of Agriculture (MOA), focusing on
 
assuring appropriate linkages between research and extension throughout
 
the agricultural services delivery system. Funding for the Projects
 
supports institutional reorganization and development, long term
 
postgraduate training, extensive in-service and Dre-service in-country
 
training, civil works construction, expanded utilization of mass media
 
for extension, and technical assistance.
 

The three project designs are interrelated; although each one funds
 
discrete activities, each one's success is dependent upon the other two.
 
In view of this, it was jointly decided by the donors and the GOM that
 
implementation of the three Projects should proceed in a coordinated
 
integrated fashion. As an early step in this process, USAID is providing

technical assistance to the MOA for pre-implementation planning, with a
 
team from the Development Programs Management Center (DPMC) of the United
 
States Department of Agriculture (USDA). Based on interviews with
 
responsible individuals in the MOA and donor organizations, the following
 
set of Strategy Statements has been drafted for discussion.
 

The purpose of these Strategy Statements is to highlight essential
 
principles and elements to guide subsequent decisions and actions for
 
successful implementation of the Three Projects. These statements, as
 
now stated, summarize key points from interviews with key officials in
 
the MOA and the Projects' documentation. The strategy statements, once
 
finalized by these responsible for the Projects, will reflect shared
 
understandings among all those involved, and thus provide the basis for
 
further articulation and implementation of the Projects.
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STRATEGY STATEMENTS FOR OVERALL GUIDANCE OF THE PROJECTS
 

1. Increased smallholder agricultural productivity requires increases
 
in yields of traditional primary crops and diversification into higher 
value cash crops. 

more2. Increased agricultural productivity is highly dependent upon 
effective delivery of relevant information, services and agricultural
 
inputs through the MOA and related institutions.
 

3. MOA's institutional performance to support smallholder agricutural
 
will be increased through improved capacities for planning, training and
 
adaptive research closely linked to extension.
 

STRATEGY STATEMENTS FOR PROGRAM AND PROJECT MANAGEMENT
 

1. The Projects need to be viewed as part of Malawi's overall
 
agricutural development program.
 

2. Success of the Projects is likely only to the degree that they
 
function within a Ministry-wide context.
 

3. The approach to implementation taken by the Projects must be
 
consistent with the overall strategies used by the MOA for agricultural
 
devel opment.
 

4. For th*e success of the Projects, direction, decision-making and
 

monitoring must emanate from a single, well-informed and organizationally
 
powerful source.
 

5. The approach to implementation of these Projects should provide a
 
replicable model for further use by the GOM.
 

STRATEGY STATEMENTS FOR DONOR COORDINATION IN THE PROJECTS
 

1. The donor coordination which has been a critical part of the design
 
and the design process for the Projects must be systematically maintained
 
and intensified.
 

2. Donor coordination must be an interactive process engaging the MOA,
 
the World Bank, USAID and other relevant organizations at multiple levels
 
to ensure effective collaboration and cooperation.
 

3. Effective donor coordination requires that all organizations take
 
the long-term program perspective of the MOA.
 

4. Donor coordination must be translated into unified operational
 
systems consistent with MOA policies, practices and capacities so that,
 
over the long-term, MOA is structurally and functionally strengthened.
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STRATEGY STATEMENTS FOR TRAINING IN THE PROJECTS
 

1. 
 The ultimate purpose of training is institutional strengthening to

improve MOA's performance at all levels.
 

2. Training must be performance-oriented, competency-based and linked
to MOA planning and programming to ensure that the MOA, the groups and
the individuals involved all 
get relatively immediate and effective
 
results.
 

3. The overall training orientation will be to coordinate the total
range of approaches and activities associated with training and to

strengthen the integration of technical, departmental and functional
 
areas.
 

4. The Training Advisory Committee and Training Unit will become the

focal points for enhancing, rationalizing and managing an
 
institutionalized training program.
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SOME STRUCTURAL ISSUES RELATED TO PROJECT COMMITTEES
 

The various project documents reflect agreements on the need for two
 

coordinative bodies - a Projects Steering Committee and a Training
 
The overall need for these Committees is to enhance
Advisory Committee. 


project management in a program context, providing a model replicable
 

with other prGjects, and with other program contexts. Proposed Terms of
 

Reference for the Committees follow.
 

The Projects Steering Committee chaired by the Secretary for Agriculture
 

is an overall guidance body for the three projects, assuring both their
 

integration into the larger MOA program, and their achievement of the
 

Projects' goals. As such, the Committee will regularly review
 
implementation progress, review and approve annual workplans and budgets,
 
formulate policy recommendations for the overall program which emerge
 
from project implementation, identify lessons 'earned with a program wide
 
applicability, and recommend approaches to strengthening implementation
 
areas facing difficulties.
 

The Training Advisory Committee is to provide overall guidance to the
 

Training Unit in its development of the ministry-wide training program.
 

The Training Advisory Committee will recommend training policy, assure
 
training's full integration throughout the Ministry, establish training
 

priorities, review and approve the Training Unit's annual workplans and
 
budget before forwarding them to the Steering Committee for ratification,
 
assist in resolving training issues, and review and disseminate lessons
 

learned by the Unit. Working groups, representing various members of the
 

MOA and their immediate training needs and experiences, will provide
 
background information for the Committee.
 

There are a series of issues related to the establishment of these two
 
bodies which ought to be resolved now to facilitate pre-implementation
 
work. These issues are as follows:
 

1. Steering Committee Structure
 

2. Steering Committee Secretariat
 

3. Steering Committee Membership
 

4. Training Advisory Committee Structure
 

5. Training Advisory Committee Membership
 

Each of these issues, and recommendations which have emerged from initial
 

interviews, is further discussed below.
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Issue 1: 
 Steering Committee Structure Recommendation: 
 The existing MOA
Management Committee will function as the Steering Committee, by holding
special meetings focused on these three Projects. For these meetings,
its membership will be modified to meet the functional requirements of

the Steering Committee.
 

As we understand it, the existing MOA Management Committee has a 
mandate
and structure which significantly overlap with those of the intended
Projects Steering Committee. It is chaired by the PS, the US is the
Secretariat, and membership includes the DS, CARO, CAO, CVO, CAS (NRDP),
CAS (1), CPrO, CA, FC, ACPO. 
 Its functions include reviewing overall
program progress and management, assuring coordination, developing
relevant policy recommendations, and approving workplans and budgets.
 

These functions, 
 nd the structure, overlap significantly with those
proposed for the PJjects Steering Committee. The attention of the
Management Committee is on 
:2l activities within the agricultural
program, while specific attention to and in-depth understanding of these
three projects is required to carry-out the Steering Committee functions.
 

Having the Management Committee assume these functions provides an
opportunity to dssure program-wide integration of the activities under
these Projects, to provide the program-wide experience of the Management
Committee to the 

an existing group. 

new Projects, and to enhance the program perspective of
It also avoids adding an additional functional body
to an already functioning ministry. 
Under this recommendation, the
Management Committee will hold periodic meetings in which these three
Projects are the specific focus. 
 They would be held at least quarterly,
with additional meetings called as required. 
Committee members, who if
not for these three Projects would not be on 
the Committee, would be
Management Committee mL.ibers only during the meetings addressing these
 
Projects.
 

Issue 2: 
 Steering Committee Secretariat Recommendation: When the
Management Committee is functioning as the Steering Committee, the CPrO
will be the Secretariat.
 

The secretariat for the Steering Committee should be a unit thatregularly functions from a position providing direct and regularinteraction with all units involved in the activities of the Projects.It should also be a unit whose regular organizational perspective
encompasses all these units, and is 
at least somewhat removed from their
day-to-day operations. Finally, it should be a unit with ready access to
the information and supportive materials whicn will be required by the
Steering Committee. 
 We believe these criteria are best met by the

Planning Division and the CPrO.
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Issue 3: Steering Committee Membership Recommendation as follows:
 

The most important consideration here is the balance between a Committee
 
at an appropriately high level'that directly represents each unit
 
affected by the Projects, and a Committee of sufficiently restricted size
 
to permit regular and full attendance, while providing an
 
effectively-sized working group. To address this problem, we recommend a
 
relatively small core Committee, with additional members having
 
ex-officio status. Ex-officio members would be available to provide
 
feedback and back-up data to the Committee but would not play a central
 
role in intra-Committee discussions and decisions. In addition, the
 
Committee will invite others for specific meetings according to the
 
agenda being discussed. Membership may be adjusted as implementation of
 
the Projects warrants.
 

Core membership: 	 PS, Chair
 
CPrO, Secretariat
 
DS
 
CAS (I)
 
CAS (NRDP)
 
US
 
CARO
 
CAO
 
CVO
 
MOF Representative
 
OPC Representative
 

Ex-officio membership: 	CA (Chief Accountant)
 
FC (Financial Coordinator)
 
ACPO (Personnel Officer)
 
Donor Representatives (1 USAID, 2 IDA)
 

Issue 4: Training Advisory Committee Structure Recommendation: The
 
Training Advisory Committee should be constituted as a Special
 
Sub-Committee of the Steering Cimmittee
 

Again, for the sake of maximizing the integration of these projects into
 
the overall agricultural program, as well as to assure the closest
 
possible relationship of the programming and training functions, tfit
 
Training Advisory Committee will be constituted as a Special
 
Sub-Committee of the Steering Committee. For specific meetings,
 
additional individuals could be invited as appropriate to the agenda.
 
Membership can bp adjusted as implementation proceeds and changes are
 
warranted.
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Issue 5: 
 Training Advisory Committee Membership Recommendation as follows
 

Core membership: 
 CAS (I) Chair
 
Head of Training Unit, 	Secretariat
 
CAS (NRDP)
 
CARO
 
CAO
 
CVO
 
CPrO
 
US
 
Bunda College Principal

Natural Resources College Principal
 

Ex-officio Membership: 	ACPO (Personnel Officer)
 
OPC (PMT) Representative
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AGENDA AND SUMMARY NOTES OF SEPTEMBER 18, 1985
 

PRE-STEERING COMMITTEE MEETING #1
 

1. Meeting Purpose
 

2. Agenda
 

3. Participants
 

4. 	Areas Requiring
 
Immediate Attention
 

5. Issues Discussed
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Ref. No. 38/10/1 	 16th September$ l 8
 

FROM, 	T111 SECRETARY FOR AGRICULTURE, PO, BoX 3o34, LILONGWN 3e 

TO: 	 THE UNDER-SECRETARY, MINISTRY OF AGRICULTURE HEADqUARTEtM9
 
LILONGWK 3.
 

