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EXECUTIVE SUMi ARY 

BACKGROUND
 

The Energy Initiatives for Africa Project (EIA) was a multi-year
 

regional project of the Bureau for Africa, designed to provide a
 

variety of types of technical assistance to A.I.D.'s Africa missions,
 

in addition to being a source of funds for bilateral projects with
 

their host-country governments. The Project was approved in August
 

1982, with a total authorization of $17,500,000, of which $13,200,000
 

was to support bilateral subprojects. A contract for its
 

1982, with a Project
implementation was signed on September 30, 

1987. This Evaluation
Activity Completion Date of September 30, 


Report, requested by the Bureau for Africa's Office of Technical
 

Resources, Division of Agriculture and Rural Development (AFR/TR/ARD),
 

over a period that extended from February 18 to May 17,
was performed 

the original PACD (September
1988, and covered only the period up to 


30, 1987), as directed b A.I.D.
 

included nine bilateral subprojects and thirty-eight
The Project 

These were based on
regional and single-mission focused activities. 


assistance to A.I.D. missions (USAIDs), host-country
technical 

governments, and international organizations, and included various
 

types of training, workshops, studies, and sharing of information.
 

1980, during a period when
The EIA Project had its origins in 


international oil prices were high and A.I.D. had an Agency-wide policy
 

that emphasized the importance of energy as a development issue,
 

including both energy plannirg/management and renewable-energy sources
 

and technologies. At the time, however, A.I.D. missiGns had few if any
 

energy officers with background or interest in energy technology or
 

it was unlikely
economics, and PPC and the Africa Bureau realized that 


that A.I.D. missions in Africa would initiate energy projects on their
 

own, within their own budgets. Thus, the idea of a regional f'md plus
 

regionally provided support for technical services and design of
 

culminated itn the EIA
bilateral energy projects was advaaced, and it 

effectively redesigned
Project. In 1984, the Project was 


as a result
("reoriented"), along lines recommended by the contractor, 


of budget cuts in the Section 106 functional account. The major change
 

contained in the amended authorization and the- PP Supplement was the
 
major
elimination of bilateral subprojects , ti'e component used as 


the origin.l project, although the
justification for approval of 


authorized LOP funding remined at $17,50(0,000. In spi te of the fact
 

both the goal of
that the new authorization stated spec if .cally that 

rcmatn2d uncringed, both were significantlythe proiect and its purpose 

deLuuia and Associates, Inc. 
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modified, as were the indicators of their achievement, in the amended
 

Logical Framework (Log Frame).
 

PURPOSE AND GOAL OF THE EIA PROJECT
 

Project Goal - The goal of the EIA Project, as expressed in the 

original Project Paper, coincided with A.I.D.'s energy-sector goal of 
"assist(ing) sub-Saharan African countries to develop and implement
 

national policies and programs which effectively address their pressing
 

energy problems." The Log Frame looked to measuring achievemen:s of
 

this goal by a variety of numerical measurements, including reduction
 

of oil imports, energy/GNP ratios, and rates of deforestation. !a the
 

resultant PP Supplement following reorientation, numerical measures of
 

goal achievement were removed and replaced by promotion of efficient
 

energy use and a general concern for natural-resource management.
 

Project Purpose - As described in the Log Frame, the purpose of the 

Project was to help "qtrengthen institutional capabilities of African 

governments to plan anA implement sound nat ional energy programs and 

projects." In addition, the project aimed at demonstrating anj
 

disseminating "self!-sustaining public and private-sector initiatives to
 

reverse problems of deforestation, oil import dependence, inefficient 

energy use, and lack of development of indignous energy resources." 

Achievement of the project purpose was t:.:pecccd to be indicated by: 

- creation of a trained staff of energy specialists in the 

participating countries with specific numbers of trained 

professional s speci fied for both small and large countries); 
- establishment of country energy plans, with policies and/or 

programs in cffect in participating countries: 
- establishment of an operating network of information sharing on 

energy matters within and among part ici pat ing countries; 
- demonstration of self- s;u taining agroforestrv, afforestation, or 

forest-management programs and adopt ion of these models "on at
 

least five times the acreage of the demonstration sites themselves"
 

in each major ecological zone in Africa: and
 
- establishment of suc,'es.;sful energv conservation programs, or 

significant s;ubst it ution of indigenous fuels; for imported fuels, in 

each major economic sc t or. 

Following plrojec t reorientation, the project purpose was amended by 

"imist iut ional " arid "nat ional , " wit h si gni ficantdelet.irng the words; in 
consequences in tlh indicato rs of achi evemcit. Nuner-ical goals for 

trained cadre wore- replaced by "id int if i cation of manpower needs and 

on- the- job tiai.in , and works;hops;" 'Thu expect al ion o(fIaving 

nat ioar l utcrgv plas:, inl ac' pl] ii "adopted each, with e;/pcgrrams; in 

participat ing c'aunt V" was; d.lld. Th need to demontisrate arid 

deLucia and Asaociates, Inc
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disseminate agroforestry, afforestation, and foresn-management models
 

in "each major African ecological zone" (and in significantly larger
 

areas outside the demonstration sites) was eliminated. Finally, the
 

need to demonstrate adoption of energy conservation or indigenous fuel
 

substitution was also deleted. Under the reoriented project,
 

development and demonstration of methods alone was to be sufficient
 

evidence of achievement of the project purpose.
 

EVALUATION
 

This final evaluation was intended to be useful in the design and
 
a oimilar
implementation of future Africa Bureau regional projects of 


extended to act as a transition between
nature. Although the PACD was 


EIA and a subsequent regional project being implemented in FY88, this
 

the original PACD.
evaluation was restricted to the period up to 


Several factors have influenced the methodology and course of this
 

evaluation:
 

- First, the midterm evaluation called for in both the PP and 

the amended PP was never performed. 

- Second, many of the people involved in the evolution and 

management of the project have been reassigned to other posts,
 

both in Africa and in other regions, thus requiring the
 

expenditure of some of the limited resources; available in 

order to interview some of the key players. 

- Third, the evaluation team was confronted with voluminous, 

incomplete, and sometimes unavailable documents and reports of 

a wide variety. 

- Finally, the resources available for this; evaluation seriously 

hat could be devote.d to examination of thelimited the effort 
the form of thetechnical output of the EIA project, either in 


large nuvbr of trchnical documents; listed by the contractor,
 

or the results of the workshops; and training efforts. 

to deal
As a result, the methodology used for this evaluation was 


were viewed as the most important issues from the
primarily with what 


perspective of ongoing and future Africa Bureau projects, particularly
 
resources or
regional projects and those involved In energy, natural 


other specialized matters. Hence, the evaluation team focused largely,
 

but not exclusively, on the structure, administration, and management
 

deLucia and Asociates, Inc. 
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of the project, drawing on those interviews that were possible, those
 

key documents that were available, and the very few field visits
 

possible, with a discussion of some of the lessons to be learned from
 

this effort.
 

FINDINGS AND CONCLUSIONS
 

Project Management - The EIA project was a complex, technical 

project that underwent fundamental restructuring. Overall, the 

managemnit of the Project and supervision of the contractor by the 

office(s) (originally AFR/PA) directly responsible seem to have been 
factors: the cha iging budgetaryinadequat. This was a result of many 

environment. reorgani xation within the Africa Bureau tha resulted in 
-t:he disappearatri of the Office of Regional Affairs, the lack of 

within the oftice giv'*en the primary responsibilitytechnical expertise 

for management-, atid partlv the lack of cont i nltv that is 

characterist ic of A.I .1.'; forei gi-,se.c te stem. 

Project Design and the Subproject Bureaucratic Burden - Built 

into t yFroject desigt was an administrat ivye task that apparently was 

seen as burdens ome "v maty mi-s sions in Africa. Thu subproject 

component , limited as it wa' to $20().0()0 per subproject (with 

permitted up to $100,0()), carried 	with it a project-desig;exceptions 

and adni st 1at ie req.l-irement that many missions felt to he as great 

as tL tvpical. and much larger, mis:;ion project. Where tLhere was no 

a mi s ion to act as anofficer i, (tod in energv and I or' st ry in 

director felt other tasVs took priority,advocate, or where tlw mission 

misOi.s .,liowtd little int(rest. In addition. A.I.D.'s interest in 

had bemoan t o wane Lv thn time the Pro ject was; approved, so muchenergy 

of the push from A. 1I D.iW i,nd d imiinished s;i gt if icantlv by tHle t ime the 

cod ractor' fie l d ,,itct r, Wo rt o,,n <t ,nd 1 n Op rat ioni, 

- Somp of 1t1wi IASubprcjects and Technical Assistance 
ini tLit ir tiiiiol ogical andsubprojoct. S t b,.ei quite. successftl 

inst itit ional impac1t ;. ht t 'lriical t represent thusassistaice "hey 

seemis to hf? o( cost -elfet iv( than riwhili "f tlit+ t(chlicalh,%t ) 

assi 5;f a undt d,d itch r t h" ( i iai . 

ridt i;,m eviluation,Midterm Evaluation lo failure to 	 ,roduit , 


PP Sippl ,omot t , I ft t ie
as war rtqui v. l i t ohi t}ie P' aiul tihe 

conitir ct or ,r! A A.. j.i.'; mri"Kim',.i iit with ii i , t(it , id a ;(It on whtere the 

Project tilphit ive b, ii improved. It o1sol< 1 It tllin eva Iluata iont without 

a synt0tii , ( tiV success';. aid I ai lut ,, of 1iho I i r't hal I of t he 

project atti,''itv an a bas i, for compaiison to Io f or t lie v fect-; of. 

ch Ltar,us. 

deLucis and Associates, In,:. 
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Project Reorientation- In early 1984, A.I.D. management asked the
 

contractor for recommendations for changing the project design to
 

being experienced in the 106 account,
accommodate budget cuts that were 


source of funds for the largest project component - subprojects.the 

year, A.l.D. adopted the contractor's recommendations for
Later tha: 

to hold a formal redesign withredirection of the project. The failure 

that A.I.D. had only
outside, disinterested, expert assistance meant 

of interested parties - the contractorthe opinions and 	 recommendations 
- on which to base such a major redirection ofand A.I.D. staff a 

complex regional project. 

Contractor Performance- Most A.I.D. staff interviewed for the 

final evaluation agree on the generally high quality of the technical 

assistance provided by the ,ontractor, in the course of which a host of 

reports, manuscripts, computer models, and technical papers were 

prepared A.I.D. has not, however, collected and/or organized 

suffici ent financial data from the contractor to analyze expenditures 

of the c.stby project component in order to gain some idea 

the assistance as provided, or to compareeffectivene.s of technical 

the cost effectiveness of the tectnical :issistance to that of the 

of lasting impact within the host country. Thissubprojects, in terms 
comparison would be particularlv valuabl e because, under E1A, the 

,nder the subprojects were independent of the contractor'sactivities 

responsibilities, which were limited to design assistance, monitoring,
 

and providing technical iassistance only on reqtwit.
 

LESSONS LEARNED AND RECOMMENDATIONS
 

1. Projects concerned with a specialized issue such as energy (or
 

health, education, nutrition, agriculture, environment,
 
sensing, or whatever) should be
natural-resource management, remote 


managed from an A.I.D. office with jnohgugi expertise in that field.
 

to involve the needed tecnlicn al e.xpertise in A.I.D.'sFailurt 
inadequa te supervision of themanagement funnct ion will often lead to 

Thlu1Agency , and the Africa Bureau in
contractor's technical jadge mrnt. 


particular, shlold cons;,ider alternatiwve ways to structure such
 

management (see sugqv;, ions whichi are outli ned in Section 6.2). 

2. As a general rule, I.2nIal projects in Africa should generally 

not be managed from Washington. While administrative management might 

indeed remain in Washington, whenever feasible ... hould mnaL 
provided adequate technical input is part of
 

projects from the filg 
management.
 

D)1,;r,sn;sion of raptionns to achieve this recommendation is prselled
 

in Sect ionm 6,2.
 

deLucia and Associates, 	Inc. 
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3. The cost effectiveness of providing technical assistance from
 

contractors' field offices should be realistically weighed against
 

providing in-house capability in the REDSOs ad against the b-nefits of
 

mission-managed bilateral projects (or subprojects).
 

4. Where technical assistance is provided by contractors' field
 

offices, k.,ency management must insist on adequate financial reporting
 

keyed to ,.pecific technical-assistance activities so that the cost
 

effectiveness of particular efforts can be assessed.
 

5. A.I.D.'s top management should assess more realistically the
 

domestic (U.S.) political climate before committing the agency to a
 

long-term project.
 

This is esp -cial lv import ant in re-gionil projects. where there isno 

Inient that someProject A.r( ( PROAC) coininit s A. I .. to continuity in 

project cond it i ons. Th( 1:IA project suffered from the shifting 

political cli ( (- rt - i t hon( , with its bu(Ii5e cot'it-ior4nit thar 
sayv thai Agenc',"should hav -een anti ciF ed. "lhi; is not to 

manag-,.tiil tclli h(- :e.ptc d to have a crystal ball. But in the face of 

itiv ald should built contractingunc(rtintie;, t (-:i : ian he into 

arrangi. t' illd p-j.I l iat i on1 plins schedul es.Irt iIl)1m I I and 

6. Regional projects that involve specialized subjects such as
 

energy, and contemplate bilateral subproiects, should not be approved
 

if the potentially cooperating missions do not have officers who are at
 

least generally familiar with, or experienced in the subject, and who
 

are 
reasonably certain of supporting the development of such
 

subprojects, or it i',;clear that equivalent management and support for
 

of the overall regional project
the subproject can be provided as part 


itself.
 

7. Midterm evaluations should be an absolute requirement for any
 

project of four-years' duration or more. Exceptions should only be in
 

extenuating circumstances and in such circumstances the justification
 

to eliminate the mid-term evaluation should be made in written form by
 

project management and if endorsed, the argument and endorsement should
 

be part of the written record of t:he project.
 

The ftailure. to av'.(, at tiidterm evalination oft lIhe EIA project left 

l_ part i-, co,,ic(rue(-d wit h no cohierent hasi.s oti W ich to decide what 

changes'; w(re ie.ded during the life of the project. It left, this 
iCt firstevaluation with no i;vnth.ies of project ivitie.(, duriig the 

half . except tor the. contract or's report s;, and no bas;is for 

unid(.Erstandir)g thi reas.ons for the dramatic shift in enphasi.s in 1984. 

deLucia and Atsociates, Inc.
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8. Under no circumstances should A.I.D. permit a large project to
 

undergo redesign, by whatever name, without seeking competent,
 
outside the agency.
disinterested, advice from either within or 


As justified as the reorientation may have been, there is no 

escaping the independent-recognition that the decisions were made 

solely by people who had a personal, professional, or bureaucratic 

interest in the outcome. 

