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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 providad 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 Pursonal 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.

The Office of International Cooperation and Development
is an agency of the
United States Department of Agriculture
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This is titled an interim report because pre-implementation planning will
be an ongoing activity of the Ministry of Agriculture. Continuaus manage-
ment attention will be required to see that the projects are toordinated
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.

Distribution: Ministry of Agriculture (4)
USAID/Lilongwe (3)
AID/Washington (Pompa, Steele, Morris, North)
IDMC/UMCP (2)
OICD/USDA (5)
Robert Johnson (1)
David Levine (1)
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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 Agricullure 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 1dentifying, planning for and
initiating key activiti=s and management processes essential for
effective and timely implementation management, focussing upon those
1ssues 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 and 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 Appendix 6.

FKey concerns and activities were identified initially through in-depth
discussions with USAID/Lilongwe. Further discussions were conducted with World
Bank and AID officials 1n Washington and Nairobi before deciding to focus upon
the concerns related to Conditions Precedent for MARE and Conditions of
Effectiveness (NARP & AESP) as the rmost important for this consultarcy. After
arrival 1n 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:

1. Cstablishment of the Steering Committee for oversight of the three
projects.

ra

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
recrultment and procurement.

5. Development of first year worlplans and budgets.

6. Identification of other issues which are likeiy to have an effect on
implementation.
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ACCOMPL ISHMENTS

This report 1is on the first in a series of consultancis which wiil 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 wupon 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.

1. 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
laird the fcundation 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 3nd
1sclated projects, Thus, the activities and funding will be fully integrated
into departmental ard ADD programs while maintaining the necessary levels of
distinguishable planning and accountability to meet USAID and World Bank needs
and ragulations.

2. STEERING GOMMITTEE. The establishment of the Steering Committee was one
of the most significant accomplishments. Decisions regarding this committee
are 1ncluded 1n 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 1n
quarterly meetings. The functions of the committee and its membership are
provided 1n Section 2, Issue 1, of this report. The draft memorandum, 1ncluded
as Section 3, bescame the basis for a circular which has now been distrihuted

to formally establish the Management (Steering) Committee,

The advantage of forming the Management (Steering) Committee as cdecided is that
it builds upon and enhances ongoing Minisiry processes and organizations within
the e~1sting 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, Fcllow-up implementation and management attention should be given to
these management processes and practices.

3. TRAINING COMMITTEE. Agreements were reached on the estahlishment of the

Training Adsisory Committes, including 1ts  functicns, membership and role.
These are included 1n Section 2, lssue 3, of this report. Draft statements

of fici1ally announcing the Training Advisory Committee are 1ncluded 1n drafts
for a Ministry Circular shown 1n Section 3 of this report. Serving as a
Speciral Sub-committee of the Ministry's Management Committee and under the
Chairmanship of CAS(I), the Training Advisory Committee 15 mandated to

coordinatn and strengthen training and staff development 1n the Ministry.

1.2
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4. TRAINING UNIT. The Training Unit must be fully establishecd 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 identifiad (see
Appendix A, Agenda Item B6(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, performance-oriented
training mandata. 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 Untt.

In summary, the training functicns 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 administrative 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 or tentative agreements, and
to avoid ccnfusion and duplication, the next steps will be to explore the
implications for the Training Unit of the broader mandate, and the functions,
roles and relatjons to department training programs.

5. FISCAL MECHANISM3. I[In discussions bhetween donor officials and MOA
officials, agreements were rzached 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 prasent systems relative to AID needs and provide
assistance in adapting both AID and GOM systems and procedures to meet mutual
needs for accountability. There 15 an immediate concern that the official
designation of "responsible parties"” for the USAID grant be compleied 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 should ensure that the sense of urgency on
this action is maintained so that key dates are met.

6. STAFFING REQUIREMENTS. A review of Jocal staffing requirements for the
three projects was 1nitiated with the Planning Division, and a chart 1is being
prepared showing the requirements and present status. Similar information
needs to be compiled for international recruitment., [t 1s not clear, at this
time, who in the MOA has responsibility to monitor recruitment and i1dentify
1ss5ues which are artsing, such as timing and project reguirements, Someone
should have oveall responsibility to give early warning signals when deadlinas
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 for a variety of other issues as implementation
proceeads.

1.3
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Concerns with the selection of a Title XII Institution and recruitment of
personnel under that arrangement were quite high. The GOM 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
and 6). The assessment process will be assisted by the DPMC
pre-iolementation team which has experience with similar processes on other
develcpment projects and programs.

The selection of the Title XII institution was initiated. The criteria for

evaluation of the institution were approved and weighted. Criteria for
selection of the technical assistance personnel were reviewed and tentatively
adopted. Innovations in the process of selection include (a) requirement for a

pool of 3 candidates per position, (b) structuring site visits to include
problem-solving and planning exercises to better assess institutional
capahilities and approaches, (c) use of an assessment workshop to select the
best of multiple candidates for each position, and (d) requiring a plan for
handling administrative, logistical and 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, An  1mmediate upcoming 1tem will be the development of specific
wortplans and budgets for the first vear. Based on the decision to manage
these projects through the existing 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 uwell as
MOA program needs. Coordination of these implementation activities are the
program responsibility of CAS(NRDP) with CAS(I) as alternate. The processes of
workplanning ard budgeting will bae "mapped” as a step for more detailed
implementation planning and assistance.

8. DONOR COORDINATION.An 1ssue which received a great deal of attention,
because aof 1ts serious tmplications for implementation and planning, was donor
coordination. nlthough donor coordination and coordination of 1mplementation
1s written intc the project documents, there are many decisions which have yet
to be reached tetween donors and with the Ministry. (See notes of meetings with
donors in Section 6 and notess of meeting with the Planning Division and
donors  in  Appendix F). Az the project officers of the World Bank and USAID
were not able to all meet together, meetings were held 1n  which 1s5ues  were
identified, tentative positions were discussed, and agendas for later meetings
were 2stablishad,
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There 1is already general agreement on coordination related to specific areas
such as joint supervision, financial reports, project reports and technical
cooperation. However there 1is no agreement on the actual procedures and
mechanisms and how these will be managed so that coordination is achieved.
Within the MOA, the Planning Division is responsible for managing donor
liaison, but the donors must reach agreements on norms and practices which
translate into affective management and coordination, and which will be for the
most part guite 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
1s 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
ma«<mize effectiveness and reduce burdens on the Ministry and donor agencies.
Therefore, the donor agencies will explore ways to use the same apprvaches and
the same personnel as they coordinate implementation planning and start-up for
the Projects. (5ee Section 2, Issue 5)

NEXT STEPS. Implementation start-up on the Projects will reguire constant
and ongoing attention over the next 6-3 months. Some immediate steps were
tdentificed and will be carried out by Ms. Gloria Steele cver the remaining
weeks of her «cocnsultancy 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 Counc:il 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
contlnues.

TRAINING PLANS. A World Bank official, Jerry Silverman, will be traveling to
Malawi in November to 1nitiate planning for management and training assistance
through thea 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 1n this area is coordinated and corsistent.
The ccoperation is highly desirable from the views of the MDA and the donor
agencles,

ACTION-PLANNING. USATD  will be working with the GOM to 1dentfy the next

steps which na=d ‘o be taken for i1mplementation stari-up. The overall purpose
13 to establish the processes, procedures and poatterns which will lead to sound
projact trplementdation within  the MOA development program conte.t. Sgecific
areas baing e.nlored 1nclude  1mplementatiyon  work planning and budgeting,
plannieg  and  1nitiating the training unit, recruitment and selection of
technical assistance parsonnel, oriantation and management of technical

assistance and projzct management systems tmprovement .
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SECTION 2
SUMMARY OF AGREEMENTS -- MINISTRY OF AGRICULTURE MEETING
SEPTEMBER 10, 1985

1. Summary Notes

2. Items

3. Participants



FROM:

TO

SUBJECT:

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

11th October, 1985

The Controller of Agricuitural Services (NRDP),
P.0. Box 30134, Lilongwe 3

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

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 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.0. 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.0. Box 30049, Lilongwe 3
The USAID Representative

The World Bank Representative

MINISTRY OF AGRICULTRE PRE-IMPLEMENTATION COMMITTEE MEETING
MALAWT AGRICULTURAL RESEARCH, EXTENSION AND PLANNING PROJECTS

2ND START-UP MEETING
9TH OCTOBER, 1985
SUMMARY  NOTES

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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Mr.
Mr.
Mr.
Dr.
Mr.
Dr.
Mr.
Mr.
Mr.
Mr.,
Dr.
Ms.
Mr.
Mr.

ITEMS
Steering Committee -- functions, formation, membership.
Coordination for Implementation, Donors and Steering Committee.
Training Committee -- functions, formation, membership
Selection Process for Title XII Institution and Technical
Assistance Team.
Implementation Planning Support and Coordination.
Actions Planning for Next Six Months.
PARTICIPANTS
H.M. Mbale Chairman - Principal Secretary
J.A. Mhango Assistant Chief Agricultural Officer
M.L. Muwila Controller of Agricultural Services (NRDP)
H.K. Mwandemere Chief Agricultural Research Officer
C.M.G. Nyirenda Principal Accountant
S. Kamvazina Controller of Agricultural Services (I)
M.M.Z. Njolwa Chief Agricultural Projects Officer
D.C.W. Kambavwa Under-Secretary
S.S. Banda Senior Economist (Planning)
P.C. Kamwendo Secretary
Merlyn Kettering U.S. Department of Agriculture
Gloria D. Steele USAID/Washington
Richard C. Day USAID/Malawi - Program Officer
Bob Johnson USAID - Implementation Planning Team
2,2



Issue |: Steering Committee

(a)

Following are the main points for modifications during the discussion of

the functions, roles and membership of the Management (Steering) Committee.

(b

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 Agricultiure Research Council (ARC)

and the Management (Steering) Committee (M/SC). ARC functions were
reviewed noting thet 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 M/SC.

The i1llustrative tasks of the M/S5C 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/S5C should indicate that the
ARC and the M/SC are independent but both report to the PS5% Issues
identified in either the ARC or the M/SC can be presented to the PS who
will determine 1f they should be referred to the other committee. Either
committiee can also make recommendations (e.g., on problems, linkages,
opportunities) to the other through the PS.

The Management (Steering) Committee has the following responsibilities:

* set benchmarks for monitoring program progress and evaluatina
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 meetinas of the Management (Steering)
Committee and coordinate development of agendas and working papers.
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(c) The Management (Steering) Committee azsumes guidance, monitoring and
managemenl oversight responsibiliites for the Projaects. Quarterly meetings
will be scheduled 1n 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 1n
which the emphasis will be upon reviews of implementation progress and
prcblems. 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 previde 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, CARO, CAO, CV0, CPro, CA
CA, FC, CTrO

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

Er-officio members: rC, ACPO, Mzuczu Program Manager, EAB Officer, CTroO,
Women's Program Officer, Other ADD PMs as project expands
Donor Representatives ( 1 USAID, 2 IDA)

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

There 1s general agreement that:

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

* 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 ond coourdination 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 reportiing reguirements, Implementation coordination will be
the responsibility of CAS (NRDP), with CAS (1) serving as backstop.

Donor Coordination: This involves coordinating contacts and maintaining
lisisonwith donor agenciss 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 worling papers and recording minutes. The Secretariat
functions are the respensibility of the US.

2.4



Issue 3: Training Advisory Committee.

(a) There is & 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 genereal 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 dcaors and other agencies for MOA staff development:

* review training evaluation reports;: and

* ensure collaboration between MOA training programs and other
educational end training institutions in Malawt.

(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 (CTr0) will
serve Secretariat functions, such as coordination and preparation of agendas,
working papers and meeting schedules.

MOA Membership: CAS «(I), CAS (NRDP), CARO, CAO, CVO0, CPr0O, US, CTrO
Other Members: Bunda College Principal, NRC Principal
Ex-officio Members: ACPO, OPC (PMT)

Issue 4: Title XII Technical Assistance -- Contracting Process

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 appro-imately 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 (1) selecting the most appropriate members of the technical
assistance team and (ii) managing and backstopping the technical assistance
team.
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Ref. Nno 42/1/1 | 26th September, 1985

FROM: THE SECRETARY FOR AGRICULTURE, P.0. BOX 30134, LILONGWE 3.

TO:

a2

THE DEPUTY SECRETARY, MINISTRY OF AGRICULTURE HEADQUARTERS,
LILONGWE 3,

THE UNDER-SECRETARY, MINISTRY OF AGRICULTURE HEADQUARTERS,I"’
LIIONGWE 3.

THE CONTROLLER OF AGRICULTURAL SERVICES (INSTITUTIONS),
MINISTRY OF AGRICULTURE HE.DQUARTERS, LTLONGWE 3.

THE CONTROLLER OF AGRICULTURAL SERVICES (NRDP),
MINISTRY OF AGWICULTURE 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 HEADQU.,RTERS,
LTLONGWE 3.