THE CONTROLEr- OF AGRICULTUAL SERVICES (INSTxUTzONS)$ 
MINISTRY OF AGRICULTURE HADQUARTERS, LILONGWE 3. 

TIL CULT AGRICULTURAL RIEEARCH OFFICER, LILONGWZ03. 

. a- %.4IIEFAGRICULTURAL OFFICL , LLONGW 3. 

THE CHIEF VLKRINARY OFFICER, PO. BOX 30372, LILONGWE.3 

THE PRINCIPAL ECONOMIST (PLANNING), MINISTRY OF AGRICULT1UR 
MUN4UAR2ERS, LI NGW 
30
 

MALJAQI 	AGRICULTURAL RESARCH AND EXTNSION PROJ 
 (MARE) I 
PRE-IMPLMN TATIaN CONSULTATION 

You are kindly invited to attend a meeting schiduled for Wedneuday
 
the 18th of September, 183 at 2.00 pose I the eonforemeo res*
 

The overall purpose of the meeting will be to begis 7rowialmemtatimn 
activities for the USAID-spoesred Kola0i Agricultural Research and
Extenseon (MARE) Project, and related aetivities ader Ts World Dank­
spoasered National Agricultural Ressearh Project and Agricultural Xxtsit 
and Planning Support Projest. 

To assist in these offorts, a team has boos provided to us fron the
 
Develepment Programs Management Center (DPW) of thd Uaited States -­
of Agriculture. 
 A proposed plan of work from tis tea Is aftesbed for 
your review prior to the eetiag. At the meeting we will ome to apgqnNot 
as to the foous, priorities and approach for the pr-inplemoatatifo 
astivities we will carry out with the team. 

The meeting will be ohaired by the Prnaelpal Seretary sad fteilitated 
by Mr David Levine of the DPMC teas. The aesda is as folloeve
 

- Introduotory cements by tke Principal SerotaMr 
- Introductionsasl Roles In Implememtiag the projeete 
- Review of Conditions Precedeat and Coaditleas of IffeetIvme 

far Implementing the Projeets 
- Selecting Priority Areas for Pre-Implemstatioa Plsaning 
- Next 	steps for our work with the team
 
- Summary and closing remrks by the Prtiutel fretary. 

The director of USAID has also boe invited to attend this metW 
in der to facilitate disousaiozei 

for SECRETARY FOR AORICULTURE 



MARE PROJECT PRE-IMPLEMENTATION PLANNING
 

START-UP MEEHING 18/9/85 2:30 
- 4:30 p.m.
 

MINISTRY OF AGRICULTURE
 

Attached Materials
 

1. Meeting Purpose and Intended Outcomes.
 
2. Agenda.
 
3. Participants.
 
4. Pr .Implementation Areas requiring Immediate Attention.
 
5. Issues Discussed.
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1. MEETING PURPOSE AND INTENDED OUTCOMES
 

A. OVERALL PURPOSE
 

TO BEGIN A PROCESS OF PRE-IMPLEENTATION PLANNING WHICH IS:
 

* 	 USEFUL 

* 	 RESPONSIVE 

* 	 MUTUAL 

* 	 FOCUSED 

* 	 ON-GOING 

B. INTENDED MEETING OUTCOMES 

* 	 ESTABLISHMENT OF A MUTUALLY COMFORTABLE, TASK 
FOCUSED APPROACH TO THE WORK AT HAND. 

* 	 CLARIFICATION OF THE BASIC COM1PONENTS OF THE 
MARE PROJECT AND OUR ORGANIZATIONAL ROLES. 

* 	 CLARIFICATION OF CONDITIONS PRECEDENT (CP'S) 
FOR MARE, AND CONDITIONS OF EFFECTIVENESS 
(CE'S) FOR THE RELATED TWO WORLD BANK PROJECTS. 

* 	 AGREEMENT OF PRIORITY PRE-Ir.PLEMENTATION 

PLANNING AREAS. 
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2. AGENDA
 

* INTRODUCTORY COIIENTS BY THE PRINCIPAL SECRETARY. 

* COtMENTS BY THE AID REPRESENTATIVE. 

INTRODUCTIOS AND ROLES IN IMPLEMENTING THE MARE PROJECTS.
 

REVIEW OF MAJOR MARE PROJECT COMPONENTS.
 

REVIEW OF MARE PROJECT CP'S AND RELATED WORLD BANK PROJECT CE'S.
 
* IDENTIFICATION OF PRIORITY PRE-IMPLEMENTATION PLANNING AREAS. 

ESTABLISHMENT OF NEXT STEPS IN PLANNING PROCESS. 
* REVIEW/SUI.1ARY AND CLOSING COMMENTS. 

C.4
 



3. PARTICIPANTS
 

NAME 
 POSITION AND ORGANIZATION
 

1. H. N. Mbale Secretary of Agriculture
 

2. D. C. W. Kdmbauwa 	 Ministry of Agriculture (US,
 

3. S. S. Kamvazina 	 Ministry of Agriculture 1CAS I)
 

4. R. F. Kanvinya 	 Ministry of Agriculture (Planning Division)
 

5. Mr. Banda 	 Ministry of Agriculture (Planning Division)
 

6. Enock M. Ntokotha 	 D.A.R. (HQ)
 

7. Carlos Palin 	 D.A.R. (HQ)
 

8. Mrs. B. R. Ndisale 	 D.A.R. (HQ) Research Economist
 

9. F. M. Kangaunde 	 D.O.A. (HQ)
 

10. L. P. Nkhc~era 	 Veterinary Department
 

11. John F. Hicks 	 A.I.D. Representative, Malawi
 

12. Richard Day 
 Program Officer, USAID/Nalawi
 

13. 	 Merlyn Kettering US Dept. of Agriculture, Development
 

Program Management Center.
 

14. David B. Levine 	 Develop. Program Management Center.
 

15. Bob Johnson 	 Pre-Implementation Team DPMC
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4. PRE-IM1LEHENTATION AREAS REQUIRING ATTENTION
 

1. Official/Fiscal Actions
 

USAID CP, by 20/12/85: Identification of"ResDonsible Parties"
 

(USAID and MOF)
 

IDA CEs: Establishment of "Special Accounts"
 

2. Establishment of Steering Committee Over all Three Projects
 

CP and CE: USAID requires by 20/12/85
 

Questions of membership, mandate, procedures, initiation
 

Current thinking as to membership: 

PS - Chair 

CAS (NRDP) - Secretariat 

CAS (I) CAO DCAO/Training (?) 

US CVO CA (?) 

-CARO CPrO FC (?) 

MOF Representative
 

Balance needs be between representation and size.
 

Perhaps some would be ex-officio members.
 

3. Establishment of Training Unit in MOA, under CAS(I), and Establish­

ment of Training Advisory Committee.
 

CP and CE: USAID requires by 20/1/86
 

Local Staffing - Unit head to be a P5
 

Advisors 	- Training Advisor
 

Training Specialist (main focus on Training of Trainers)
 

The advisors funded by USAID and to be hired under personal
 

services contracts.
 

Mandates of both TU and TAC need definition
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4. Completion of Local Staffing Requirements
 

DAR - HQ and Resear.Stations and Commodity Teams
 

DOA - HQ
 

PD - HQ
 

Training Unit
 

5. International Recruitment and Procurement
 

DAR - IDA funded, plus "Title XII" USAID funded for 5as well as
 
some procurement under the Title XII contract
 

DOA - IDA funded, plus USAID funded Mass Media Specialist
 

PD- IDA funded
 

Training Unit, - USAID funded, personal services contracts
 

Civil Works- IDA funded
 

Issues include how recruit, how select, how manage, how
 

integrate
 

6. Development of First Year Workplans and Budgets
 

7. Others to be Added as Result of Team's Work
 

For each area focused on by the Team, the intent would be to produce
 

a general workplan which would provide guidance for operations
 

and management over the next 6-9 months, and specifying what needs
 

to be done, by when, by whom, and with what considerations or criteria
 

to be kept in mind.
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5. ISSUES DISCUSSED
 

1. Title XII Contract
 

Do all 5 individuals need be from same university?
 

How will they be integrated into the MOA and managed?
 

How assure GOM selection of the most effective individuals
 

rather 	than just the university?
 

How develop the overall contracting and selection mechanisms to
 

assure maximum GOM involvement?
 

2. Donor Collaboration
 

How deal with differing fiscal, monitoring and reporting
 

requirements?
 

How assure minimal disruption to on-going MOA work through
 

multiple supervision requirements?
 

How put substance onto the statements of donor coordination
 

in the project documents?
 

3. Reconciliation of some differences in numbers among the three
 

project documents.
 

It was decided that all these items would be pursued in a follow-up
 

meeting the next morning with Mr. Kavinya, Mr. Day and the Team.
 

A series of individual and smaller group meetings would be
 

conducted by the team over so,
the next week or with a further
 

large summary meeting to occur prior to Dr. Kettering's departure.
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APPENDICES D
 

NOTES OF MEETING WITH PLANNING DIVISION
 

SEPTEMBER 12-13 SEPTEMBER, 1985
 

1. Overall Meeting Purpose
 

2. Intended Outcomes
 

3. Agenda
 

4. CPs and CEs
 

5. Priority Attention Areas
 

6. World Bank Projects
 



MLARE PROJECT PRE-IMPLENNTATION ASSISTANCE
 

INITIAL MEETINGS WITH MOA PLANNING DIVISION
 

12/9/85 1:30-4:00 p.m.
 

13/9/85 11:00a.m.-12:15 o.m.
 

Package Contents: I. Overall Meeting Purpose
 

II. Intended Meeting Outcomes
 

III. Meeting Agenda
 

IV CPs and CEs
 

V. Priority AttenLion Areas
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MARE PROJECT PRE-IMPLEMENJTATION
 
ASSISTANCE
 

INITIAL MEETIiGS WITH MOA
 
PLANJNING DIVISION
 

12/9/85 1:30 p.m. - 4:00 p.m
 
13/9/85 11:00 a.m. - 12:15 p.m..
 

i. OVERALL ME ;TING PURPOSE
 

TO COMMENCE A USEFUL IMPLEMENTATION PLANNING 
CONSULTANCY
 

- FOCUSED
 
- RESPONSIVE
 
- MUTUAL
 
- ON-GOIHG
 

II.INTENDED MEETING OUTCOMES
 

* 	 ESTABLISHMENT OF A MUTUALLY COhFORTABLE, TASK-FOCUSED APPROACH 
TO THE WORK AT HAND. 

