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ABSTRACT

1£8¢1t (Do not enceed the soace orovided) - .

The project's purpose is to strengcthen ESAMI's capability to provide
services to its client councries, to develop links with other
insticutions in Africa and overseas, and to place ESAMI in a betcer
position co atcract relaced oucside financial assistance. The four major
components of the subproject are an assessmenct of member councry :

‘raining
requiremencts, development of an 2African cace study teaching capacity and
library wichin ESAMI, development of professional/inscitucional linkages,
and assiscance in strengchening incernal financial management.

The purposes of rhis final evaluacion (April, 1988) of rhe Supporc to
Regional Organizations (SRO) Eascern and Southern African Management
Inscitucre (ESAMI) Svhprojece (698-0413.09) are to derermine progress made
toward achievement of vroject objeccives, and to provide input into che
planning process for porenrial fucure AID programming ac ESAMI.

The evaluation included a review of nroject documents ar REDSO/ESA in
Nairobi and ar ESAMI in Arusha, incerviews wirh project managers and
ESAMI officials, and actendance at managemen: courses offered at ESAMI.

Alchough implemencacion was hampered by problems wirh project management
ar. borh ESAMI and REDSO, ESAMI has made progress roward rthe project
nurpose., The rraining needs assessmenc assisced ESAMI co develop ways to
meer idencified needs. The agriculrural management ccurses have providegd
ESAMI wirh marerial useful ro ics curriculum, and have increased
awareness of ESAMI in rhe region, ESAMI has increased irs linkages wirth
orher regional, narional, and inrernacional rraining inscicucions. Due
ro implemenration protlems, ESAMI scaff compleced the agriculrural case
studies using non-projecrt resources; rhese srudies are now included in
course syllabi. The projece has conducced rwo financial management
strengcthening accivicies ar ESAMI, and a rhird accivicy, also funded from
the project, is planned for Augusc 1988.

In rwo areas there are lessons ro be learned from chis projecet, Firsec,
in che design of an inscicuctional screngrhening acrivicy, che
insticucion's own prioricies musr be well underscood, and efforts co
influence those prioricies musr be realiscic and well conceived. Second,
projecr managemenr bty a recicnal office such as REDSC/ESA poses inherentc
difficulries, and must be carefully planned.
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A.LD. EVALUATION SUMMARY - PART I

SUMMARY

J. Summary of Evaluation Findings, Conciusions and Rocommundations (Try rict to exceed the Livee (3] pages provided)

Address the following ltems:
[ ]
[

Purpose of svaiuation and methodology usod
Purpose of activity(iss) svaluated

e Findings and conclusions (relate to questions)

¢ Principal recommendations
s Lessons learned

Mlt-:lon or Office:
REDSO/ESA

1938

Date This Summary Prepared:
June 17,

Title Andg Date Of Full Evaluation Report:
Support to Regional Organizations ESAMI

Subproject Evaluation Report, May 1988
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S UMM A RV (Contlnued)

in ESAMI's Documentation Center, teaching material developed for the
USAID funded courses, and the epd-of-course reports for those same
courses,

Findings and Conclusions

The evaluation noted progress toward achievement of project
purpose as follows: '

-- The regional training needs assessment, conducted early in the
life of the project, assisted ESAMI management to identify training
needs and to develop ways to meet those needs.

-- The agricultural management courses have provided ESAMI with
useful course curriculum materials, and have substantially increased
regional awareness of ESAMI's services. They have also improved
regional understanding of agricultural management and policy issues,
However, it 15 unlikely that these courses will bDe continued in the
absence of additional nutside support due to staff limitations.

-- Using its oWn resources, ESAMI has increased its interaction
Wwith other regional, national, and internactional training institutions,
but project funds have not been used for this purpose, despite original
plans.

- - fne agriculrtural case study activity started much later than
originally olanned, and 4233 suspended so0oo0on after 1ts initiation along
witn all other project acrtivities, pending resolution of financial
mismanagement A4itn respect to anoth=yr A.,I,D. ESAAI project, so little

S
progress wWwas made o0 th

15 project activity. ZSAMI staff later
completed the planned studies using non-A,[.D. resources, 50 case
studies are naow included Iin ESAMI course s571labi.

-- The project has conducted two financial management
strengthening accivities at ESAMI, 3nd a zhird 1s planned for August
19338, A pumber of financial management changes have occurred since
Septembd2r, 1937, Wwhen progress in this area was last assessed. A new
cnief anid denuaty fo Finance and Accounts Department were appointed
and progress 43 issessed as part of a non-federal 21dit in May-June,
1933.

L
T
-
¥

During pro
optimistic: (23)
very limited RED
could be accompl
must assum2 395ne
performance s
mid-term eval

jact design, two assumptinns Ww2re incorrect or overly
tnat ESAMI would be able to implement the project with
SO/ESA monitoring, and (b) that the project nutputs
isned in only three years, ESAMI and REDSO/ESA each
5 the responsiopility for the problems in project
ze zae 1935 =2valuation, Recommendations made in the
mion of tnis project clearly raised che project
managemant 13342, including £ESAMI's and REDSO/ESA's respective roles,
but insafficient attention was given to i1mplementing management
improvements. £SAMI has not prepared narrative or firmancial quarterly
progress reports, and REDSO/ESA monitoring has been too infrequent,

AlD 1330-5 {10-87) Page 4




S UMMARY (Continued)

Principal Recommendacions:

1. As ESAMI may not have the resources to concinue the
agricultural management courses, ESAMI should at a minimum accempec to
incegrate appropriate macerial develope! for these courses inco octher
course offerings of che Insciruce,.

2. REDSO/ESA and AID/Washingron should review the Coopers and
Lybrand assessmenrs of ESAMI's accouncing procedures and financial
managemenrt informacion sysrem, and evaluace che resulcs of che Price
Waterhouse non-federal audic, if furcher supporc is contemplaced.