9. Any regional (or bilateral) project that supports and utilizes
 

reports, manuscripts, course material, field manuals, workbooks, etc.,
 

a mechanism for technical assistance and/or information sharing must
 as 

a process whereby this material receives independent
include 


needed) prior to
professional peer review (and revision as 


at least prior to widespread dissemination. Hard-copy
dissemination or 

this material should be maintained by A.I.D. This
project libraries of 


library should include the drafts submitted for review, the comments,
 

and the final document.
 

of suchSignific'ant rt sourct; .ore expended in the preparation 

writtei matt r during 1IA. No process of review was iormalized under 

the pro ject, and the record sugg .st s only I imited review of one 

document. Thoerp is no 	 ha rd-copy library of all the reports and 

The review is important to insuring themanuscripts at K.I.P. 
and hence the value ofprofessional tu.;lit'v of the written material 

information
disseminating time rn. t ri,,l. A lmard-copy library makes the 

t to others toimmediatelv id ,1<1,ti,'lv rasilv availab subsequent 


project complet ion.
 

10. 	Complex specialized-focus projects that include low-volume
 
the
subprojects should include procedures in the design to minimize, to 


extent feasible, the bureaucratic processes for subproject approval and
 

implementation.
 

The EIA Yhbprojc t s faced such problems, as discussed in the report 

(Section .). Whtile thi:n is a problewIA endemic to A.I.D., alternatives 

to be considtred in proc ct design include: 

0 	 approval of gmnr' nulproject types as part of px jrtI 

approval including pre;cribed budget ranges and level of 

effort limitation, within which actual subprojectls would not 

need 	 subsequent approval 

doLucia and Associatos, Inc.
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approval. of a simplified subproject-approval process including
 

delegation of approval authority to project managers
 

(including technical) as part of project approval; this
 

simplified process to be valid for any subproject within
 

defined budget limitations and within specified subject areas;
 

or,
 

0 	 delegating the subproject approval to an existing local
 

institution with appropriate safeguards.
 

deLucia and Associat s, Inc.
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INTRODUCTION
 

a complex,

The Energy Initiatives for Africa (EIA) Project was 


that included some nine bilateral (i.e.,

multi-year, regional project 


mission) subprojects and thirty-eight regional and single-mission
 

Activities were 
based on
 technical-assistance focused activities. 

(USAIDs), host-country
technical assistance to A.I.D. missions 

governments, and international organizations; and included varicus 

of training, workshops, and design, development, and financing of 
types 

mentioned. The documentationthe bilateral subprojects was 

sometimes unavailable, andincomplete, andparticularly voluminous, 
many of the key personnel have been reassigned to other posts, both in 

only very limited resources werein other regions. Finally,Africa and 
available for this evaluation and they did not provide for effort that 

been devoted to examination of the documentation,
otherwise would have 

the quality of the technical assistance provided under the contract, or 

evaluation of the subprojects. As a result, the
the detailed 


was to deal primarily with what
used tor this evaluationmethodologv 
the perspective of

viewed as the most important issues fromwere 

Bureau project:s, particularly regional
ongoing and future Africa 

natural resources or other
projects and those involved in energy. 

team focused largely, butHence, the evaluationspecialized matters. 

administration, and management of
 

not exclusively, on the structure, 


the project.
 

deLucla and Associates, Inc.
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I. HISTORY OF THE PROJECT
 

A. Background
 

The Energy Initiatives for Africa Project had its origins in 1980, 

during a period when international oil prices were high and A.I.D. had 

an Agency-wide policy that emphasized the importance of energy as a 

development issue, including both energy planning/management and 

renewable-energy sources and technologies. Nevertheless, A.I.D. 

missions had few if any energy officers with background or interest in 

energy technology or economics. Recognizing this situation, PPC and 

the Africa Bureau realized that it was unlikely that A.I.D. Missions in 

Africa would initiate energy projects on their own, within their own 

budgets. Thus, the idea of a regional fund plus regionally provided 

support for technical services and design of bilateral energy projects 

was advanced. Tlis culminated in the EIA Project. 

A Project Identification Documeit (PID) was approved in January, 

1981, 11 and the projec t was designed (under an 8A set-aside) by a 

three-member team (two of whom wer, employees of the eventual EIA 

contractor). The Project Paper (UP) was eventually approved by the 

Africa Bureau on April 29, 1982.[21 It provided a Life of Project 

(LOP) funding of $17.5 million, of which $13.5 million was to come from 

the Special Development Actcvities (SDA, Section 106) account with the 

remainder ($4 million) from the Sahel Development Program (SDP, Section 

121) account. In recommending authorization of the ETA Project, the 

Acting Director of the (then) Office of Develop..ent Resources (AFR/DR) 

summarized the background to thi s project design succinct lv: [3] 

"The ... project grew out of recognition of the need of the 

African countries for flexible, 'rapid-response! assistance in 

achievi , ne:ar-term reduction in their dependence on 

expensive oil imports and in relieving pressures on their 

increasingly depleted fuelwood/forest resources ... [A.I.D.'s 

assistancr is limited primarily to large, specialized energy 

planning or impleimentat ion proje-cts: and resources are 

insufficien t to respond to [the' needs of those African 

countries where specific projects have not been programmed. 

The urgency of [their! oil import and deforestation problems, 

Ithe] relative]'v modest levels of assistance required to 

initiate movement toward solutions, and [the] wide range of 

possible solutions all support the need for a flexible 

regional umbrella-type energy assistance project." 

deLucia and Associates, Inc.
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The memorandum noted further:
 

"EIA is intended to fill gaps in A.I.D. and other donor
 

activities - in region-wide project evaluation, project 

preparation, energy conservation, and other areas - and to 

test alternative approaches which entail lower levels of 

long-term dependence on external financial intervention.
 

Particular emphasis is placed on planning and project
 

preparation to mobilize all potential public and private
 

sector resources and on support of private enterprise
 

initiatives."
 

the Project Implementation Order/Technical (PIO/T)
In August, 1982, 


authorizing negotiation of a contract was approved,[4} and a conoract
 

was signed with Energy/Development International (E/DI) on September 

30, 1982. Subsequently, the contractor opened an office in Nairobi, 

Kenya, which became fully staffed in June, 1983. Some months later, 

field office in Abidjan, Cote d 'voire.the contractor opened a 

B. "Reorientation" of The Project 

In FY84, A.I.D. experienced budget cutbacks and the Africa Bureau 
With Section 106 fundsfelt these particularlv in the 106 account. 


per cent of the authorized $17.5 million,
accounting for more than 77 
the EIA project was seriously threatened. Furthermore,continuation of 

more than 60 per cent of total project funding ($10.55 million)with 
designated for subprojects, i.e., mission-managed activities not funded 

through the EIA contractor, continuation of the project with major 

funding cuts would compromise one of the major purposes of the project 

(i.e., establishment and implementation of numerous subprojects). The 

contractor was informed of the budget situation in December, 1983, and 

in January, 1984 A.I.D. requested the contractor to examine options for 

reorienting the project to accommodate cuts in Section 106 funding for 
held a meeting in
FY84. The next month, (February) the contractor 


designed by the contractor to
Kenya to discuss the issues, in a format 
process, identifying EIA clients andbe "a corporate strategic planning 


defining product lines."[51 Participating in the meeting 
were ten 

from A.I.D. Pepresentingrepresentatives of the contractor and five 

of the Nairobi field office and
the contractor were: three employees 


field office; the President, Project Manager,
three from the Abid jan 

and Project Coordinator from Washington: and the Chairman of the Board 

from New York, A.I.D. was represented by the Project Officer from 

AID/W (AFR/RA) and the chief of AFR/TR/SDP; the Regional Energy Advisor 

and the Regional Forestry Advisor from REDSO/ESA (both contract
 
Advisor from REDSO/WCA (also a
employees); and the Regional 	 Energy 


the missions nor participants
contract employee). Neither 
were invited
(A.I.D.-funded or counterparts) in any of the subprojects 


to participate: hence there was no direct representation of the
 

current or potential.
bilateral subproject activity, 

deLucia and Associates, Inc.
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eight positive responses, one inconclusive, one that urged
 
on subprojects and training, one
concentration of remaining EIA funds 


that felt nothing significant would be lost by eliminating the
 

contractor's field offices and shifting the project management to
 

Washington, and one no comment. [10-21]
 

the final decision by the Executive Committee for Project
Prior to 


Review (ECFR), the EIA Project Committee discussed the consequences
 

The EIA Project Officer distributed an Issues
of the funding cuts. 

"The
Paper giving the background to the contractor's proposal, noting: 


proposal is that the comparatively large
major premise behin& the 

anu effort devoted to subprojects in the original
amount of funds 


uses of technical
design can be successfully replaced... by creative 

'leveraging' financing."[22]
assistance and small amounts of 


(This echoed the contractor's assurance noted above.) Nonetheless, 

the Project Committee discussed the PP( suggestion of us;ing Section 103 

and Nutrition, ARDN) to replace
funds (Agriculture, Rural Development, 
were doing to fund their energythe loss of 106 funds, as other Bureaus 


programs, and in an issues Paper (presumably intended for the ECPR)
 

recommendod "that the authorization level of the project be maintained
 

a minimum LOP funding level be set at $8.2 million
at $L7.5 million but 
are made available thewith the understanding that if additional funds 


project may be increased above the $8.2 million level."[231 (Emphasis
 

added). 

Two meetings of the ECP{ were held subsequentlv. Neither the
 

chairman nor the PtC representative recalls that the Section 103
 

funding option (for retaining the subproject component) w-s discussed
 
noted during this
 at either of these meetings. In fact, the chairman 

that he would have favored such an option because he did not
evaluation 


locked into" Section 106 funding. The amended
 approve of "getting 
included the Project Committee'sProject Authorization finally approved 

a authorization level and a minimum LOPrecommendation of $17.5-million 


funding level of $8.2 million, omitted the possibility of additional
 

funds being available, and specifically deleted authorization for
 

In the Action Memorandum recommending
subproject activities.[24: 


2Project Committee: AFR/PD/CCWAP, AFR/DP, AFR/TR.SDP, AFR/SWAP,
 

AFR/R.A, GC/AFR, PPC.
 

deLucia and Associates, Inc.
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approval of the amended Project Paper, the AFR/PD director noted that
 

the amended project would "reduce reliance on the subproject fund as a
 

mechanism for achieving project objectives..."[25j The amended Project
 

Paper (August 31, 1984) incorporated all the recommendations of the
 

contractor's March 9, 1984 report of the reorientation meeting. J26}
 

It should be noted that although the largest component of the 

original project design, viz., mission-managed subprojects (the 

component used as major justification for approval of the original 

project) was eliminated by this action, the amended FY states 

specificallv that both the goal of the project and its purpose remained 

unchanged - an assertion that, on its face, seems completely 

unjustified. Nevertheless, the implications of eliminating the 

subprojects were recognized in the amended logical Framework (I og 

Frame): the statement of the Project Purpose, viz., "Strengthen 

institutional capabilities of African govt rnments; to plan and implemen t 

sound national energy programs and projects," was modified by deleting 

the words "insti tt ional" and "nat ional . " 2/j Further rucogni ion of 

the effects of the se changes; i.s apparent in the changed criteria for 

achievement of tht Pro ject g,. .l;. (See discu;ssion below.)
 

Another examinration of EIA funds; was; und(:rtakeri in Januarv 1986, 

and again project te miinat ion was considered as a cons;equence of 

further funding problems.;28,29: Although the files have not revealed 

any official decision, apparentiv the needed funds were located, since 
the project was not terminated. 

deLucia and Associates, Inc.
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I.PROJECT SUMMIARY
 

As noted above, significant changes occurred in the project concept
 

in 1984. Although the amended PP states that neither the goal nor
 

*purpose of the project was changed, (301 language changes in both of
 

these categories in the Log Frame did, indeed, imply significant
 

change. They in turn have complicated this evaluation..Inthe
 

discussion below, an attempt will be made to demonstrate the impact of.
 
the changes by juxtaposing the language of the original PP with that~ of
 

the amended version, shown underlined in this section.
 

A. A.I.D.'s Energy-Sector Goal
 

The EIA Project was designed withinthe context of AI.D.'s
 

energy-sector goal of "assist(ing) sub-Saharan African countries t~o
 
develop and implement national policies and programs which effectively
 

*address their pre,,sing energy problems "(31] (This statement of 


.A.I.D.'s, i.e., AFR's, energy-sector goal was retained in the amended.
 

PP.) The original Project Paper looked to measuring achievements of
 
.this energy-sector goal by: 


the extent to which oil imports were reduced below then
 
currently projected levels;
 

- the extent to which deforestation rates were reduced below
 
then currently projected levels; and
 

-

a 10 per cent reduction of national energy/GNP ratios.
*~ -

For the project as amended, however, the achievement of this goal was
 

to be judged by the extent to which na tonal policies and programs were
 

in place to
 

Rromote efficient energy use inCluding oil imports and
 
'indigenous energy sources.,
 

-*apply energy effectively to-increase productivity and ualir 

-

increase domestic fuelwood/biomaus energy upply and improve

natual resoA~trce management,~
 

-Gone were any measures of oil-import reductions. Gone were any 

-measures of ene'rgy consumption' relative to GNP, and concern for rates 


of deforistatioxi was replaced by general natural-resource manageett
-


concerns. 

-

.-daLuaia and Aisuocaton, Ina, I 14 
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B. Pro ject Purpose
 

Within the context of the er. -y-sector goal, the project was
 

designed to "strongthen institutional capabilities of African
 
en.rgy programs and
government' to plan and implement sound national 

projects." In addit ion. tho project aimed at demonstrating and 

disseminaiting "'AlI -o;stailin; public and private secctor initiatives to 

LItmn (for a i l imlpft (ltl.ilid ct, inefficientreverse pr A ys( t ion , 

ot dt ve l otm to of Oki gtn. ntrg,,"oeurgv use, and lIack 

resourceq.:3 

Achievement of t he project purpose was epc:.:pttd to be indicated by: 

- creation of a trained staff of unerg'v .., cilists in the 

participating countrie.'; (with specific numb rs of trained 
countries);professionials sprcifitd for both smiall and large 

- establishment of countyrv .iergv plins;, with llici us and/or 

programs; in offirt in participa, ing clntmeri..; 

establishment of an pcrat ing net ,ork of information sharing 

on c-nerg'- matt(sl; within and among participjat inmg count ri es: 

- demonstration A, self -sustaining agroforestrv,. afforstation. 

of hst m,. 1 ; "on or forest -mana, mtnet programs an l pt i on 


at least five timer the acrtagec of the demonst ratI Sito t;
 

git:01 Afric.themselves" in ,ach mjr tco!<gicl in andt 

- establi shment of suwc s;rJ en( rq' conl; rvat i programs, orbil n 
fitI f of I5i portedsignificant nmlit iton of ind igt ivun 


fuels, in each msajopi onomiu set tr' 1)
 

n. ', r ji t , ,';. ,as ntated inFollowing proIt, rnritlft nt', 

the Log Frame. wan , - d,_ . .. .rdk/1W ,rnd d, ILLL th,._ I 114£ "i-L 

t2,. pi to nip ' irton iq n,to , ,tar, but/ a ri l wh. " t f 
whose conequi , r Iccorn, A.l - !rt on fuftht r ( xaminat ion(of t he 

In Aidl ,i 1I, i ndi (at ,/, a( hi,i'.'.mott of t heamended l.og larn. 

project purpo;e wrf. atnd' d t 

LitCt 01; 

ni on: i .i4 u ... .fnl LIdAiu.' mI i 1t'th ,'-A. t l 1 y1.LA 

dAnliluoiia wA' om Lot 

degucia and Associst., Inf
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Model of4~4 afro refssann 


Moel ofsessmensts n new ooren eficent ma~rnageeo
 

roution
farm fiomesstifoliza y andassciaedtrate .and.
 