* 	 AGREEMENT AS TO THE MAJOR IMPLEMENTATION REQUIREMENTS IN THE 
NEAR FUTURE. 

TDENTIFICATION/CLARIFICATION OF THE PLANNING DIVISION'S
 
MARE-RELATED PRIORITIES & CONCERNS.
 

* 	 SPECIFIC PLANS FOR "ENTRY ACTIVITIES" WITH REST OF MOA. 

* 	 SPECIFIC PLANS FOR NEXT STEPS Off PLANNING DIVISION PRIORITIES.
 

D.2
 



III. AGENDA FOR
 

A. 	12/9/85 MEETING
 

Review/Modify Proposed Purpose, Outcomes & Agenda.
 

• 	 Getting Acquainted -- Who we are; Our roles in MARE; Our
 
"histories" with M,ARE; Why we want it to be successful; What
 
we mean by "success".
 

Review/Modify Preliminary Plan of Work.
 

Review MARE Project Grant Agreement (ProAg) and identify major
 
areas for concentration and major tasks.
 

B. 	AGENDA FOR MEETING CONTINUATION
 

Review Agenda.
 

Questions Re: Mare Project Description (from ProAg Annex).
 

Review Conditions Precedent (MARE Project) and Conditions of
 
Effectiveness (World Bank Projects).
 

Identify Priority Implementation Areas.
 

Identify Departnents/Individuals in MOA to be Involved.
 

Identify who in Planning Division to have major Coordination
 
Role over next two weeks (Mr. Banda identified)
 

Review where we are and wish Mr. Njolwa a good trip!
 

D.3
 



IV. CP'S & CE'S 

A. MARE CONDITIONS/(CP'S)
 

1. IDENTIFICATIIN OF "RESPONSIBLE PARTIES".
 

2. STEERING COmMITTEE 

To be formed within 90 days of signing (15/12/85)
 

PS -- Chair 
 - How many?

CAS(I) 
 - How often?
 
CAS (NRDP) -- Secretariat - Major functions?
CVO - Ex-officio memb.? 
11OF 
CARO 
CAO Plus maybe CTO, CA, FC.
 
CPO

US 

3. 
 TRAINING UNIT ESTABLISHED AND STAFFED (within 120 duys; by oa 
15/1/86 

Traininf Advisory Committee (TAC) in place right away, and
 
UjjfJ) so advised. 

MOA identifies the persons to staff Training Unit.
 
- US (currently heads the TC)
 
- PS approves
 

Goes to Personnel Management and Training in OPC
 
-
 They approve position and either accept the candidate or
 

go for "floating" the positioi.
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V. PRIORITY AREAS FOR PRE-ILE4NTATION ATTENTION
 

1. Steering Committee
 

-One 	function being to review implementation plans for the
 

other areas and serve as the monitoring organization
 

2. Training Unit and TAC
 

-PS 	issues a circular creating the TU and replacing the
 

existing training committee
 

3. MOA Local Staffing
 

4. International Recruitment
 

5. Procurement
 

6. Overall Plans for Local Currency Expenditures in Year I (the
 

first annual workplans)
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B. WORLD BANK PROJECTS
 

CONDITIONS OF EFFECTIVENESS (CE'S)
 

1. 	 ESTABLSHIENiT OF SPECIAL ACCOUNTS
 
NAR (National Agricultural Research)

AE & PS (Agricultural Extension and Planning Support)
 

2. 	 MOA STAFFING IN PLACE (LOCAL)
 
- Training Unit 
 USAID
 

- Res. 
Station admin. Officers 
 NAR
 
- Deputy CARO
 
- ARC Secretariat
 
- DAR Reorganization
 
- Nat'l Research Coordinations
 
- DAR Procurement Officer
 
- Deputy CAO 
 . eA 

3. INTERNATIONAL RECRUITMENT (ADVISORS)
 

- TrAining Advisor 
 USAID
 
- Training Specialist
 

- ARC Advisor
 
- Procurement (Selected) 
 NAR
 

- P & B/Finance (Selrcted)
 
- Librarian (Selected)
 

- Extension Management and Planning 
 AE & PS
 
-
 Planning and Management
 
- Systems Analyst
 

4. PROCUREME11T 	--
CIVIL 	WORKS (NAR) AND "TITLE XII" CONTRACT (USAID)
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APPENDICES E
 

NOTES OF MEETING WITH PLANNING DIVISION
 

SEPTEMBER 19, 1985
 

1. Donor Coor '
 

2. Titlpr contract
 

3. Numbers Reconciliations
 



MARE Project Pro-IMplementation Con5ultancy
 
Minute5 of 19/9/85 Follow-Up Meeting
 

Participants: Mr. Kavinya, Planning Division
 
Mr. 	Banda, Planning
 

Mr. 	Wilhelm Cornelius, Planning
 
Ms. 	Brave Ndisale, DAR
 
Mr. 	Carlos Palin, DAR
 
Mr. 	Richard Da), USAID
 
Mr. 	David Levine, DPMC
 
Dr. 	Merlyrn Kettering, DPMC
 

The 	meet ing 4,aQ held tc pursue at greater depth a set of Issues which had
 
ar;5ser, ir the general MOAr start-up meeting the day before. The meeting was
 
chaired by Mr. Kavinya, and facilitated by Mr. Levine. Its overall purpose was
 
to review each issue, ard for each to arrive at a common understanding of the
 
issue itself, and where appropriate to concur on further actions to be taken.
 

The 	agerda was established as follows
 
1. Donor Coordination Financial and Supervisory
 

2. Mechanism5 for Assuring Adequate GOM Control of the
 
Selection and Integration of Both the Title X1I Contractor,
 
and the Individual Technical Assistants
 

3. Implications of the Shortage of Available Housing in Lilongwe
 

4. Reconciling Some Differences in Numbers in the Various
 
Project Documents
 

I. Donor Coordination
 

A. Financial. The involved issues had to 
do with the various accounts and
 
currencies which must be accounted for in the Projects. There are donor funds
 
from both the World Banl and USAID, some of which are spent offshore as foreign 
e,.charge and some of which are used for local currency e.Npenditures. There are 
also GOM funds, some of which are from the or-going Revenue Account, and some 
of -0 1ch rep, e e .t New Recurrent Cos5ts. Jar-cus requirements for separate 
accounting were discussed, and areas of increased possible efficiency 
identified. The following recommendations were agreed to:
 

I. 	 The inclusior, of the Financial Coordinator, MOA on the
 
Steering Committee would be considered and discussed with
 
the various individuals with whom the team would be meeting.
 

2. 	The team would meet with the FC, Mr. Kyumba and solicit
 
his 	views on these issues.
 

3. 	 USAID will try to set up a I20 day advance fund for the
 
Project, which based on the 5ubmissior, of adequate financial
 
accounting of e.penditures to date would be replerished at 60 da)
 

intervals.
 

4. 	 Liaison with the MOF Fhould be establishei ht th- e rliest 
fet it,t- tim':-. i,t- ic, ¢.r should d; .cu t. ih the general 
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sources, the mos1 competent team possible. He also reminded the meeting that
 
consortia of univer'sitieE as well as individual institutions can bid. The
 

following rec, mmendations were agreed to­

1. 	That DFML,,.uld include atierticr, to spe-ci fiying with the
 

MOA an o,,erall p-cces5 for the Title XII contracting, from
 

development of the Scope of Wor (Terms of Reference) to
 
proposal review to assessment and selection of the institution(s 1
 

and 	individuals to preparation of the individuals selected.
 
2. 	 That DPM: would include in its activities drafting with 

the GOM and USAID a Scope of Work. for the contract. 

3. 	 That if possible, the Request fo,- lehnical Proposals (ROMPMA 
institutions to include candidates from outside their regular 
5taff if sc doing would strengthen the proposed teams.
 

III. Lilongwe Housing
 

Given the current housing shortaec in Lilongw,, the Ministr\ indicated that it 
mi'ght prove difficult to provide housing for the Technical Assistants, as
 
stipulated in the MAPE FroAg. Outside of Lilcngwe, there would be no 
difficulty given both the new housing being constructed under the IDA Projects
 
and 	the fact that significant numbers of individuals would be going abroad for
 
participant training. It was agreed that Mr. Day would checl the details of
 
the 	agreement, and the funds and cost factors used in assembling the MARE
 
Project budget to determine what if any fle.ibility is possible. The issue
 

will then be further discussed.
 

IV. 	Numbers Reconciliations
 

The discrepancies were deemed to be minor, and what was important was to
 

understand what numbers ought to be commonly used in the various planning
 
processes. Mr. Day will check the specific numbers identified, after which
 
we'll decide what if anything needs to be done to align them. The specific
 
discrepancies pointed out include the following (page references are to the
 
MARE Project ProAg).
 

1. 	P.S -- 4 P-Ys for Specialist vs.S P-Ys 
2. 	P.8 -- 30 P-Ms for Ag Comm Spec vs. 36 P-Ms 

3. 	Also, we need to clarify whether the full time person is
 
called the Ag Comm Spec or the Mass Media Specialist?
 

4. 	Are there 33 or 35 P-Ms of short term ag e?.t assistarce?
 
S. 	P.12 -- All other ADDs to use the results of the MZUZLI
 

Pilot by 30,'4/88 seems early given the need to evaluate the results of
 
the pilot before proceeding. It was decided that moving ahead would be subject
 
to evaluation and decided and reflected in the annual worlplans.
 

The 	meeting was adjourned by Mr. Kavinya at noon.
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PROPOSED MEETINg V3GENDf
 
l1 October, 1985
 

Participants: Planning Livion, Minvstry of Agrinui ture; 
Representative5 of World Oank and USAID
 
Pre-loplement,t i~urPlanning Te,.m
 

Purpose: To eplore areas in which planning, moritoring and evaluation can be 
coordinated cn the Poject and to identify action 5tepa for coordination to be 
initiated. 

Critical hnmumpt ions;
 

The Three Project5 are Intereli.ted and impiementation will be integ;rated.
 

Aimaic.r goo! is to trengthen program maragementiwithin MOA.
 