Lessons Learned

In two areas cthere are lessons to be learned from chis projecet.
Firsc, ESAMI's prioricies were nor adequacely assessed during project
design. Second, long discance projecr management by a regional office
such as REDSO/ESA poses inherenr difficulcies., Quarcerly REDSO sicte
visirs, and regular and comprehensive reporring by the granree are
essential to successful achievemenr of project objecrives,

AID 1330-5 {10-87) Page &
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ATTACHMENTS . =

K. Attachmenta (List attachments submitted with tnis Evaluation 3umrnary; atways attach cocy of tull avaluation report, «ven if one was submitied
eurller; atluih siudles, sutveys, efc., fom “on-poing” svaiuztion, if relevant 1o the evaluation report. )

May 1988 Fvaluation Report

COMMENTS

L. Commanis By Micglon, AIRD/W Qftice and Borrower/Granlee Qn Full Repart

In REDSO's view, the facr char project resources conctribuced liccle
to the development of an African case srudy teaching capac:itVv and
case scudy library wichin ESAMI, and rto the development of
professional and inscicurional linkages becween ESAMI and
inscicurions in Africa and elsewhere, was more che resulec of
project design than managemenr or implemencarion. When cthe
weaknesses in the original design inicially came to lighkt, the
project's original work plans were modified ro srrengchen ESAMI's
abiliry co manage donor resources and irs own. While orher
approaches, for insrance & redesign, mighr have been preferable,
chese were precluded by rhe shorct rerm narure of AID's supporct and
rhe fact chat rhe projecr had ro be suspended mid-way.
Discontinuiry in leadership ar ESAMI also hindered che development
of revised work plans.

REDSC agrees wirh che evaluarion's recommendarion chac the recent
assessments of ESAMI's inscicturional capabilicy should be carefully
examined by REDSO/ESA and AID/W as a prerequisite rto any furcher
supporec.

Perhaps the most imporrant lesson ro be learned from cthis and ocher
inscicurional development efforrs, is cthar all cricical facrors
must be idencif ed and addressed at the ourser, especially: (1) che
insrirucion's own development scrategy; (2) inscirurional
leadership; (3) willingness by A.I.D. ro make a long term and
susrained commicmenr of insricurional supporct; and (4) viabilicty of
a straregy wich incremencal and limired objectives thact can
gradually move rowards larger commirments of resources wich rhe
groweh in murual crusr and experience,

REDSO recognizes char ESAMI is filling a unique role as a regional
managemenc training cenrer with porencial for furcher developing
its rraining capabilicy; REDSO will support endeavours ctO move
ESAMI in rhact direction,

(ESAMI's comments are conrained in che lecrcer Ref.
ESAMI/ADMIN/08,/016 drd July 6, 1988 acrached to cthis reporc. The
arcached evaluarion reporc was compleced afcer review of cthese
comments, and incorporaces cthose accepced by che evaluation ceam.)

AlD 1330-5 (10-87) Page &
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EXECUTIVE SUMMARY

Project Purpose and Components

The umbrella Support to Regional Oiganizations Project
(698-0413) has as its purpose to strengthen the capabilities of
selected African regional organizations and to assist them in
carrying out a number of economic and social activities of high
priority to African development. The SRO ESAMI Subproject's
purpose is as follows: "to support certain initiatives of
ESAMI so as to strengthen this regional institution in
providing a range of better services to its client or member
countries, develop links with other institutions in Africa,
Asia and the United States, and to place ESAMI in a better
position to attract and use follow-on and related outside
financial assistance.”

The four major components of the subproject are:

1) assessment of perceived training requirements for 15
new member countries;

2) development of an African case study teaching capacity
within ESAMI and an African case study library;

3) the development of professional and institutional
linkages between ESAMI and institutions in Africa,
Asia and the United States; and

4) assistance in strengthening internal financial
management.

Purpose of Evaluation:

The purposes of this final evaluation of the Support to
Regional Organizations (SRO) ESAMI Subproject (698-04:3.09) are
as follows: (1) to determine whether the activities funded
under the project were implemented correctly and efficiently
and havae been appropriate to and effective in arhieving the
projective objectives, and whether the project goal and purpose
have been met; (2) to develop lessons learned and
recommendations for improving the design and implementation of
similar projects; and (3) to provide input into the planning
process for potential future AID programming at ESAMI.

Evaluation Methodology

The evaluation, conducted from 18-29 April, 1988, included a
review of project documents both at REDSO/ESA in Nairobi and at
ESAMI in Arusha, interviews with project managers and ESAMI
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officials, and attendance at managenent couses offered at
ESAMI. Project documents reviewed included the REDSO/ESA
project files, case material available in ESAMI's Documentation
Center, teaching material developed for the USAID funded
coursec, and the end-of-course reports for those same courses.

Discussions about project implementation included as
participants Dr. Mwima-Mudeenya, chief program co-ordinator and
chairman of the Managemeut Development Committee (MDC); Dr. V.
N. Mvano, vice chairman (Research) of the MDC; Jr. D. O.
Oomuodo, Senior Consultant; Mr. A. C. Mtowa, SRO subproject
co-ordinator: Mr. A. Musana, senior librarian and head of the
documentaticn center; and Mr. Okweyn and Mr. Makala, project
accountant and financial accountant respectively.

Findings and Conclusions

The proviect has made progress toward achievement of its purpose
and objectives as discussed below.

-- The regional training needs assessment, conducted
early in the lite of the preoiec’., assisted ESAMI
management in identifying training needs and
developing ways to meet those needs.

-- The agricultural management courses have provided
ESAMI with course material useful to their curriculum,
and have substantially increased the awareness of
ESAMI's services in the region. They have also
contributed to a better understanding of agricultural
management and policy issues in the region. However,
it is unlikely that these courses will be continued in
the absence of additional outside support, in part
because there is n» staff mewmber available to conduct
the courses on a reqular basis.

-- ESAMI has, using its own resources, increased its
linkages with other regional, national, and
international training institutions, but has not used
project funds to do so tc any dgreat extent, as had
originally been planned.