Successful energy conservation or local fuel substitution'4 

'9". g*.tJb~ds developed and demonstrated in critical4 

agricuilture/rural development anid critical economic
4 

Numerical goals for trained cadre were replaced by identification
 
of manpower needs and on-the- job training and work~shops. No longer was
 
the project expected to leave national energy plans in place with
 
policies/programs "adopted in each participating country"' (although, of
 
course, the Liberiansubproject did just that). The need to
 

anddisenateafforestation, etc., models in "each major 
African ecological zone" (and in significantly larger areas outside the 

'9 demonstration sites)ldwas eliminated, as was theneed to emons'trate 

4 .demonstrate 

'K 

adoption of, energy conservation or indigenious fuel substitution. Under
 
the reoriented project, development and demonstration of methods alone
 
was to be sufficient evidence of achievement of the project purpose. ~4~ 

Originally, the project had an authorized financial input of
 
$17,500,000 from A.I.D. plus $2,650,000 in host-country funds, for a
 
total project funding of $20,150,000. A.l.D.s (LOP)
'life-of-project 

funding was to be used as follows:
 

Prime contractor (technical assistance)' 6,O00O00
 
Other consultants 1504000 jp9
 

Subprojects fund 
 V10,550,00
 

Training>. 350,000
 
Sharing of informa tion/exper'ience. 200,000
 
Evaluation 200.D000
 

4 

4 

417,500,000 4,-4 

Iost-country funds were intended exclusively for the sutbprojects,
 
making a total of $13,200,000 intended for funding specific bilateral
 

A 

,*nergy-related projects in individual African *countries,133J 


Thi's amiount <was intended tosupport four (4)expatriates plus an 
un~'~4'~ 
4,4 

specified number of' consultant days, and four (4) loca hir 
'4 s44 , e4"' A , , 44'4 "' '''"4 " '''"'43 ' 

4i m" Asmito In# 
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amended PP, although the LOP authorization remained at
Under t:n 

to be obligated was reduced 
co 

$17,500,000, thVtotal amount authorized 

and other unyds

$8.138.000. with an additional$52
2 ,000 in host-country 

The A.I.D. amounts were allocated as follows:anticipated. 

$5,91, ( 000 
Primp cont ractor tIjchtical assistancl 


_40,000
Othe 	U consl tut .s _2~Q0O._8 0
SuhpLLu1~c ! at 


Evaluit i i8.l00 

total amounti 	 host-country fund;,, thi-
With 	th 1 di idna,1(1$121 in 

-

availablo Ir ubproitctF, alredv c(ommitted prior o th 

reori lit ,! it i i, 1) t( c;f(-2....( ) )) 14 

enwigin ll~g~ ,H fundq, ctlmnnvltd th~roug;h the contracttivnqlCuriounkI 


hiu ',il It a It -l I _ _: i--l0. d t o to ti oam _
local 


P. ~ .__(j~t).!2
 

f iom 	the project were in four major
The original xp-t-d output s 


cat t-goric-;" ,
 

1. 	 Planning, Policy IhvMclopmn:nt. and Technology Assessment 

(PPDTA) - 'his (-ategorv cons,:si d of: 

ogv a ssi' nmtiert s
-Technol 

;siw ; IltitNat ioIal 1 ( rg'. , s s; aId 

Fol 1ow- up .ss i s,anit 

Under this heading, the project outputs2. 	 Subproj:-ct Fund 

wore expecte d Io be
 

. Grants and
 

Evaluat ion,
 

deLuide and Assoclateo, Inc. 
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Training and Institutional Strengthening - This category3. 

included two major activities:
 

- Training sessions and workshops for energy planners, energy 

practitioners, and staff of :ntermediate financing 

institutions; ad 

- Cooperat.tion with tlie Afirican Development Bank (AfDB). 

Sharing - The two activities projected4. 	 Informatiotl/E.xpuri encr 

here were: 

- Dissemination of resul. ts; of technology assessments and 

suhprojuct evaluaot ions; and 

- Provision of information and assistance to subproject 

grant-ees ard others, 

In each " these categories, achievements were to be indicated by:
 

PPDTA:
 

in 10 energy or
 
- Assessments of African project experience 

forestry areas;
 

- National eniergv assessments for 1( countries: and 

- Follow-n pl assi.stan in the form of 20 technical-assistance 

or pol icy dev1 opment.assignmetnt f1or pro ject 

Subprojects: 

A minimum tof 30 subproject grants made to participating 

count ri ': 

- At lea;t S grants; to intermediate financing institutions 

(IFI.s) ,1nd IF! lo0ans5 or conitrcrt an1(1 

- A mi nii1Wof K1 couni rv or IFI subpr( ject s; completed and 

(1i n 11w altl ,l grantees.rval trot, i(l4 HT hI o i,,i ,f IFI 

Training and Itst iutional S rvn10111.t irnh, 

- 5 short-term (-itwrgv plaing training sessions/workshops; 

. 5 IFI t ra ining sessiots; 

doLucil &Mi AssocIates, lic. 
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- 20 practitioner workshops; and
 

3-5 training sessions in cooperation with the AfDB.
 -

Sharitrg:Information/Experience 

- 10 technology assessments and 5 subproject evaluation 

50 institutions; andreports disseminated to 

and 200- Assistance to at least 25 grantees 


rs.
pl anners/pract iti oil 

in pro Ject orient ation that resulted from the The fundme.nt a 1 shift 
frow the changes in the expected

ino; k asi iV apparnitreorientation is 
outputs: 5 

. and Itechnol ogv Assessrmen (PPDTA)
I. Plarning, Pol i c l)e'e.l opment 

:S; . 
became simplyv -T c nical A.; eti 

by Techni ca! 
- Technol ogv a11;tItt t - ha'e beenl repl aced 

whuich are d( scri!bed a. Sector as.e$silts whichAssessmeOn s, 
be sure, this category

include e-ne'4," e mphb5i. addl.d To 
i t al L 

t anld Illanni r assistance , but the 
includes; F, I w-.La s; 

anergyweri iabl - idicat ors 5;hcw a shi ft from
object ivel v 

' part icularly forestry (31
to h itural r ksoulcu i:,sties,concerns '2nLjiigo 0 socv is ut'll;, assessments of

asse.ssmnlL_,t 

PP dment aI;o moved 
,;t=eri tr r-\ . AiIi[1V t ' d'. Tli"t, 

t project expet-icoce (see 
away f;-, a.,e.;-lflet s of p .t f I-i caT 

above) t hil wtele p)i-suin, ilt i i11(1 it I eartii tigfrom past 

d i es ( ene rgy 
m st a a nd soc1 	ci,:-S , tVh. dcskt 

tlit ootIfi ric I or hi dl r(adv comple (ed b that
prof i I (,) t I 

i ; If() I odi ct;i loil linhat the
Furt I ll l'r , thleretime. 
lnt ed"I ]r, I.>c was!; i ft e.Il(. to b( concerned with 

"'reori 
t onI a uiat i al ]level, sinCe that 

or ,, 


d(s ltlt ioil wa, ;ecit ifcal I v (It- I (ld.

plano n ( !;.5,:m, 

,C; ]-( )l ,('ed b. '' et J 'v'lgI 1t2.2. The S,iblro it (1 I(,,E ,,-' 


consisting of
 

eeiItins+n."
111_1cc! citcaY (I 
- t___,_,_,C 

- Grant.!; awaird(ed" ,aiid 

- Eval UatI i oil' tdt- rt aken, 

deLucia and As ociate"s, Inc.
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Consonant with the reduced concern with project 
development, the
 

numerical 	 goals as indicators of
amended PP dropped all 


instead:
achievement, substituting 

design activities. 
- The numbher of EIA ,sisted proiect 

- Quality:- and numbcr of funded subprojects initiated using EI A 

or other tunds 

A.I .D., the 
Here again, perhaps reflecting policy shifts within 

with noand rural 	 development projects
emphasis in onagriculture 


that energy might play.
indication of th role 

was r-placed by
3. 	 Trainin AN In.stitiutional t renigthening 


thin ',tn-t -v in described a;:
Trainin , 	 ancd 

i*'-lio~o 	 o__indi vidual s"'Yr:ii 'flL 	 ':k~oUL~i ~- onc(rned with 

l V.ert nd! i( cd to:The indicatr rf ,.hii , i. 

ILI e.s ons/works hP _ Qua 	 _it 'c,~ n-L,!'.LY _ ! rai nit 

- ual it v 1w1 numbjiK r of i w iividui l q I r, i n-d 

i n t i; oi 	 ! 100 tCal P or- r:oul t d not only in the 
The modi f icat i onn 

t, jotl t r,qt hen,ting (no
deletion W J,I rof, - r, itoi i t nt 

t it Af I)S) , bul al so in the 
mention of n, r y plVI:IL 15, I ll,, "r 

rainingremoval of,p al1 citf .ic i ri 'al oiloq ,, int withi 


I ;r,,upn0, "r indiv (hiua ls I i iin rA,

sessions, 	 wo~rks.hops., 

- -m* nnt nt unchai nged in 
4 . I f orm't i O ":-:,p, I t Si)lktrin i , i ie o i at Iv 

I hi.,! t o wihinal in ia;i; wr modi f ied: 
the amended P. :.cP14 

- " il: 2 1 i ,i ,,t i,.iI t, , li_..al ; 1 oo'ooisoiit 0, . tshproject 
1_i nt at i o ls 

Vo l i t i o 1 0 .. 

i nlitp s, t n ini' ricaI standards 
Again, consio t t witThI t l r d d 

Ihi b c gorv we r changed:
' i i, N ni. L intfor eva I ,t ,c h i - n 

deLucia and Ass(ciates, Inc. 
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- Number of successful private sector initiatives (eg,. 
systems, equipment) documented/disseminated. 

- Results of 5 technical assessments, and 5 subproject 
evaluations, 5 workshops, as well as 3 presentations on energy 
issues. 

- 10 sets of country profiles disseminated to institutions 

including SAIIs. host countrv agencies, IFls, and PVOs. 

- Quality and quantity of assistance provided to grantees and 
other energy/forestry planners and practitioners (sic)." 

E. Evaluation 

In addition to the on-going monitoring of project activities to be 
performed bv the cont frctor and annual 'ES-level (Project Evaluation 
Summary) evaluat ions of all subproject grants, the Project Paper called 
for two project evaluaOIt-ions b, an indepcndent project evaluation team. 
The first of these was to be a midterm evaluation, with the second to 
be the fii l cvluition, cond clt-d bv the same team. 

In any event, hawever, th" mi dterim valuation was never performed,
 
so none of tht rtivit qVsor entiti:i 'iolved - not the pioject,
 
A. I.D., coopcrat Eiov- inte ,,.' [anal organizaticas. '. thisg.verinments,, 
final .Oilit i - e vd the bnefit n- a nidpoint assessment of the 
successes, failuren, and problems that may W. - characteri:ed the first 
half of the project. (A mid-trm evaluation would also lik. v have
 
noted th, inUffi i nL f inanciall reporting keyed to specific
 
acti,.iti5. An di,',SC '.<d sUQs;Qient lv, thn- lack of such reporting
 
pre velt Anl oss(5mnIlt of cost f oct ivenes.)
 

Besides ,hl vi nr the fends for (see the- available -valuation above), 

amended PPlnotd that the origino] evaluation plan was to longer
 
applicabl,. The contractor's responsihLii lv for evaluating the
 
subproject s, was retagined, with increased emphasis on "asessing the
 
impac~t th., ..'<,l'i ; pari l:_( of technical assi<stance" to be
 
deliveret by the contractor, and tihe cont ractor was required to submit
 
a " hc o,:tL valurat ionp lan" in IY 1984, :36] whi cr doe.s not soeem to be
 
among thi documnla tin available. The requiremenr for a midterm
 
evaluation, bv A IM ., was retained ("i 1986 A.I.,). will
Y-rng 

_udertaK- a ill te-lni cal and programmatic .[36]
soh,:il t evaluat ion,") 

As noted abo'.'e, iowever,, that ovaluation w.s never cal-ried out.
 
Finailly, the coup do- grace was administered to the internal evaluation
 
process LW th; ruriou , omn;ission of tnention of a requirement for a final
 
eval uat i ii.
 

deLucia and Assuciatoz;, Inc.
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It has been argued that many of the changes effected by the
 
were seen by some as
reorientation o. the EIA project corrected what 


errors in the original project design. Nonetheless, the sum total of
 

the changes embodied in the amended PP fundamentally changed the
 

purpose, goals, and indicators of achiev'ement of the original project
 

paper, without the benefit of any independent advice.
 

deLucia and Associates, Inc.
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Ill. EVALUATION
 

A. Constraints
 

As was noted in the Introduction, the Energy Initiatives for Africa
 

Project was a complex multi-year project that included nine subprojects
 

and some thirty-eight regional and single-mission focused activities,
 

multitude of technical-assist oncc activities and 

Multiple modal i. ies (technical assistance 
aside from the 
technical reports prepared. 

missions, and international institutions,to host countries, USAID 

various types of training, and subproject financing) were utilized to 

deliver the evolving development assistance of the project. 

With the exception of a comprehensive memorandum prepared by the 

former REDSO/ESA energv advisor (covering activities in East Africa 

and systematic col lect ion of project-relatedonly), no complete 
weredocuments or detailed project activity-completion summaries 

availabl e for thi s eval uat i on, )t her than the quart erl y and annual 

reports of iont "hese report sthe ra ctor. are general ini natuire anid, 

while they give excerpts from some of the technical analyses produced 

under the project. they give ftw detail:s of the technical activities 

noti ng de tails; ,I contractor staff travel relatedthemselves, besides 
to those activities. 4ith regard to the subprojects, it is frequently 

difficult to identify the. contractor's actual involvement from the 

evaluation , furthermore, meant thatreports. The lack of a midterm 
half of the project to be used as a

there was no s;vinthesis of the first 


basis for the final evaluat: ion.
 

Some of the subpro ject s prodtlced as; miaiv as twelve relevant wri tten 

documents,/reports, Te numbier of ,dtocumeits produced for the mission 

and regio nal activitie:; cnd lhe total doctmentation, or lack thereof, 
, the evaluationfor the various pro ject act ivitit ha; not been clear to 


team, howeve r, part iculily s;ince significant blocs of documents have
 

not bteerr availiohle in ist for this Yv,,lur tio . 