MCAO, U3igD sno World BTnk: sy.t eris can be ore sufficient y flexible to permit
 

a high deogo: of ccardiraLion,
 

* 	Cod.i t.n in plrnrng, moritoring and ,,luation mu5t be sy~tematicaiiy 

planned, cpr-ried out anj assesUd throgc4hou, orj.ect implementation. 

The Planrl?, R[ivi or w!ll play a Ly role in program manacqerment and 
in t gration as Secreiria t;o the Steering Committee Management Commititee' 

Items for di~cusnior,
 

To 	that e.,t.aKi can planrn ng, manitcring and evalu.rtion be coordinated? 

ire there ohe areas for coordin~tic'n and cooperation? 

Who is repon5ib.e to ,'ntabV.h pattern3 and procedure6 for ccordination?
 

What are the flr~t steps5 in ,ajiLhing Coor'iidiin?
 

LJOiatinti.ior,.a need Lnmed te attenti.ona?
 

F.2
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MARE PROJECT PRE-IMPLEMENTATION CONSULTATION
 
PROPOSED PLAN OF WORK
 

I. Introduction
 

This proposed plan of work for the MARE Project Pre-Implementation

Consultancy reflects the initial analysis carried out by the DPMC team

prior to its arrival in Malawi. It is intended as an initial proposal,

which when reviewed and modified by the Ministry of Agriculture and by

USAID will provide a common understanding of the focus and approach of
 
the consultancy at its outset. In this way, the assistance provided by

DPMC can be of the greatest potential value to the Project.
 

Preliminary preparation activities were essentially of two types:
 

(1) review of basic program documentation, including the MARE
 
Project Paper, the Malawi National Agricultural Research
 
Project Staff Appraisal Report (World Bank), The Malawi
 
Agricultural Extension and Planning Support Project Staff
 
Appraisal Report (World Bank), and various back-up and
 
supporting documents; and
 

(2) interviews with knowledgeable AID and World Bank staff who
 
have been involved with one or more of these projects in both
 
Washington, DC and Nairobi, Kenya.
 

II. Overall Purpose and Intended Outcomes of the Pre-Implementation Work
 

A. Overall Purpose
 

To assist the Ministry of Agriculture and USAID/Lilongwe in
 
implementation of the MARE Project by identifying, planning

for, and initiating key activities and processes essential for
 
effective and timely implementation management. Focus will be
 
on those issues and areas most likely to have an impact on the
 
program over the next 6-12 months. We will include relevant
 
aspects of the two World Bank projects and other related
 
USAID-supported activities as required as a result of the
 
close interrelationships of the various efforts.
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B. 	 Intended Outcomes
 

1. 	 Identification and clarification of the key areas of the
 

MARE Project and the related World Bank and
 
USAID-supported efforts which need attention in the
 
immediate future, especially those related to Conditions
 

Precedent (MARE Project) or Conditions of Effectiveness
 
(World Bank projects).
 

2. 	 Selection of those areas of highest priority to which
 
effective assistance can be provided by the DPMC team.
 
Our preliminary planning has suggested the following as
 
possible areas of attention:
 

a. 	 The establishment of the MOA Steering Committee,
 
clarification of its purposes, respinsibilities,
 
membership, meeting frequency and procedures, and
 
secretariat. 

b. 	 The establishment, scheduling and activation of
 
necessary procedures for the remaining
 
international recruitment and procurement for the
 
program.
 

c. 	 Procedures and scheduling for any remaining MOA
 
position establishment and recruitment.
 

d. 	 The establishment of the Training Unit and Training
 
Advisory Committee, including systems for handling
 
the long term training components and for developing
 
initial Training Unit workplans.
 

e. 	 Specification of both managerial and operational 
responsibilities within the MOA for each key program
 
area.
 

f. 	 Specification of the on-going implementation support 
role of USAID and how it will relate to MOA 
responsibilities. 

3. Development of initial workplans to address the highest 
priority areas selected. Those workplans would pay
 

particular attention to implications for workloads within
 
the MOA, and to interrelationships and coordination
 
requirements among different sections of the Ministry,
 
between the MOA and the donors, and among donirs. They
 

would also anticipate important upcoming everts as
 
Steering Committee meetings, Agricultural Re'earch
 
Council meetings, donor supervision missions, and planned
 
workshops and seminars.
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4. 
 Provision of an approach to implementation management,
and specific planning tools that will enable appropriate

individuals within the MOA to continue developing and
managing crucial pre-implementation activities following

the departure of the DPMC team.
 

III. Proposed Approach and Overall Schedule
 

We propose to carry-out the work through an approach consistent
with DPMC's overall program management methodology. This means that we
will attempt to take a 
third party" role, keeping our focus on the
effectiveness of the MARE Project, and exploring requirements, issues and
approaches with the GOM, USAID/Lilongwe and others from that
perspective. 
We will remain aware of the limited time of our
consultancy, and try to initiate processes in support of MARE project
implementation which are appropriate to the day-to-day operational
context in Malawi, 
and can realistically be continued and monizored
within the on-going work of those with responsibility for the project in
both the GOM and the USAID/Lilongwe. 
 We will try to assure the full
understanding and support of what we 
initiate by those with
responsibilities for guiding and supervising the efforts, as well 
as for
implementing them. 
 To the degree possible, we would like to bring
various combinations of the key actors together at appropriate points,
while we 
understand that individual 
schedules and availabilities may
preclude at least some of this. 
 We will approach the work to the degree
possible through methods which can continue to be used in dddressing
additional 
Project areas and envolving issues. 
 In short, we hope our
consultancy will model 
a readily useable approach to managing project
implementation which will better focus, coordinate, and accelerate

project progress.
 

In general terms, we would see our 
activities proceeding as 
follows:
 

-
 Review and revise the preliminary plan of work (9/9-9/13,

Levine)
 

- Carry-out initial in-depth interviews (9/11-9/17, Levine)
 

- Develop and review with GOM and USAID/Lilongwe specific plans

for each member of the DPMC 
team (9/16-9-20)
 

- Carry-out those plans with interim reviews and refocusing as
appropriate (Levine through 9/25, Kettering through 9/30,

Johnson through 10/10)
 

- Wrap-up, debriefing with all 
key players, and review plans for
continuity (Levine ca 
9/26, Kettering ca 
10/1, Johnson ca
 
10/11)
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APPENDICES H
 

BRIEFING ON TRAINING UNIT (KETTERING)
 

1. Training Unit
 

2. Constraints/Inhibitors
 

3. Strategies
 



1Sth October, 198S
 
(0 R A F T)
 

TRAINING PROGRAM AND TRAINING UNIT
 

BRIEFING FOR CAS(H) AND USAID
 
15th October, 1985
 

(0 R A F T) M. Kettering
 

Subject: Training Unit, Ministry of Agriculture
 

Attached are my notes on our briefing. I will take the time after my return to
 
Washington, D. C. to write these into a more complete and comprehensible form
 
and forward it to you.
 

i. Functions of the training unit.
 

in the technical analysis and in the body of the Project Paper, e.g., p. 13,
 
the functions of the training unit are listed as:
 

I Manpower Development Plan
 
2 regular training needs analysis related
 

to annual staff performance review
 
3 draft selection criteria for training candidates
 
4 identify trainers and assist them with
 

training techniques and materials
 
5 contact appropriate sources of training
 
6 process candidates for off-shore training
 
7 maintlin records on trainees; and
 
8 serve as Secretariat for TAC
 

These fall into three primary areas:
 

Needs Analysis and Staff Development Planning (1,2,8)
 

Training enhancement in departments (TOT, methods, materials) (4)
 

Short-course and Overseas training administration (3,5,6,7)
 

It is unfortunate that the balance appears to be very heavily toward a purely
 
administrative function for overseas training and/or short courses from
 
e.ternal sources.
 

Additional congiderations should be introduced into the functions of the unit.
 
Although the argument may be made that these can be performed within the above
 
functions, there is no clear mandate for a more comprehensive and in-depth set
 
of functions. illustrative functions which are not explicit include:
 

institutional Strengthening and Performance (as basis for needs analysis)
 
not just individual competancies, but unit and organizational
 

compe,t cnt
 

Total learning nnrtor:ns to be r'eviewed, e.n., consideration of TA 
as important training resource; training and orientation of TA; 
improving effnct:vcness of meeting management; croas-fertilization 
and linfages between departments and levels, etc. 
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Courses must not be separated from preparation and follow-up for officers
 
and with their units/teams as well, the whole process of planning
 
for and orientation for learning, and of making use of learning
 
as individuals and units needs to be enforced.
 

Technology transfer implies dialogue and mutual learning, and learning to
 
use indigeneous technical knowledge in linking research & extension
 
so there needs to be more attention to content, vocabulary, concepts
 
that are within disciplinary (departmental) groups and between these.
 

Additional functional areas also need to be explicit such as working with
 
technical assistance persons and teams to meet training objectives;
 
Evaluations of training events, planning and performance; the
 
Consolidation of training plans into cohe-rent Ministry program and
 
balancing the various components to meet Ministry needs; and
 
coordinating liaison with donors with respect training.
to 


It is interesting to note that a better description of the functions of the
 
Training Unit is included on p. 11 of the PP:
 

The Training Unit wil utilize a variety of long- and short-term training to:
 
(1) upgrade the technical skills of researchers and extensionists, (2) transfer
 

adult eduction training methods to trainers; (3) imoroe OOA skills in
 
planning, administration, management and implementation, (4) strengthen the
 
linikages required for effective technology transfer between OOA and DAR at all
 
levels, and (S),continue to 
ensure that the mix of staff skills is appropriate
 
for the MOA's smallholder development program, institutional structure and
 
development priorities.
 

I strongly recommend that the final description be used and modified in
 
accordance with the above functions. It provides a more valuable, viable and
 
dynamic resource for helping the MOA fulfill its mission.
 

2. Institutional and Individual Constraints/Inhibitors
 

The following is a list of some constraints which will effect the development
 
of the training unit. These are illustrative, but critical; A fuller
 
discussion of these can be provided as planning and implementation proceeds.
 

* 	 narrow view of training function, not as cornerstone of long-range 

program, nor as addressing immediate performance gaps
 

* 	 technically oriented and bureaucratic oriented personnel, rather 
than methodolcgically oriented and performance oriented team
 

concern about intervening in 'turf" of e-isting training activities 
and f, or c f iri cijms Df Drosent prictice 

* 	 high e:.ectotiorm, but widely dierse--dith small staff and resources 

* 	 no institutional oacl stopping and support to provide linlages with
 
broader set of resources and methodologies
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fragmented, introductory, non-consistent training introduced through
 

present contracting/management mechanisms
 

* 	 overload of administration and administrative systems likely 

* 	 divisive beginning between "commitments" of World Bank and USAID 

training not a highly recognized profession, low incentives/rewards
 

* 	 scope of opportunity very broad, but priorities and focus not clear. 