-- The agricultural case study activity was started much
later than originally pl. nned, and was suspended soon
after its initiation along with all project activities
when the issue of financial mismanagement arose with
respect to another AID ESEMI project, so little
progress was made under this project. However, ESAMI
staff completed the studies using other resources, and
studies are included in course syllabi.
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-- The project has condusted two financial management
strengthening activities at ESAMI, and a third is
planned. A number of financial management chkanges
have occurred since September, 1987 (when progress in
this area was last assessed), including the
appointment of a new chief of finances and accounts
department and a new financial accountant/deputy
chief. A review of progress made will be conducted as
part of an upcoming non-federal audit scheduled for
May-June, 1988.

At the time of design, two assumptions were made which were
overly optimistic: (a) that ESAMI was capable of full
implementation responsibility with only limited REDSO/ESA
monitoring responsibility, and (b) that the project goals could
be accomplished in three years even when the outputs were of
relatively minor importance to the institution's principal
thrust of training.

ESAMI and REDSO/ESA each must assume some of the responsibility
for the problems in project performance since the last
evaluation. Recommendations made in the 1985 evaluation of
this project clearly raised the project management issue,
including ESAMI's and REDSO/ESA's respective roles, but those
recommendations have not been followed. No narrative or
financial quarterly progress reports have been prepared by
ESAMI, and there could have been improved monitoring of project
activities by REDSO/ESA.

Principal Recommendations

The following recommendations are made:

1. Although ESAMI may not have the resources to continue
the agricultural management courses, there chould be
at a minimum an attempt to integrate appropriate
material developed for these courses into other course
offerings of the Institute.

2. REDSO/ESA and AID Washington should review the Coopers
and Lybrand assessments of ESAMI's accounting
procedures and financial management information
system, and evaluate the results of the Price
Waterhouse non-federal au'it, to determine if further
support is necessary.

With regard to the implementation of earlier recommendations,
the recommendations in the 1985 evaluation report on this
project (nos. 8, 9 and 12) clearly raised project management
issues, but were not fully implemented over the past three
years.



Lessons Learned

In two areas there are lessons to be learned from this
project. Firztv, in the projec:'s design the priorities of
ESAMI apparently were not adeguately assessed. In the
impiementation of an institutional strengthening activity,
priorities of the institution must be well understocd, and
efforts to influence those priorities must be realistic and
well conceived. Second, project management by a regional
office such as REDSO/ESA must be carefully designed and
administered in order to account for the inherent difficulties
of such management. Close monitoring, including at least
gquarterly site visits, and insistence on regular and
comprehensive reporting by the implementing agency are
essential to successful achievement of project ohjectives.



I. INTRODUCTION

A. Background

The Eastern and Southern Africa Management JInstitute is located
in Arusha, Tanzania. ESAMI evolved from an earlier
organization known as the East African Management Institute,
which was founded in 1974 to serve the three member states of
the East African Community (EAC). Following dissolution of the
Community, the EAC Council of Ministers recommended that the
Institute expand its membership and be formally recognized as a
regional management training center for Eastern and Southern
Africa. ESAMI was officially established in February, 1980,
and currently has a membership of 18 countries. Between 1981 -
1985, ESAMI increased its regular course offerings from 31 p.a.
to 44 p.a., and the number of participants in those Courses
increased from 643 to 835 (913 in 1984). Over the same period,
it increased its tailor-made courses from 3 to 25, and the
number of participants in those courses increased from 301 p.a.
to 2,166 p.a. ESAMI also offers consultancy services, carries
out research, and organizes conferences, seminars and symposia
in particular for policymakers.

B. Purpose of Evaluation

The purpo..es of this final evaluation of the Support to
Regional Organizations (SRO) ESAMI Subproject (698-0413.09) are
as follows: (1) to determine whether the activities funded
under the project were implemented correctly and efficiently
and have been appropriate %o and effective in achieving the
projective objectives, and whether the project goal and purpose
have been met: (2) to develop lessons learned and
recommendations for improving the design and implementation of
similar projects; and (3) to provide input into the planning
process for potential future AID programming at ESAMI.

C. Evaluation Methodology

The evaluation, conducted from 18-29 April, 1988, included a
review of project documents both at REDSO/ESA in Nairobi and at
ESAMI in Arusha, interviews with project managers and ESAMI
officials, and attendances at management courses offered at
ESAMI. Project documents reviewed included the REDSO/ESA
ptoject files, case material available in ESAMI's Documentation
Center, teaching material developed for the USAID funded
courses, and the end-of-course reports for those same courses.

Discussions about project implementation included as
participants Dr. Mwima-Mudeenya, chief of program co-ordinator
and chairman of the Management Development Committee (MDC); Dr.
V. N. Mvanvu, vice chairman (Research) of the MDC; Dr. D.O.
omuodo, Senior Consultant; Mr. A. C. Mtowa: SRO subproject
co-ordinator: Mr. 2. Musana, senior librarian and head of the
documentation center; and Mr. Okweyn and Mr. Makala, project
accountant and financial accountant respectively.
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II. PROJECT DESCRIPTION

A. Purpose

The umbrella Support to Regional Organizations Project
(698-0413) has as its purpose to strengthen the capabilities of
selected African regional organlzatlons and to assist them in
carrying out a number of econnmic and social activities of high
priority to African development. The 5SRO ESAM] Subproject's

purpose 1s as follows:

to support certain initiatives of ESAMI so as to
strengthen this regional institution in providing a range
of better services to its client or member countries,
develop links with other institutions in Africa, Asia and
the United States, and to place ESAMI in a better position
to attract and use follow-on and related outside financial

assistance.

B. Project Components

The three major original components of the subproject are:

1) assessment of perceived training requirements for 15
new member countiles;

2) development of an African case study teaching capacity
within ESAMI and an African case study library, and

3) the development of professional and institutional
linkages between E5SAMI and institutions in Africa,
Asia and the United States.

In addition, ESAMI is to "use its best efforts to plan and
develop activities for private sector management training ...",
and to request AID assistance as necessary in doing so.