THE FINANCIAL CO-ORDINATOR, MINISTRY OF AGRICULTURE
HEADQUARTERS, LILONGWE 7

THE CHIEF VETERINARY OFFICER, P.O. BOX 30372, LILONGWE 3,
THE CHIEF PROJECTS OFFISER, PLANNING DIVISION, MgA HQ

THE ASSISTANT CHIEF PERSONNEL OFFICER, MINISTRY CF
AGRITULTURE HEADQUARTERS, LILONGWE 3,

THE SECRET.RY TC THE TKEASURY, P.C. BUX 30049, LILONGWE 3,
THE AID REPRESENTATIVE
THE WCIT BANK REPRESENTATIVE

MARE PROJECT. PRE-IMPLEMENTATICN PLANNING 3 2ND START~UP MEETING:

You are kindly invited to attend a meeting scheduled for Wednesday,

the 9th of (.ctober., 1985 at 2.00 p.m. in the Ministry of Agriculture
conference rosm.

The overall purpose of the meecting is to continue our pre-imple-

mentation planning Ly reviewing the work done so far to meet pre-
implementation requirements for the three USAID and World Bank-sponsored
projects, 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 monagemont, donor
coorfination and training. We will also reaci agreecment on some speclfic
decisions about project committee structures and the TURs for the
Projects Steering Committee and the Training Advisory Committees Working
papers are attached to this letter. Between now and the meoting on 9th
Cctober, 1985, we would like you %o review them and identify any
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 we facilitated by Dir Merlyn Ketdering of the
USiID-sponsored USDA/DPMC team which is assisting the Mo.i 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 maragement
donor coordinaticn, and training in the Projects

-~ Develcping TCR's for the Committees

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

- Selecting priority areas for immediate attention and next steps

Summary and closing remarks by the Principal Secrectarye

Project Liaison (fficers 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.

SC&_; .--‘—.—S"
S. S. Bhanda
for SECRET.ARY FUR AGRICULTURE.

SSB/ASWT

Attachments
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SECTION 3

DRAFT CIRCULAR RE: GUIDANCE AND MANAGEMENT OF THE

PROJECTS, MANAGEMENT (STEERING) COMMITTEE

AND TRAINING ADVISORY COMMITTEE

Introduction

Formalization of the
Management (Steering
Committee

Formalization of the
Training Advisory
Committee

Coordination of

Implementation and
Donor Relations



T0: Controller of Agriculture Services (NRDP),
Ministry of Agriculture

FROM: Implementation Planning Team, USAID

Subject: THE AGRICULTURAL RESEARCH, EXTENSION AND PLANNING SUPPORT PROJECTS:
IMPLEMENTATION AND COORDINATION ARRANGEMENTS

INTRODUCTIOM

In the past month, two meetings have been held regarding implementation
planning and start-up for the National Agricultural Research (NAR) Project,
Agriculture Extension and Planning 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 implemantation
of The Projects. Some of these relate to meeting Conditions of Effectiveriass
and Conditions Precedent which are mandatory to initiate disbursement of funds;
others relate to agreements on matters of coordination and management affacting
implementation. Basad upon the conclusions of these meetings, it is proposed
that a Circular be prepared related to:

(a) announcing the formalization of the Management (Steering) Committees,
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 tha circular is attached.
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(a) Formalization aof the Management (Steering) Committea

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)
Froject, 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 agcordance 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 60M‘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. The
Management Steering Committee shall hold quarterly meetings in which the
implementation of the Projects is the specific agenda. Quartarly 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, DS, CAS (NRDP), CAS (I), US, CARO, CAD, CvO, CPrOo, 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 ( 1| USAID, 2 IDA)

The Under Secretary will perform secretartiat functions for the Management
(Steering) Committee. The functions of the Secretariat include organizing
meetings, developing agendas in consultation 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 builde upon and goes beyond the
functions of the existing training committee which 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 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 sclicit support
from donors 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.

The TAC will operate as a Special Sub~committes 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 (I). The Chief Training Officer (CTr0) will serve
Secretariat functions, such as coordination and preparation of agendas, working
papers and meeting schedulas.

MOA Membership: CAS (I), CAS (NRDP), CARO, CAO, CVO, CPr0, US, CTroO

Other Members: Bunda College Principal, NRC Principal
Ex-officio Members: ACPO, OPC (PMT)
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(c) Coordination of Implementation and Do.ior 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;

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

¥ work planning and implamentation 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 lssues can be
addressed by the Hanagement (Steering) Committee.

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

Implementatjon viordipatjon: 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 (NROP), 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:prasentatives. Donor coordination is the responsibility of the
Plarr.rg Division, under the direction of CPrOQ.
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SECTION 4
TITLE XII CONTRACTING PROCESS

Systematic Selection
Processes

Selecting the Right
University

Title XII University
Contract

Tentative Schedule for
Selection Process ,\“
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NOTES FOR CONSIDERATION ON TITLE XII CONTRACT

(DRAFT by Merlyn Kettering
06/10/85 DPMC/0ICD/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 he left
to chance. Often however, less attention 1s given to this matter than it
deserves, cften because of an "urgency” to get someone in the fiald. The
result too often has been disappointment and resentment, on all sides. Host
country expectations of close working relations and high productivity are not
meti; 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 i1nvolvement to reach acceptahle outcomes; and so on. Several
recent e«periences in Malawi highlight the importance of getting the right
people cn board, and then working with them in the right ways. As we suggest
below, the whole process of sslection 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 commitied
university for providing technical assislance specialists

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

* greater confidence 1n and agreement on the selection because
it was made systematically and against a wide range of specific
relevant critera, through objective, interactive processes

* greater undarstanding of project goals, structure, processss,
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 1n getting the right pecple on Loard for technical assistance teams. It
is, however, very imporiant not to confuse the selection of te university with
the selection of the team. Thg university is the organizational sponsor of the
team, and the most important factors are related to organizational capacities,

processes, altitudes and pzrformances. Thus, the eriteria for selecting the
university are not syronymous with those required for the technical assistance
team. n~t this point, the focus should be on the crganization, 1ts sxperience,

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 5: Orientation, Preparation and Planning

Step 1. 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 overrall 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 selegtionrn 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
diversifiad cropping patterns

an expanded networl bevond 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
1n 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 MOA. 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 GOM/MOA. 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.

fi proc-propogal seminar or mecting may be considered to provide information
to potential offerors and to provide a forum for giving uniform, one-time
opportunity for offerors to gest 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 ine
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 GOM representatives. The Regional Legal Advisor and
Contracting Officer will advise the Evaluation Committee which 1s chaired by
the USAID Project Officer.

Site Visits te selectsd universities can provide useful information for final
decision-mabing and selection. However, freguently these visits are 30 engaged
with protocol and publicity that genulne data about capacities for suppcrting
developing programs are not obtained. Site visits should be designed in form
of werbing session: 1n which the pace, agenda and activities are dictated by
the 1nformation needs of the visiting team and the process is managed by the
visiting team, not by the university i1isalf,
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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 ¢vle to carry out designated tasks on the project.

The working sessions or the assessment workshop should be structured so
that relevant professional staff and offictals 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
organizational personnel following the site visits and/or assessment workshop.
Decision-makers for AID and tire GOM must be involved. The final assessment and
decision shcould focus on both strengths and weaknesses in the dimensions and
criteri1a assessed, with all available information (formal and informal,
objective and subjective) being data. Individual assesments are shared and
discussed with care to use ohservations to support interpretations and
Judgements. A process of consensus is followed until both the top and back-up
choilces 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. GSelection 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 hasis 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 collahboratively for the start-up
of the university in the ongoing projects and programs.

Pre-implementation 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 i1mportant elements at this planning stage related to getting the right
people on the technical assistance team and reaching agreements on their
management and ccordination.
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ITI.  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 B: Preparation of Team

Step 6: This step sets the stage for interorganizetional 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
positigns.,

When the university is selected, implementation planning should begin, as
noted in Step 5 above. This will include the planning for final selection and
preparation of the technical assistance team. Organizational responsibilities
nezd 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 h“asis 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 upcn 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 criteria established in Phase 1 (for each position) are used to
design a process for getting thc best persons for each position. The first
screening of resumes using saveral basic "go-no go" criteria has taken place
during university selection. A second screeing of candidates begins by using
additional information requested from i1dentified candidates such as writing
samples or problam-sclving assignments related to the project and obtaining
additional information from candidates and referances in telepnone intervieuws.
This 1s 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 i1nteract with and observe
candidate performance in a variety of situations and compare it against the
criteria for the pesitions. 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 organications and some professional
facilitators/assessors.

Final decisions on members of Technical Assistance Team is done by the
assessment taam and critical decision-makers following the assessment workshop.
A facilitated process 1s used to guide summarization of assessment data by
candidate, by dimension, by assesscr. Summary interpretations are made of each
candidate's strengths and wealnesses 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 1s given, as appropriately agreed upon before the
assessment process, to each candidate, including those not selected.

Step 8. Prepargtion of Technical Assistance Team has already begun by the
nature of the selection process. However, it must be continued systematically
through pre-departure and post-arrival activities. Specific areas may be
1dentified, such as country studies, family preparation, technical upgrading or
specllization, language, administration 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

Decision on Assessment Selection Process

Step 1: Planning and Establishing
Selection Criteria

Step 2: Soliciting Documentation of
Interest and Capabilities

Step J: Shortlisting Submissions and
Requesting Froposals

Step 4: Evaluation, Site Visits and
Final Selection

Step 5: Orientation, Preparation and
Planning wjth University

Step 6: Planning Selection Process
and Refinement of Criteria

Step 7: Assessment Workshop for
Proposed Candidates and Selection
of Teanm

Step 3: Preparation of Team
{(1ncluding pre~-departure and
1nitial 1n-country team meeting)
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MOA/
USAID

MOA/
USAID

BIFAD

BIFAD

MOA/
USAID

MOA/
USAID

MOA/
USAID/
Univ.

Univ./
USAID/
MOA

Univ./
USAID/
MOA

weeks approx. date

15/10/85
1 22/10/85
4 20/11/85
10 10/@1/86
8 10/03/86
4 10/04/86

(same time as above)

4 10/05/88

12 10/@8/86
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), Givin S[L[CTION PROCESIES DESCRIBED -IN PARA 2, GoM
AND USAID AMTICIPATE TECHNICAL ASSISTANCS TEAM TO ARR}VE
Il MALAVI EETWEEM MAY - AUGUST 1386,

4., :USAID WAS- PREPARED TEXT FCR TITLE X019 ANMOUNCENENT.
VHICH USDA K. KETTERING WILL HENDCERRY T0 VASHINGTON..
ETTERING VILL CONTACT AFR/PD/SAP K. KURICK ON OCTORER
18 TO SET UP MWETING TO DISCUSS ANNOUNCENENT, TITAE X1}
SELECTION PRICL3S, AND STATUS 'OF MARE PRE-INPLERERTATION
VORK. USAI0 REQUESTS NURICK TO INVITE AFR/SR, BIFAD,

AND AFR/TR/ARD TG PARTICIPATE IN MECTING, PLEASE AOVISE
USAID OF AGREEMENTS REACKED OURING MEETING, INCLUDIKG
ANY SUGGESTED CNANGES IN SELECTION PROZESS OR PROJECT
ANHOUNCEMENT, AND ANTICIPATED OATE OF 1SSUANCE OF TITLE
K1 ANNOUNCEMEXNT.

S, RE REFTEL, USAID WOULD APPREICATE BifAD ASSISTANCE
IN 1SSUING PROJECT ANNOUMCEMENT TO TITLL X1
INSTITUTIONS, IN ORAWIHG UP SHORTLIST OF TITLE Xl
INSTITUTIONS ON BASIS OF OIC SUBNISSIONS, IN
COLLABORATION WITH AFRICA BUREAU, ANO (N CLARIFYING
QUESTIQUS FROM TITLE XII INSTITUTIONS RE RFTP, UsalD
VELCOMES BIFAD PARTICIPATION, 1N EX-OFFICIO CAPACITY,
OURING REVIEW OF PRCPDSALS WHICH VILL BE HELD IN PAL AV,
ANO BIFAD ASSISTANCE IN hONITORING PERFORNANCE OF
SELECTED TITLE Xki CONTRACTOR, ADAMS
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MALAWI AGRICULTURAL RESEARCH AND EXTENSION PROJECT

[ BACKGROUMNU

Tne rlalawi Agricultural Research and txtension Project (MARE) 1s part of
4 comprehensive development program aimed at improving the services and
cost-effectiveness of tnhe Ministry of Agriculture (MOA). It wil) be
implemented over a five-year period 1n conjunction with two [DA-financed
projects - the National Agricul tural Research Project and tne

Agricultural Extension and Planning Support Project.
Tne activities selected for tne MARE Project build upon previous USAID
investuents in Malawi's agricultural sector, namely, the on-going

Agricultural Research Project and the 3unda Agricultural College Project.