Against tlis background of: multiple project activities in some 

i ps; incomp] ete, unorgani zed, yet voluminousthirty-el ght (,ritc 

pot(_'it ial interviewee:;, many of whom were
documentation; too mairv 

Asiai ard Africa, if not retired; and aalready dispersed throug out 
amended PP

budget significantly lower than the amountouth rized in the 


(see above:), whichi itself was unreasonablv low for a projec. of tlhis
 
was one of in-depth
complexity, the evaluation team's approach 

with a more generalselected activities cotpledcoverage of only some 
based largely on selected interviews and

evaluation of the project, 

review of readily available documentation. Priorities for activities
 

to be focused on, people to be interviewed, and documents to be
 

deLucia and Associatos, Inc.
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determined by criteria that reflected 
the relative
 

examined were 
 the activity in
 
expenditures within the project, 

the importance of 


terms of how well it matched project objectives, the potential
 

replicablity of activities, the ability 
to schedule field visits within
 

the available time, and the judgement 
of knowledgeable USAID staff.
 

examining,
limited time and effort to 
The evaluation team allocated its 

issues from the perspectivp of
 the most important
viewed as
what were 


Bureau projects, particularly regional
 ongoing and future Africa or other
resources
in energy, natural
invol v.od
projects, and those 
Hence, the evaluation team focused largely, 

but
 
specialized matters. 


the structure, administration, and 
management of
 

not exclusivelv, on 

the project. 

During the course of most of this evaluation, the evaluacors were
 

that. for reasons that
I).personnel
bv both contractor and A. 
assur d 
ever been signed after the
 

no amended PP had
informant,
varied with the 

(The question wag raised frequently 

during the
 
project reorientation. 


had n1ot yet been found.) Thus, the bu]k of the
 
onEinterviews since the
l a t was based on the origipal PP and 


cva u ion

time availeble for this 

goals and purpose outlined
 
conditions and criteria for achievement of 

two weeks after the

It wa not untilI og, ram,.in the. origi nal 


that, during a search
draft evaluation report
original due date for tIy 

signed, approved PP
 one of us located the
fil 
, 


revi sions, including the budget and
of AFR's mici:rofich 

mnv'project
supplemcnt with its 


the revised Log Fra t
 

be complete
tile evaluation would not 
Fi mlv, this discussion of 


of A.I.s). eivaluation policy and the
 
without raihing the iss'u( 


even within one regional bureau.
 
consistuncv with whi:h it is applied, 
 this complex regional
<,nr compares
-ire raised whein
Serious questions 


erss coinpl . projects, in terms of
 r
project with othr sin ila 


. 1 ion.
provi s ions made for 

of $17,500,000, this
 
- At an antihorinel IIMP funding level 


was orit int1!!': shcdu]ed for to
 reg oi proje.,ct 
one final - with a one midterm and 
cornpr cho1(1 w ,..aIatious 

2.., )0(. The project was amended before 
total bd ,I of 

fundig level was not changed, but a minimum 
midterm, t11e I 01 

tl LOP - $8,138,000 - was 
c pro-u mately halffunding levu l 


deleted,

the rer ired final evaluation was 

set. Mention of 

ws cut to $1 ,0000. In any event,

and the evalunation budget 
was
 was conducted, and $10,000 

no mi dterm e'a Iuat ion 

whi clh permiLtt(d the three-member
 

to thi ; evaluatiin,allocated 

the U.S., including travel
 

team a maximum of 10 days out of 
proiect activitythe field, visit 

time, to intervi.'ew Ioplt in 
impact of
 

sites, review document s , and eva] uat e the 
 in
activities;

host of technical-assistance
subprojects and a 

to review documents, conduct
 the time in the U.S. 
the rport. 

addition to 


interviews, and write 

Inc.
deLucia and Associates, 
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- Compare this with the Energy Planning and Management Project 

(650-0059), a mission-managed project in Sudan, which has an
 

LOP funding level of $8,450,000, approximately the same as the
 

eventual funding level of the EIA Project. For this project,
 

the midterm evaluation put four people in the field for three
 

weeks, plus the Regional Energy Advisor from REDSO/ESA for one
 

week, in one country. Or compare this with the evaluation of 

the Central American Regional Energy Project prepared for 

USAID/ROCAP (by de Lucia and Associates Inc.) for which the 
budget was twice that allocated for this EIA evaluation. 

The disparity in these two approaches to project evaluation is made 

more obvious by the comment by the Sudan evaluation team: "Due to the 

short time the evaluation team was in the country, it was possible to 

visit only what the team thought to be critical sites."[371 

deLucia and Associat.es, Inc. 
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IV. FINDINGS 

As has been noted earlier, in many respects this evaluation has
 

Within the limitations that
 operated under severe constraints. 


existed, however, the evaluation team has examined 
certain aspects of
 

the best insight as assistance
 
the project that were expected to give 


Among those aspects were activities and
 to future activities by A.I.D. 

e:ntent feasible, the
 organizational processes that covered, to the 


criteria that A.I.D. has established for this evaluation, including 

of Work for this Evaluation and the Logical
both the Statement 

in the Project Paper
Framework of the Project Paper, as amended 

The aspects examined canreorientation.Supplement that followed the 

be grouped as follows: 

and historv of the project and how this illuminates - Background 

of project creation and implementation:
the process 

contractor - Project implementation in terms of A.I.D. management, 

management; and 

- Results of project implementation in terms of the project's 

purpose and goals. 

The aim, of course, has been to establish a coherent base for the
 

projects.
lessons to he learned as a guide to future similar 

of the project have been examined in
The background and historv 

of this report. The diverse (and dispersed) nature 
previous sections 

of the project activities makes the management issues best discussed
 

the following section (I)iscussion and 
separatel , as is don(- in 

some of the findings
Conclusions). In this se(tion we shall deal with 

with regard to specifi c act iviti es, as determined through review of 

documents available, 1oTh in Washington and in the two REDSOs, and the 

visits to persons involved in three countries with 
very brieI 


Cote, d'Ivoire, and Kenya.
subprojec ts - Liberia, 

- Numerical goals
A. Measures of achievement of project goals 


were made in the PP Supplement (the amended,
The modifications that 

"reoriented" project paptr) changed the evaluation criteria
 

detail earlier. All the
significantlv, as was noted in some( 

i 
oil import s, energy cons;umpt on, rates of 

quanti fi abl e measure s 
- were removed in the 

delorestation numbec-r s of trained s.,taff in place 
of the effect of the drastic cut 

amended PP, presulmablv in recognition 

(elimiiation?) in t ic- subproject component . The short time available 

the docmn ts thIat we re available, however, combined 
ir the field and 

deLucia and Associatem, Inc.
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to make it impossible for this evaluation to ascertain those numbers. 

In any event, it would probably not be fair to either A.I.D. or the 

are no longer applicable to the contractor to stick to criteria that 


project.
 

an idea of the cost effectiveness of
It is difficult to arrive at 


the effort devoted to any of the categories examined below in view of 

the sparse information available. A.I.D. has no financial breakdown of
 

the amounts expended under each of the identifiable categories and 

such informationapparently at no point during the project was 

requested from the contractor. And in response to inquiries from the 

Assistanceevaluation team, the contractor 	noted only that Technical 

of the expenditures under the contract,accounted fr about 16 per cent 

Subproject Assistance for about 36 per ccnt, wit:h Training and 

each. The confusion arisesInformation Sharing at about 1H1 -r cent 

from the fact thIat the contractor has lumped both Te:hnologv 

(Techni ca ) A\sses*mrnt- and Pl anning and Poli cv Development under the 

asTechnical Assessment catcgrv. Also, with Training liste<d a 

separate financiA -item, t b, e:lent to which workshops ha\*e been 

charged to' technical assitn ', or to training, or to both, is not 

clear. 

B. Project components
 

assessments As noted earlier, 	 the terminology for1. Technical 

this 	catcgorr was cha n ted during the reorientation, from 

nts to "technical" assessments. Under the"technolog" asse sm 
energynew catcgorv, ti project produced more than 30 country 

profiles (desk studies performned in Washington) that have been 

including missions. Indistribuit d to th fir ld - at least some 

addition, tht contractor has produced somt fitrv documents on 

energy and natural resource-s during the life of the project (see 

Table 1). 

deLucia and A.ociates, Inc.
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Table 1. A list of technical publications produced under the EIA
 

contractor in the FY 1987 Final Report and
 contract, as reported by thn 


in interviews during this evaluation.
 
......-----------------------------------------------------------------

TITIFE 


Abidjan Charco al Market 

Agroforestrv for African Farming Svstems 

Ferti lizing M(thods for Increasing
Alternative 
Agricultr-1 Product ion in Developing 

Count ri es 

Lactors AffectingAnnotated Pibli o, raphv of 
Pinmpiinr and I rrir I ion in At rico 

Appli (ition t I 'iNilvst .cQn( nmiquv ri 

financier, ,i5: I" plonificit ion des 

projet q f rtr;t i >; an Sal l 

Appropri at .jt-tH,w , Tv ofur lorest rv and Forest 

Indust ri e!; 

Biomas; Suptlv) 


The Bobo Kiln 


Model User Manual
Breakeven 

The Casamance Kiln 


Charbon: Production et utilsation a petite 


echel le 


Charcoal Production Technology 

Charcoal Product i on Model 

Economi er d'energi vn Cote d'Ivoire 

Economiv Methodology for P at II Project 

deLucia and Associates, Inc. 

AUTHORS
 

John Gallup
 

William C. Beets
 

Deborah Hines
 

John Gallup
 

Kjell Christopherson
 
and G.Edward Karch
 

Kei th Openshaw
 

Keith Openshaw
 

G. Edward Karch
 

E/DI Staff
 

G. Edward Karch 

Kjcli Christopher:sen 
and Michael Boutuette 

G. Edward Karch and 

Mi char.l BoIut tI tI 

G. Edward Varc}, 

E/DI Staff 

Gregoire (;enot 

As if Shaikh 
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Kjell ChristophersenThe Economics of Small-Scale Charcoal 
KarchProduction: A Cast Study of the and Ed 


Cas .nalwe ( i l ni
 

Energy Cons.; rvat ion Workbook _ Commercial Shi bh Dhar 

Bui 1dinis N it tiVonpd 

Energy (7o:; t rviI i,, Workbook - IndustrV 	 Mattht w Mi lukas 

Energv Conse rvation Workbook Transportat ion 	 Suvoum Solomon. 
). Michatl Bess. and 

Aindrus DotPrnbu-rg 

Energv Conservait ion Workbook Ut iities 	 SlibuIDhar 

Gordon Me lvin andEnergy Profile of Small and Medium Rural 
Part nersEnt erpr is s in Af rica 

I charbon de Nicolas EngalichevEtude du marcl regionial s~u 
boi.: Europt, Rovint l'ni, Afriqu d-

I 'Outest Al so, available in Enlish 

sur I s cirgt nu cur rtit ts du sectcur Fred ebi andEtude 
Amadou Maigaforest iur a" Mali 

James I). West field,Expanded Economiuc' Ainalvsis of Stnt-gal River 


Pitmpi Allernat iyes (,regoiruc.enot and
Irriga t ion 
Jolm (;all up 

Forest Ero-rgv/Nattitl Reqources Assessment J. Ul iman 

Workshop/Pro Ec 

E/DI StaffFores t P sourci s Anal vsi and Pl anning Model 

Opt ions in the Fifth Asif ShaikhForestrv/ihvlopont 

Region of Ma]i
 

Gordon Mtlvin andFuel From Tapvus; St udv 

Pact ners
 

K nn El I :i;onInter'mediat( Fi niniciatl Instituti ons 

Les poss ibilit.i por lcs E' nolmivs d'energlr As;if Shaikh
 

Pt or i iit l atH i oil dv la productI ionI
 

tans Iu so Ii i r dr ( giustt radi i in1 411 us; 

deLucia arm Aseociatos, In., 
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Le role dui1'energiv vt de ressource'; naturelles 

dans la product ion e t 1u developpement 

les sectetrs domestiquesagricolt t ciatt, 

urba in us;et rltiraux>
 

Lesot ho hIous; thlid Eikrirv Surv(v 

Market Studv: Frt t Product s from Dinderesso 

Cl a ; iI i I 

Ovrvi .w of ti" Ehtorg. Situation in ECOWAS 

Count r it !, 

A Prtl iminarv Invt st igation of Fore st Products 

Pric n; and Market ing in Mali: l.egislative 

Aspect s 

A Prelirirmirv Profiil- of Rict Processing in 

Madag: ,;car 

Fores; trv ResearchPrior it ; tor and Type. of 
i rt1Yet'tVa 

Product ion and tonsumption of Wood Energy in 

Kenva with Ptarticu]ar Reference to 

Agrof or - lVv 

Produ-tion and Markting StrategV for the ATS 


Metal St ovt
 

SectorRecurrent Costs it t h Mal i Forest rv 

The Role of Inrdigt nois Ve gttatinn in Energy 

Rural Household
Product ion, for the 

Rwanda Fort. t cv I I1 Pro jt 

Sinai I -Seal u P'nrii EK Ita A~ri rill tu"r in 


I)ev . 1 p it , i ri 1 ,,
 

iott Capabilities;Surveviwtg th, Maikviet p /it odul'z 


of (rt,,it P itwabll. [te rLv Technologies;
 

bv i1,!,,,i 1I /Muditifm-S. alv 't rpri s.so :.m ;( Ent 

d0lmcls arld Aasnclat,ie, Inc. 

D. Mich.ael Bess
 

Judith S. Gay
 

Nicolas Engalichev
 

Asif Shaikh
 

Roy Hlagen and Hamadi
 
Kanandji
 

D. Michael Bess
 

Keith Openshaw
 

Kei th Openshaw
 

Maxwell Kinyanjut
 

Fred Webur an/d
 
Amadon Ma iga 

Keith )pt nthaw 

Ke ith Opvnshaw
 

James D,. Westfielid 

Geoff Burrell
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Keith Openshaw
Timber and FwlI N..(d; in African Nations and 

Io' Tt v C-.in Bt Met 

Keith Openshaw
Transit i il D .tancial Support forDoiir i 

FortL-;trv% Si 'it 1,,oil m.; in Mal i IDraitj
 

- i ;11 l r -, I fa't ionn Roy Htagen and Ilamadi
Unt in%-(..:' i,,t j o 

Konadji(I: pr i. 

Keith Ope ti5;iawUsu and Main nytnt of lndirg-nous Woodv Plant 
.SpI.ci(ot 10 -rgv" 

Asif Shaikh and
Will Wood 0ork? 