Finally, Amendment No. 4 (December, 1986) to the grant
agreement added the following as a project component:

"Financial Management and Audit Assistance: The grant will
finance the costs of technical assistance in internal f1nanc1a1
management and the costs of external audit assistance.'’ This
last component is described in more detail in subsequent PILs.

In the implementation of the third component mentioned above,
..e. the development of proressional and institutional linkages
between ESAMI and institutions in, particularly, the United
States, ESAMI with USDA/OICD support has organized a number of
agricultural management and policy-oriented seminars. Since
the 1985 project evaluation, these seminars have been the
primary focus of the project. Other project acti. ties have



-7 -

included support for the writing of case studies, development
of professional linkages with other institutions, a regional
training needs assessment, and assistance with improvements to

internal financial management.

C. Earlier Evaluations

An interim evaluation was conducted in April, 1985, and an
evaluation report was prepared that same month. This final
evaluation covers activities implemented since that time, and
takes into account recommeudations made in that report. ‘



III. FINDINGS AND CONCLUSION

A. Scope of Work

The evaluation was guided by the following questions:

1. How have the agricultural management seminars/courses
contributed to a better understanding of agricultural
management and policy issues in the region, and to the
development of professional and institutional linkages
between ESAMI and other institutions?

2. Are the agricultural case studies relevant to, and
being used as a part of, ESAMI's course curriculum?

3. How have the linkages which ESAMI has made with other
institutions in Africa, Asia, and the U.S. over the
life of the project strengthened ESAMI?

4. What private sec¢tor management training activities has
ESAMI introduced, and what has been the impact of
these activities in terms of further developing a
capacity on the part of ESAMI to provide training to
the private sector?

5. In what ways has USAID assistance to ESAMI to
strengthen its internal financial management
succeeded? What additional steps has ESAMI taken,
either on its own account or with the assistance of
other donors, to improve its financial management?
What are key areas of continuing concern with respect
to F3AMI's financial management, and how can tlese
concerns be overcome?

6. Does ESAMI have the necessary staff with the proper
mix of experience and skills and the other necessary
resources to continue to provide the training and
management needed to carry on the kinds of activities
which this subproject has been funding?

7. What has been learned about the adwministration of
regional projects by REDSO/ESA?

8. W.re the assumptions made at the time of the design
correct?

9. What progress has been made against the
recommendations in the last evaluation?

The discussion of financial management activities referred to
in no. 5 above mus. await the results of a non-federal audit of
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the project accounts scheduled to begin May 30, 1988. It can
be said, however, that major changes have taken place in the
staffing of the ESAMI accounts department, and that these
changes are likely to result in overall improvements to ESAMI's

financial management.

B. ESAMI and Agricultural Training

Terms such as "agricultural management" and "capacity to do
training in agriculture” and "development of agriculture case
studies" have been used with regard to ESAMI activities. The
definition of agriculture as used to modify training or
management is not the traditional one normally thought of in
the African setting or for that matter in a U.S. setting.
ESAMI has never been an agricultural training institution
teaching "farm management” or agriculture management as taught
in an agriculture economics department of an American
university or the University of Nairobi or at Egerton College.
The approach taken to agricultural management at ESAMI could
best be described in U.S. business school terms as
nagri-business management”. An examination of the courses and
the participating institutions indicates that these courses are
not directed to those interested in "farm management"”, but
rather to those who support in a management capacity the
agricultural sector in some way.

C. Project Components

1. Regional Training Needs Assessment

This assessment was completed early on during the life of
the project, was the subject of the 1985 project
evaluation, and was not reviewed specifically for this
evaluaticn. ESAMI has expressed an interest in repeating
this exercise to provide updated information for planning

purposes.
2. Agricultural Management Courses

The management courses organized by ESAMI with AID funding
have contributed to a better understanding of agricultural
management by exposing a large number of governmental
officials, parastatal and private sector managers of a
wide range of organizations :o the current management
tools necessary to do the best job of managing their
institutions or serving their clients. Five courses have
been held using project funding, three on agricultural
policy (1984, '85, '87), one roundtable on
agriculturalpolicy (1985), and one on agricultural project
planning (1987). (A course on agricultural policy was
held in 1986 but funded with other resources.) No set
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number of courses were anticipated in the project paper.
Instead, project funds were to help create the
jnstitutional capacity to hold such courses on a regular

basis.

These courses wWere to be developed as part of an
institutional strengthening exercise involving USDA and
ESAMI. Through the provision of technical expertise, USDA
was to assist ESAMI in the development of its own
expertise in the area of agricultural management
training. The courses have improved ESAMI's ability to
organize this kind of training. Although the courses
themselves may not be continued in the absence of donor
funding, certain course material, in particular with
regard to project planning and appraisal, is being
integrated into other courses which form part of ESAMI's
reqgular program.

In terms of the definitions discussed above, the courses
have probably made a much greater contribution to the
understanding of agricultural management than might have
been anticipated in the design of the project grant. The
seminars have exposed bank loan officers and parastatal
managers to ideas and concepts that are not traditionally
defined in terms of the agricultural sector in Africa.
The courses have used the same techniques, approaches and
management concepts to analyze activities in the
agriculture sector as would be used in industry. 1In
measurable terms, the impact would be difficult to
determine other than to indicate the fact that the project
has supported course attended by nearly 150 participants
who serve or will serve in important management positions
in the East and Southern African agricultural sector.

One side benefit that ESAMI has gained by holding these
courses is that the nature of the courses offered have
drawn participants from client groups, such as rural
development banks. Those client organizational linkages
have resulted in increased demand for ESAMI services. In
discussing this matter with Mr. Mtowa, who was responsible
for th¢ agro-industrial planning and appraisal course, he
pointed out a not uncommon occurrence where a participant
in the course from Lesotho has developed a proposal, from
his finance organization, 1. have ESAMI offer the same
course in Lesotho.