I GEMERAL PROJECT DESCRIPTION

The MARE Project will: (1) provide support for botn applied research and
adaptive research activities which, together, are expected to produce
dppropriate technologies for smallnolders; (2) strengthen the extension
system both in terms of its 11nkages witn research and its aoility‘to

disseminate 1nformation, and (3) establisn an institutionalized stoff

training program for tne MOA.
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Accordingly, the Project is structured into tnree separate, but mutually
supportive components which correspond to tnese aims: a Researcn
Component, an Extension Component, and a Training Component. The
Research Component is critical in terms of. fuproving existing
agricu1tura1‘tecnnologies and developing new ones which will improve the
productivity, and ultimately, tne incomes of smallholders. This
Component will strengtnen and replicate the agaptive research program
and continue applied researdn in horticulture which were initiated in tnhe
| on-going Agricultural Research Project. Tne Extension Component is
expected to asﬁist the Départmént of Agriculture (DOA) to transfer
improvea agricultural technologies more effectively to a greater numher
of small farmers. Tne Training Component will assist in the }OA's
Tong-term institutional strengtnening program oy developing the necessary
nanagement and technical expertise to enable the Ministry to operate in a
more efficient, cost-effective, and coordinated manner. Through eacn of
tnese components, the Project will encourage more focused attention on
measures to improve agricultural services to women smallnolaers.

Linkages among the tnree MARE Projecp components and between-MARE ana the
two [DA-financea projects are extrenely jmportant in achieving the
objective of strengthening the capapility of tne MUA to provide improved

services to tne smallnolders of jalawi.

A. Project Goal - In conformity with the Mission's approved Country

Development Strateqy Statement (CDSS), the goal of the MARE Project is to

increase the incomes of smallnolders.
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Tne sub-gual of tne Project is to strengthen domestic institutions

Lo support smallholder production,

8. Project Purpose - Tne purpose of the Project is to improve the MOA's

institutiona)l Capacity to increase the productivity of traditional crops
and to 1dentify the most viable crops for diversirying swallholder

production,

Tne principal institutions targeted for assistance Dy this Project
are: the Departuent of Agricultural Research (DAR); tne Department of
Agricul ture (DOA), including the Extension Aids Branch (EAB) and thne
Women's Program Section (WPS); tne eignt Agricultural Development
Divisions (ADDs); and tne MOA Training Unit. Bunaa College and the
Natural Resources_College are also expected to participate. The
traditional Crops which will recejve attention in tnis Project are maize,

rice, sorghum/millet, Cassava/potatoes, ang grain legumes.

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

Project andg tne two IDA-financed projects, tne following wil) have been
acnieved: (1) Tne Agricultural Researcn Council (ARC) is specifying
priorities for research and allocating funas according to these
priorities; (2) Eignt Adaptive Researcn Teams (ARTs) are establisned and
capable of locally adapting technologies developed Dy the Commnodity
Researcn Teams; (3) Five National Commodity Research Coordinating Units
(NCRCUs) are_undertaking researcn on priority traditional and

non-traditional crops; (4) Extension operations are modified to be more
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effective in transferring technologies to a greater number of
smallnoladers; (5) The ‘omen's Program Section is strengthenea to
increase women's participation in agricultural research, extension, and
training programs; and, (6) A fully operational research and eitedsion

staff training program is estanlished.

D.  Project Outputs - Tne following outputs will be acnieved oy the MARE

Project:

1) ARC System for Evaluating and Setting Research Priorities
Developea;

2) Eight Adaptive Research Teams Established;

3) Strengtnened National Commodity Researcn Coordinating Units;

4) Improved Agricultural Communications Services;

5) Strengthened Women's Program Section; and

6 MOA Staff Training System Establisned.

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

the ARE Project:

1, Tecnnical Assistance - Long-term technical -assistance, by
component, will be provided in the areas of: {a) production economics,
agronomy, agricultural economfcs, horticul ture, and agro-forestry
(Research Component); (b) agricultural comnunications and women's
program development (Extension Component); and, (c) manpower developient
(Training Component). In addition, snort-tern technical assistance will

be provided to complement and support the activities of the long=-tern

technical advisors.
5.5
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2) Training - Funds will pe provided for off-snore long-tern

degree and short-term non-degree training, and for in-country snort-tern

trdining.

3) Comnodities - Commodities that will be purchased for all
compaonents of the }MARE Project include venicles, micro-computers,

‘textbooks, and various types of audio-visual and printing equipment.

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,

ITI DESCRIPTION OF MARE PROJECT COMPONENTS

A.  Researcn Component - The Researcn Component will assist the DAR to

develop technologiec that will inprove the productivity of smailnolders.
Tnis task nas two aspects: first, to increase tne returns to land, lanor
and other inputs employed on traditional crops (especially maize); and,
second, to identify crops for aiversifying smallnolder production wnicn
can provide nigner incomes, employment levels, ana increased foreign
exchange. Project assistance will be utilized for the following: (1)
development of an Agricultural Economics and Data Processing Unit

(AGREDAT) wnich will conduct econbmic, ffnancial, and statistical

analyses of researcn results and proposals to be used Oy the Agricultural

5.6
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Researcn Council in setting Malawi's researcn priorities; (2) support for
commodity research prograis tnrough the strengtnening of five National
Comnodity Researcn Coordinating Units (Horticulture, Cereals, Grain
Legumes, Livestock and Pastures, and Agricultural Engineering/Land
Husbandry); ana, (3) support for tne development of the Adaptive Research
Program wnich, once fully establisned, will consist of a Natioha]
Coordination Unit and eight ARTs located at the ADDs. The design of tnis
compaonent explicitly recognizes that agricultural researcn 1s a long=-tern
process and a complementary build-up of poth on-station and on-fari

research capabilities is required.

B. Extension Component - The Extension Component will assist the DDA to

improve its capability to disseminate research recommendations to sindl)
farmers and strengtnen its institutional links with the DAR.
Specifically, through this component, assistance will be provided to the
Extension Aids Branch (EAB) to enable it to: (1) establish a system for
develaping effective agricultural communications strategies; (2) improve
EAB's capabilities to develep and produce extension materials; and (c)
test, on a pilot pasis, alternative mass communica;ions approaches that.

can oe replicated in other parts of Malawi,

In ¢ddition 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
ennancing the performance of the MOA in meeting the ayricultural service
neeas of small farmers. An institutional training system, wnich is
performahace-oriented. competency-based, and linked to tne MOA planning
and programiing processes, will be initjated through the establisnment of
a Training Unit. The Training Unit, witn quidance from a Training
Advisory Committee, will oversee and coordinate tne implementation of
overseas and in-country long-term andg short-term training. The specific
objectives of tne training program are: (1) to upgrade the technical and
managerial skills of the research and extension staff; (2) to transfer
adult education training metnods to MOA trainers; (3) to 1mprove
researcn and extension staff skills in the areas of planning,
adninistration, management, and implementation; (4) to strengthen the
linkages between researcn ang extension; and, (5) to ensure that the mix
of staff skills is appropriate for the {0A's smallnolder development

programs, institutiona) Structure, and development priorities.

IV RELATIONSHIPS BETWEEN MARE PROJECT COHPONENTS 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 Extension and

Planning'support Project) and specific components of tnhe MARE Project are

briefly described pelow:
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A.  Researcn Component - The MARE Project and IDA-financed National

Researcn Project will jointly provide tne financial and tecnnical
resodrces necessary to develop and implement a }MOA Master Plan for
Agricultural Research. In adadition, the IDA Project will assist the :0A
to estanlish the Agricultural Research Council (ARC), consolidate and
upgrade research facilities, improve research and personne) management,
programming, and budgeting operations, and improve the DAR's data base
and library services. Technical assistance will pe financea by the [A
in the areas of agricultural researcn planning, financial management,
procurement and library science. The MARE Project is focused on the
development of tne adaptive research capability within tne DAR and the
improvement of the technical sk11ls of Malawian staff working in the

Commoaity Research Programs.

Both tne USAID and IDA -Projects will interface on several of the
plannea research activities. In tne area of adaptive research, tne DA
Project w11l finance most of the operating costs of the Adaptive Research
Teams (ARTs), except for the USAID tecnnical assistance which will
provide its own project resources to cover travel, vehicles, venicle
operations, and limited program expenses. [n terms of applied research,
the MARE Project will provige tecnnical assistance ana technical
training, ana tne [DA Project will finance infrastructure, equipment,

operating costs, and management training.
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8s Extension Component - Tne IDA-financed Agricultural Extension and

Planning Support Project will provide tecnnical assistance and inanagement
training to 1mprove the efficiency and Cost-effectiveness of the DOA's
extension operations. Specifically, improvements will be made in
extension planning, programning, and in financial and personnel
Management. In aaairtion, the IDA will make credit availanle and finance
Civil works ana the procurement of venicles and equipnent to undertake a
pilot production project in ‘the Mzuzu ADD. Technical assistance will be
- financed oy the IDA in the areds of national agricultural planning,
extension planning and mahagement, 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 technica)
Capability of the EAB to utilize effective agricultural communications
-approaches and’ improve the 0peraﬁions and performance of the Women's

Program Section.

C. Training Component - The design of the MARE Project and potn IDA

projects empnasize tne importance of developing strong in-country
training 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 seleét 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 USAID and IDA 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
embnasis on improving tecnnical agricultural skills. On the other hand,
IDA will finance off-snore and in-country management training, in keeping
wiin its aim to improve the overall cost-efrfectiveness of the MOA. The

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

Training for the DAR, off-shore and in-country’

65% (USAID) and 35% (IDA)

Training for the DOA, long-term of f-shore:

80% (USAID) and 20% (IDA)

Training for tne DOA, short-term in-country and off-shore:

60% (USAID) and 40% (1DA)

The Training Advisory Committee of the MOA will monitor and evaluate the
use of training resources to ensure that 1nst1tucional-strengtnening, the

genuine interest of all parties involved, is achieved.

Y SPECIFICS OF THE TITLE -XII CONTRACT

A.  Two different types of contracting mechanisms will be used in

procurirg tne inputs of tne MARE Project:

5.11
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- Inputs of the Research and Extension Components will pe
procured tnrough a direct AID contract witn a Title XII

institution.

- Inputs of the Training Component wil) be procured separately
througn nost country contracting mecnanisms for tne following
reasons: (1) ‘tnere is an urgent need, due to the timing of
implementation ot tne [DA-financed projects, to mobilize
USAID's inputs in training as soon as possible; and (2) it is
the GOM's expressed desire to maintain fyl) control over tne
management and implementation of tne MOA training program,
which includes the activities tnat will be financed under the

Training Component of the MARE Project.

B. Tne direct AID contract with a Title X]I institution will be for a
four-year period. . Inputs that will pe financed under tnis contract
include: (1) 7 long-term tecnnical advisors in tne areas of production
economics, agronomy, agricultural economics, norticulture, agroforestry,
agricultural comnunications, and women's program development; (2) 64
person-montns of snort-term technical assistance; and, (3) a major

portion of tne Project commodity procurement.

C. The GOM has indicated a strong preference for proposals tnat involve
sub-contracting arrangements with other universities, international
agricul tural institutions ang appropriate private firms. The GOM nas

also indicated a strong preference for proposals that nominate at least
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three qualified canaicates for eacn of tne long-tern technical assistance
positions called for in the Research and Extension Components of the MARE

Projecrt.

D.  In order to give interested Title XI1 institutions sufficient leaq
time to respong ddequately to the RFTP, the evaluation factors that will
be used in ranking technical proposals are attacned to tnig
announcement. After initial evaluation of al) the technical proposals,
the top 3 didders will be visited Oy members of tne evaluation panel for
furtner assessment. These two processes will lead to tne final selection
of an institutional contractor. Canaidates nominated Oy the selected
Title XII institution #ill be asked to participate in an assessment
workshop which will be conducted in tne U.S. Tne purpose of this
workshop 1s to give tne evaluation panel an opportunity to assess, in
more depth, the technical, interbersonal, management and commnunications
skills of the nominated technical assistance candidates. Based on
evaluations made during this worksnop, members of the technica)

assistance team will pe selected.

E. The GOM expects tne tecnni-ial assistance team to work within the MOA
system and be directly accountable to MOA department heads. To ensure
that these occur, the GOM nas 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 ang

logistical support to tne technical assistance team and for coordinating

the preparation of tecnnical and fianancial reports required by USAID and
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tne Title XII nome Campus. These functions have traditionally been

performed oy a Cnief of Party.

Fo Tne GO ang USAID anticipate tne technical assistance team to arrive

in Malawi sometime between iday - August 1985.
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SECTION 6
CRITERIA FOR RFTP AND CANDIDATE SELECTION
OF TITLE XII INSTITUTIONS

This question in¢ludes working papers developed either
for discussion and decision-making or as background

information for future decisions.

1. Responsivenez- of the
Proposal

2. Institutional
Qualifications

3. Technical Personnel
4. Ranking Sheet
5. Selection Criteria

6. Illustrative Criteria



BRIEFING NOTES
MINISTRY OF AGRICULTURE
ABGRICULTURE RESEARCH, EXTENSION AND PLANNING SUPPORT PROJECTS

Meeting on 14th October, 1985
9:00 am

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

agenda
1. review of selaction process and points to use criteria
2. review of criteria for selecting the Title XI1I institution
3. welghting tha criteria for the Title XII institution
4, review of tentative criteria for selecting technical assistanca tean
5. planning. next steps and rasonsibilities

6. Other businass

Attached ares two draft documents proposing criteria for (1) selecting the
Title XIT institution, written in language which will be usad (n the RFTP, and
(2) selecting the technical assistance team.

The criteria for the institution will be contained in the RFTP, will he used

(as weighted) to rank and avaluate proposals, wiil be made more spacific with
indicators which can be used for structuring the site visit ang making fipal

selection.