Here I introduced the concept of the multiple "domains", functions and focii
 
which could be encountered in developing the program of the Training Unit-­
this was done in the form of a matrix, then eXpanded to a cube, and this can
 
als be further developed if useful.
 

3. The Strategies undertalen to build the unit and address the constraints.
 
used the following list, which is sometimas like apples and oranges and at
 
different levels of abstraction/concreteness, as a basis for comments on
 
strategies.
 

* 	 meet urgent needs and find areas for pilot successes 

functionally divide unit into admin, training enhancement and
 
overal planning and programming
 

unit must become a team, but effectively using broader set of
 
resources to fulfill its potential
 

* 	 build cadre throughout ministry 

tap TA resources for training
 

* 	 emphasi:e total learning cycle/process 

* 	 developed agreed-upon focii early with key clients 

* 	 automation of administrative functions 

* 	 careful selection/development of TU staff
 

look for significant incremental improvements as basis for
 

other changes (80-20)
 

introduce RRA methods for needs analysis (iterative, interactive)
 

build on "slice of the organization"
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Finally, the operational strategies must pay particular attention to:
 

a more comprehensive and appropriate set of qersonnel qualifications
 

than the technical and bureaucratic ones in the paper, e,g.,
 
dynamic, mobilizer, initiator, communicator, and so on. Remember
 
that the personalities/characteristics of the "founders" are often
 
the most iptportant variables in organizational success.
 

Note also that this will require a great deal of energy and
 
innovation as it is essentially a creative effort of building
 
something new and different.
 

timing and phasing will be most important for a successful program
 

along with an appropriate aense of purpose which is shared among all
 
key actors in the Ministry and its clients
 

training consolidation will require more resources that envisioned.
 

Clearly, even the equipment lists are incomplete (e.g., video for
 
training of trainers, funds for professional conferences, resources
 
for cadre building 3nd enhancement of training as a profession, and
 
so on.) A very early lool. should be given to operational planning
 
and areas of flexibility in resources and budgets to meet needs
 
of the training unit.
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APPENDICES I
 

ISSUES RELATING TO LONG-TERM PARTICIPANT TRAINING OVERSEAS
 

Working paper developed by team, but not distributed
 

to USAID or MOA during consultancy
 

1. Program Issues
 

2. Processing Issues
 



ISSUES RELATING TO LONG-TERM PARTICIPANT TRAINING OVERSEAS
 

The projects provide for almost 50 MOA professionals to receive long-term
 
overseas participant training. During the course of the consultancy
 
various discussions were held with MOA and USAID personnel to explore some
 
of the issues which might be anticipated to impact on this effort.
 

The following potential programmatic issues were identified:
 

*The need to identify, prior to participant's departures, the likely
 
roles to be played by them upon return to the Ministry, and to assure
 
that the course of study projected supports their likely
 
effectiveness in those roles.
 

*The need for participants to have clear understandings of their
 
likely role(s) upon return, and to develop strategies and initial
 
plans for assuring relevance and focus of the programs of study.
 

*The need for the technical assistance persons, who will carry out the
 
functions of the participants in their absence, to carefully
 
structure, document, and appropriately transfer their research to the
 
participants upon their return. In addition the need to assure that
 
the efforts carried out are appropriate and a priority of the MOA.
 

'The need for periodic reviews with participants during their
 
programs of study to assist them in monitoring progress, addressing
 
issues retarding their progress, keeping them current on the
 
in-Malawi situation and assisting them in retaining focus on and
 
relevance to their return situations in Malawi.
 

'The need for transitional planning, reviews and evaluation after
 
participants have completed their courses of study, and prior tn
 
assuming their roles in Malawi.
 

'The need for participants to share their new knowledge and opera­
tional perspective with other MOA professionals upon their returns.
 
through, structured plans and programs.
 

'The need for returned participants to network with each other to (i)
 
support application of their learning, (ii)assist and counsel
 
upcoming participants and (iii) interact with other MOA professionals
 
to expand applications and adaptations in their respective technical
 
areas.
 

There were also a range of issues relating to efficient processing and
 
monitoring of participants. Without attention to these, significant delays
 
in the start-ups and completions of the training are quite likely. They
 
include:
 

'The need for USAID to specify, and the MOA to rapidly provide the
 
required participant documentation, without which the training
 
cannot occur. This includes references, transcripts, and special
 
forms.
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'The need for continuing contact between the MOA and USAID during the
 
participants' programs of study, so that USAID and MOA are aware of
 
and can agree upon any modifications to the focus or the length of
 
study.
 

'The need for extended pre-course lead time for participants with less
 
strong academic records or other complications. With this extended
 
time, placements will more likely be obtained in a timely manner.
 

The Training Unit will be involved in addressing, all the above issues,
 
either from coordinating, participating, monitoring and/or record keeping
 
perspectives.
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APPENDICES J
 

WORKING PAPERS ON TRAINING UNIT
 

These papers were written by Robert Johnson based on a
 

review of the planning documents for the project. Information
 

from the Project Paper is presented here in summary form. As a
 

result of this consultancy, it will be necessary to review the
 

assumptions and descriptions included here, and to revise these to
 

reflect how the broader vision of training for performance improvement
 

will be realized.
 

1. Training Unit in MOA
 

2. Role of Training
 

3. Postgraduate Training
 

4. Academic Training
 

5. 	Budget of the Training
 

Unit
 

6. Job Descriptions
 



WORKING PAPERS ON THE TRAINING UNIT
 

Following are working papers prepared during

the pre-implementation stage of establishing
 
the ministry-wide Training Unit in the
 
Ministry of Agriculture.
 

* 	Fun,=tions of the Traiping Unit in MOA,
 

and Activities to Accomplish Them
 

* 	 An Overview of the Role cf Training
 

* 	Postgraduate Training Overseas by Year
 

* 	 Academic Training by Subject and Year
 

• 	 Budget of the Training Unit
 

* 	Job Descriptions, Draft Review Documents
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FUNCTIONS OF THE TRAINING UNIT
 
IN THE MINISTRY OF AGRICULTURE, MALAWI
 

The Training Unit will provide a single focal point for the

development of a staff training program in the Ministry of

Agriculture, and serve as secretariat to the Training Advisory

Committee. Functional linkages between research and extension
 
are to be strengthened through training, and processes related to

training, whenever possible. The capabilities of Ministry

personnel are to be strengthened to enhance the performance of

the Ministry in meeting the needs of smallholder families, with

special emphasis on reaching farmers who are unable to adopt high

input practices.
 

The Training Unit will:
 

1. Prepare a Staff Development Plan for the Ministry.
 

2. Perform systematic training needs analyses.
 

3. Develop staff training programs and assist in conducting
 
them.
 

4. Develop selection criteria for postgraduate candidates,
 
process them for overseas training and maintain training
 
records.
 

5. Establish an 
on-going corps of Trainers of Trainers, TOTs.
 

The scope of the Training Unit will include:
 

1. Postgraduate overseas degree training.
 

2. Postgraduate in-country degree training where available.
 

3. Postgraduate overseas short-term training.
 

4. In-service training in:
 

- Technical agriculture
 

- Methods and process skills
 

- Administration and management
 

Functions, RJ
 
6 October, 1985
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Functions of the Training Unit and Activities to Accomplish Them
 

All activities of the Training Unit are 
subject to approval
 
and counsel of the Training Advisory Committee.
 

1. 	Prepare a Staff Development Plan for the Ministry of
 
Agriculture.
 

Plan 	will include:
 
- Overseas postgraduate training
 
- In-country graduate training
 
- Overseas short-term training
 
- In-country short-term training
 
- In-service training
 

Plan 	will identify:
 
- Training activities to be carried out
 
- Individuals and/or audiences to be trained
 
- Trainers, Dates and Locations of training
 

2. 	Perform systematic training needs analyses.
 

Develop a process for systematically determining
 
training needs:
 

- Assign responsibilities for doing the analysis
 
- Prepare a timetable for carrying out the analysis
 

3. 	Develop staff training programs and assist in conducting them.
 

Prepare a detailed schedule of staff training programs
 
to be offered, that will:
 

- Include annual and long-term training proposals 
Identify topics, audiences, instructors, times and 
locations 

4. 	Develop selection criteria for postgraduate candidates,
 
process them for overseas training and maintain training
 
recoroB.
 

Develop a procedure which:
 
- considers the position for which a 
person is to be
 
trained, and type of person needed for the position
 

- provides opportunity for eligible candidates to
 
apply for training opportunities
 

- makes a selection based on the person judged to
 
be the most qualified candidate
 

- provides adequate lead time to make necessary
 
arrangements and provide proper orientation
 

5. 	Establish an 
on-going corps of Trainers of Trainers, TOTs.
 

Develop a systematic process fc.:
 
- Identifying areas of training for which trainers
 

are needed on a continuous basis
 
- Identifying Ministry staff and other qualified
 
trainers who are to be part of the TOTs team
 

- Systematically training the TOTs team in
 
technical agriculture, methods and process skills,
 
and administration and management, as needed
 

- Involving TOTs members in MOA training programs
 

FUNCTIONS,RJ 
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AN OVERVIEW OF THE ROLE OF TRAINING
 
IN THE MINISTRY OF AGRICULTURE
 

Training is a means of developing individuals and units
 
within the Ministry, strengthening the linkages between
 
research, extension and other sections in MOA, and making

the best use of limited resources to provide more effective
 
educational programs to smallholders and other Ministry
 
clients.
 

The Training Unit's responsibilities will include preparing

and implementing an on-going staff development plan for MOA,

coordinating and assisting with in-service training, and
 
overseeing long-term and short-term postgraduate training
 
programs.
 

1. 	 Traininq Promotes ProQram Coordination and
 
StrenQthening of Linkages ThrouQhout KOA.
 

a. 	Quality of educational programs delivered is
 
directly related to the quality of training
 
provided in those programs.
 

b. 	Training should be considered at the planning,
 
implementation and evaluation stages of program
 
development to obtain maximum benefit. 
 All
 
8imensions of training should be used.
 

c. Meetings and events held to prepare for or support,
 
training are as important for strengthening linkages
 
as direct training about linkages.
 