Case Studies

The intent of this activity was "to develop an African
case study teaching capacity and an African case study
library.” Eight case studies were developed by ESAMI
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staff under partial AID funding. Implementation of this
project activity went very slowly for about two years, and
then, soon after the participants began research for their
respective case studies, all project activities were
suspended as a result of the discovery of financial
irregularities in the implementation of another
USAID-funded ESAMI project. Therefore the planned visit
of a case study specialist and finalization of the case
studies never took place under AID sponsorship. Instead,
the case studies were completed through the use of other
resources by the ESAMI staff.

An examination of these case studies indicates that the
studies are both relevant and are being used as part of
the overall ESAMI curriculum. In addition, the ESAMI
library has a collection of some fifty case studies of
various length, complexity and quality. Some of these
cases have been developed using local organizations as
subject matter and reflect the attempt by ESAMI to develop
a viable source of Atrican based training and teaching
materials. Finally, Mr. Mtowa and his staff have
assembled a large group of short cases and case-like
training materials for use in the agricultural policy

course.

Development of Professional Linkages with Other
Institutions

Discussions with Dr. Mudeenya, Director of Program
Co-ordination, indicates ESAMI has continued to develop
and maintain strong linkages with a number of national
training institutions in the east and southern African
region. ESAMI has formal agreements, through letters of
understanding, with some six of these national
institutions and maintains informal linkages with an even
larger number of colleges, universities and smaller
training institutions. At the international level, ESAMI
also maintains linkages formally and informally with a
number of training and educational institutions.

Since the last evaluation of ‘his project, ESAMI has
expanded and strengthened its relationships with a number
of branches of the Indian Institute of Management (IIM).
As a direct result of this project, Mr. Alois Mtowa
visited IIM offices in Ahmedabad and Bangalore, and the
administrative staff college and the small scale
industries institute in Hyderabad.

For an organization such as ESAMI, which derives 60% of
its revenue from its training activities, the maintenance
of strong and effective ties to numerous professional

,/"\
—
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client or user organizations and other national training
institutional as well as international, and donor related
organizations, is essential for existence. As a result of
our project, ESAMI has strengthened its linkages with a
number of professional client organizations which has
provided a source of future business. The benefits
derived fL. the strengthened ties to international
training institutions in India are more difficult to
measure, especially in the short term.

Private Management Training

There have been no AID funded activities in the area of
private sector management. However, with assistance from
the Educational Development Institute's (EDI), ESAMI has
developed several management courses for public sector
employees, including senior managers' development programs
(offered twice a year) and two public anterprise
management programs: Success Factors in Public Enterprise
and Performance Evaluation of Public Enterprise. All of
these courses are well received by participants.

The most heavily subscribed of the entire group of open
courses for public sector managers are the seminars in
financial management (offered twice in 1987 and attracting
31 participants in one program and 44 in the second):
auditing for internal auditors (offered twice in 1987 and
drawing 37 participants in one program and 32 in the
second); personnel management (offered twice in 1987 and
attracting 35 participants in one program and 26 in the
second):; and human resources management (offered twice in
1987 and attracting 48 part1c1pants in one course and 35
in the second). These seminars have also received high
ratings from the participants, according to course
evaluations conducted by ESAMI and based on student
responses to evaluation questionnaires.

Financial Management Activities

PrOJect funds have supported a study (plus follow-up) of
ESAMI's accounting procedures, a study of financial
management information systems, and the purchase of
equipment for the accounts department. Planned activities
include computer training and a non-federal audit which
will also review progress made in improving accounting
procedures.

As of September 1987, little progress had been made in the
implementation of recommendations included in Coopers and
Lybrand's April 1987 report on ESAMI's accounting
procedures. No review of these recommeadations has been
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undertaken since, but their review is included in the
scope of work for the upcoming non-federal audit scheduled
to begin May 30, 1988. The top financial management at
ESAMI has changed significantly since September, 1987.
Changes include the assignment of two new individuals to
the positions of Chief, Finance and Accounts Department,

and Financial Accountant. In addition,

the Commonwealth

Fund for Technical Cooperation (CFTC) is providing a cost

accountant on an eleven month contract.

A definitive statement on improvements to ESAMI's internal
financial mangement must await the submission of Ms.
Carole Marshall's report on financial management
information systems and the upcoming non-federal audit
report. Once these two reports have been received and
reviewed, this evaluation report section on the financial

management activities will be complered.

REDSO/ESA and A.I1.D. Washington should review the final

Coopers and Lybrand assessment of ESAMI'

s accounting

procedures and financial management information system,
and evaluate the results of the Price Waterhouse
non-federal audit to determine if further support is

necessary.

7. summary of Project Expenditures

The following table summarizes budgeted and actual/planned

project expenditures by component.

Component Budgeted
Training Assessment $ 53,000
Case Studies 188,000
Linkages/Agricultural

Mgt. Cours. Development 181,000
Contingency 78,000
Financial Management -
Audit -
Total $ 500,000

Actual/Planned

$ 105,000
42,000

278,500

37,000
10,000

$ 472,500

It is the evaluatiun team's understanding that an A.I.D.

proposed deobligation of $25,000 will result

in an overall

project funding level of $475,000, leaving appruximately $2,500
of project funds unearmarked. The deobligation was initiated
because the current PACD of May 31, 1988, would not allow

addtional project activities.

Hs
v



D. Design Assumptions

At the time of desiqn, two assumptions were made which were
overly optimistic: (a) that ESAMI was capable of full
implementation responsibility with only limited REDSO/ESA
monitoring responsibility, and (b) that the project goals could
be accomplished in three years even when the outputs were of
lower priority to the institution’'s principal thrust of

training.

Both of the above design misjudgements were a result of lack of
understanding of the basic nature and function of the
institution’'s principal dedication to nself-sufficiency"
through funds generated from training. Of the three ESAMI
institutional goals, i.e., training, consultation services and
research, training is by far the most important for ESAMI and
for which the staff is rewarded based on the measurable
performance criteria of a minimum of 240 ngtudent training
weeks". I1f a teacher offered three courses of fcur weeks
duration attended by 20 students each, he/she would meet that
requirement. The second most profitable use of ESAMI staff
time, in the short-term, is in the development of consultation
services, again from the point of view of a staff member, a
measurable and rewardable activity.