The criteria for the tachnical assistance team will be modified, with attention
on mach position, to the precise tachnical and experiantial requirements and
the balancing of all the proposed criterta to the requirements of each position
and/or assignment. The general criteria will be spacified in the RFTP, used to
asseas quality of candidates in proposals, linked to structuring site visits
and making final selection, and used as the basis far designing and carrying
cut Intensive candidate selection at tha 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 in Malawi.

(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; (11? an agricul-
tural research program (both applied and FSR/E) with
‘the extension program at the national and .field levels;
(i11i) 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 farmers' 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:

6.2

Cb



-2

(1) 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 cormitment 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-
Tified 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 account-
ability should be developed.

(g) Proposing institutions’ knowledge of tech-
nical resources available from IARCs and other agri-
cultural institutions, and a demonstration of relation-
ships 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 =z required financial and technical progress
reports.

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

3. Qualificatibns of the Technical Personnel

(a) Technical competence of the technical
assistance candidates for the long-term and short-
term 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 formulate-plans. of
action independently (i.e., ability to assume
the role of filling technical gaps in the MOA),
as well as perform effectively in group planning
and implementation activities.
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EVALUATION CRITERTA FOR TECHNICAL PROPOSALS —— RANKING SHEET

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 of the Proposal

a) FSR/E Concepts and Approaches N
b) Institutional linkages

c) Research/Extension planning _

d) Research/Extension prioritysetting

e) Mass cammmnications

f) Wamens Program

g) Five-year workplanning

h) ™imistry=:-: relations

Area 2! Institutional Qualifications

a) Camitment of leadership

b) Multi-institutional proposal

c) Institutional Technical Campetence
d) previocus-current experience

e) Multiple candidates/position

f) Philoscphy & HC relation

g) Knowledge resources/linkages

h) Institutional support-backstopping
i) Administrative plan & relations

Area 3: Qualifications of Technical Persocnnel

a) Technical campetence of candidates
b) Quality/relevance of experience
c) Individual/collaborative work

Total 100%



II. SELECTION CRITERIA FOR TITLE XII TECHNICAL ASSISTANCE PERSONNEL
(DRAFT) 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 raesults of a technical
assistance effort are often as deeply affacted by attitudes and commitment as
by technical competency. An assessment workshop will be held Jointly with
officials from the Government of Malawi, USAID and the selected Title XII
institution to choose the final team members. These criteria are tentatively

criteria.

Criteria ﬁnﬂmmmmmmﬂﬂm.t:m

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

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

Small Group:
Experiances and effectivenass in leading, working with
and Participating in small team and group work

Large Group:
Effectiveness in Presentations of different varieatias
participating in design and delivery of same,
effective delivery style for different types of groups

Interparsonal:

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

Intercultural:

comfortahle in diffsrent settings & different roles,
experience and effectiveness in variety of cultures,
listens, Paraphrases, does not relate

everything to single cultural and/or personal refearent
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TEAM SKILLS

INSTITUTIONAL
ASSESSMENT & CAPABILITY;
AND PROJECT/PROGRAM
AUTONOMY

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

has knowledge of major donors and works
well in multi-organizational context:

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
charqe situations, with particular regard to
interfaces and coordination

demonstrates an understanding of development &

institutionalization based on patterns 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 exprass opinions/information against
consensus, but willing to accept decisions against own
preferences and to implement them

can differentiate between short-term consequeces 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 spite of unexpected events and changes
in context

elicits excitement and commitment from 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

demonsirates 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 Qroup/institution needs in a
balanced way

management stylaeas are not culturally bound, while
acknowledging cultural basis of behaviours, values and
expactations

can adapt to cultural management atylgs 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

6.8

{4



PROBLEM-50LVING
AND G60AL QRIENTATION

DEVELOPMENT AND
PROGRAM VALUES

identfied bottlenecks, barriers, opportunities and
support, and acts guickly 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 experimant 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

Indicafea 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
Qgroups and assignments,

idantifies and resolves conflict situatons with candor
and honesty

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

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 benafit

6.10
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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 developmant
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

deacribes, 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 specialjization 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 sovle problems, is not prescriptive and operates
within program goals to implement technical plans

6.11
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DEVELOPMENT AND
BUREAUCRATIC
EXPERIENCE

can create technical assistance plan to reflect
understanding of appropriate uses of action-based,
performance-oriented training and competency
devalopment

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 relevant technical
presentations and to adapt techni.al information to
specific development contexts

level of familiarity and compatence to be able to
adapt language and concepts without putting down

other professionals or lay persons sesking information
about technical area, communicates at appropriate
levels to meet needs of teams colleagues and clients

has experience in similar or comparable development
programs and pirojects

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 exparience in bureaucracy in both developed and
developing nations, and famiiiarity 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 effactively in formal and informal exchanges

to build understanding and agreement in groups with
diverse perspectives and interests

6.12
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* prior work in (1) Malawi, (2) east and southern Africa, (3) Africa,.
(4) the Third World, (S)"similar" U.S. settings.

#+ methodologically in terms of successful support of adoption of
-improved technologies by local participants

* technical euperience with farming systems, on farm resegarch, 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.

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

~Understanding of the overall MOA program, the role of the MARE Frujec
within that, the role of the Title XI1 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 prcgram effort, and the expectation
for this technical assistance.

-An aproach for assuring that the technical assistance effart 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 inteqration of any technical assistance
assignment in the work with reqular institutional incentives and
promotion systems.

-Flans for how procurement activities will be carriéd 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 TA providers;: in preparing, supporting and debriefing them;
and applying learnings.

\
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~AN approach to Planning, monitoring and evaluating institutional
services Consistent with the averall Program approach and purposes.

the institution’'sg Community, and the institution has a4 substantial
track record of Successfully tapping both these sources,

-Nature, size access and use of TA praviders for databank.
-System for systematic match-up of the full range of skillsg required

for technical assistance delivery with individual Capabilities,

bank (as OPposed to ad hoc recruiting), as well as pature and fre
quency of contact with those in the bank who are not reqularly used.

—System for regular evaluation of TA providers and assignments, and use

of the data in future assignments.

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

The institution isg sensitive to, and experienced in technical
assistance effortsg involving multiple donor coordination, multiple
contractors, and multiple and varying contractual arrangements and

-Ability tg identify anticipated issues, and suggest approaches to
address them.

“Clarity as to which of the institution’s systems and requirements are
subject to contract-specific 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‘sg standard systems.

6.15
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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:

- 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 1s to increase the productivity
of the smallholder agricultural sector by improving the relevance,
quality and timeliness of the information avajlable 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 1inkages bdetween research and extensfion throughout
the agricultural services delivery system. Funding for the Projects
supports institutional reorganization and development, long term
postgraduate 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; al though each one funds
discrete activities, each one's success is dependent upon the other two.
In view of this, 1t 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 1s 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 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 smallnolder agricul tural productivity requires increases

in yieids of traditiona) primary crops and diversification into higher
value cash crops.

2. Increased agricultural productivity is highly dependent upon more
effective delivery of relevant information, services and agricul tural
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 1ikely only to the degree that they
function within a Ministry-wide context.

3. The approach to implementation taken Sy the Projects must be

consistent with the overall strategies used by the MOA for agricul tural
development. .

4, For the 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 1s structurally and functionally strengthened.
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STRATEGY STATEMENTS FOR TRAINING IN THE PROJECTS

l. 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 1inked
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.

7.3
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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 clements in the overall
agricultural development program of the MOA. They are part of continuing
sector-wide efforts to improve effec.iveness. As such they st pe
measured for investment pay-off under a time horizon much longer than the
investnent period. They must also build upon the strengths and lessons
learned from previous efforts, complement simultaneous ones, and lead to
future support of the agricul tural progranm.

2. Success of the Projects is 1ikely 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 MOA activities. It has specific-
implications on the structure and operations of the Projects:

- the Projects Steering Cormittee iust be rnandated and
structured so as to be able to keep all parts of the MOA
involved and informed;

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

- the 10A Training Unit awst provide focus, overview and
: coordination of all aspects of agricultural program training;

= all Project activities rust be linked to the overall
strenqgthening 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 overal) strategies being used by the MOA for
agricultural development.

The design of the Projects has been carefully reviewed and
negotiated by the GUM to fit into overal) 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 reauire 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 agricultural program plan;

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

- the large amount of participant training in the Projccts,
combined with the substantial number of expatriates who will
be brought into the MOA 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. E

To address these issues, a single Projects Steering Comaittee
oversees all activities. This Steering Committee provides the PS with a
widely representative, well-informed 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 beina learned,
and areas needing strenathening. It will also review, approve and
monitor annual workplans and oudgets for the Projects overall and for
each of their key comoonents. This will be done within the overall
planning 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 nulti-donor involvement and
coordination from the outset, provides a rare erportunity 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 pe
approached in a way that provides continuous learning to the GUIi and the
donors. This will require specific efforts and resources to cdevelop this
particular experience into a replicable implementation strategy.
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U. STRATEGY STATEMENT FOR DOHOR COORDIMATION IM THE PROJECTS

Effective donor coordination has been the intent of the GO, the
World Bank anc USAID since the conceptualization of the Projects. Their
concepts, timing and resources have been designed and planned for
synchronized and integrated implementation. This Strategy Statenment
highlights essential principles which underiine 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 desiqns.
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, reqardless
of the specific project plan in which they may appear. Rresources are
required for carrying out activities in areas such as supervision and
evaluation, some of which are already identified and budgeted.

The project designs indicate areas of shared and complementary
activities. Although functional areas are divided anona the nrojects,
there are sorie activities in which there may be ambiguities in the
proportions and means for joint sponsorship and/or intecration 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 orqanizations,
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 cperate as fully active partners
in well defined collaborative processes, and bring in other relevant
organizations as necessary. However, there must be a aistinction of
roles and interests so that coordination reflects the requirements and
strengths of each for achievina effective coordination.

For all of these organizations, donor coordination in the broadest
sensc nust focus on threc 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.y., balancing field and
headauarters, functional divisions, etc); and (1i1) 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 quidance
of ilUA leadership. The program perspectvive of the MUA has a historical,
experience-based justification and a set of long-term objectives which
need to be understood as a basis for more immediate 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 proposed by donors and discussed with the
MOA for joint activities in areas such as supervision, monitoring,
financial management and evaluation. For assistance to he maintained, it
is critical that all donor requirements (such as regulations, reporting
and supervision) must pe met. liowever, it is recognized that this should
be done in ways which minimize extra-ordinary, non-prograrmatic demands
which coula overload and fragment MUA capabilities, structures and
processes. Areas of flexibility in both MOA and donor systens will be
identified and adanted to meet requirements, and evaluations will assess
overall impacts upon the MOA's viability and strength. While meeting the
requirements of donor agencies for receiving financial and technical
assistance, the most important criterion is the strengthening of the HOA
prograin in ways which are sustainable and replicable.
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E. STRATEGY STATEMENT FOR TRAINING

A strengthened training program is highlighted in the Projects as
one of the principal factors to inprove MUA's institutional capabilities,
responsiveness and effectiveness. A Training Advisory Cormittee (TAC)
and Training Unit (TU) will be established and supported. The TAC
recomnends 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 HUA'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 Jevels.

MOA'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 HOA hierarchical levels and may involve
competencies of individuals, teams, units, divisions, departments,
committees, management and/or interactions between any of the avove. 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 foals.

2. Training must be performance-oriented, competence-based and 11inked
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 terns
of direct costs of training experiences and indirect costs such as
absences, substitution of staff and technical assistance, progran
dislocations and so on. The present situtation in Malawi demands
consideration of short-ter1 as well as long-term results. Al training
investrents will contribute to better performance within the !10A by
ensuring that the primaty decision criteria include (7) relevance and
appropriateness, (1i) application and adaptability to the alawi and MOA
context, and (i1i) productivity or results in the immediately foreseeable
future. Programming must ensure that individuals, their respective units
and all other relevant parts of MDA 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 developed at departmental
levels, At present, there is no structured way to avoid fragmentation of
efforts and to promote complementarity and consistency of approaches.
Approaches, systems, and procedures will be developed to overcone
duplications, gaps and other difficulties which undermine effectiveness
of training efforts. (verall, integration will be emphasized, e.q.
linkages of extension and research teams, and individuals, technical and
management skills, and so on. Finally, the total iearning 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 trainihg 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-term 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 gqroups and other
mechanisms to develop process to assess and strengthen present training
capacities at all levels in 40A. 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 management 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. 6. Rioseco Dr. M. Kettering

Mr. 0. 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 Oivision
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 méy 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; the
meeting of 1/1@ began with this point on the agenda.)

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
tndicators. 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 MOA.

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 MOA's
management systems, including planning, monitoring, reporting and evaluation.
This includes advisors and specialists for planning, evaluation, financial
management, etc. It is not possible to change the systems for the first year's
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 1 & 2; more specific and
integrated planning and monitoring will be expscted 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 and MOA'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 tn the structure can it be located to be done most easily.