G. Edward Kar h
 

Woodfuels and Their Importance to Development Kith Optush,,w and
 
P. tlass;r i('k
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Some of these are the result of workshops on the particular
 

issues, and some independent studies, most dealing with the
 

various aspects of forestry, use of agricultural
economics of 

residues, or energy consumption. Several marketing studies have 

also be.en publ i.shed. Some of thesse reports hiavwe been 
Corpsdistriburte d to the fielld , to both USAII) and Peace 

in hostmissioilS; t11(1 ididiiduals;i andl organizit ions1to 

coit Ii'to IYanv Ivu not been 
count ries. AccI r diln1', to th( r. , 

aria t lit. o1-(re have not )(li l-pro(lic(d or 
request e(d 

dist ribute t. Ih .or's Irl ralcige r e;t imat es- that(oitract pro(ject 

produce.d imdur EIA are in

abot thee.-furtleii of tie documents 

is some di s;pute, however. as to tlieli i -,i-e.; 
" nt tion avai lal)]t in tihe IE)SO 

the REI)Sn n 'lt.-t 

actual ami ot docuti 
-oriltiRe iou ! Eergt.yrgvAdvi.sor atAe inct o{th 

y oft liet 
librarir :. 0cc ( 

,Ifitt 1 ti r i' 'tivtd copiet o f iumREDS itE 'A, that 	 a,','ivi titqr in Went; Africa. 
I , i~in ,I " cnn nido ttn~l -w: i!, f i ,r'{c,{l 

K,~ rdi iT" ma~imv M} I N st.{;do(,cimle(t s{ 
Thl( IIo i~ c, -( i nl i ht ,r i ',, 5. 

- part ,cul1I ,- i t n t I t d i ',l rs., alttn lit- (rI1'; ILiat a rt1 1t 

int thdtiIl 	 it- l t 2 iii.iiitl,, lilI 41)l.',hlks.' - i.n til't qui t ion of 

(quality mm,-l , L it t i no, oVi(tie t hat vi I her A. I .I).or t he 

cont roet o t II I it d f l j ( I(dlt( lit r vi ow If of t hesexi ai 

technii I d,tI umniiniit , i Ith i t t-[pt i on . Tit- r cord (toes show 

t -,w=nt 5 pr iducied Ulorie IA was; subitucted to an
that one ,f 


- vit w ,nst t t wo rev'iewers' c(itlI-rim t we(re quite
ritdrd p-ntil 	 I 

. " vit Iv so." Thin. i o to ti it the
rot implvcritical 

ri I i c'al peerithlt, r dto( um1 lit n iioil L Vt i (o- I o- int ii I or r 

l nt ed for i nrdpendent review of
revie;ws. 5uit it dI ' pint tli 


d f in ,lic ial allnal %-on , arid
tlt( 0. li cot 
r i n! ( rded Ifor t he use of 

techni cal ri; I 

part i cul irll vilVrobIos anl I i eld m~anuial 

opt i,,I l:id I M l(gi t;vlr woln d al low
peoplevwit O-,t t l 	 them 

guidel inesto maket i lt-ttid rlit juitg-iei.t ,about t Ihe tdvi c or 

beiirg 'If f (rd 

"Tu pubLl catIi "Agrforestrv in African F-arming Systems: A
 

Lv Will i am C. Bet t s; was 
reviewed by

Handbook fMt Aricultural (ffic ers" 

the 
the Agri culturdl It)tvtIopimiet offi cer in ISAIli/Mat awil38 and by 

v Adx-iq; -39 Perhaps; it was. because 
Africa lIroe i': Sotni, ]tFi .or i, 

oif tei i e e(h uirnt.ilt,UI toil pric tpt ttihe lat i 5,tdi t,li d 
"(.mere. an, A itriilaa f oriit cliil i i n -s part ic ltarly if it I s; to 

ignation
, r't llilt I l t it- " bLot)(ok".desbe di ;t I bIu dta-n oI A, I., doliet 

was droltd froimte title (Ilc IS 

dekucis and Associates, Inc. 
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2. Pro ject development - Prior to FY84, project development 
activities of the EIA field staff were essentially confined to 
subproject development. FY84 seems to have been a banner year 

for project development activities, whether as a result of the 

reorientation or not, is not clear. In that year, in addition 
to ccntinued work on subprojects that were still in the planning 

St age, the cottractor reported having worked with seveu missions 
on at least as man% potent ial projects. All of the subprojects 

that e vertuated unide-r EIA, howe ver, had been designed, 
obligoted, or we.re in the process of approval before the 

reorielntit ion. With tie .shift in iocus that took place after 

reorieltit Jell, there wa:s no development of new subprojects 

reported i- t World s appear ini 'oil'ioon with tht Bank begin, t 

the. ro-tlmrtbS. IitV frii fult .tss; of th se act i't it.'; is hard to 

det t-cmiilt ,t p i it . t CiiiC.i Baik not completedthin ( tht it.s vet 

art I or mI n r f t l III
o oilt 

3. Trai it r-.) It in 1,orrit that tit ploject wa; resboni ible for a 

liltlt ) pil w,(rk.,hop. , t ltin ingO, a11(dt oflt i :,yb-, it v sr.>; ;iol'. 
riport, . Muih of t hr tca inin, wah prvidtd via thlitsubprojects 

and won 1,,rhv, imple-merterd out side( iial assi;istance1 lt- i ich 

conit ct. Thu- cicipielit:. of tcal'ii1i and the atftndees at
 
workshlio ii trvit wed 0" t tea-m11 ir
A tt valn t ioln u ii ii l v were 

1)1, t iv, inItl irc (,m-n :Kt An noteid a bove,. most o t :he.se.o 

worklt ,,t i i ltitt ill ,olimlpr,i lii n., i-lrt tt Ivro' proved 

va luial ]e I" th,Iptr -ici ,, tC;. 

4 . rmaloll slia 1 ijj4O- M 1,iin 1 atic" ,o v that 1it 1111I ci;.t t.. 

e'voluote. v.'i tliit intv-,viwiT most of tli pooplit with whom 

informlt ion w,,,t art i hr document dis;t ributed,shared., g al i 
and r-arditu" a ll tl t pa ,,-cs; ;trnptr-ufn lrI at ilttrnttioll 

confotrulcic - nioet- of which wais |riis.,:nible under tis valun tion. 

no ibt rj tlt' COnt raut or 'sh'l ( i oubitr t li t IllaliV, i t l most , of 


activ'itikc. bc,] il I t r t .i;il froli tli
o Infom iaoon, l liat s htI i Nll very 

lidtlrlt of lilili,-iii it t-ca t ioion;, ait nlit i f thth (?'mi ('0r 'tr 

ret-l i nI a oif ivitl u c thi:s .iti-por ., itiellil, hiow:,t ,ri v -: r il( There 
ha!l; been'I nom(~l (1 ;n , l( , h wfrrw\(l, over+I thv need'< tfoi thu( ll'q( 

,,amount of trawv llinKj iHn,',l,'d ul,r ti n catu,p+,ry' inwltdityJ tLhe'/ 


al tnd/alct atl inlt rli iozol ] atnd{ lna ilit l (conlfPril' Twos. 

A majoij ro nct' ru iif t ii n - v"l ,it it i t lack of 1i.F.r c-view of 
the t F liii1iii] dorir ilnii li lmp liodu'dr l r EIA, [ilit i tlo d 0bome,andl ni 


thi- coli t i " . alint v t It-' I -A q il it V
li nl o a litit ttV'ili i,'' The 

coliprtlii .t dI, iii ,"lrli Q t t "tIlir probl tm.n. One is thet i ont, 

dolucta antd ssoAiates, Inc. 
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general nature of the quarterly and annual reports and their
 

lack of specificity with regard to the content of the technical
 

assistance and the subproject activiiies, as noted in Section
 

III A. The other has to do with what seems to have been a
 

select i ve and sonlit imes misleading reporting on subproject 

act ivities.t 

- The contractor'.s Abdijan field-off ice stat attlended the 

wrap-up workshop of lheI Liberian subproject (se Appendix C) 

a major etvtt that demonst rated forcef uilv the po.sitive 

inst itit i anal im pict ,of th subproject . Thu sole ment ion of 

that event in t ,itmuJl 	 is "EIA/Abdijan.he reports, however, 

start miad-, brief visit to !.il.rij in September 1985 to 

t hr c.iv lIl entation Workshop."part ici pat i n e rg 

. I wa ; irlad it t1)SO staff 

te-n; in the 
- The Rvai.ri,, 	,i i h it . whii c1 (tcc bv he 

as a "disa t , .cscri L.d in bland general 

annual r,Ipt b. r, e i ni,.I ( FY 19i/ ) report not ( ihi. 

tn mnIinnt plans and schnidhli cc rnlade by contractorrevi n;iOnl5 

1
staffI and connludus Om .'And," in gtrural the sub-project 

will shift in focuis toWiird aptof "r",cr-c. " 

-he Ft'r1T I anninal t iu ;t 01s that hie Lesotho project 

closed down, "most of it s bj-utiv.es having been achieved." 

This is at comp it '.,"rianrt with tht independent evaluation 

excerpted iin App n :.:B. 

Final ly, lhere w"5 , noticeahle absence of "networking" among 

the subpr, jrt S - shairing the information and reports of one 

subproject with tht others, with the obvious aim of helping some 

learn from tlie mis;takes and successes of others. 

C. Subprojects
 

As note.d in Stc-tiolt if K. the subpro jects, which were the main 

focus of t e rigitnor project design, wtrt. mis.'sion-managed long-term 

activitii ; i ! ttil fr lm h rt -t-l ' technical assi stance providedir 

by tiit ( in:con jiuniction w its visit , 1n the two REi)SO(ii, . wit 


trarm l verv hrieif visit:; to the
offic,.';, tHoi	e., tIoaoion wa ,,Lie t , makt 

rp.r l .t wi; in ol '.itd il ti :;Ilipr, lct n in Vt-ova arid Cot ucount ipui 
d' NO r( Itt '.lrrnoi idea of I lIm fiipit oif the EIA suLprrr p-t act ivitV 

ilr pri , iIn lii ,.. 1 n ,adhi t!ii ,n I tit i m v'i-.. it -dslit' ft r tire same 
b.",'
pulrpose. ,'lwi t W dd, d ,rv~i ro}, ,"I Ott{ 'vir'wilg q m r"hI t h lot 

t p(PI ,0 ,,w, r I, n~ 1,l ..... A5; . it ,ull ,a do ,ile-d ,v,,lu , ,l i of the 

Ii t t is qi i 	 ni in App nd i x CL.i a 1 rr-i Pii I, imi I) Ar' i ) u ppir 
(:i r ulm t lo a vi n i t atidi; a, ,,imi tti f ' f; caron(I o I lii H-ia U n h oij;( ,Ic a 

deLucin and Asorclates, Inc 
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detailed evaluation of that subproject (Regional Improved Stoves 
Program) therefore appears as Appendix A. Finally, two cooperating 
participants, whose services were provided by A.I.D., visited Lesotho 
and Malawi where the- had the opportunity to evaluate those subprojects 
in more depth. Both of these reports (Lesotho: Improved Rural 
Productivitv through Marketing and Disseminating Energy Technologies 

and Malawi: Ene rgv f-or Small and Medium Enterprises) are available as 
separate documents;. A summary of the report on the Lesotho subproject 
appears as Appendix B. 

1. 	 FnerI Conservat ion Cote d' Ivoire This subproject was aimed 
at: ass;is;ting he government agency newly created to deal with 

eneryvx- conrservation issues (Bureau d'Ecmonmies d'Energie, BEE) 
by hliping thtni seek funds; for ene rgv-constrvation measures, and 
by suppor nergy audit s and pub Ii c - rel at ions campaigns. 

Discussions; with the government began in 1984 and funds 
($2OO0(9(tI) f or t he Energy Cons ervat i on subproject were obi i gated 
ini July 198 , with , the-: rantee implement:ing tKthe BEE as 

suibpro je t .
 

The focus,; for- this activity was; primarily the private sectcr, 
and bv the end of IqH/ the BEE had conducted energy audits in 
thirty-1our comntrcial and industrial establishments. These 
included thirteen prOctesso of agriculi tuoral proiducts, eleven 
food-proc-ios; gp;.i f irms;, seve;, n imivolved with textiles antd plant 
fibers, - , d t lit de aligi wit l wooad and wod products., III 
adl it i on, :, I -, ;,lid lt we-1 1 owii campa ignappi 1 v iii-k publ i c i t v 

Ii lii a -]tV',i.;ion aiiitiiillCeltit t s,had 	 bt ,l (d, iivr;- vin gi aidio I I Wt 

T-shirt dii i, ;iru1 tribut i Vii ofsm 	 ial .- anidL 	 f primted mater 

It in I ill loo bw n it c t ,l l t, t hW achitvemirits; of thi; 
activit- w;,i tih c ocern- t thi private s;ctor. At the time of the 
evaliit ioi t cim ' v i it t Itl ;t :ibl isitiment,, auditctd had 
takent sit I " p ii I c, nomi, o1 the ange .; recomme(nde.d in 
the ,,d di I , I iH io I m-; wi r, sl I I I p l,o n it, fuIt ure ,ct i ots; or had 
gi 'n iit i ,i i ot i on f I he ir pl;is;. (,r at ei succe ss set-ins; to 
hi,ive: I,,tu ,, }i i t vi , i( w vtr, i n t .In ubl i - ;sect or. w!" tl tI he BEEF 

report t h , ,ui,:; I "ki, t, i iNVut \ !mg (-q i pm ni mnodi f i cit i o1;t 	 , pq 

Ii meil I a 'lanid s'otn i iin I i, thlds, r,. sult .d ini , to /a1a iini of 
CFA 1./,2 illio n r,i) :im:at tp.l $0.) million ). If the private 
sect o t on t v iu,i Iv ,liaw W N iiW eittgy (arid f iraomnial) 
saving, I le oirall ,pt imist ic view of the BEE official, may 
well he ampl v just it i'd. 
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- This subproject
2. Regional Improved Stoves Program. Kenya 

1985.


activity began with an obligation of $200,000 in August 


a regional acuivity in technology di sseminat ion located
It is 

within a regional non-governmental organiz?ation h adquartered in
 

Kenya Energy Non-Government Organizrations, which
 Nairobi, the 

a brief discussion will 	be
 was the subproject implemente , Only 


in

given here since- tli.s subproject is treated int greater detail 

the Appendix. 

cons;iiipt io(n inat I--duc.ingi, wondfuelThe subpro-ject was aimed 
f icincv of coo ,to\'es. IticAh v the improved tSub-Sa [ihtartAl 

safe to saV tihat t his sbll)pirojecci t Iwvit v has significantly
is 


i t its woiL to dist tilit t tltt- th(.ii l 0flov of 
ass istI d KEN;(O 


of Oflt tmforicient 'oo-kstl eve widelv 
in Africa. The
 
fabricat ion 
funds redk ,vaila ,I" }miv' 	 suppot (d wo'ksho , t echn ical 

to 
part ici paliig counitri es. 
training. And It.cnti cO a- ;s i st ,r 


th opecat ion wt r unifoerm
All local propit ircvov 	 in in 
i 'e of - he 

, r of K<NGi) aiUd pp -c i at
prai so of the ac tv. . t n 

h t hi s ;ubpro ject. T1 (in( btit (,t
ef oct n of USA IDI hr 

t Lt d id cri s, i n di sll-s 	 ions not ol v wi th KENG(O
cont tni ion 

act rial maiuf actuc-.
but J nl wit It art i hall i nvol vcd inpersonnt I 

was that the conditions
 
and di rili t i oft t 	 imprv-d st oves5, 

did tiot p-rrmit t he purchase of materials 
of the suibpr jeto grant 

cf thet stoves.. The project is geared to 
neede d ft co trution 

iot matl 'i s;upport KENGO 
tec hi al ass;ste,,deli v irit 

i I1d mnie I produr c t i on iits;. Limitations 
cantot Ior u.:p. P Im. 