Faculty research is the least profitable activity from ESAMI's
perspective and the most difficult task for faculty, with the
lowest probability of reward by the institution. "Materials
development" falls into the category of research and as such,
there is less incentive to the staff member to develop a
teaching case study. However, ESAMI management has indicated
that research will be a higher priority for its staff, and
intends to encourage staff to conduct more research as part of
its upcoming long-term corporate plan.

E. Proqress Against Mid-term Evaluation Goals

ESAMI and REDSO/ESA each must assume some of of the
responsibility for the picoblems in project performance since
the last evalvation. Recommendation Nos. 8, 9. and '2 of the
1985 evaluaticn repo:t clearly raised the project management
jgssue, and both ESAMI's and REDSO/ESA's respective roles. They
are repeated below:

ng. Given the number of grant-supported activities and the
implications on ESAMI's staff workload between now and
the completion of the project/grant, ESAMI must
allocate an increasing amount of staff time to
project/grant management. This should be possible
with the recent recruitment of a second agricultural
consultant and the pending appointment o. a Deputy
Director.
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yng ., pPursuant to the above recommendation, REDSO/ESA must
also monitor implementation of the project/grant mcre
closely. This should ideally include a REDSO/ESA
staff member's visit to ESAMI at least every 3-4

months.

"12. As stipulated in the Grant, ESAMI should submit
quarterly progress and financial reports within 30
lays following ~he end of the calendar quarter. The
progress reports should be prepared by the ESAMI
project/grant manager (the Director for Agricultural
Policy). Upon receipt of the reports, the REDSO/ESA
Project Manager should forward copies to
AID/Washington (AFR/RA and other interested offices).”

The above recommendations have not been fully implemented since
the issuance of that evaluation report. As neither narrative
nor financial progress reports were available in REDSO files,
the matter was raised with ESAMI management. They admitted
that no reports were available at ESAMI, and the project
manager and project accountant stated that as far as they knew
none had ever been written nor had they ever been informed that
they were required. 1In terms of proper project management, it
would seem that if REDSO had insisted that ESAMI submit the
quarterly reports as specified in attachment C of the grant
agreement, a number of delinquent actions might have been
addressed in a more timely manner. Progress against other 1985
evaluation recommendations has been satisfactory.

F. summary and Lessons Learned

ESAMI, in spite of its institutional management problems, has
the overall potential to become a signficant regicnal
management training institution. At present, ESAMI is capable
of supplying viable training services for mission supported
management training in a number of different fields. Financial
management, project implewentation, and planning and appraisal
courses are among the strong offerings. Conceptuclly, these
management fields can be applied to a number of different
subject areas, i.e. banking, agri-business, manufacturing,
public health, and transportation. Additionally, the same
management fields are relevant to private sector, government
and parastatal organizations. It should be pointed out that
ESAMI is first and foremost a management training institution
with its greatest comparative advantage in training through its
base course curriculum. It can offer management teaching in an
indigenous setting, using well trained, qualified and
experienced African instructors.

B
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The major lesson learned is that proper A.I.D. project/grant
management is essential if the project objectives are to be
achieved. 1In 1985 after three years of project activity, the
mid-term evaluation pointed out the need for greater REDSO
management attention to help ESAMI achieve the agreed-to
prcject objectives. Even though the management recommendations
for both ESAMI and REDSO were quite specific, they were not
implemented.



IV. RECOMMENDATIONS

The following recommendations are made:

1.

Although ESAMI may not have the resources to continue
the agricultural management courses, there should be
at a minimum an attempt to integrate appropriate
material developed for these courses intc other course
offerings of the Institute.

REDSO/ESA and A.I.D. Washington should review the
final Coopers and Lybrand assessment of ESAMI's
accounting procedures and financial management
information system, and evaluate the results of the
Price Waterhouse non-federal audit to determine if
further support is necessary.
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aur comments on the draft evaluation report. I am, however

pleased to send you our comments (as attached).  The comments

are based on our understandin-: o’ tice terms of reterence (scope

of workyY of the cvoluation toa ., ovr recollections of what transpired
during the evaluation ex-corse, some observations and (indings

aade by the evaluators which to us were buased on either lack of

or incomplete factual information and some of the recommendations
made for future institutional support by USALD,

It is our hope that our comments will be taken in good faith and
that the final report will reflect the correct ‘mpressions about
the two projects evaluated as well as aspects related to ESAMI,
especially on the issue of Future Programming.

There is no doubt that both ESAMI and USAID share common interests
in the areca of continuous “Munagement Development of our lluman
Resources in Africa. Sfforts should be continued to explore

other possible areas of collaboratiun, between ESAMI and USAID.
Indeed the proposed collaboration in the forthcoming Credit
Management Programme in October is an important indicator in
attempts to promote our common interest. [ look forward towards

a brighter and promising future in our relationships with USATD,
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2. Support to Kegional Urganizations
ESAMI Subproject (698-0413.0%)

Z. Assessment of Fotential for Future Frogramming



GENERAL COMMENTS:

1.

2

Overall, the draft report largely reflects and addresses the
themes discussed with the EGAMI team interviewed by the
evaluators and the issues raitsed during the debriefing
meetings to discuss the evaluation findings. This
notwi thstandina. there are some observations and  conclusions
in some parts of the report which we foel,  were either made
on  the basis of itncomplete informatiron or do not convey the
corfact 1inr escion of what currently ohtains or obtained in
the past. Specific wention will be made wherever Lhey ocour.