Action implications:

Explore monitoring of the Steering Committee (Management Committees) 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 snhancement and
moniloring. )

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

4. Implementation start-up and support coordination is already initiated and
some forward planning has begun. A lot of time and enerqQy (donor, host country
and consultant) have been spent getting on board, raising key issues, setting
up relationships, agreeing on approach and norms, and initiating implemantation
planning. ODOuplication 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
plarning trip by Jerry Silverman and Carmen Haaman in November with a series of
seminars (3 at least) commencing in Febru~mry. The focus of the seminars will
be on project objectives and impacts/implications for all levels. USAID
supports further implementation 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 DPMC 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 most important areas for
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 so that
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:

recruithent anc 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 avaluations

closure processes and planning (what is laft ahead)

Action implications:

Identify point of responsibility for (1) 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 hrw standardization and uniformity can be built into performance
evaluations, e.q., evaluation reviews, quarterly reports, products, etc. Dick

Day agreed to review the possibilities.

Reach early agreements 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 60M (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 Trziring will occur through the
planning and programming of the Training Unit. These were separated batween
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 ADDs and of providing overall
economic management assistance through OPC/EPD 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's larger program of training
for Malawi and in the Region: and

* it link; 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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INTENDED KEY IHPLEMENTATION DATES

SEPTEMBER 1985 -

DECEMBER 1986

(Taken from proj Documents)
D. Levine (9/85)
9/45 10/85 12/8S 3/86 6/86 12/86
-Pro Ay Signea -Trng Adv selected -Trng Adv on post -Trg Spec. on site ~Title'XII staff on ~Workplan Revision
(9/2u) (10/31) (12/31) (1/30) post (6/30) (9/30)
-Steer Comnittee -Trng Spec selected ~Trng § contracted ~Trng Plan revised/spp. (COP §/31) ~Precurecent Plan
HARE estab. (9/3v) (10/31) (u/aog“ by TAC (3/31) (8/31)
-Title XII TuRr's -Trng Unit planned -Long term Trng Systems -Title XII short -1st Quartcrly Report
drafted (9/30) (10/31) in place (12/31) 11st/site vistts (2/28) (9/30)
~Inftfal Trng Plan ~Title XII proposals -Title XII contract =Znd Quarterly Keport
estab. (10/31) received (12/31) signed (3/31) (12/31)
rTrng Adv., Committee -90 days CP perfod -CP perfod (1/20)
Testab. (10/31) {12/20) of 120 days
~Title XII RFP 1ssued ~Training Unit estab.
(10/31) (11/1)y :
-Resstatn Adain ~Econ. 1n place =ARC approved plans/ =Civil works big ~Civil works bid «Civil works contract
officers in place <ARC estab, 1st meeting budgets to Treasury opening (1/31) Eval. (4/15) award (7/15)
~Trng Adv (USAID) (10/25) & IDA (11/30) ~ARTg -- » LADD, -Hat') Research/Ext -Staff eval. process —
HAR -DAR Annual Rep. -Annual plang ~Commodity tesa KADD, BLADD (3/31) W.S (?) revised (9/30) & oy
{Res) to IDA (9/30) -Advisor Contracts leaders confirmed ~ADD Res/Ext WS (1) Scifent. Strean |
-Fin Cont. & Libr. signed: ARC, PEB/Fin, (11/85) -Lib. appointed (6/30) introduced
on lony term studies Procurement, Library -Library utfltzattion -Annual Report
(9/85-6/87) -DAR proc. officer & system (9/30) (9/30})
-Dep. CARD (9/30) other key staff in -1st University
-Nat'l Res. Coords post-Spec. account Contract (9/30)
-ARC Sccretariat es.  ‘ished
-Civi] works docs to
10A (10/31)
-(USAIV) Trng Adv (9/30) -Steer Committes (3/1)  -Pladn Rdv (4/30) | -Pl Dept. reorg. (9/30)
-Position responsibil{- -Specfal Acct. (3/1i -Fin aucit cont. (7/1) =Staff recruitment
AESPS | tiés for Trng Adv ~System analyst adv. -Anrut! workshops program to DA (9/30)
(Ext/ expanded (9/30) (3/31) (5 & 6/86) -Annual work plan and
Plan -TOR's for rural cregit -DOA Reorg. (3/1) ~(USAIO) Ag. Comm. Budget (9/30)
study (9/27) -Ext. Mngt & Plann. Specfalist (7/1) -Mass coum. pilct
Adv. (3/1) (10/31)
-DCAO appt. (3/1) =Annual ext. work plan
-Trng unit (2/1) {DOA & Hzuzu) (9/30)
=Rural Credit study to ~Implen. of rural
I0A (3/31) credit study recs.
(12/31)
JT -UPIC Assist: UC/ ~OPIIC Wash Deb ~JT Supervision ~JT supervision
Uonor Hairobi/Nalawi ~AID/IDA JT -Steering Committee (9/30)
Act. -Hauanm visits neetings/superv, meeting -Steering Comaittee
{9/24) orogess (10/15) a/30)
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- UrTatEne: FINANCE, Ulongwe
Tedeps . | tlongwe 731 mn
eMMER 1 gy shadd be 2ddiesed ta;
The Sectetary ¢ the Tressury

MINISTRY OF FinANC
P.O. BOX 30049
LILONGwWE
MAL/\“'I

nat;:'ogt;pbqr.,:;mgas.

Aot gl

The ysa1p g presentative i T,
P.0. Box 50255 ' / '/B_.ECF'Vb.Q.e N
LTICHcyn 3, T ‘\ N

ENERGY FOR, SMALL, AND MEDYI -#"i:‘:-,_--;. .
ENTERPBISES. PRGJECT: ‘ -

for:
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Mslm\ hncul’kmi !uwdn eml E&hns\u\
v PRQ"”

In the matter of a grant ayreenent
betwoen
THE GOVERNMENT Of' THE REPUBLIC OF MALAWT
and
THE UNITED STATES OF AMERICA
acting through the imited States Agcncy~for International

Development

AUTHORITY

7 b X Str'ku):l(

WHEREAS by a grant ‘agreement dated , + 1985, (l'va-rezr.aftev'
referred to as “the Agreement"), made between the GOVERN 0F 'me |
REIUBLIC,OF MNWI, (hereinafter .referréd|to-as "u:e&emn e of,
the one part, and the uNITED STATES Qr AM.‘ZRI(;A, act.l.gg througn. ‘i slAcnncy
for International Development, (herema.ft¢r referred;to 4s "USAJ.O") .bf
Lie other part, USAID*uidertook to exteéndito the Govermwant a grant :

of an amount not e*cceedmg Mu United States

Dollars Ctetdtgming) to finance, mter alia, the casts of ti!e-ihe‘gy

%‘ Pro;ject subject toithe rerms of +he :

AGreement ;- -

AND WHEREAS under] section 3 of the Finance andjAudit Act (Cap‘ 3/ 0l

of the Laws of Malawi) the Minigter of Finance of (409 Goycrnment J'F‘ r:e::mr.:,i.blr_

for the supervision, control and’ dlrect...on of matters rerating to ,the
Financial affairs of Malawi, and in fhschargmg such. responsmihty may,
pursuant to scction 36 (1) of the (,c.nc:ral Intcrprctatton] Act (Cap 1201 of

the Laws of Malawi) depute public oftz.cers to act onhis;wehalf::
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ALD WHEREAS it is expedient that certain public officers in the
service of the Covernment be designated and authorized to act in the name
ot the Minister of Finance of the Government and on behalf bf the Government.
in, or in connection with,” the inplementation of the Agreement;

NOW, THEREVFORE, 1, EDWARD CHITSULO ISAAC BWANALI, Minister of Finanze’
of the Government, pursyant to section 36 (1) of the General Interpretation
| Act, DO HEREBY WNOMINATE,” APPOINT AND AUTIORI ZE the underment ioned public
officers in the service of the Government in my nawe as deqic;r.a'i"ef
- representatives of the Covervlmcnt and, on behalf of the Gove'mprt_, jointly
~or severally, to do and perforn all such ackts or things and o ;V.ecx.te
all such written instruments as may, 'frcm time to time. be Inecessarv ar
preper for the purpose of,.or in conneccion jwith the implementation of ithel

Igreement -

J. R. Phiri, Esq. - {Undert 5ecretar)«fl:in tha Ministry
|of Finance,

T. A. V. Chande - Senidr Assistant Sedretary in!
the Ministry of Findnce; .

H. S. Mononga, Esgq. - Administrative Officer, in the
Ministry of Finance

J. M. Mhango, Esq. = Administrative|Officer in thej‘
MinisLry of Financc

M. Makalande, Esq. ~ Agmnistrative.Officer in the’

Ministry c¢f Finance,

AND I HEREBY ratify and confirm all-such-acts okihindsias may.be.
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done or perfonmed, ang

all such written instrume

Nts as ety kws o
!
Cers, or any of them, in

ecutend
Pursuance of thjsg Authority

'The specimen Signatures of the public officers are attached heretq,

17 (
Dated this A J




SPECIMEN s LGNATURES

J- R. PUIRI, Eg. GAX(“'&)Lé’u’M:

T. A, v, CHANDE

H. 8, MONONGA, I8,

J. M. MHANGO, Esq.

M. M\K}\LN\DE, EsQ.
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APPENDICES A
AGENDA FOR SEPTEMBER 10, 1985 PRE-STEERING
COMMITTEE MEETING #2

1. Steering Commit*oce
2. Work Planuing,
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~IMPLEMENTATION COMMITTEE MEETING
MALAWI  AGRICULTURE RESEARCH AND EXTENSION PROJECT
9th October, 1985

Subject: Pre-implementation planning and start-up activities

TENTATIVE AGENDA

(1) Steering Committee -~ functions, formatian, membership

(2) Coordinaticn of Work Planning, Reporting and Monitoring

A{3) Training Committee ~- functions, formation, membership

(4) Selection Process for Title XII Institqtion & Technical fissictance Team
(5) Donor Coordination -~ £trategy and Responsibility

(67 Actions Required During Next Six Months

The attached papers present background discussion and recommendslicons decision
points for issues related to points 1~5 in the agenda.

{j\.\
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Agenda Item 6: Action Plan (f manths)

(/)

(i)

(i)

Conditions Precedent: First Disbursement {musi

foatatanment of names of “responsible parties®

for 4he Govermmant of Malaws.

Letier from MOF to USAID,

ficltion:

Who:

complete by 28/11725

status:

PBraft given to MOF

When:

that & Project Steering Committae
pahed Lo Quide and coordinate

the Frojecte

Actian: Formal Circular tn MOA tdentifying
functioneg, membership, formalion
Notify USAID ang IDA.

Mest stap Whe

fn

atus:

S LA A .

Decivions on 810
drafied in memo

When:

e L .

(B) Conditions Precedent: Disbhursement for Training

(1)

(1t)

Indication 1: Establichmeni of Training
t

.
Tammyitee,

Ardv 1500,
Formal Circular in MOA identifying
functions, membership, formation

Natify USAID and IDA.

fiction:

(complete by 28/01/8E)

Decisions on 9/18
drafted in memo

Whan:__

Indication 2: Formal Establishment of

Three Fousittons for Trarning Unit

e ——

status:
When:
When:

et Aot it et et it

When:

o < i byt bt

fiction: Approvals by OPG
Hotification to U5SA10 and IDA
Orientation/Preparation Plan
for New Staff Daveloped
Nex~tl step: Who:
Ne<l stap: Who :
MHext step: Who !
A.6
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(i11) Indication 3: Fosttions fnncunced

(iv?}

(€

{11)

l_-J’
.
(s
|~
—

l i

amd Gandidatle Fecruiimen! 1nrtiated
fiction: Inform USAID and IDA of Sslection Process
Position Announcemants

Selaction Process Initiated
with USAID and IDA Concurrence

Naxl step: Who: When:

et e e s

Neat step: Wh Whers
Next stiep: Whi When: —
Indication 4: Trainirng Unit Fasitions

Staffed and Activilies for Orientation
and lmpiementatiion Flanning Begun

statug
Action: CTr0 Selected/Posted
USAID and IDA Notified
Training Officere Selected/Posted
USAID and IDA Netifiad
Orientation and Implementation
Planning Initiatad
Nest step: wWhao: Whan: ___ o

Next stlep: Whe: When:

Title XII Unfversity Contract

Decision on belaction Process Proposal drafted

Neat stap: Who ¢ Whan:

Plan For fmplementing “alezticon Frocess

Nasxt atep: Whao: When:

A.7



(02 Project Work Planning and Budgeting.

1) Work Planning énd Budgeting Procssses for
Frojeot Implementation Developed/Approved |

Next sten: Who: When:

tay dates:

® .

{11) Sechaduls for Inplementation
Flanning <and Budgeting Establishad

=T

N=xtl step: Who: When: |
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APPENDICES B
WORKING PAPER FOR PRE-STEERING
SEPTEMBER 27, 1885

1. Strategy Statements

2. Mroject Committees



soe United States Office of Washington, D.C.
i“-ﬁé Department of international 20250
N5 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

B.1

The Office of International Cooperation and Development

is an agency of the
United States Department of Agriculture




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 (ii0A), 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 ore-service in-country
training, civil works construction, expanded utilization of mass media
for extensiop, 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.

B.2



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.

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

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

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
development.