do aildrest ricitwhat KEN;O(call
on maut ri,, i i 1 ,, P'o-.i oil v 

for .example,
what inp,:,ts tIV pta jnci caniinve Tlis meat, 

backbone of Ihe
that erlirap tiwroc ; of l I w 	 i if 'tamli sect n, ti 

1 	 wiref Ii qoent v firced with
fabric at Sri an istri il 	 niolit t work, 

iniot; tii ei gh fnid s 	 to 
sort i mt n i1-qrm c,.-t pnhIrts 

r i t t it aI fIor hliIt.r opercat ionts. Those who .s 
cash wir ntv imralPit o

pTu chast tite stiA 

were itltl iI t L itow liht 	 t't t 

t-: ir t siqn fi cant del aycs i1 
part i K1 pat t- i t lt i -Si I t 	 nt i f Mod 

t n teicourage it 
Thi s i s lit of pi ivat F -setor i tivo viti-i anid Low 

oif 5iw' pmo fPt-n a roI n utid wi !it di 5somtttintioni of 
13S atI tWlit ,i 

r, ssod nmti full ii Appendix A. 
new tec(h logi , andt in di 

tlt earnarkings oftbj iiDespitt this rn( tli ';'i pl ,jiic ht ; all 

a success.
 

an nergy
iujI__.Ji so r_c__J.ibe ria - 'o]!owing3. liergy P'.. 
Laboratory


assessmernt of 1Liberia perftormed by Oak Ridge National 

(ORNL) wit h USA ID suptri!port 	 in 1983. USAIl)/Monrovi a requested 

EIA' s ansistarc in providinig a long-term ene rgy plarining 
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5. Small Hydropower for Increased Agricultural Activity, Madagascar 

This activity was originally identified by REDSO/ESA. The
 
-

designed to provide 30 kilowatts in
facility constructed was 

power and 30 kilowatts in electrical power to
hydromechanical 

stimulate agricultural productivity. EIA funding of $150,000 

was provided, with an additional host-country contribution of 

$40/ O0. The Subproject Activity Request Cable (SPARC) was 

Although the contractor's annual reportsapproved in June 1984. 
nor the PAC, the final (FY87)note neither the obligation date 

report not s that a one-year extension had been granted until 

April 1988 A detaile d evaluation review of the Madagascar 
REDSO/ESA, and is availablesubprojec t has been carried out by 


from that offic:,.'
 

6. Farm Tree P1anting in the Sub-Prefecture of Buberuka. Ruhengeri 

Prefecture (Rwanda) - This subproject was intended to establish 

a fores tryv extension service, plant communal forests, .id 

improve the management of existing forests, woodlots, and 

for this four-year subproject werenurseri es. Funds ($500,000) 
additional $335,000 to beobligated August 31. 0(!83, with an 

notesprovided by the host grvernment. The final (FY87) report 

that these goals were indeed achieved, but interviews with 
seriou scurrent and f orv-mer REI)SO/ESA staff indicate some 


tlh val ut of the report (d achi evement s
disagreement over 


Long-Ter rjrno ry Ad''isor (-Somfi~J. l)eigned bv USAID)/Somalia,
7. 

c im enced in .lJuno 1q8! when A.1.1).this t wo-v(ir subpro-ject 
the Government ofobligated $2)Q, 001) t, lloito a request from 

dv ;,r in.the ini.st rv of Nath til ]Somal ia for ant,o:, rgv 
ta il futnds w rt Obligat ed toPlanning. 'uihs(eqlet t ]v.' af(11 i 

bring the tol to $.0 ,W) A; monttioewd s;ewhere in this 

q in exi..mpie of thl influ1ence on thereport, thi,; b;Ubpr ji ct 

course of b;olc' a pro p ci (o: i -d b tip presence or t 1 abisence 

of one or m r( ,dvoratis ; witin tnH i miss;ion, TI 'he s;hproject. 

, as; u( t (advocacyI ef;utlwas desJtno and apt roved Iai r, 
advocatcvwithin IN mbiss;on, but soon at tr approval that 


, irS;b Of normal r(.a.;sinmont, s. The
disappeared in t., 
ini A.I.D. policy that
situation was; e::ace rhgi ed by a Change 

In preparat i on for thi.r EIA evaluation, a visit to Madagascar was 

the Madagascar sub-project.requested for the purposes of eval uating In 

any event, however, that visit was not pos;sible. 

deLucia and Aasociates, Inc. 
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a mission concern.
resulted in the elimination of energy as 

former Energy Advisor the
AilLough in our interview with the 


was seen as a major obstacle
consequent lack of mission support 


to a smoother, and perhaps more successful, operation of this
 

to the Energy
subproject, former mission staff gave high marks 


a working Energy Planning Unit under
Advisor for having created 

also illustrates thedifficult circumstances. This subproject 

in points of view of the EIA contractor anddramatic differences 

the subproject managcr. The EIA contractor' s annual reports 

activity conneoted with this subproject.indicate significant 

The Energy Advisor, on the other hand, reported "minimal 

support" from either EIA or REDSO. 
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V. DISCUSSION AND CONCLUSIONS
 

A. Successes and Failures
 

As 	discussed in the previous section (and in 
Appendices A and C), 

were quite successful and have had 
some of the EIA subprojects 


these were also achieved at relatively low 
significant impact. Some of 

achieved much of the 
the subproject componentscost. In this sense 

as measured by impact of the other 
Project's objectives. Success 

technical assistance not 
Project components, particularly much ot the 

irrespective of
is quite difficult to asseqs

linked to the subprojects, 
Tnis isof the particular effort.

the professional quality 
requested (or

where A.I.D. project management has not 
particularly so 

that woul d permit ainformationobtained) thew detailed 
project activities (as was

analysis of particularcost-effectiveness of this technical 
noted above). Although, as discussed below, much 

quality, it was relatively
assistance was reported 	 to be of high 

activities,- subprojects to other project
expensive. The compari son of 


central to an evaluation of EIA.
 
therefore, is 


- The Macro Picture
B. A.I.D. Management 


and supervision of the 
Overall, t h. mana;oment 	 of the project 

responsible
by the olfice(s) (originally AFR/RA) directly

contractor 
shortcomings appear to have 

inadequate. Managementseem to have been 
a the level of specific project

at mull iple leve]sl soccurred 
and even at the Bureauthe Office

management and at higher level s of 
that project management 	 was necessarily

This is not t" implylevel, 
In the early stages of the project, project 

weak in some aspects. 
a "view" of project evolution in 

management was Aggressive in pishing 
and priority positions,and changing budgetarythe face of uncertai n 

have less than that 
Both Office and Bureau management appear to done 

1) buffer the project and project management by 
what was possible to 
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suggesting alternatives in funding, 2) suggest more flexible
 

or 3) force more serious consideration of hard
 contracting stances, 

time, the project management inadequacies manifested
 choices. Over 


themselves in various ways.
 

this may have been due to the changing environment faced by
Some of 

of Regional Affairs, and particularly the changing budgetary
the Office 


the larger problem

envi ronment. A major reason, however, appears to be 

of lack of continuity that is characteristic of A.I.D.'s foreign 

this case, its most immediate manifestation was the 
service system. In 

frequent changing of project managers. These reasons may account for 
adequate

the inadequate management and supervision, but they are not 
. hi 1 e the 

for they are common to most multi-year projects
excuses, 

might have been partially
changing of managers, for example, 

both financial 
for the i nadequate project documentation,responsible 


excuse rh- failure to conduct a midterm

and technical, it, cannot 

can it e.:cuse the lack of professional review of 
v,al uat i cn. Nor 

to serve as informat-ion dissemination vehicles or the 
documents m-anlt 

assess cost effectiveness
ad rit e expendi ture information tolack of 


of project activitis. (Set. paragraph E.) While some of the
 

contractor, it is,
failure bel ong; to theresponsibility for this 
to see to itthe project manager

nevertheless, the responisihility of 
sufficientthe contractor devotes

that such thirigs are done and that 


time and resources to th( cf fort
 

oft he project , particularly some -ubprojects
Ind i vi cua I components 

forts, often received quite
-chnical-assi st ance eand part icul ar t 

oversi ght, sometimes by the 
adequate management supervis ion and 

hr,w--,
mi51oi,- "il r'a.fo c:-:a:F'ore) or I, e PT. 

including evaluation
wher( tie management, and supervision 

compone nts 
- appear to havxe be(n a mi:.tnur e, both inade quate and adequate, 

ion
With whom the management/stipervision/evaiLiatdep(nd ing on where and 

files and information on theFor (example, theresponsibility lav%. 
mission's management- role was 

Rwanda Subpr ojetct suggest that the. 

mor( direct and potentially useful


that REI)SO/ESA'sinaderuateeand 

curtail(d, if not iniw(-1come.
inputs were 

Ot(t en maia ge mett av(ersiighl was pe rifor med by the inis sion s-, or by the 

certain activities. But theof the missions forREDSOs on behalf 

missions and the REDSOs had no overall management 
or financial
 

the approval of 
over the contractor. Indeed, bef(,rc

supervisory role 

argued against having management

the originai PP. tlie REDSYus 
of thei r 1i mi ed budgets aid staffs. The 

responi hi it v bcause 


missi ons and the REDSOs (lid havet r.spansibility for iaiagement and
 
wereof subprojec t ,, howexver, since these

financial silpr rvis;ion 
offices in

Th is the project with two field
mission ct ivit ies. left 
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A.I.D. management in Washington.
Africa and the responsible 

have the technical
 
Furthermore, the responsible office (RA) did not 


the technical assistance 	provided by
expertise to judge or supervise 

that it looked outside thenlor is there indicationthe contractor, 
other A.I.D. offices, for such expertise to review 

agency, or to 
project management was not in a 

project activi ties. Consequentlv, 
s- technic al judgement andtlheJ contractor'position to evalnat 

decisions.
 

proj ect e(-ml to Itl, (-(1 to, the role'; of 
Some aspects of the 

-; i t l io httween iliutholitvalin to tlie f tile di t
multiple A. I.D. p1iiVters, 

A. I .". informants'u.S del facto, as, one
and responsibility, (d- jur t 

r"' t' it+-. lit tHte pro jkct wats 
put it) aond low this has 	 shi Ited t i I ( 

(while that off ict (existed), cl+arlvILv AIL/AFI,/IAnominallv maniared , 


the regional offices:; (RUIDSOs) and tIi( hi late.al mr n s had
 

on there were shift ; in 
important r-ole. ' Hororsr even ill g:ishit 

aps -viiin o i( tUlI hattli 	;), not ne'es;t';iilv
responsiLilitv (;inal p(JIlr 

, its 11he- rol eI ; f t(. Of f ice 
only when p '.pI, Ch;ng, d 	 jobs - for exai 

ind tlie Offile of I)Xe oiflnet r;ts mi " (later
of Region:il Affair, (P A, 

t a iT., TR) shi ft (d ovcl'r tint- Tl ;is;t rt- (aonpli (.,it ed 
'fechnical 

a tit- (f t (iv( and efficient mriagen of slch 
isssues cri tic I 

'l ,rt 1t ,t1 . lwever, t Ili I mi te.d 
complex regiot;l proje.ct ,, . 

-
i on p-ec tdtd at d - p alvsis of

ot thi s evaIl utresources ilvai 1 ohl e 
imp; i ons. otitn i tlii1 lit'-(1; g rl" i l 

these issnes. ind thi ti 
the spci f ic f i ild i tig!; aind co-nc lu i oils notd (el ow. 

observat ion.s and 
of these issues isof the implicationsNevertheless, consideration 

to AID/W planning and management of its forthcoming Natural
 
crucial 

Resources Management Support efforts.
 

- The Subproject
C. USAID Management and Project Design 


Bureaucratic Burden
 

Cas'es, lie d.; i gni, approval, and impl ementat ion 
In a Ilumber of 

b rden- on 
s p. rv i s i) I , I t I s Ibpro j e c t I , ; he II s een by mat'; a s a 

as, "It took as much to deal with a 
staff i nvol ved . Comments 	sunchthe 

Ict" were made by s;om( of the
as(.7wit $i -mi iIio i I ro j$20() ,(0 pro jest ; 

c t 	 tothe YIA Pro j Co m(ent,; we-re al so made 
A. I . 1). st:itf i iol ,d with 

s l !;l bprojcts ntmv
i ht us ilu, a reg inaria s;atirsc of f1,'d+the-, ef f sr 

J	 for pro jf ct progre ;; oil t hr. 
" a en ;ii of a colint abi I i t vriot etcaOlirag 

part of sone :is;s mii;. Thet eval iinoti ,tionhi(,id c.omn it s mint i rigI 

ipproval , arid irnpleln(lt at ion 
a i 0),r i t s des!ign,

the burde a(t t 


thiti i t l-obl. Wits thtgt hoth

i ( - w iee.s;ilotedsupervi sion. S.oi( 

i ln tlie, re(.r i 1eme(nts h ,is('i the re 
AID/W and t lie (.ont iicl or 	 urdr l est m t (d 

itii it.io
iOtis lbout tll(. burearatic c1)burden 

may have been i.i sp(cept 


el Iat iv adinll i;t rJt iv( burrd.ti is; high, part icnlarlv in
 
When the ; have. no) sectonial 

pro, i so,i., arid Whlere bteurr- n at
relation to 
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commitment, let alone expertise in the subject, an obvious 
bias against
 

This bias might even arise for those
such subprojects Is raised. 


with a commitment to the sector because of the relative
 

It is unclear, however, how much of this is
 administrative burden. 

caused by A.I.D.'s micro supervision and financial 

management. It is 

bias in the process, in also unclear whether this burden introduced a 

particular by positioning the missions against subprojects 
in general, 

or, perhaps, towards 
or against subprojects of a particular type 


the shift to technical assistance in the "reoriented" 
project. (See F
 

below.)
 

some degree a flaw in the project design. It
 
This problem was to 


Work in other regional and
 could have been at least partially avoided. 


bilateral umbrella projects indicates that it should 
have been possible
 

This might have been
 
to have a more generic subproject review process. 


accomplished in the design phase through the identification 
of generic
 

sets of subproject types that would have received 
blanket approval as
 

part of the project approval. It is important to note, however, that
 

this problem - this bias against subprojects under an umbrella regional
 

does not seem to be characteristic of all sectors, 
whether as
 

project 
a consequence of a simpler subproject approval/management 

process, or
 

because of the presence in the mission of an advocate, 
a project
 

officer with a special interest and responsibility 
in the subject and
 

Other regional projects (e.g.,
appropriate backstopping in AID/W. 