[t is ESAHT = vioew that the evaluators may have aoperated
cutsides  the terms of reference in rocspect of the aqgreed
methodology o data collection by soliciting the views of
the UMDE evaluation team which was ot that time at ESAML and
those of noen-regol ar Feattl stadf,  as 1s reflected in saome of
the evoluators (wndings.  ESHHY therofore wishes that except
e the  views  of Carole Maralhiall of Coopers  and  Lybrand,

thoeo  other srows attributed to the UMD Evaluation team  and

nan-r el ar ESAMT ot aff be deleted from the roport.,

The Familv Health Initiratives subprojoct has teo full time
professional prarect atabf i1 th one doubling  as  project

coardinator. There 15 no Frotect Assistant as 15 1indicated

1 the ohrabt roeport foath profocsinnal projoct staff wer e
recruited  on the bhacrs of their profeassional qualil fications,
experiaence  and  bechimical sweitabilrbies as requaired by  the
project. ESAMT wiashes that reforences 1n the report to  the
efifoct that the or vt has only one techniically quatifired

staff should be deleteod.

The  irector Genor ol of ESAMT 1o present ot the  Institute

much miw o bimes than he 15 aboent . The rmpr oscian contalned
in the report  about his "numor oos abaences” 1s certainly
oraggor ated and shoald he corroctod. [t «sas by coirncidence

that at the time the evaluator s were at ESaMl the Director—
Gener al Was away o oa o very pnpartant mission to the Donors
Foundtabhle at the Hague and this 1nformation was given to

USAID in advance. In anyv case, he met the team 1n Nairobi
upon his returmn.

There are a few points of itnconsistency between what  is
recorded by the eovaluator of the Family Health Initiatives
subprolect as findinags from the field enya and Uoganda) and
same  of her conclusion and/or judgements. These will be
pointed out w.der the specific cectirons and paraagraphs where
they appear.

The comments made on frivate Sector Training especially on
Smatl-5cale Industrv proijects and credit analysis programmes,
were 1n ESAMMIE ‘s view based on tnadequate information as they
do not retlect (he true picture of what ESAMI and  voluminous
records available has been doinag. The whole section
therefore needs to be revised in the light of the factual
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information given below.

EVALUATION REFORT SUMNARY: — EAMILY HEALTH INITIATIVES =

ESAMI SUBFROJECT (698-0667. 205)
C. Findings and Conclusions:
"Fage 9

2rd Faragraph:

ESAMI  acknowledaes that there is lack of adaptation of the
training materials.

We, however, don’'t agree with the view that not enough
emphasis has been put on creating strong regional training
teams in each country that could continue with the training on
their own, as this contradicts the evaluator’'s evidence from
the field (Kenya and Uganda). 1t is ES5AMI ‘s stand that a lot
of emphasis by ESAMI has been on creating strong regional and
national training teams through the training of trainers at
ESAMI  as part of the project cycle and has provided back-up
assistance {for the trainurs during in-country Ffollow up
training workshops. The evaluator had an opportunity to meet
some of these trainers and coordinators and mentions in  this
repert the significant role they are playing on Improving
family planping logistics management.

4th Faragraph:

We disagree with the assertion that EG/WI has least experience
in the area of FF supplies information system, for 1t was
ESAMI in collaboration with CDC which identified weaknesses in

this area within the participating countries. Ve fail to
understand the criteria by which ESAMI is singled out {for lack
of experience. It is our view that the statement ne=ads to be

recast or reformulated to convey a correct perspective.

{

in}

6, Zrd Fara

i
i

It is not true to say that the previous coordinator of the
project did not keep in close contact with REDGO. The Facts
of the matter is that he was in close contact with REDSO and
that the only time contact was minimal was when the project
was suspended. After the resumption of the project, contact
with REDSO has been continuous after all there was no official
complaint bv REDS0 to that effect. ESAMI wishes that the
statement be deleted from the report.



The sentence should be revised to read:
“ESAMI has close contacts with the goveiments in its service
area" and not" with the gevernments of countries that are

members of the i1nstitute.

EXECUTIVE SUMHARY
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FAMILY HEALTH INIIIATIVES ESAML EROJECT (698

Tth line:

Fage I para 1,

The <statement about ESAMI ‘s least experience and CPC's technical
assictance being critical does not in ESAMI ‘s view convey much
meaning here unless it is ertended to detail as what exact
technical assistance CDRC provided to either ESAMI or to the
countries to remedy the shortcomingi(s).

Fage 2, Znod paragraph

Based on our recollection, it was clearly indicated ty the
evaluators that 1t was the responsibility of CDC to take the
initiative in ensuring that ESANMI was adequately strengthened
threugh skills and technical transfer. Such transfer was 'not
necescarily to be dependent upon the appointment of a project
coordinator, as institutional development in our view need not
recessarily depend on the development of cne individual wihin a
syctem. The evaluators ceem to have ianored the fact that there
are some other ESAMI staff, who are not necessarily FHI  project
staff but who could or can effectively have co.tributed to
carrying cut this activity. Hence, ESAMI wishes that a statement
be made in the repart to reflect the inability or failure of CDC
to address the issue of skills transfer for purposes of
institutional development.

Fage 7, Zrd paragraph:

A correction should be made to the effect that the two MOH
nfficials attended a TOT conducted by ESAMI in Nairobi and npot in
ARUSHA.

SuliaRY: SURFORT 10 REGIONAL ORGANIZATIONS
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Except for minor points of clarification, this portion of the
report captured all that was discussed.

Al



C. Findino= and Conclusions.

th paragraph:

icn

Fage 10,
There is need to cross—-check with RFHMC and REDSO from which
subproject did funds which were used for strengthening financial
management at ESAMI come.

Fage 11, Trd paragraph:

It is not true to sav that ‘“"case study" preparation and
institutional linkage activities do not play a particularly
impertant reole in ESAMI's area of highest priority, i.e.
training. ESAMI ‘s  current research thrust is in the area of
developing lecal baced training materials of which the case
studies constitute a major component. s fer institutional
linkage activities, the statement appears to contradict what is
cstated in Section 4, tet para, page 11 of the main evaluation
repert on this sub-prolect. ESAMI wishes this inconsistency to
be removed/or rectified, A book on ESAMI Cases 1s currently
being published 1n London.