4, For the 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 1inked
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
Advisory Committee. The overall need for these Committees is to enhance
project management in a program context, providing a model replicable
with other prcjects, 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 workpians 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 Committe= 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 rcquirements 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 (I), 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 ki yjects Steering Committee. The attention of the
Management Committee is on =71 activities within the agricultural
program, while specific attention to and in-depth understanding of these
three projects is required tc carry-out the Steering Committee functions.

Having the Management Committee assume these functions provides an
opportunity to assure program-wide integration of the activities under
these Projects, to provide the program-wide experience of the Management
Committee to the new Projects, and to enhance the program perspective of
an existing group. 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 additiopal meetings called as required. Committee members, who if
not for these three Projects would not be on the Committee, would be
Management Committee me.abers only during the meetings addressing these
Projects.

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

The secretariat for the Steering Committee should be a unit that
regularly functions from a position providing direct and regular
interaction 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 which will be required by the
Steering Committee. We beljeve these criteria are best met by the
Planning Division and the CPrQ.
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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
CPr0, Secretariat
DS
CAS (I)
CAS (NRDP)
us
CARO
CAQ
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 Chrmmittee

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, tine
Training Advisory Committee will be constituted a&s a Special
Sub-Committee of the Steering Committee. For specific meetings,
additional individuals could be jnvited as appropriate to the agenda.
Membership can be adjusted as implementation proceeds and changes are
warranted.
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Issue 5: Training Advisory Committee Membership Recommendation as follows

Core membership:

Ex-officio Membership:

CAS (I) Cnair

Head of Training Unit, Secretariat
CAS (NRDP)

CARO

CAO

Cvd

CPro

us

Bunda College Principal

Natural Resources College Principal

ACPO (Personnel Officer)
OPC (PMT) Representative

B.8



APPENDICES C
AGENDA AND SUMMARY NOTES OF SEPTEMBER 18, 1985
PRE-STEERING COMMIVTEE MEETING #1

1. Meeting Purpose
2. Agenda
3. Participants

4. Areas Reguiring
Immediate Attention

5. Issues Discussed



Ref. No. 38/10/1 1641 September, 1983

FRON: THE SECRETARY FOR AGRICULTURE, P,O. BOX 3013k, LILONGWE 3,

T0: THE UNDER-SECRETARY, MINISTRY OF AGRICULTURE HEADJUARTERS,
LILONGWE 3,

t  THE CONTROLLER OF AGRICULTURAL SERVICES (INSTITUTIONS),
MINISTRY OF ..GRICULTURE HEADQUARTERS, LILONGWE 3.

3 TUE CHIEF AGRICULTURAL RESEARCH OFFICER, LILONGWE 53,
! ~d. CHIEF AGRICULTURAL OFFICER, LILONGVE 3,
: THE CHIZF VETERINARY OFFICER, P.O. BOX 30372, LILONGWE 3,

3 THE PRINCIPAL ECONOMIST (PLANNING), MINISTRY OF AGRICULTURE
XEADQUARTERS, LILONGYE 3,

MALAQI AGRICULTURAL RESEARCE AND EXTENSION PROJECT (MARE) 1
PRE-IMPLEMANTAYION CONSULTATION

You are kiadly invited to attend a meeting schidilod for VWednesday,
the 18th of September, 1985 at 2,00 pem. in the sonferemse room.

The overall purpose ef the meeting will be to begiam ;re-implemeatatica
astivities for the USAID-spomsored Mala@iA Agrisultural Research and
Ixtension (MARE) Projest, and related activities uader The VWerld Bamke
sponsered National Agricultural Research Projest and Agrisultural Exteasida
and Plasaing Support Projest.

To agsist in these efforts, a team has bYeen previded te us frea the
Developrient Programs Management Center (DFNGC) ef thé United States
of Agriculture., A proposed plan of work from this teas is atteshed for
Jour review prior to the meetiag. At the meeting we will ceme ts agresment
as to the fooua, priorities and zpproach for the pre-ispleseatatica
astivities ve will carry out with the team. _

The meeting vill be chaired by the Prinsipal Seerstary and facilitated
¥y Mr David Levine ef the DPNC teame The ageada is as fellews:

~ Iatreductery semmeats by the Prineipal Seeretary

- Introductions enl Roles in implementing the projests

- Review of Conditiens Precedeat and Coaditiens of Zffectivemess
Zor Implementing the Prejects

~ Selesting Priority Areme fer Pre-Implemeatation Planaiag

- Noxt steps for our work with the teans

~ Summary and closing remarks by the Prineipal Sesretary,

The director of USAID has also bees invited to attead this neetiag
in order %o fasilitate diseussioas.

)
5. 8. Danda —
for SICRETARY FOR AGRICULTURE



MARE PROJECT PRE-IMPLEMENTATION PLANNING
START-UP HMEETING 18/9/85 2:30 - 4:30 p.m.

MINISTRY OF AGRICULTURE

Attached Materials

1.
2.
3.
4.
5.

Meeting Purpose and Intended Outcomes.
Agenda.

Participants.

Pr: .Implementation Areas requiring I[mmediate Attention.
I4ssues Discussed.

c.2
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1. MEETING PURPOSE AND INTENDED QUTCOMES

A. OVERALL PURPOSE

TO BEGIN A PROCESS OF PRE-IMPLEMENTATION PLANNING WHICH IS:
* USEFUL
* RESPONSIVE
*  MUTUAL
* FOCUSED
* ON-GOING

8. INTENDED MEETING OUTCOMES

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

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

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

* AGREEMENT OF PRIORITY PRE-IMPLEMENTATION
PLANNING AREAS.
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2. AGENDA

INTRODUCTORY COMMENTS BY THE PRINCIPAL SECRETARY.

COMMENTS BY THE AID REPRESENTATIVE,

INTRODUCTIONS AND ROLES IN IMPLEMENTING THE MARE PROJECTS.
REVIEW OF MAJOR MARE PRUJECT COMPONENTS.

REVIEW OF MARE PROJECT CP'S AND RELATED WORLD BANKX PROJECT CE'S.
IDENTIFICATION OF PRIORITY PRE-IMPLEMENTATION PLANNING AREAS.
ESTABLISHMENT OF NEXT STEPS IN PLANMING PROCESS.

REVIEW/SUIMARY AND CLOSING COMMENTS.

C.4
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10.
11.
12.
13.

14.
15.

NAME

PARTICIPANTS

POSITION AND ORGANIZATION

H. N. Mbale Secretary of Agriculture

D. C. W. Kambauwa
S. S. Kamvazina
R. F. Kanvinya
Mr. Banda

Enock M. Ntokotha
Carlos Palin

Mrs. B. R. Ndisale
F. M. Kangaunde
L. P. Nkhqyera
John F, Hicks
Richard Day

Merlyn Kettering

Davia B. Levine

Bob Johnson

Ministry of Agriculture (US,

Ministry of Agriculture {CAS I)

Ministry of Agriculture (Planning Division)
Ministry of Agriculture (Planning Division)
D.A.R. (HQ)

D.A.R. (HQ)

D.A.R. (HQ) Research Economist

D.0.A. (HQ)

Yeterinary Department

A.1.D. Representative, Malawi

Program Officer, USAID/talawi

US Dept. of Agriculture, Development
Program Management Center.

Develop. Program Management Center.

Pre-Implementation Team DPMC
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4, PRE-IMPLEMENTATION AREAS REQUIRING ATTENTION

1. Official/Fiscal Actions

2.

USAID CP, by 20/12/85: Identification of'"Responsible Parties"
(USAID and MOF)

IDA CEs: Establishment of ''Special Accounts"

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 CvVo CA (?)
+CARO CPrO FC (?)

MOF Representative
Balance needs be between representation and size.

Perhaps some would be ex-officio members.

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

C.6
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4. Completion of Local Staffing Requirements
DAR - HQ and Resear.Stations and Commodi.ty 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 overations
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.

C.7
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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. Da& and the Team.

A series of individual and smaller group meetings would be
conducted by the team over the next week or so, with a further

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

c.8

\3\ﬁ



APPENDICES D
NOTES OF MEETING WITH PLANNING DIVI
SEPTEMBER 12-13 SEPTEMBER, 1985

SION

Overall Meeting Purpose
Intended Outcomes

Agenda

CPs and CEs

Priority Attention Areas

Wor1d Bank Projects



MARE PROJECT PRE-IMPLEMENTATION ASSISTANCE

INITIAL MEETINGS WITH 40A PLANNIWNG 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 Purnose
II. Intended Meeting Outcomes
ITI. Meeting Agenda
IV CPs and CEs

V. Priority Atteation Areas

D.1
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MARE PROJECT PRE-IMPLEMENTATIOH
ASSISTANCE

INITIAL MEETINGS WITH MOA
PLANNING 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-GOING

IT.INTENDED MEETING OUTCOMES
* ESTABLISHMENT OF A MUTUALLY COMFORTABLE, TASK-FOCUSED APPROACH
TO THE WORK AT HAMND.

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

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

* SPECIFIC PLANS FOR "ENTRY ACTIVITIES" WITH REST OF MOA.
* SPECIFIC PLANS FOR MEXT STEPS Ot PLANNING DIVISION PRIORITIES.

D.2



III. AGENDA FOR
A. 12/9/85 MEETING

Review/iodify Proposed Purpose, Qutcomes & Agenda.

Getting Acquainted -- Who we are; Our roles in MARE; Our
“histories" with MARE; Wny we want it to be successful; Wnhat
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 Departments/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
pRECEDEVT
A. MARE CONDITIONS/(CP'S)
)

1. IDENTIFICATION 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 (MRDP) -~ Secretariat Major functions?
Cvo Ex-officio memb.?
MOF

CARO

CAO Plus maybe CTO, CA, FC.

CPO

us

3. TRAINING UNIT ESTABLISHED AND STAFFED (within 120 duys; by 0’6
15/1/86

Trainiqg Advisory Committee (TAC) in place right away, and
USHD <O advised.

MOA identifies tne persons to staff Training Unit,
- US (currently neads 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 position.
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PRIORITY AREAS FOR PRE-IMPLEMENTATION ATTENTION

Steering Committee
-One function being to review implementation plans for the
other areas and serve as the monitoring organization
Training Unit and TAC
-PS issues a circular creating the TU and replacing the
existing training committee
MOA Local Staffing
International Recruitment

Procurement

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. ESTABLTSHMENT 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 CAROQ

ARC Secretariat

DAR Reorganization

Nat'l Research Coordinations

DAR Procurement Qfficer

Deputy CAO AcdA s

3. INTERNATIONAL RECRUITMENT (ADVISORS)

- Training Advisor USAID
- Training Specialist

ARC Advisor

- Procurement (Selected) NAR
ol -Tp’w:*“%

P & B/Finance {Selrcted)

Librarian (Selected)

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

4. PROCUREMENT -- CIVIL WORKS (NAR) AND "TITLE XIT" CONTRACT (USAID)

D.6 Yi%



APPENDICES E
NOTES OF MEETING WITH PLANNING DIVISION
SEPTEMBER 19, 1985

. Donor Coord:
2. Title Vv .ontract
3. Numuers Reconciliations
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MARE Project Pre-Implementation Consultancy
Minutes of 19/9/85 Follow~-Up Meeting

Participanis: Mr. Kavinya, Flanning Division
Mr. Banda, Planning
Mr. Wilhelm Cornelius, Planning
Ms., Brave Ndisale, DAR
Mr. Carlos Palin, DAR
Mr. Richard Da,, USAID
Mr. David Levine, DPMC
Or. Merlyn Ketlering, DPMC

The meeting was held tc pursue at greater depth a set of 1ssues which had
arpser 1 the general MOA start-up meeting the day before. The meeting wes
chaired by Mr. Kavinya, and facilitated by Mr. Levine. Its overall purpose was
to review each 1ssue, and for each {o arrive at a common understanding of the
15zue 1tself, and where appropriate to concur on further actions tc be talen.

The sgenda was established as follows
!'. Dermor Coordination Financial and Supervisory

r

Mechanisms for Assuring Adequate GOM Control of the
Selection and Integration of Both the Title XII Contractor,
and the Individuel Techrnical Assistants

w

Implications of the Shortage of Available Housing 1n Lilongwe

4, Reconrciling Some Differences 1n Numbers in the Various
Froject Documents

I. Donor Coordination

A. Financial. The 1nvolved 1ssues had to do with the various accounts and
currencies which must be accounted for 1n the Projects. There are donor funds
from beth the World Banl and USAID, sume of which are spent offshore as foreign
e~change and some of which are used for local currency expenditures. There are
alsc GOM funds, some of which are from the on-going Revenue Account, and some
of which reprecsent New Recurrent Costs., Varicus requirements for separate
accounting were discussed, and areas of increased possible efficiency
rdentified. The following recommendations were agreed to:

I. The inclusion of the Financial Coordinator, MOA on the
Steering Committee would be considered and discussed with
the varioue 1ndividuals with whom the team would be meetling.

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

rJ

3. USAID will iry to set up a 120 day advence fund for the
Project, which based on the submission of adequate financial
accounting of e-penditures to date would be replerished at BD da,
intervals.