2. 	Training is an Effective Means of Prioritizing Programs.
 

a. Training is a natural aspect of program development,
 
implementation and evaluation.
 

b. 	Program rhanges can be supported through training by

directing the training toward the desired program

emphasis. Training should not always be reactive.
 

c. 	Establishing priorities for programs and related
 
training is a means of making highly effective use
 
of limited resources.
 

d. 	Changes in program emphasis through training needs
 
careful, conscious planning and must be combined
 
with equally strong efforts to modify and/or

eliminate programs or program components.
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Overview of Role of Training, Cont., Page 2 of 2
 

3. 	The TraininQ Program in MOA is to Encompass the Full
 

Range of Learning Experiences.
 

a. Training is to be at all levels of the ministry,
 

relevant to the work of each staff member, and at
 

his or her level of training and experience.
 

b. 	Training encompasses technical, methods, process
 

and management dimensions.
 

4. 	The Ultimate Purpose of the Training Unit is Building
 

and Strengthening MOA as an Institution.
 

a. 	The Training Unit and Training Advisory Committee
 

should work toward developing a self-sustaining
 

training process, regardless of future sources of
 

funding.
 

b. 	Training can be instrumental in strengthening and
 

developing organizational units as well as
 

individuals.
 

c. 	The process of identifying staff for higher degrees
 

should include an organizational needs analysis to
 

'determine types of training most needed by the
 

Ministry, and individuals most likely to make the
 

greatest contributions in those areas.
 

d. 	Properly used, training opportunities provide an
 

incentive for employees to strive for excellence.
 

T6,RJ
 
Oct.8,'85
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TRAINING UNIT, MINISTRY OF AGRICULTURE
ACADEMIC TRAINING BY SUBJECT AND YEAR
 

Subject 
 1985 
 1986 
 1987 
 1988 
 Total
 
Agronomy 
 6 
 6 
 6 
 3 
 21
 
Ag. Economics 


5 
 2 
 7
 
Ag. Engineering 


I 
 I
 
Ag. Extension 


3 

3
 

Biometrics 

1 
 1
(Statistics)
 

Communications 

1 


1
 
Entomology 


2 
 1 
 3
 
Forestry 


2 

2
 

Home Ec. Nutrition 
 I 

I
 

Horticulture 

1 
 1 
 1 
 3
 

Plant Pathology 2 

1 
 3
 

Total 
 10 
 19 
 11 
 6 
 46
 

Source: 
 Malawi Agricultural Research and Extension Project

Paper, USAID/Malawi (612-1215)
 

TRAIN.YR
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TRAINING UNIT, MINISTRY OF AGRICULTURE
 
POSTGRADUATE DEGREE TRAINING OVERSEAS
 

The exact number of Ministry of Agriculture personnel
 
who will receive postgraduate training will depend upon
 
how far the funds reach. Following is a postgraduate,
 
overseas training schedule based on estimated costs per
 
candidate.
 

TraininQ Area DeQree Start Complete Months Dollars
 

1985 N=10 N-10
 

Soil Survey PhD 9/85 9/88 36 $66,000
 
Entomology (nut tree) PhD 9/85 9/88 36 66,000
 
Maize Pathology MSc 9/85 9/87 24 44,000
 
Maize Breeding MSc 9/85 9/87 24 44,000
 
Entomology MSc 9/85 9/87 24 44,000
 

(Maize and Groundnut)
 
Hematology MSc 9/85 9/87 24 44,000
 
Agronomy (AR) MSc 9/85 9/87 24 44,000
 
Agronomy (AR) MSc 9/85 9/87 24 44,000
 
Agronomy (AR) MSc 9/85 9/87 24 44,000
 
Agronomy (AR) MSc 9/85 9/87 24 44,000
 

1986 N=19 N=19
 

Agronomy (AR) MSc 9/86 9/88 24 44,000
 
Agronomy (AR) MSc 9/86 9/88 24 44,000
 
Ag. Economics MSc 9/86 9/88 24 44,000
 
Ag. Economics MSc 9/86 9/88 24 44,000
 
Ag. Economics MSc 9/86 9/88 24 44,000
 
Agronomy MSc 9/86 9/88 24 44,000
 
(AR-Coord. Unit)
 

Ag. Economics MSc 9/86 9/88 24 44,000
 
(AR-Coord. Unit) MSc 9/86 9/88 24 44,000
 

Ag. Economics MSc 9/86 9/88 24 44,000
 
Agroforestry Agronomy MSc 9/86 9/88 24 44,000
 
Silveculture MSc 9/86 9/88 24 44,000
 
Horticulture (WPS) MSc 9/86 9/88 24 44,000
 
Communications/ MSc 9/86 6/88 33 55,000
 

Ag. Extension
 
Agronomy MSc 9/86 9/88 24 44,000
 
Agronomy MSc 9/86 9/88 24 44,000
 
Ag. Ed. & Training MSc 9/86 1/88 16 44,000
 
Agronomy MSc 9/86 1/88 16 44,000
 
Nutrition MSc 9/86 9/88 24 44,000
 
Ag. Ext. Ed./ MSc 1/86 1/88 24 44,000
 

Personnel Planning
 
Ag. Ext. Ed./ MSc 9/86 9/88 24 44,000
 

Admin/Mgt.
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Postgraduate Training Overseas cont. 2 of 2
 

Trainina Area 


1987 N=1l 


Agronomy, Maize 

Vegetable Production 

Agronomy 

Agronomy 

Ag. Economics 

Biometrics 

Entomology 

Agroforestry/Soils 

Soils Chemistry 

Farm Management 

Land Resource Surveys 


1988 N=6 


Vegetable Production 

Irrigation Agronomy 

Seed Pathologist 

Agronomy IMSc 

Farm Engineering 

Agronomy 


agree Start 
Complete 


9/90 

9/90 

9/89 

9/89 

9/89 

9/89 

9.89 

9/89 

9/89 

9/89 

9/89 


9/90 

9/90 

9/90 

9/90 

9/90 

9/90 


Months 


36 

36 

36 

24 

24 

24 

24 

24 

24 

24 

24 


24 

24 

24 

24 

24 

24 


Dollars
 

N=11
 

$66,000
 
66,000
 
44,000
 
44,000
 
44,000
 
44,000
 
44,000
 
44,000
 
44,000
 
44,000
 
44,000
 

N=6
 

44,000
 
44,000
 
44,000
 
44,000
 
44,000
 
44,000
 

Total N=46
 

PhD 

PhD 

MSc 

MSc 

MSc 

MSc 

MSc 

MSc 

MSc 

MSc 

MSc 


MSc 

MSc 

MSc 


MSc 

MSc 


9/87 

9/87 

9/87 

9/87 

9/87 

9/87 

9/87 

9/87 

9/87 

9/87 

9/87 


9/88 

9/88 

9/88 

9/88 

9/88 

9/88 


Source: 
 Malawi Agricultural Research and Extension Project

Paper, USAID/Malavi, (612-0215)
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BUDGET OF THE TRAINING UNIT
 
MINISTRY OF AGRICULTURE
 

Planned
 
Expenditures 
 USAID 
 IDA 
 GOM 
 TOTAL
 

Postgraduate 2, 255, 000 1,118, 000 3, 373, 000
Degree Programs,
 
Overseas
 

Postgraduate 393,000 689,000 1,082,000
Short-term Programs,
 
Overseas
 

In-Country 
 1,958,000 1,084,000 
 3,042,000

Training
 

Commodities 63, 000 63, 000 

Administrative 
 119, 000 

119,000


Support
 

Contingencies, 
 1,980,000 
 1,980,000

Inflation
 

GOM Personnel 

1,116,000 
 1,116,000


Salaries,
 
Secretaries,
 
EPA Study
 
Office Space,
 
Office Furniture
 
Office Supplies,
 
Equipment Main­
tenance,
 

Totals $8,449, 000 $3, 305, 000 $1, 116,000 $12, 870,000 

Budget, Oct 8, '85 
RJ 
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Draft Review Document 	 Workina Draft
 

STAFFING OF TRAINING UNIT
 

Position: Senior Training Officer, P5
 

Work Location: Ministry of Agriculture, Lilongwe, Malawi
 

Responsibility: 	 Technically and administratively responsible to
 
the Controller of Agricultural Services (CAS-I),
 
Ministry of Agriculture, Malawi
 

Scope of Work and Responsibilities:
 

The Senior Malawian Training Officer will be administratively
 
responsible for a Training Unit that is to be a focal point
 
for coordinated staff development in the Ministry of Agricul­
ture. The Training Officer will work closely with the Training
 
Advisor, for the life of the project, to develop a Ministry-wide,
 
comprehensive training plan.
 

The Training Unit's responsibilities will include preparing
 
and implementing an on-going manpower development plan for
 
MOA; coordinating and assisting with in-service training; and
 
management of both long-term and short-term training programs.
 

The Training Advisory Committee in MOA will provide guidance and
 
direction to the Training Unit. The Senior Training Officer
 
will serve as secretariat to the Training Advisory Committee.
 

Specific responsibilities include:
 

- Coordinating the preparation of a Staff Development Plan 

for the Ministry of Agriculture. 

- Coordinating the development of a process for periodic, 
systematic training needs analysis and for carrying it out. 

- Coordinating the development of selection criteria for 
postgraduate candidate&, development of a system for 
processing of candidates for overseas training, for 
maintaining records and for implementing the system. 

- To provide administrative leadership as the Training Unit
 
establishes an on-going corps of Trainers of Trainers, TOTs.
 

Qualifications
 

Required:
 
B.S. degree in agriculture;
 
At least 5 years of experience in the Ministry of Agriculture,
 

Malawi;
 

Ability to communicate effectively, orally and in writing;
 

Preferred:
 
Administrative and/or management experience with programs that
 

required inter-departmental cooperation
 
Experience planning and/or organizing training programs;
 
Experience assessing training needs of staff
 
Experience in training of trainers
 

J.1O 
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Draft Review Document 
 WorkinQ Draft
 

STAFFING OF TRAINING UNIT
 

Position: 
 Training Officers, PS
 

Work Location: Ministry of Agriculture, Lilongwe, Malawi
 

Responsibility: 
 Technically and administratively responsible
 
to 
the Senior Training Officer, Training
 
Unit, Ministry of Agriculture
 

Scope of Work and Responsibilities:
 

The Training Officers will function in 
a Training Unit that is
to be 
a focal point for coordinated staff development in the
 
Ministry of Agriculture. 
The Unit is to develop a Ministry-wide,

comprehensive training program. 
A Training Advisory Committee
 
in MOA will provide guidance and direction to the Training
 
Unit.
 