1V, ASSESSHENT OF FOIEMTIAL Fufr FUTURE ATD FROGRAMMING

C. Frivate Sector Iraining:

It is ESAMI s view that this Section leaves a lot to be desired
and larks factual information of what has transpired in the area
of S81 training. The informativon give below should help 1in
correcting and clarifying many of the comments made about this

sub ject.
Frage 19, "nd paragraph:

It is not true that ESAMI‘ s first programmes in 551 development
and training of &SI trainers were implemented with EDI's
assistance from 1578 to 1782, The fact of the matter 1is that
collabaration' between ESAMI and EDI in developing §S1 courses
began in 1783 after a memarandum of understanding between the two

institutions had been signed in July, 1982. Collaboration 1in
this respect was to be for three years, ending in 1985. In fact
the impressive results arising from courses successfully

conducted by ESAMI, greatly influenced the signing of the memo.

Eetween 1978 - 1982, ESAMI, without any external assistance had
conducted S types of SSI development courses for SIPO Tanzania,
the National Bank of Commerce, Tancania, Government Ministries,
etc. A total of 198 participants benefited from the courses as

is shown below:



Name of Course No. of participants

1. Industrial Administration — 60 participants which
for Small Industries included entrepreneurs,
managers and indust-

rialists.

)

Small Industries Fromotion - 16 Fromotion managers.
for generalists

Training for Small Industries - B0 of whom 40 were
EFEvtension staff gconemists and 40
technical officers.

2

4, Training of Trainers for Small - 14 Instructors
Industries

5. Small Industries Development - 28 Bank Managers.
Frogramme.

It is also important to note that between 1583 - 1985 ESAMI/EDI
jointly conducted only 3 courses which attracted a total of 70
participants, most of whom were. lcan officers and project
officers from institutions involved in the financing and

promotion of SSI.

Since 1984 ESANM] has arganized these Courses without any input
and financial assistance from ERI or any other external agency.
A total of 141 persons have attended these programmes, of whom
only 2 were sponsored by UZAID.

Another impartant observation to make is that the contents of the
previous ESAMI/EDI programmes were inadequate. Accaording to the
evaluations by the participants, too little or too asuch time was
spent on modules either on development policy issues or on

praoiect preparation and analysis. The difficulties in
encountered in getting a proper balance between the two modules
were mainly due tao the hetercgeneity of the participants. For

erxample, participants from promotional agencies and fianancial
institutions were more interested in spending more time on
project dnalysis techniques while those from government
Ministeries dealing with pelicy and cocordinaticn issues on 551
development showed more interest in discussing policy 1issues.

ESAMI has felt the need to tailor courses to specific homogeneous
groups, hence departing fram the more general approach carrier
out 1in the past with EDI. This has resulted in ESAMI designing
programmes for participants from financial institutions and
others for premotional agencies and government mintstries.
Through this appﬁoach, ESANMI is now able to cover the subject of
SS1 development more deeply than betore.

An added dimension has been the need to develop training
materials in the African context and case studies relating to the



African situation. One such case study is soon to be puhlished
under the CFTC/ESAMI Case Writing Project. Other indigenous case
studies being used in our SSI programmes have been compiled over
a period of time by our pxpeort M-,  Mlagala who spent over 15
years working with S1D0 in Tanzania.

From the aforesaid, it is not therefore correct and fair to
assert and conclude that the training programnes in 5851 have not
been substantially revised and do not appear to be well attended.
Meither ie it true to conclude that once this training has been
offered to most of the development afficers in the region, demand

becomes veory  limited. Conclusians of this kind need to be
supparted by concrete evidence and it is our view that they
neither serve the iaterests of ESANT nor those of USAID. On the
contrary, demand for training in this area seems to he growing as
1s doemonstrated by nwner gus  engniries and the improved
perfor manoce of £ o et par ticipants. For erxampla, we  have
standing requests  for t ailor—-made courses from many banks 1N
Tanza2nia, Uganda and tenya as well as promotional agencies such

as SIpO, 1k, ICDC, NFC nf tenva. Ta ve this is demend arowth.
On the scepply side, howevor many applicoants have not becn able
to attend the cowrses due to lack of foreign  exchanage ta pay
tolhioon foos or lack af eponsorships o fellowships from  donor
agenciog. [n our wvieow, it is this demand/supply gap and haow to
br-idge 1t  which  cheold be adiressed and the role  that USAILID
should play in providinag the needeod assistance.

another issue of concern is the apparent distaortion of the scope
and the obiectives of the Regicnal Seminor  on Small Scale
Industries development held in Mairobi PDecember. 1287. It was
not  an attempt to promote additional enrollments through a
regional coaminar of nolicy malers. The objective was to

"hrainstorm" systematically, on 1ssues atfecting SSE development
in Fenya and Tanzania with the idea of putting the "Research
Froject on  Small Seale Enterprise Managemeont” in its proper
contevt, One of the objoctives of this research is to undertake
a critical appraisal of the issues and problems related to Small
Enterprise Development with the view of sugaesting wavs and means
of accelerating growth and developeent of both entrepreneurship
and the renterprises themselves thronah 1mproved managerial
per-{ar wance. A total of 14 Senior Level Bank Managers, ' :siness
Executive Directors, Inmiversity Frofessars, SIDD and KIE  Ltd.
participated in the seminar and presented a number of papers on
SS1 Hanaagement and  Developmoent. Monographas and aedi ted
proceedings of the Seminar are being prepared.

The conclusion that both UMDF and AID have not agreed to finance
a multi—-faceted programme of direct training for SS1 because they
are neither convincoed by the arquments= advonced, nor  satistied
with ESAMI's staffing, is very unfortunate. The current
coardinator of our SS1 proramme 15 one of the most experienced
wperts and trainers in the reqgion in  the field of 551
development and Management. He has a distinguished career as an
economist as well as a Banker. Refare joining ESAMI four years