4. Lierscen with the MOF should be established at the ear] ect

fecsibiie taime,  Gre liesson should discure Loth the general

E.1
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scurces, the mcst competent team pessible. He alsc reminded the meeting thet
consortia of universities a5 well as 1ndividusal 1nstitutions can bid. The
following recammendstions were agreed to:

1. That DFMCwould include attenticn to specifiying with the

MOA an overall process for the Title X1] contracting, from
development of the Scope of Worl (Terms of Reference! to

proposel review tc assessment and selection of the 1nstitutionis?
arnd i1ndividuals to preparation of the individuals selected.

Thet DFMT weould i1nclude 1n 11s activities drafting with

the GOM and USAID a Scope of Work for the contract.

-
.

Thaet 1f pcseible, the Request for Technical F‘roposals(n‘:rp)h
institutions to 1nclude ceandidates from gutside their reguler
staff 1f sc doing would strengthen the proposed teams.

III, Lilongwe Housing

Given the current housing shortage 1n Lilongwe, the Mimistry 1ndicated that it
mrght prove difficull to provide housing fer the Technical Assistants, as
stipulated 1n the MARE Frohy. Outside of Lilongwe, there would be no
difficulty given both the new housing being constructied under the IDA Projects
and the fact that significant numbers of 1ndividuals would be going abrecad for
participant training., [t was agreed that Mr. Day would checl the details of
the agreement, and the funds and cost factors used in assembling the MARE
Froject budget! to determine what 1f any fle-1bi1lity 15 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 cemmonly used 1n the various planning
processes. Mr. Day will check the specific numbers identified, after which
we'll decide what 1f arnything needs to be done to align them. The specific
discrepancies pointed out 1nclude the following {(page references are to the
MARE Project Frofg):

t. P.5 -- 4 F-Ys for Specialist vs.5 P-Ys

2., P.8 -- 3@ FP-Ms for Ag Comm Spec vs., 36 F-Ms

2. Also, we need to clarify whether the full time person is
called the Ag Comm Spec or the Mass Medie Specialist?

4, Are there 35 or 35 P-M: of shorti term ag ert assistance?

5. P.12 -- All olher ADDs to use the results of the Mzuzu
Pilot by 20/4/88 seems early given the need 1o evaluate the results of
the pi1lot before proceeding. It was decided that moving ahead would be subject

to evaluation and decided and reflecied 1n the annual workplans,

The meeting was adjourned by Mr, Kavinys at noon.
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APPENDICES F

NOTES OF MEETING WITH PLANNING DIVISION -- DONOR COORDINATOR

OCTOBER 10, 1985

Participants

Purpose

Critical Assumptions
Agenda Items

Summary of Key Points
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PROPCEZED MEETING  ABENDA
15t Gctober, 1486

Participents: Flanning Divzion, Ministry of Agricultura;

Representatives of World Bank and UZAID
Pre~implementation Flanning Team

Purposa: To e«plore areas in which plarning, monitoring and evaluation can be
2 [

ceordinated en tha F ects 9nd te identify action stepz for coordination to he
ini1tiated.

Critical Assumptions:

» MDA, USAID and World Bank avitems can ba ace sufficrently flexible to permit

a high dagres of coordinaiton,

¢ LCogrdination an plannong, monlttoring and evaluatian musi be sy
lzaaned, carried out and assesaed throughouw! project taplementa

+ The Plannminy Drvisiarn will play a key role I progeam managemenl and
integration az Secretriatl <o the Steering Committee {(Management Cammitizel,

Ttems for discussion:
Tao what estunt can planning, manitaring and evaluation be coordinated?
Are there cihz2 oreas Tor coordination and cooperation?
Who s responsible te astabhl.sh patterns and pracedures for coordination?
What are ithe firai steps in s:itablishing coordination?

Wheat actionz nead inmediate attention?

F.2





http:e,'--5een-.as




APPENDICES G
TEAM SCOPE OF WORK

Introduction
Purpose and Outcomes

Proposed Approach and
Overall Schedule
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Office of International

United States Department
Cooperation and Development (0ICD)

of Agriculture (USDA)

Development Programs Management Center (DPMC)

MARE PROJECT PRE-IMPLEMENTATION
CONSULTATION

Proposed Plan of Work

I Introduction

IT  Overall Purpose and Intended Qutcomes
of the Pre-Implementation work

II1 Proposed Approach and Qverall Schedule

September 9, 1985 DPMC Field Team and Dates in Malawi

David B. Levine: 9/6-9/27/85
Merlyn Kettering: 9/18-10/2/85
Robert Johnson: 9/15-10/13/85
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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.

3.

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).

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, respunsibilities,
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.

¢. 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.

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 donurs. 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.

ITI. 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 monicored
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
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15th October, 1985

(DRAF T
TRAINING PROGRAM AND TRAINING UNIT
BRIEFING FOR CAS(I) AND USAID
1Sth October, 1985
(DRAFT) M. Kettering

Subject: Training Unit, Ministry of Agriculture

Attached are my notes on our briefing. [ will take the time after my return to
Washington, D. C. %o write these into a more complete and comprehensible form
and forward it to you.

1. Functions of the training unit.

In the technical analysis and in the body of the Project Paper, e.qg., p. 13,
the functions of the training unit are listed as:

1 Manpower Development Plan

regular training needs analysis related

to annual staff performance review

3 draft selecticn criteria for training candidates
identify trainers and assist them with

training techniques and materials

contact appropriate sources of training

nrocess candidates for off-shore training
maintgin records on trainees: and

caerve as Secratariat for TAC

e ra

W ~3 g wm

These fall into three primary areas:
Needs Analysis and Staff Development Planning (1,2,8)
Training enhancament 1n 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 considerations should be 1ntroduced into the functions of the unit.
Although the argument may be made that these can be performed within the above
functions, there 1s no clear mandate for a more comprehensive and in-depth sat
of functions. [llustrative functions which are not explicit 1nclude:

Institutional Strangthening and Perfarmance (as basis for needs analysis)
not Just individual competancies, but unit and organizational
competence

Total learning aocortunitiss to be revicwed, 2.g., consideration of ThH
as 1mportant tra:ning resource:s training and orientation of TA;
improving affactivaeness of meeting management; cross—fertilization
and linlages batween departments and levels, ealc.

H.1



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 funciional areas also need to bs explicit such as working with
technical assistance persons and teams to meet training objectives;
Evaluations of training events, planning and parformance; the
Consolidation of traiming plans into coherent Ministry program and
balancing the verious components to meet Ministry needs; and
coordinating liaison with donors with respect to training.

It 1s 1nteresting tc note that a better description of the functions of the
Training Unit 1s included on p. 1l of the PP:

The Training Unit will utilize a variety of long- and shorti-term training to:
(1) upgrade the technical skills of researchars and extensionists, (2) transfer
adult educiion training methods to trainers: (3) improe DOA skills in
planning, administrati:on, management and implementation, {(4) stirengthen the
linkages reguired for effective technology transfer betwaen DOA and DAR at all
levels, and (5),continue to ensure that the mix of staff skills is appropriate
for the MOA's smallholder development program, institutional structure and
development priorities.

[ strongly recommend that the final description be used and modified in
accordance with the above functions. It provides a mors valuable, viable and
dynamic resource for helping the MOA fulfill its mission.

2. Institutional and Individual Constrainis/Inhibitors

The following is a list of some constraints which will effect the development
of the training unit. These are 1llustrative, but critical; A fuller
discussion of these can be provided as planning and implementation proceeds.

ning function, not as cornerstone of long-range

¢ narrow view of tra:
addressing 1mmediate performance gaps

program, nor gs

+ technically sriented and bureaucratic coriented personnel, rather
than methodologically oriented and performance oriented team

* concern about intervaning 1n "turf" of eristing training activities
and fear of zrithcisms of srozent practices

¢ high =2rpectations, but widely diverse--with small staff and resources

* no 1nstitutisnal paclstopping and support to provide linkages with

broader set! of rescurces and methodologies

H.2



* 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 1 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 undertaken to build the unit and address the constraints.
used the following list, which is sometimas like apples and oranges and at
different levels of absiraction/concretensss, as a basis for comments on
strategies.

* meel urgent needs and find areas for pilot successes

* functionally divide unit 1nto admin, training enhancement and
overall 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

* emphasize 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 (820-20)
¢ introduce RRA methods for needs analysis (iterative, interactive)

¥ build on "slice of the organization"

H.3



the operational strategies must pay particular attention to:

a more comprehensive and appropriate set of gersonnel qualifications
than the technical and buresaucratic ones in the paper, e.qg.,
dynamic, mobilicer, initiator, communicator, and so on. Remember
that the personalities/characteristics of the "founders" are often
the most 1important variables in organtzational success.

Note also that this will require a great deal of energy and
innovation as 1t 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 sense of purpose which is shared among all
key actors 1n the Minisiry 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 ind enhancement of training as a profession, and
so on.) A very early lool should be given to operational planning
and areas of flexibi1lity in resources and budgets to meet needs

of the training unit.

H.4



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 suppcrts 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
prcegrams 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 fccus 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 to
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.

I.1



°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.

1.2



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 VAV



WORKING PAPERS ON THE TRAINING UNIT

Following are working papers prepared during
the pre-implementation atage of eatablishing
the ministry-wide Training Unit in the
Ministry of Agriculture.

* Fun:ctiona of the Training 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

* BHudget of the Training Unit

* Job Descriptions, Draft Review Documents

J.1
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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, a2nd serve as secretariat to the Training Advisory
Committee. Functional linkages betwveen research and extension
are to be mtrengthened through training, and processes related to
training, whenever possible. The capabilities of Miniatry
personnel are to be strengthened to enhance the performance of
the Ministry in meeting the needs of smallholder familiea, with
special emphasis on reaching farmers who are unable to adopt high
input practices.
The Training Unit will:

l. 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.

S. Establish an on-going corpe 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 analyais

3. Develop staff training programs and assist in conducting them.

Prepare a detailed aschedule 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
recoras.

Develop a procedure which:

-~ conasiders 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 necesgsary
arrangements and provide proper orientation

5. Zstablish an on-going corps of Trainers of Trainers, TOTsa.

Develop a systematic procesa 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 J.3
6 Oct. ’8S



Ail OVERVIEW OF THE ROLE OF TRAINING
IN THE MINISTRY OF AGRICULTURE

Training is a means of developing individuals and units
vithin 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 programas 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. Training Promotes Program Coordination and

Strengthening of Linkages Throughout MOA.

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
dimensions 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 changes can be supported through training by
directing the training towvard the deasired program
emphasis. Training should not alvays 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
vith equally strong efforts to modify and/or
eliminate programs or program components.

J.4



Overview of Role of Training, Cont., Page 2 of 2

3. The Training Program _in MOA is to_Encompass the Full
ange 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 dimensionsa.

4. The Ultimate Purpose of the Training Unit ig Building
and Strengthening MOA as _an Institution.

a. The Training Unit and Training Advisory Committee
should work toward developing a self-sustaining
training process, regardlesa of future sources of
funding. ’

b. Training can be instrumental in strengthening and
developing organizational units as vell as
individuals.

c. The process of identifying staff for higher degrees
should include an orgenizational 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 198S 1986 1987 1988 Total
Agronomy 6 6 6 3 21
Ag. Economics 5 2 7
Ag. Engineering 1 1
Ag. Extension 3 3
Biometrics 1 1
(Statistics)
Cémmunlcations 1 1
Entomology 2 1 3
Forestry 2 2
Home Ec. Nutrition 1 1
Horticulture 1 1 1 3
Plant Patholggy 2 1 3
Total 10 19 11 6 46

Source: Malawi Agricultural Research and Extension Project
Paper, USAID/Malavi (612-1215)

TRAIN. YR
RJ Oct.8’8s
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TRAINING UNIT,
POSTGRADUATE DEGREE TRAINING OVERSEAS

MINISTRY OF AGRICULTURE

The exact number of Ministry of Agriculture personnel
wvho will receive postgraduate training will depend upon
Following is a postgraduate,
overgeas training schedule based on estimated costs per

how far the funds reach.

candidate.

Training Area

1985 N=10

Soil Survey
Entomology (nut tree)
Maize Pathology
Maize Breeding
Entomology

(Maize and Groundnut)

Nematology

Agronomy (AR)
Agronomy (AR)
Agronomy (AR)
Agronomy (AR)

Agronomy (AR)

Agronomy (AR)

Ag. Economics

Ag. Economics

Ag. Economics

Agronomy
(AR-Coord. Unit)

Ag. Economics
(AR-Coord. Unit)

Ag. Economics

Agroforestry Agronomy

Silveculture

Horticulture (WPS)

Communications/
Ag. Extension

Agronomy

Agronomy

Ag. Ed. & Training

Agronomy

Nutrition

Ag. Ext. Ed./
Personnel Planning

Ag. Ext., Ed./
Admin/NMgt.