The Training Unit's responsibilities will include preparing

and implementing an on-going manpower development plan for
 
MOA; coordinating and assisting with in-service training; 
and
 
management of postgraduate training programs. 
The Training

Officers, under the direction of the Senior Training Officer,

will be responsihle for training at 
all administrative levels
 
of the MOA. 
 They will work closely with the Training

Specialist during the life of the project.
 

Specific responsibilities include:
 

-
 Developing and implementing a training program for trainers
 
of trainers in MOA departments.
 

- Working with the Senior Training Officer, Training Advisor
 
and Training Specialist to develop resource materials for
 
trainers at the ADDs, 
RDPs, EPAs, Residential Training Centers
 
and Farm Institutes.
 

- Work as part of the Training Unit Team to assist in
 
accomplishing various aspects of the overall training plan,

including training in technical agriculture, methods and
 
process skills, and administration and management.
 

Qualifications
 

Required:
 
B.S. degree in agriculture;
 
At least 2 years of experience in the Ministry of Agriculture,
 

Malawi;
 
Ability to communicate effectively, orally and in writing;
 

Preferred:
 
Administrative and/or management experience with programs that
 

required inter-departmental cooperation;

Experience planning and/or organizing training programs;
 
Experience assessing training needs of staff;
 
Experience in training and training of trainers;
 

JD3,RJ, Oct.7, 1985 J.11 



APPENDICES K
 

THE SMALLHOLDER FERTILIZER TRAINING PROGRAM
 

The smallholder Fertilizer Training Program overview and
 

description prepared by Robeft Johnson in response to a USAID
 

request for an in-depth review of this training activity. The 

material summarizes MOA and USAID documents and reflects 

conclusions from interviews with MOA and USAID officials. The 

assginment intended to provide an in-depth view of how MOA carries
 

out training at the present time and how the Training Unit might
 

relate to special and ongoing training activities.
 

1. Field Demonstrations
 

2. Move from Conventional
 
to Concentrated
 

Fertilizers
 

3. Questions to be Answered
 

4. Information/Summary
 



THE SMALLHOLDER FERTILIZER TRAINING PROGRAM
 

These working papers were developed for the
 
purpose of analyzing the status of training
 
in the program for removal of smallholder
 
fertilizer subsidies in Malawi, and movement
 
from use of conventional to concentrated
 
fertilizers.
 

Field Demonstrations with Concentrated
 
Fertilizers, 1985/86, Summary
 

* 
MOA Program to Move from Conventional
 
to Concentrated Fertilizers, Role of
 
Training Unit
 

Information Concerning Fertilizer/
 
Demonstration Program, Questions to
 
be answered
 

Information Concerning the Fertilizer/
 
Demonstration Program, Summary
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THE SMALLHOLDER FERTILIZER TRAINING PROGRAM
 

These working papers were developed for the
 
purpose of analyzing the status of training

in 	the program for removal of smallholder
 
fertilizer subsidies in Malrwi, and movement
 
from use of conventional to concentrated
 
fertilizers.
 

Field Demonstrations with Concentrated
 
,Fertilizers, 1985/86, Summary
 

* 
MOA Program to Move from Conventional
 
to Concentrated Fertilizers, Role of
 
Training Unit
 

* 	Some Responsibilities of the Training

Unit Concerning MOA Program to Move
 
from Conventional to Concentrated
 
Fertilizers
 

Information Concerning Fertilizer/

Demonstration Program, Questions to
 
be answered
 

• 	Information Concerning the Fertilizer/
 
Demonstration Program, Summary
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FIELD DEMONSTRATIONS WITH CONCENTRATED FERTILIZERS, 1985/86
 

$15 million, 3 years
 
Removal of smallholder fertilizer subsidies
 
Demonstrate use of concentrated fertilizers
 
Conversion to concentrated fertilizers
 

- urea 	 - storage problems - used on sugar cane and tea
 
- DAP diammonium phosphate
 

Series of demonstrations
 
1985-86 1986-87 est.
 

Maize 31 150 2-5 per ADD, 29 TCs, 2 res. sta.
 
Tobacco 7 30 
 Kasunga-3, Lilongwe-2, Tob. Res.Auth.-1,
 
Rice 11 25 
 NRC-1
 

49 205
 

Goal = 10% of fertilizer purchased will be Urea and DAP in 1986-87
 

Per cent fertilizer used
 
Maize 70 70.2
 
Tobacco 18 17.8
 
Rice 3 2.9
 

Maize Demonstrations
 
10 plots, 5 sets replicated twice lOxiO
 
conventional 20:20, CAN, DAP, Urea
 
fertilizers at equivalent rates
 

- 1/2 N 	& all P at planting 
- 1/1 N sidedressed
 

.4 ha
 
15 kg
 
25 pockets hybrid, 8 pockets composite, 150 kg. local
 

Dap 4.75 tons
 
Urea 4.75
 
20:20 6.25
 
CAN 6.0 for 30 sites
 

Training
 

1. 	Announced at National Crops Seminar, Aug. 26
 
2. 	A TC chosen for the demonstration in each ADD
 

- small team from Ministry visits each TC, Sept.
 
- select sites, 2-5 per ADD
 

3. 	ACAO, Ext. & Trng. draws up a detailed program for Ext. staff
 
to attend while demonstrations are carred out. 
 About 7 	visits
 

4. 	Training of farmers 
- 15 training days per month, 50,000 farmers per season 
- 1 million smallholder farmers, 25% use fertilizer 
- 10% goal means 25,000 farmers, I in 2 attending demos.
 

5. 	Extension officers will put in demo. at their DTC
 

Pa
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Extension and Training
 

1. 	Senior staff of ADDs trained by putting out demonstrations,
 
-
trained in use of concentrated fertilizers
 
- staff includes:
 

- Agricultural Project Officers
 
- Principals, Residential Training Centers
 
-
Subject matter specialists at ADDs
 
- Agricultural Development Officers
 

-
demos begin Nov. in south and Dec. in center and north
2. 	Jan. 
to May farmers trained, those attending day courses
 
- shown demonstrations
 
- seminar on costs of both types

-
discussion, demonstration of methodology, handling, storage
3. 	Dec. 
to 	May Tech. Assist. shown use of concentrated fertilizers
 

4. 	Field Days

5. 	Meetings in villages by technical assistants
 

Display on concentrated fertilizers at MCP

6. 	Yellow vans 
with films and puppet shows, April on
 
7. 	Pamphlet may be produced
 
8. 	Radio programs carry messages

9. 
All 	ADDstaff, including Section TAs instructed by September,
 

1986
 
10. 	System of training staff 
- reach entire staff in 
one 	month
 

SMS 	at ADDS - Ag. ProJ. Officers - Dev. Off. 
-	 Fld. Ass't.

ADD 	mo.mtg. Dem. at 
mo. mtg. 
 EPA 	mo. mtg.
 

SMS 	to APO, .APO to DO, DO to FA, 
all 	at regular monthly meetings
 

11. 
1986-87 growing season FAs help farmers with spot demonstrations
 

12. 	Minor crops demonstrations may be possible, vege.ables, fruits,
 
coffee, (20)
 

13. 	Demonstrations on 
farmers' lands
 

QUESTIONS ABOUT TRAINING IN THE FERTILIZER PROGRAM
 

1. 	How is money being used?
 
2. 	What training problems are there?

3. 	What could a 
Training Unit have done to help with training?

4. 	Is more needed in Mass Media area?
 
5. 	Could those doing the training benefit from
 

teaching methods, A-V?
 
6. 	What training help do demonstrators need?
 
7. 	Trainers in DAR, DOA, ADDs?
 
8. 	What are most 
urgent problems in training?
 

--	 the most important?

9. 
What would you like from the Training Unit?
 

10. 	Are better linkages needed?
 
11. 
If 	better linkages are needed, suggestions?

12. 
System of getting recommended practices out?
 

RJ, 	DEM, 25 Sept. '85
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MOA PROGRAM TO MOVE FROM CONVENTIONAL TO CONCENTRATED FERTILIZERS
 

ROLE OF TRAINING UNIT
 

Steps in Implementation 


1. 	Announcement at National 

Crops Seminar, Aug. 26 

- Background given
 
- Preliminary logistics
 
discussed
 

2. Team from MOA goes to each 

ADD to: 


- Select sites for 

demonstrations 


- Select site at a 

Regional Training Center 

for training field staff 


- Discuss requirements for
 
putting out demonstrations
 

-	Train staff about use of
 
concentrated fertilizers
 
and and on how to put out
 
demonstrations
 

3. 	Demonstrations put out in
 
November and December.
 

4. 	ADD staff trained at 

scheduled monthly meetings 

November, December 


5. 	ACAO (Mhango) will draw up a 

detailed program of activities 

for all extension staff to 

follow while demonstrations
 
are being carried out.
 

6. 	Farmers brought to see 

demonstrations from 

January to May 


-	 To Observe crop growth 

- To participate in demon-


strations of methods of 

handling and storing 


-	Presentations and discus­
sions on comparative costs
 

7. 	Field Assistants brought to 

Regional Training Centers for 

training, December to Ilay. 


Traininq Activities
 

Accomplished by extension specialist
 
and research staff.
 

Scheduled for October 4 to 15, 1985
 
Team consists of:
 

Eon Twiford
 
Ben Sizilande
 
Rice specialist
 
Tobacco specialist
 
Maize specialist
 

ADD team trains Ag. Dev. Officers
 
Development Offficers train Field
 

Assistants
 

Not accomplished. Training Unit
 
work with Extension and Training
 
Officer on this task in January.
 

Training Unit work with staff to
 
help them develop:
 

-	Lesson plans
 
-	Field Assistant Guides
 
-	Farmers leaflets
 
-	Posters
 
-	A/V materials
 

Training Unit work with staff at
 
RTCs. Follow-up on teaching
 
materials to be sure they are
 
available to all who need them.
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8. 	Field Days held at 
the demon-

stration sites, including 

relevant Research Stations, 

for:
 

- Farmers
 
- Local leaders
 
- Party Officials
 

9. 	Meetings in Villages held by 

Development Officers and Field 

Assistants 


-	Farmers be made aware of 

concentrated fertilizers 

and of their advantages
 

10. 	District Development Meetings 

held. Members of Parliament,
 
District Party Officials,
 
Chiefs, Heads of Government
 
Departments attend. 
 Project

Officers and ADD officials
 
discuss use of concentrated
 
fertilizers and their
 
advantages.
 