Combatting Communicable Childhood Diseases, ROCAP 
regional energy
 

seem to have been able to generate adequate numbers 
of
 

projects) 

bilateral subprojects. The important role played by advocacy within
 

the mission is excellently demonstrated by the Somalia 
subproject
 

The mission Energy Officer recognized the
 (Energy Planning Adviser). 

urgent need for energy planning on the national 

level and, with the
 

firm support of the Director, pushed the design and 
approval of that
 

due course, both the Energy Officer and the Mission
 subproject, In 

Director departed for other assignments, and mission 

support for the
 

subproject and the Planning Advisor all but disappeared 
as other
 

interosts occupied their replacements.
 

Finally, ithas been suggested that the supervision burden,
 

particularly the detailed financial supervision, 
might be relieved by a
 

of grants and bureaucratic "off-loading" through other
 greater tse al
other non.government
instittions, such as university consortia or 

some subproject situations.
entities, This has proved useful with 

Indeed, this was the procedure followed in the subprojects in Kenya and 

cote ,'voire. 

diLucta anid Associates, Inc. 
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Failre :To' Go ThogFra Redesign
 

problems ,:encount'ered, (Sections I and Iaoe n belo))., it i 

the ju~dgement ofthe evaluation team tha h alr to have +a Midterm I :- i 
t o
as was the: failure o through)!l;evaluationwas a very seriousrmistakre , In the,.jugme-oformal, independent redesign of the project, 

not: toave :the midterm i r 
: 

: 

the eval~uation :,team, although the decision 
..eautoortefr a ad independenti redesign may indicate.:i- : / < 

serious shortcomings discussed 
c!?,.{icrcumvented. Evlaino f 

.......- } project in this reort might; have been 
eesg em ol have noted many.of 

..ndsugetedsouton, .and. thetheprblms changes "and shifts 

-might have
recmmeded- icluding, perhaps, those eventually adopted: : 


::been endorsed after appropriate independent6 review rather than . 
:appearing as changes initiated by "insiders" (A,I.Di"management and the
 

i ,-.::contractor) wocudbsenas having personal, professional, or 

in the outcome. M idterm evaluationsr i(or.fnnilinterests 
lower-.level "technical reviews"):i can be,constructive sources of
 

i" helpful suggestions,: criticism, and of courise, .evaluation. Argtuments "..
 

Si :that evaluations can slow things down :are no sufcetjutfcto 
i.i to a"void them, particularly when significant: changes" are being - ,

,4A048'4sdatmol Inc,wA being made (see paragraph F).;: ii .. 4' ~ :ii:i'.ilcontemplated or are 

r
:'P'':JP =4 ' "E, ISAID... Management and Contractor Performance - The Lack of~i : : ".::"::. i 

r ..!{i"!"!:i a complex: project of mulltiple subprojects, ~numer~ousI' : :! : ii:T".his has bert,, 
t. imainnucrpt and vaep n ee-~ei~e;{eo~mnationnec.:h~rngisc{::gta-asio efforts, rioulsa ome : ! ":,:i-_..; ::)i-.7. 

0papers at prfssoal :meetings, The overall ' :i'.1 :ad preenttion of 

oeso:anre er 

++ 
rep)Ot: arhe-:~iu' .{;:,:cFuthrorthe contctor's financia iort s not
 

"nependent," }) :i :
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the shifting environment in both national 	 and foreign-assistance 
in 1981, of the changepolicy. In particular, A.I.D. was aware, 

in the admi ni st rat i on' s energy pol i cv, and the change in 

emphasis of our foreign-assistance policy. If A.I.D. officials 

had cons idterd careful1v the budget shilfts implied by these 

changes and had for-c'.t, at lta.st to some ext(nt, the funding 
crunch hediitt, the g rnigt lave hedged on thw terms and 

with I-/DI Cr made it more flexible,conditions of the coutiact 
might have t I ,i'vd piocit t ImpI (.melit orrtpIe rh.aps have 

d,' .i.modified tite pro je.ct 

'The tail ure ofHow tilt- chi.n i 	 y--jkt i ).ls w V- (t i iied and dec i ded 

i-ithr- V ,t i nd (p.lldelnt (I)m1 relate~d) stepsA.ID.,) ) tk 
sevurelv c lCIoproi,,d tli. ,vol Citiol of the projhct . Fir'st, 

A..D. failed to conduct a midterm evaluation, whiclh waF 

:x pli tiIv c'l,li. ftr i hh Projei ct Iap-r. Stcornd, A.1.D. 

failed to seek tisisntere;ted advice ani a formal rede;ign of the 

hiii" t ; 1 oC t i originalproject. Irni oft i d ra ati Icc 

prCjt c d It, in h,, itot?" pl,, ' in 1i154, bot t tfli- s eps; 

'' Nt-tlh ,1iu OC('C iI'-(l, liowevi , andshould t,,v, , lit C I .: L p , n 
u i t w n 1 '! u i I t u d i s: c e r n a n yv c o p -( -Iit h e e v a ,l ol i 	 ! t:! I t u t , 

' , 'C i In: t A I . I. ploje-ct mangemt enitiit atbo.it
reasoiin- l K:.:jrt- 'St, 

t.oi ini 1 proijtct of thisdel's. Cit 	 ]ii';! i ' IltCt , ,inin 
1 

CoMpl ( ::i t . C1( Wi . 

- R.E)S(/l'EKSA ,t at I rirCial il tt ( l e'.'.alCiu t iom. 5(11110 persOns 

, i t1 w Cit tii optC;#d( to a n tvaluI tion.intev.eIe.d i l. (,iu,tr wa' 


WTliV coionl or iiaii,t-himorit, t ri-cal I b iig in fa,vor of an
l ,'i 

i' imt aware of anyt ICI i( tEvalnat ioi. Tit t 'atu"., dii.n I(wo' V(r, 

il'f; ;(illwrittei-i r(&Cld it t aicuq r (tc i si 	 i I lii 5; i ;le. 

- There- i s im~ rteicrd Cof in, oCl 
1 Alt Ciinli t i? the o-tc e of 

project retiori iet tlion (i .. 1 rt.h.l.,i in; tlint tot& pIlace in 

wit i ',I H~ttit op toi v . A miii formalIq4 	 m111Cidl lfrom~ rii 11 
in vieow Q, I i sn -sqrai.set-dproce-n, wan ti-otiwl, partit ', laCII '' 


by tli,' 105,- t ', Ind(hpendenl inpit :; might well have
 
-ut perhaps not 'will,
recommended tle same changes; 

,l to t beenolqoil 1tj.i 
it li il Iv' I "in ,id, i." (A. I D. C;li,, ,, ~i,'t-l aid Ihlie 

idept,' t iii , of !o.wIn,! lip ,'.'t 1I iiit iI i itt 

definedl 
Ii'i',I , w d I n(',, I i t i 'I"l- i l a id

Co tl rloI' w ' ( i d Wh ',i 

itCv i .	 n,,'it il it i rn Io I wvv 5t(no oI t Ii 14L j I i yet o.v Y t It 
p ( .,-pt Cio, tu-rdo, 'II ,I wit'.' - I I) i i w , v5 s IIyd i , I a itI . D. " 

W eirt I.v CC;o it id witi thit po'je'ctWs i W -it
1 C im 	 ast C,,f, ttt 

t/t oir -,Ci.ifl r t olliC,. Ill ,td it tll I o he 
part of ':Ii it and/ I l, 

doucia arwdAssoiati-s I-r 
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4 4'4 '4 .. ; . ge4... subpvoject emphasis or de-emphasis, some independent 
evaluation views would have been helpful on other matters.
 

From the start, SIA was a project of very broad scope, and
 
even after the budget reductions and shifts in emphasis away
 

There would 
 ' from subprojects, it remained broad in scope. 
' ' ~appear to have been arguments to be made in favor of a 


narrow scope.
 
4 

different emphasis or'a more finite and 
4 

Opportunities for objective comments were~missed when
 44~ 4 


, was from
Uinput,
indepnden 


is clear that the options 'recommended indecision making. It 
the contractor's report of the "reorientation" meeting (Ref. 5.) 
were the basis forthe cable that the AI.D. project manager
 

sent to the missions, asking for~comments on the changes. The
 
'. -44 

4. ~~contractor's recommendations thus became the de facto scertario 


It isunclear how much the options discussed>
for the future. 
 ? 
and the scenario recommendedereflected the views of the 

AI.D. 


Itdoes appear, however,
participants prior to the meeting. 

the participants' views may have been largely a reaction to4
 44444that 


.
 

'. ' a
proactive option-definition role played by the contractor 

A.ID. management at the meeting. The obvious option to.
 

''a'>': .and 

the project was discussed, but it was not presented to
 ... '...........eliminate 


the missions as even a discussion point. Certainly no such
 
as "put all the money in subprojects and keep only some
 

4.. 'option 


TA to help these subprojects" was either discussed or
 

presented to the missions for comment,
 

3. W4hy did-A.I.D. not-relenish the reduced 106 funds from-another 4; 

44
 - When the proposed reorientationlof4'the EIA Project 

'4acount 


was discussed by the Project Committeei the PPC' representative
 

noted the possibility of replacing the missing 106 funds with
 

funds. from another account, as other Bureaus were doing, thius
 

avoiding, the need to reduce or eliminate the subproject
>4 4444+ 4< + 44>o+ ,+ 
44'44 >4 44+ There is no evidence in the rlecord,> or fr'om thecomponent, 


'' ~recollections of either 'the 'PPC representative> to the subsequent 
4 . 

.ECPRmeeting or. its chairman that this' option was, evev~presented+4~ 444~4... ................+ ',"i+++'...... .... 

It'thus appears that the decision to reorient

,++ 
4 ~ the meeting. fr"4' 4b44>44 '4'+:hd 44's p ++ 

4',to 
 >4on 4 444+4,+4 ' a' hadbeen..... 
. the project. and eliminate the subproject+l 4 

. ... . .. 4 4+++++-++.4+++ ++4...........
4 .......
4.44 +++ '+as goinlg to be.ken at4 £lower44444 1 v,1"and no conflicting option 4:++:+ 44+++++:.++:+ ++&4 ++ + h441>+ 444444444'+ 4,!+ 
J4 initialA.D. project manager'states' ++ 444. 4 4>In +fact,:' : +Z: + + +L+++ + + ++ ++ : +the, 

+(4+; 444'14 ++ + ++++ + ++'++++entertained,+++ + + ++ " +++ + 
+: + :5 + + + + + + ++;:: + 1" ++{ +++44 +:.. . .. .+ . + : . . .. .. . ++ +++ ++++ + ++ +++ +? ........... ..
..... . 4444++++ 

++. +++ + +. 
+ : +++:++:... ++ + ++++ : +++++++ .. ++ ++ : . +++ reutin n AJ44,+++ +++++++++ ++ :++ ::++ + + ++ +m ++ rsouces.44444>44.n'a > -that durins. the shifts an 


directed4 that there~be~no 'resourceis for~siibprojectfl

44 4, 4"management 

>4adcisin'had already lieenmado'before 

4 '"aii~indicitionlthat-thiis 

4 '> ~ 1~eith' thw'ProjectCommitteo or th1e EPCR'>me"itng, >This raises 4 
i'> 

i 'V~,Aiwof thern4!'.4~'thf'lurher questi0nVthat, if 4'ths.lu 4th,.cal' 4 
s'jo, imosrtanco to th 'success o~f t~he poect.ascribed to the~'K4 

4 ' 

4 compoent,~ w.hdidn't'4A. I D, ser,4iusly cnsider;44'J4':244>2sui'tbprojec~4444444444..4' t 
4 4444~~ ~cancelling the project? 
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4. In prolec -management and resource '-allocation decisions, who was 
the advoc it for the sobpro ject undgs; - This issue is closely 
related to the question of relative effectiveness of subprojects 
versus t, projt c()rip.')nltss discus;sed b]ow. To some extent 

this it als o a dis 11i10tion lw-twet-n components with more direct 
bentk ici iritar , , . i! s;blprojects5, ve rsus TA collponents with 
indirect bt i( ,r i.. It has; W,-on pointed ou,(1howevue , (by 
the formler R.I'IS(V)1 A i-no-r gy advis;or) that I lhi.s; dircl t versuns 
indiret diAt inl itW mav In mi rtiiding ill that all] EIA 
act ivit ii- (IA anid ,,tihprojv.t:5 ini(|, ] dI -d) wore to e "inodirect" 
in icit Oct W t ht ' wri.it Q o( toC hoin t to roltpliicable wer 1.0 

act ion1s capabil t I 1VO ni-' i I,; ,lher act ioslls;. Nonet li (ess, ii) 

\iew o thn- d i,m,'i, diff celalinl foncus iwiv i em subprojects 
that follweld tI, tlii- olowing observations areorient ation, fol 


relevi-.
 

- EIA arid 1hr rcioril projects; ran he corit rast!ed to a typical 
bilatt- al -,jcl! with a Proj ecti: Atreolmnt (PR()A(;) to which a 
host -gove r.lielio aignillcv i; al'l v" alld has ait hori t v to approve 

chivainl -;. wn qi' tlhere no partyAq FIA 5?ll(1(Uilid, wsi5 built -iin 

(host;t Fo),.Ko vv1-rl l ! It- ) roori-sp;eli! (d in lle 

projet -Qlijili,.i. , ! d ' ;ill t11 l'Alt -, wWnlr.r.e loirit r s was 

pri ,i Imv ill bir- i I S, Tlis; is; typ ical of m st, but not 

all, itil l,] is the design was heavilyl r,, Yet originil 
weighted to slproj(ect activities; and this; was in fact one of 
the primary justif ications; for project design and approval. 

1 no 
advocate ,t , Ii '- isi iiitd iii-i ol iil i n; ;li I l o pres;enit 

tli. , I.- Uh p; f, t'. FIlol with inI llin apt lV, the Bu reau 
tiK , In t IlK ) u ,roa a o~ta-( 

reduct ion if not! el i inat io0 1 I sNbIw vri,tS, lt-ere was 

for1 ,, - fin ( I rit-i lt- nfI, r an d 
P,,li,', Coi,,d.in,T w,ln ( PP , withl their broader*t~l p,'-r;turlivvs, 

;ip*li, lit I v' npI '"-dt Ile" proil te ;t t hi- V-I' b(i i lllli ,' IW c'aiulI;(

i t ei upl 1 - lnil i , la i. p (-,I on nuhs;i - ljil l L , iu - ic -u a! rk ' 

ill a pro it1 ' I I , ilil I i 1t -fd an; , dini ut il ivi to l ' 
CoCiiri'! or i f, u i Li I t i- i I iiLpro lou 1 n. R-Ho-Irnti-i at W es 

{ t . i-Clt 1t i Wi rt-;l r iu F s,I Iii I 1 1 1 ' I Ii I lt l i ni 

t Wi do, I n, ' " f p i H I i-V ml pro ji n , miqhl have 

pro i did ;ii i Ii 1 1 t- ildi-il t qoUrcii of W eai (Ex>~ample s f romn 

Co-Io ri I Ampr i airi ni "1 ini-Ig' pro jl-ut b~ air- inappropri ate 

deLucis and Associates, Inc, 
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because in that case, there are regional institutions with 

which to work. Examples of African regional agriculture 

research with empowered Committees are of only limited 

application, since the research agenda in gtnerally much 

better defined that the scope of EIA's activities.) An 

independent voice at the discussion/negotiating table might 

have argued more strongly for subprojects. 