Degree

PhD
PhD
MSc
MSc
MSc

MSc
MSc
MSc
MSc
MSc

MSc
MSc
MSc
MSc
MSc
MSc

MSc
MSc
MSc
MSc
MSc
MSc
MSc

MSc
MSc
MSc
MSc
MSc
MSc

MSc

Start Complete Months
9/85 9/88 36
9/85 S/88 36
9/85 9/87 24
9/85 S/87 24
9/85 9/87 24
9/85 9/87 24
9/85 9/87 24
9/85 S/87 24
9/85 9/87 24
9/85 9/87 24
9/86 9/88 24
9/86 9/88 24
9/86 9/88 24
9/86 9/88 24
9/86 9/88 24
9/86 9/88 24
9/86 9/88 24
9/86 9/88 24
9/86 9/88 24
9/86 9/88 24
9/86 9/88 24
9786 9/88 24
9/86 6/88 33
9/86 9/88 24
9/86 9/88 24
9/86 l1/88 ie
9/86 1/88 i6
9/86 9/88 24
l/86 1788 24
9/86 9/88 24

J.7

Dollarsa

N=10

866, 000
66, 000
44, 000
44, 000
44, 000

44, 000
44, 000
44, 000
44, 000
44, 000

N=19

44, 000
44, 000
44, 000
44, 000
44, 000
44, 000

44, 000
44, 000
44, 000
44, 000
44, 000
44, 000
S5, 000

44, 000
44, 000
44, 000
44, 000
44, 000
44, 000

44,000



Postgraduate Training Overseas cont. 2 of 2

Training Area

1987 N=11

Agronomy, Maize
Vegetable Production
Agronomy

Agronomy

Ag. Economics
Biometrics
Entomology
Agroforestry/Soils
Soils Chemistry

Farm Management

Land Resource Surveys

Vegetable Production
Irrigation Agronomy
Seed Pathologist
Agronomy ’

Farm Engineering
Agronomy

Source: Malawi Agricultural Researc
Paper, USAID/Malavwi,

TRAIN. YR
RJ, Oct.s8, ’85

PhD
PhD
MSc
MSc
MSc

‘MSc

MSc
MSc
MSc
MSc
MSec

MSc
MSc
MSc
MSc
MSc
MSc

Degree Start

9787
9787
9/87
S/87
9/87
9/87
9/87
9/87
9/87
S/87
9/87

9/88
9/88
S/88
9/88
9/88
9/88

J.3

Complete

9/90
9/90
9/89
9789
9/89
9/89
9. 89
9/89
S/89
9/89
S/89

9/90
9/90
S/90
S/90
9/90
9/90

Months

36
36
36
24
24
24
24
24

24
24

24
24
24
24
24
24

Dollars

866, 000
66, 000
44, 000
44, 000
44, 000
44, 000
44, 000
44, 000
44, 000
44, 000
44, 000

44, 000
44, 000
44, 000
44, 000
44, 000
44, 000

Total

h and Extension Project
(612-0215)

N=11

N=46



Planned
Expenditures

Postgraduate
Degree Programs,
Overseas

Postgraduate

Short~term Programs,

Overseas

In-Country
Training

Commodities

Administrative
Support

Contingencies,
Inflation

GOM Personnel
Salaries,
Secretaries,

EPA Study

Office Space,
QOffice Furniture
Office Supplies,
Equipment Main-~
tenance,

Totals

Budget, Qct 8, 85
RJ

BUDGET OF THE TRAINING UNIT
MINISTRY OF AGRICULTURE

USAID IDA GO
2, 255, 000 1,118,000
393, 000 689, 000
1, 958, 000 1, 084, 000
63, 000
119, 000
1,980, 000
1,116,000

TOTAL

3, 373, 000

1, 082, 000

3, 042, 000

63, 000

113, 000

1, 980, 000

1,116, 000

$8, 449,000 &3, 305, 000 81,116,000 s$12,870, 000

J.9



Draft Review Document W i af

STAFFING OF TRAINING UNIT

Pogition: Senior Training Officer, PS

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
regsponsible 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 deveicpment 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 candidateg, development of a syatem for
processing of candidates for overseas training, for
maintaining records and for implementing the system.

~ To provide administrative leadership as the Training Unit
eastablishes an on-going corps of Trainers of Trainers, TOTs.

Qualifications

Required:
B.S. degree in agriculture;
At least S5 years of experience in the Ministry of Agriculture,
Malawi;
Ability to communicate effectively, orally and in writing;

Preferred:
Adminiatrative 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.10
Jb2,RJ OCT 7, ’85
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Draft Review Document Working Draft

—

STAFFING OF TRAINING UNIT
Position: Training Officers, P8
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 manpover development plan for
MOA; coordinating and assigting with in-service training; and
management of postgraduate training programs. The Training
Officers, under the direction of the Senior Training Officer,
vill 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 responaibilities include:

- Developiqg 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 Ingtitutes.

-~ Work as part of the Training Unit Team to assist in
accomplishing various aspects of the oversll 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 ,.,\
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APPENDICES K

THE SMALLHOLDER FERTILIZER TRAINING PROGRAM

The smallholder Fertilizer Training Program overview and
description prepared by Robert 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
purpoge 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/

Demonastration Program, Questions to
be answvered

* Information Concerning the Fertilizer/
Demonstration Program, Summary

K.1
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THE SMALLHOLDER FERTILIZER TRAINING PROGRANM

These working papers were developed for the
purpose of analyzing the s“atus 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, 1985/8e6, Summary

* MOA Program to Move from Conventional
to Concentrated Fertilizers, Role of
Training Unit

* Some Responmibilities of the Training
Unit Concerning MOA Program to Move
from Conventional to Concentrated
Fertilizers

¢ Information Concerning Fertilizer/
Demonstration Program, Questions to
be anavered

¢ 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

Demongtrate use of concentrated fertilizers

Conversion to concentrated fertilizers
- urea - storage problems - used on sugar cane and tea
~ DAP diammonium phoaphate

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 Demonatrations
10 plots, 5 sets replicated twice 10xi0
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
23 pockets hybrid, 8 pockets composite, 150 kg. local

Dap 4.75 tons

Urea 4.75

20:20 6.25

CAN 6.0 for 30 gites

Training

1. Announced at National Crops Seminar, Aug. 26
2. A TC chosen for the demonstration in each ADD
- 8mall team from Ministry visits each TC, Sept.
- Belect sites, 2-5 per ADD
3. ACAO, Ext. & Trng. draws up a detailed program for Ext. staff
to attend while demonatrations are carred out.  About 7 viagits
4. Training of farmers
- 135 training days per month, 50,000 farmers per season
- 1 million smallholder farmers, 25% use fertilizer
- 10% goal means 25,000 farmers, 1 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. Assis*. shown use of concentrated fertilizers
4. Field Days
S. Meetings in villages by technical agsistants
Display on concentrated fertilizers at MCP
6. Yellov 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 =~ Agq. 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

Hov is money being used?
What training problems are there?
What could a Training Unit have done to help with training?
Is more needed in Masa Media area?
- Could those doing the training benefit from

teaching methods, A-V?
6. What training help do demonstrators need?

7. Trainers in DAR, DOA, ADDa?

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. Syastem of getting recommended practices out?

N WN

RJ, DEM, 25 Sept.'’85S
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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

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

Demonatrations put out in
November and December.

ADD staff trained at
scheduled monthly meetings
November, December

ACAO (Mhango) will drawv up a
detailed program of activities
for all extension staff to
follov vhile demonstrations
are being carried out.

Farmers brought to see
demonstrations from
January to May
- To Observe crop growth
- To participate in demon-
astrations of methods of
handling and storing
- Presentations and discus-
siona on comparative costs

Field Asasistants brought to
Regional Training Centers for
training, December to Hay.

raining Activities

Accomplished by extension specialist
and research staff.

Scheduled for October 4 to 15, 1985
Team congists of:

Eon Twiford

Ben Sizilande

Rice specialiast

Tobacco specialiast

Maize specialist

ADD team trains Ag. Dev. Officers
Development Offficers train Field
Assistants

Not accomplished. Training Unit
vork 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

- Pomsters

- A/V materials

Training Unit work with astaff at
RTCa. Follow~up on teaching
materials to be sure they are
available to all vho need them.

K.5
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8. Field Days held at the demon- Training Unit assist in training
stration sites, including of field staff on good Field Day
relevant Research Stations, procedures.
for:

- Farmers
- Local leaders
- Party Officials

9. Meetings in Villages held by Training Unit continue to work
Development Officers and Field with Extension and Training:
Agssistants Officer and Extension Aids Branch

- Farmers be made aware of to assure that teaching materials
concentrated fertilizers are produced and digtributed.

and of their advantages

10. District Development Meetings Same as number 8.
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 deantages of Exhibit vas shown at the
concentrated fertilizers Malavi Congress,
shovn at Malavi Congress
Party.

12. Yellow Vans will carry the Training Unit begin work in
message of concentrated January with Extension Aids
fertilizer to villages by Branch and other relevant
movies, slideshows, and/or staff to make plans for
puppet shovs. implementation.

13. Radio programs to carry Training Unit monitor system for
messages on use and providing information to radio
advantages of concentrated staff.
fertilizers

14. 1986 Agricultural shows will Training Unit work with ataff in
have exhibits on use of Extension and Training and
concentrated fertlizers Extension Aida Branch to see

that exhibits are designed and
produced.

Bob J.

FERT2

29 QOct., ’'85
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SOME RESPONSIBILITIES OF TRAINING UNIT CONCERNING

MOA PROGRAM TO MOVE FROM CONVENTIONAL TO CONCENTRATED FERTILIZERS

1.

Meet with relevant individuals and groups throughout the
adoption process to help assure involvement of extension and
research staff where appropriate, for improved linkage.

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 knov in each type of position
- Outline of content of subject being taught

- List of materials needed to accomplish the teaching goals
- When, vhere and by whom training ias to be done

Lesson plans needed for training include one-on-one or group
meetings vhere:

ADD staff train Development Officers.

Development Officers train Field Assistanta, and/or
Field Assistants are brought to the RTCs for training.
RTC staff train farmers at Residential Training Centers.
Field Assistants train farmers at farmer meetings.

N WN

Work with staff in the Ministry in such a vay as to make
them look good in their aassignment. Give recognition to
individuals for work well done.

Work with Extension Aids Branch and other relevant staff to
develor 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

1. How will land quality be assured?

2. Who will take soil samplesg?

3. Where will msoil samples be analyzed?

Planting, Cultivating Harvesting

4. Who puts out demonstrations?
S. What problems faced?
6. Who supervisges?

7. Who gets and delivers materials?

Agronomic Practices

8. Who is resgponsible for program-wide quality control? How?

9. When is fertilizer needed for tobacco?
(seed 3rd wk. Sept., plant late Nov.)

Records, including vields of plots

10. Are there standardized reporting forms to be used?

(rainfall, temp., solar radiation, dates of planting,
physiological maturity, harvesting maturity, cob yld.,
ugeable grain yield., rotten grain etc. as appropriate
for each crop )

11. Who will develop them?

12. When will they be available to field gtaff?

13. Ia 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 Extenaion Aids Branch? K.8
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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?

Mags Media

22. Who will develop the program? When?

23. What resources are required?

24. Source of funding?

Seed_and Fertilizer

25. How will geed 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?

K.9
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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 twvo fertilizer specialists, Mr.
Benjamin Sizilande and Mr. Eon Twiford. Meetings were held on
October 2, 198S.

The MOA Team

A team from MOA, consisting of tvo 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 agpecialist
Mr. Ngwira, resenrcher in maize

Mr. Chaseta, researcher in rice

Mr. Chilemba, researcher in tobacco

Selection of Sites for the Demonstrations

The National Team has suggested gereral locations for the
demonatration/research fertilizer plotsa. The Program Manager at
the ADD level is responsible for specific site selection in his
area, something he haa 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 wvhen
gselecting sites is well recognized by those intervieved.

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 eatablished procedures. A
history of aoil tests is available from the Residential Training
Centers and Research Stations wvhere the plota will be located.

Digtribution 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.

Agronomic practices

Progran -wvide quality control of agronomic practices is the
reaponeibility of the reseacher on the Team and the ADD Program
Manager. The latter may delegate this reaponaibility to a member
of his ataff. The fertilizer specialists feel the researcher has
tvo taskas at the time of planting: (1) seeing that the plota are
properly planted, and (2) teaching the principal at the training
RTC about the plot so that he will knov what to teach farmersa.

K.10
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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 apecialists, 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 vorking on the
publication, ascheduled to be completed by late October or early
November. It will be in both English and Chicheva. Ben Sizilande
is teking the lead on the publication. Other publications will be
developed, some for specific geographic regions.

The publication has been revieved by the CAO, Actg., wvho
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 Tean.
Sizilande will emphasize extension methods and Twiford the
technical aspects of using fertilizers.

Farmers’ Training

Training Centers. Farmers will be trained every veek from
November through March. Training sessiona are held about 12 days
per month. In the rainy season sesaiona for farmers are held 2-3
houras 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 vhen courses will be held because they plan
to attend. When farmer training sessions are held at Residential
Training Centers some distance avay, 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 posaibly slideshova, in addition to
publications to be developed for farmers at a low literacy level..
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Financing

Immediate Need for Funds. The fertilizer specialiste are

looking for a way of ‘"bridging the financing system" to carry them

through the planting of demonstrations.

Itema to be Purchased. Fertilizers currently being used can
be purchased from ADMARK with no problem. Urea is available from
Optichem in Blantyre. Optichem is alao looking for DAP. If they
cannot locate it the fertilizer specialistas 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 Johnason
10-2-85
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