11. 	Displays on advantages of 

concentrated fertilizers 

shown at Malawi Congress
 
Party.
 

12. 	Yellow Vans will carry the 

message of concentrated 

fertilizer to villages by 

movies, slideshows, and/or 

puppet shows. 


13. 	Radio programs to carry 

messages on use and 

advantages of concentrated 

fertilizers
 

14. 	1986 Agricultural shows will 

have exhibits on use of 

concentrated fertlizers 


Bob J.
 
FERT2
 
29 Oct.,'85
 

Training Unit assist in training
 
of field staff on good Field Day
 
procedures.
 

Training Unit continue to work
 
with Extension and Training
 
Officer and Extension Aide Branch
 
to assure that teaching materials
 
are produced and distributed.
 

Same as number 8.
 

Exhibit was shown at 
the
 
Malawi Congress.
 

Training Unit begin work in
 
January with Extension Aids
 
Branch and other relevant
 
staff to make plans for
 
implementation.
 

Training Unit monitor system for
 
providing information to radio
 
staff.
 

Training Unit work with staff in
 
Extension and Training and
 
Extension Aids Branch to see
 
that exhibits are designed and
 
produced.
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SOME RESPONSIBILITIES OF TRAINING UNIT CONCERNING
 
MOA PROGRAM TO MOVE FROM CONVENTIONAL TO CONCENTRATED FERTILIZERS
 

I. 	Meet with relevant individuals and groups throughout the
 
adoption process to help assure involvement of extension and
 
research staff where appropriate, for improved linkage.
 

2. 	Work with appropriate staff member(s) to prepare lesson plans

for each training stage. Lesson plans to include:
 

- Teaching/learning objectives for each stage
 
-
List of what staff'need to know in each type of position
 
- Outline of content of subject being taught
 
-
List of materials needed to accomplish the teaching goals
 
-
When, where and by whom training is to be done
 

3. Lesson plans needed for training include one-on-one or group
 
meetings where:
 

I. 	ADD staff train Development Officers.
 
2. 	Development Officers train Field Assistants, and/or

3. 	Field Assistants are brought to the RTCs for training.

4. 	RTC staff train farmers at Residential Training Centers.
 
5. 	Field Assistants train farmers at farmer meetings.
 

4. 	Work with staff in the Ministry in such a way as to make
 
them look good in their assignment. Give recognition to
 
individuals for work well done.
 

5. 	Work with Extension Aids Branch and other relevant staff to
 
develop a series of brief, concise publications appropriate to
 
the various audiences, including Field Assistants, RTC staff
 
and farmers. Possible publications are brief guides for Field
 
Assistants, farmer leaflets, flip charts for 
use by Field
 
Assistants RTC instructors.
 

Bob J.
 
FERT3
 
Sept.29'85
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INFORMATION CONCERNING FERTILIZER/DEMONSTRATION PROGRAM
 

Selection of Land
 

I. How will land quality be assured?
 

2. Who will take soil samples?
 

3. Where will soil samples be analyzed?
 

Planting, Cultivating Harvesting
 

4. Who puts out demonstrations?
 

5. What problems faced?
 

6. Who supervises?
 

7. Who gets and delivers materials?
 

Agronomic Practices
 

8. Who is responsible for program-wide quality control? 
 How?
 

9. When is fertilizer needed for tobacco?
 

(seed 3rd wk. Sept., plant late Nov.)
 

Records, including yields of plote
 

10. 	Are there standardized reporting forms to be used?
 

(rainfall, temp., 
solar 	radiation, dates of planting,
physiological maturity, harvesting maturity, cob yld.,
useable grain yield., 
rotten grain etc. as appropriate

for each crop )
 

11. Who will develop them?
 

12. When will they be available to field staff?
 

13. Is this a structured program?
 

Farmer Training
 

14. Is 
a training package being developed on
 
-
handling and storage of fertilizers
 
-
financial advantages and other topics to be covered
 

15. Who would do such a training module?
 

16. 
Target date for completion of training module?
 

17. 
Who will coordinate with Extension Aids Branch?
 
K.8 



Information on Fert./Demon. Program Cont. Page 2 of 2
 

18. 	How will training of trainers be accomplished,
 
- by whom
 
- when
 
- with what assurances of quality control
 

19. 
How 	often will farmers attend courses?
 

20. 	Length of courses?
 

21. 	Does the farmer need an incentive to get him to the RTC since it
 
is time away from his fields?
 

Mass 	Media
 

22. 	Who will develop the program? When?
 

23. 	What resources are required?
 

24. Source of funding?
 

Seed and Fertilizer
 

25. 	How will seed and fertilizer be financed?
 

26. 	Who will procure these items?
 

27. 	When?
 

28. How will seed and fertilizer be distributed to all demonstration
 
sites?
 

29. 	When will seed and fertilizer be distributed?
 

30. 	Who will buy local maize and who will make determination of
 
quality?
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October 2, 1985
 

INFORMATION CONCERNING THE FERTILIZER/DEMONSTRATION PROGRAM
 

Information on the status of the proposed Fertilizer/Demonstration
 
project, designed to assist the Government of Malawi in converting

from conventional to concentrated fertilizers, was provided by Mr.
 
Mhango, Extension and Training, and two fertilizer specialists, Mr.
 
Benjamin Sizilande and Mr. Eon Tviford. Meetings were held on
 
October 2, 1985.
 

The MOA Team
 

A team from MOA, consisting of two extension specialists and three
 
researchers, will meet with a team from each ADD from October 4-15.
 
The team consists of:
 

Mr. Sizilande, extension fertilizer specialist
 
Mr. Twiford, extension fertilizer specialist
 
Mr. Ngwira, researcher in maize
 
Mr. Chaseta, researcher in rice
 
Mr. Chilemba, researcher in tobacco
 

Selection of Sites for the Demonstrations
 

The National Team has suggested general locations for the
 
demonstration/research fertilizer plots. 
 The Program Manager at
 
the ADD level is responsible for specific site selection in his
 
area, something he has experience doing from other demonstrations.
 
The MOA team and ADD staff will review and discuss the site
 
proposals at their meeting. 
The need for sound procedures when
 
selecting sites is well recognized by those interviewed.
 

Soil Samples
 

Since the plots will be used for both demonstration and research,
 
the researchers will collect soil samples. Samples will be tested
 
either at 
Chitedze or Bvumbwe, using established procedures. A
 
history of soil tests is available from the Residential Training

Centers and Research Stations where the plots will be located.
 

Distribution of Seed and Fertilizer
 

The method of distribution of seed and fertilizer will depend upon

the source. If it comes from ADMARK the ADD staffs will get it
 
from them. Other fertilizers will have to be delivered by a
 
vehicle from headquarters.
 

AQronomic practices
 

Progran-wide quality control of agronomic practices is the
 
responsibility of the reseacher on the Team and the ADD Program

Manager. The latter may delegate this responsibility to a member
 
of his staff. The fertilizer specialists feel the researcher has
 
two tasks at the time of planting: (1) seeing that the plots are
 
properly planted, and (2) teaching the principal at the training

RTC about the plot so that he will know what to teach farmers.
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Record Keeping
 

Rainfall and Temperature. 
All plots will be at Residential
 
Training Centers or Research Stations where rain and temperature
 
records are kept.
 

Other Records. 
Since the plots are for both demonstration and
 
research purposes the process is very structured. Researchers will
 
develop forms for maintaining records on planting dates, growth

observations, maturity rates, yields, etc. and provide them to the
 
assigned people at the time the demonstration/research plots are
 
put out.
 

Training Staff and Preparing Training Materials
 

Publications. A 3-4 page training pamphlet has been written
 
by the fertilizer specialists, and is being produced by the
 
Extension Aides Branch. 
 It is to be well illlustrated so it can be
 
understood by some farmers as 
well as by extension staff. The
 
Graphics secti'n of the Extension Aids Branch is now working on the
 
publication, sheduled to be completed by late October or early

November. It 
will be in both English and Chichewa. Ben Sizilande
 
is taking the lead on the publication. Other publications will be
 
developed, some for specific geographic regions.
 

The publication has been reviewed by the CAO, Actg., 
who
 
indicated that he felt it 
was good and should be published and
 
distributed to ADD staff as soon as possible.
 

Coordination with Extension Aids Branch. 
 Ben Sizilande is
 
responsible.
 

Training of Trainers. Ben Sizilande and Eon Twiford will
 
be trainers, with assistance from the researchers on the Team.
 
Sizilande will emphasize extension methods and Twiford the
 
technical aspects of using fertilizers.
 

Farmers' Training
 

Training Centers. Farmers will be trained every week from
 
November through March. Training sessions are held about 12 days
 
per month. In the rainy season sessions for farmers are held 2-3
 
hours per morning. Each farmer attends approximately one course
 
per month. Farmers need no incentive to attend the training

meetings, but 
tea is served to make them feel comfortable. Farmers
 
are said to often ask when courses will be held because they plan

to attend. 
When farmer training sessions are held at Residential
 
Training Centers some distance away, transportation is provided.
 

Mass Media. 
 Programs will be developed by the Extension Aids
 
Branch, working with the extension specialists. They will 
use
 
movies, puppet shows, and possibly slideshows, in addition to
 
publications to be developed for farmers at 
a low literacy level..
 

K.11
 



Fert./Dem. Program, Page 3 of 3
 

FinancinQ
 

Immediate Need for Funds. 
The fertilizer specialists are
 
looking for a way of "bridging the financing system w 
to carry them
 
through the planting of demonstrations.
 

Items to be Purchased. Fertilizers currently being used can
 
be purchased from ADMARK with 
no problem. Urea is available from
 
Optichem in Blantyre. Optichem is also looking for DAP. 
 If they
 
cannot locate it the fertilizer specialists will look for DAP in
 
South Africa or Zimbabwe. Seed is available at the Research
 
Stations. 
 Local maize will be purchased by extension specialists
 
at the ADDs, from farmers known for having good quality local
 
maize.
 

Q2
 

Bob Johnson
 
10-2-85
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