5. 	 The imit d Raiwe , Reonit at i on Opt ions " opti OlS 

considere(d (tUiiii- lt . r i nto on appear to cover onlyrc itti meet ing; 

the vested interests of Hit, p'rit i(.e prl st-lt - tie 

human/i -oitcrlit ic nee(d-, of tli(. pirties wh;, we-e. at the table 

making tile (fci ,iir ;. 

- The project wa Sa i; AlI)/', cr.,i iion continuation would be in 

its blirt,,ln ,iIrr i" e . 

- The REI)SOs;. and toIf) e>:t nitthe (bilateral)1om. missions, 
wanted TA , vili 1 1) 1 n t i f i e d. 

- Soie mfiss;ion; w(-r. It-er of the administrative burden of 

subr-ojen t ; (. t P tblove). 

- The contractor's interesis were served by the TA-intensive 

opt i ors . 

Ii effect, Ie pro jec t reor i entat ion sh if t moved tIhe project 

emfpha.is aod c a rge t he hent ficiaries ;,5sTA n-ompotneit-s were 

emphasized. W't seIe to h,vi erI ered i mpli cit lV as 

componnt s;/ao t i vi I i ,s, tiLt never very explicitly and 

prominently stated, w(.er. h, f (l Iowing n'oMpO(tel ; 

- slippolrt t(i t lit tSA 1) r(gi oril or cOlunt rv i(1:s;i ails 

t i (other- support , t,trait i oaala ag i ,;ie. than AFDB) : and, 

- support hos;t 1it tfor needs fit tin into the major 

categi r\' i l tll' IT . 
to rol 	 not 

e ffciienc'v of such TAExaminiin tIl. -fect i ve ss andii.e 

actI i i (i f IIItt i ,,,I , 11 , ") a ddi t iot,.i ,pm .St i otis and 

Il| , i !, t tl iexwi io l isi mes, s l ra;s p:rt i ( liarl Y i i - xim l 

don( it nCM ,lIriI , wi It t I1 t hprioLt_ Ivp( ,u i vi t i I t wereLr_ t 

out 1 i tlid in t I ll.I'. Tl .e snhproj(cl !;w-re to have (Ii recI 

I l(,i(t Ili ;( t ;ilililflplict , , Ii privit( "or i!,(t. i lit tl igt eu 

daLucia and Associetes, Inc.
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relative efficiency
These questions of
financial insi itutions. 
confronted at the point of

and effect- veness, should have been 
No verbal or writ-ten evidence was presented to

reorientat ion. 
was done. Thethe evaluat i on t to suggest that t n i s 

If the decisions wt-re made
conclusion is th~it it was 	not. done. 

s ome point they shoild have been 
on a judgimenal basis, ait 

for sucn a verification andverified. An appropriate 	 place 

other review would have 	been a midterm evaluation.
 

r, ;_ihiji t'i'.n r _ss-	 - 'Flit- It-,111 i e - ens ot
6. Jmplici(t ioii-; 	

; C 

va- mtlt i m,-d ibov( ill pirqr iirih A. III fac(t,
the subprojtt.n 


atfrom thl( pt-rnp-ctiv,- of tlii s e\vaIil ion, it ai .r.s;thit s;nt- of 
(li t nlt ;; f . IT) some 	 case>;,the .ubp'r,. p ; h, L-, 

1, i : ( lilt .( ;it (1it( 	 it low ,-o5;t becaist t litv
these hi 


Si i.e p ro (rt , hive 	 ,ilsot('I(l tinused lar1',i I I ,y .;tiiff. 
i I i l o i lnO t di(i (-I t i liiio i lii rm ll(-l of the 

reached )t.n tifi , t 
lilvt. bt-n quite

TA aad hiiv,. hii ( it1n-. iceit(-	 i inpdct. th. Ippt,.r to 

cost ft',ti'' . 

< mur i th TA pt- d,.d ,luit r tlit,Thi s i ; Iit,{IlIl~ ()I '1'.\t 

, (Ii rect
reori( ,( ii :;, t t It- iIII;l C ;t o [IIII I )f vi -l'II ire It-s 

',-im xWit!; irEr,.s t'td ill how
in man (-;if;('!. " t ;itatli 

much t n1t W* S, p[,,il 1 ) thi , (-c;c t -, I fi-ct . 
-i 
l 

55 iSl in the 

;il ,t i!I it c At t lie. sllproj(ectsreolicn't t i l (it , , 


that w ill t I if 1l,-li,
lit. i.(, vt'i' I,, inr t he" p el ine, 

', t riir' t 1-, ,: ri_i,t Sltit(n-.or h i in plI 

. Lih i ,, i I.,i A . 1 i'. 	 llfl,,tev E(
The-re- i ; i,... . .i ( 

c -f ft-Ct i %t-Ti (nSSn of
addIrt, cI, t Ii> ct it:;t (li I1 	 I i F(i 1t c- 

t I It , ) ii jp Ic j st 'Ihiiv Sw; s alsubp(ct- , I,'; i. 	 I 

O i lt i.I t - i ,t ivt ,,:tI -ft fef'lieS tif of 
0%(.r ,illt (ti I ll I 

,;u b pro j, ,Il c, , }I,,;dI I I , , ,it , ,ppir it . Ald yi-t ;at I li( 

i l,t 1r , i v(( b,, ttI.: (- ;'tliiLiI i )n I e'lii Tiii l ens 
same t iln, , I 

(tk , vt(l-i (.(I) tcl~ci I j olial ,thait "i1( c-vf'c !1 1 -' ;k 
rr-soiir,'( , wth ii1 ;, (,,,lot 	ioi( (I 

;it Ivet7. Ifmnpic t ,,Alc- , 'Ii'/ - l(, r,- h,:', it. ti nii, 
I I I llt U IT(-' 

,litf, ()i1 MIn 1 I (d t Ili t ichlli (? il a i ;i il c ll 
coll 


t- l prof (; illal 
a 1 - i1I I ivOr.ah)\' le comll-lit !5 n I i 

contra ,ct ,.1d a , 


skil Is of I ti(COWit , ('tOr':, f icl(d .i f . ire:p.ct iye, of the
 

in Section 4 above.'This was noted 


deLucla and Associates, Inc.
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there are several
professional quality of the TA, howeve-r, 

it, besides its costissues that imust e raised about 


effect i \veness, part. i cul al y in caohpirison t o the subprojects.
 

Among these issues are the followin; qtest ions:
 

arge . TA lw unlinked toi,n; i n-xi-de-da. Should suchI 


direct pro-ct I
wdsltht iI cwl"d I 1p directly, as 

or ig in Ilv i te'(nt( ini tlhi P' 

ndiawrt 
.SLudy and a 

In the eval ni trm'n j thr a1 nsw r to this is, 

"Probabl" not," but 1thquae-sin desev-s greite 

more (ltalttvt answert/ tMir was pos!.jhit under thw constra its 

thia fltI d(it this o vi I i on 

). Shauld A I.D. li, c t ett t I t) the dis5tr'ibhution of 

technicalI Ii lilt-il 5s, handbooks , and f ield manila s1 without 

seeking i ,ndepu-ntilreview? 

o - it is simply not profe-ssianallyThe answer is " firm 


respon.s i bl
 

c. Shaould th t-,- ha, been-ei a y TA directd(-d toa ol icv i ;sues 

whtni thlit miniiriI A. IM. rn(-rv pnrt l-t io lhit e-volved 

start i a,; in I I pave minimal pal i lcvI r-Vtrcage- , at best? 

In thw tvvl ust iWin trAi.;ip-i -;t w1 i" tt t , an swer I this is also a 

f i cmi no i u l n, Ito1- ia -cuId I vi r.~ti ,-tnt cliin t hi nigh 

au'm" t ril v c atlvt i"d. Fid Ithe TA serv,e ,at c r Ies?' 

The evalIira tir tK't'In tio h leastt ,-,iuIra; -ii (i lt t i t= (t . in( ca ;e S 

thui s lead subsequweit s of parit iculiarcTA did toa Ww :1( Bat& qip i 

.act ivil io.n,. It lUIt d poi tlotd i t li"Wt- 't I hat such 
t lt ;wIprl.ci s.catalytic ol tP!I,'.. AI so h i at t i NO et t 

i d iii. 'ti vtiv-v?e. (ould ou1ch IA h yt- It tn ,.vidt now, 1 , f 

Iw aill. sd tI, anqwi" !hi sThere art in;suru of s ait- t l mu l 

r" "I'III,111t1 11At, '' O n.I: I'A-'v.'I n,I I tw n ,i I bI inwo'"qcips t I l'l [Ili 

areit he riC-htiW 51 v oX-ftr;d? Andi W wit Imin in thelit-
syncrir ata,, In.di,i f l T' M I I I h, I ' " :, i h 

a, vn." 

b)( , 1 1I, ,()p ( , f i l k,;f lt , Ii i ., I, I ;" o',i,, I 
product!ivitv, K; hirh?, I" i Ifd diI i, of tth n, ",,.a i,,u' was: 

.oTO 1 , ,t h~ " ,t ',,f 

' ', t ," " b~iA i t c o mar[ o I I n / it w:o ,H . , ldlI.[l , l ]w1 , in , ' ,,wil 'l l t , -t I o r w Y " 

deLuci,, and Associates, Inc:.
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it. Some referred to the Forestry Support contract and PSC
 

contractors as alternative modes to deliver the TA at lower 

cost. At the same time, synergy between the subprojects was 

noted by some, at least some of which Inas been facilitat ed by 

having an organizred TA team in the field. It should be noted 

that some of Khissynergism was also facilitated by USAID staff 

in the fielc. The negat ivye 'idi- oftK iis picture is painted by 

the cormment that i here was t Do I i t I . synergism bet:we-en the 

East and Tu.st African act ivi it.s of EIA. particularly in 

informat ion sharing, and pac-t i cul arl v i n view of the staff ing 

differe.nce betw~tvrn the two REI)()s. In stum, the. answer to this 

question is implv not c'1 . 

f, if th ;hi ft to more TA wa; a wav to maijt ai interest in 

the energy gct r il A. I ., was 1A the best way? Might 

high-vi sibi 1 it v bspi .jects t have been better, or perhaps 

TA suppi ie d i n t W tal wav, ift vi a cont -ict or;' f i Id 
offices? 

1 1w ,ncv t i1t( mtiiit , h e 

again t hat allI o;t I.hi-t s shot haiv, bee-n1 part of a 
Despi t e t rn . of c o i I mlL; t not ad oncc 

oif l A:1 

midterm c-v-il lit i on, [itd (I-t a tot v. shorild( have been among those 

discussed dltrinqc rear ont at ito. 

8. Role I'h. l or [I el at_ L RESOn An projectc (o -:cc in - V - the 

evolved thl-tcoiig thi r,-, it a PitW . TV (-it ract or'.s f ir:ld teams 

f t aacto of thie andbecame, do .. I ir,p "f'ree" 'A for missions the 

REI)Sni - W e in thi- serne Hat ihi- cost n wer( not charged to 

their budgets. In view of this situ tiont, woild not thn roles 

of these (,ulits Iie V i-it lito - -f t cl ive i f t heyv had Weonr 

seconded to lt- RED;(iO; (the-rerby avoiling lie high cost 0f 

to
maintainir tw , cant tactor field offic es)?'' According the. 

cont ract or, this (,jt ion wa:; appar-nitlv rejected it the PP point, 

but at that t ime, lie mplas i was antubproj ects5; and support of 

subprojectg. . Wlen the shiit was overwhelmingly to TA, perhaps 

the TA t-amt shiould have been (f fec:tively merged witiht lIe 

RESOs. Tier e is no evidence that this was subsequently 

AThe implication in this comment is that the members of the TA 

team would have become Personal Service Ccontractors (PSCs), housed at 

the REDSOs. A.I.D. has Iong had a syst em of usinig PSCs as de facto 

staff members: witness the Regi coal Energv Advisors and Regional 

Forestr' Advisors at the REI)SOs, the Regional Environmental Officers 
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considered. Such questions are particularly relevant for
 

the Natural Resources Management
TA-intensive projects such as 


Support effort about to begin.
 

miss ons in other regions, and
and Ene rgy Off icers s;tat ioned at. some 

si mil ar porit i ()IlIS. 'he pract ile 1 iff icill tv with this solution is the 

"!;i ot 5;"and PSCs ,imiit at iltl on total p)e;it ioll-
imtlpo!s(d I'' tilt. it D ititFiw t forc each T,S. Mis: ion over.s asi:, 

(erci. w IS''. , .) If Ili, EBcllye trancl is;really;All). (ijc ;, (I(. 
& d ki t".;.ffi ci entIv, it ;hotild (-examinei~t * ill i i t;t t , 

if a ; of r r ig 1fwi , allowedIlli ,is 
]iit i I' ' ; ll f inh'.llcial] costsr 

t1l- (j,1,:11 t i, , it I I 
t;-iti V, e trrilnm - i irw i iin p',r i	c 


t i so 1 ;Iii-t(f exeiepci vale
of pr'wivlifqic'~iliry 
cord)rIet ui it I i . (,VI'f iaU ('iiliiili(( will) tli' 'o!;t of I'SC pIocIil1IIe t. 

"',; it t i, , nf, tilt iA>l) itiot tll , i itls; of tilt, SC,(Who , ('t1(r 


i!; it ti',na1 olvet' 'I res;ponsibility inl a sp.cial iz(ed fie-Ild,
0l ii 

ty ;t!
witli w , a tliont :,I.).i.il Aye,.) , 
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VI. Recommendations
 

A. Introduction
 

The Evaluation team's findings, discussion, and conclusions 
as
 

that wereof recommendationsdescribed above suggested a number 
elicitedThese draft recommendationsthe draft report.presented in 

the evaluation team attempted both to 
extensive comments. In response, 

and to expand the draft recommendations. As part of this 
clarify 

some of the comments , the 
and also as precipitated byprocess, 

specific suggestions that draw in 
now include some newrecommendations projects and with 

part from t K 	evaluation team's experienc e with other 
In addition, other issuesorganizations.other development-assistance of the were identilied in the course 

worthv of specific recommendat i ons 
and duringevaluation report

review of various comments on the draft 

reviewed the draft.


discussions with people who had 

B. Specific Recommendations 

energy (or
 
1. Projects concerned with specialized 

issues such as 

should
 

health, education, agriculture, natural 
resources, etc.) 


be managed from and by an A.I.D. office 
with in-house expertise
 

The Agency, and the Africa Bureau in particular,

in that field. 


structure such management

should consider alternative ways to 


(see suggestions that follow.)
 

an
the r nalut ion tr am, management without 

a. 	 In the Wiow of 
ro1n played by technical expert s will often lead to 

integral 
technical

inadequa1tec supervision of the contract or's 

nt Such a technical oversight role should be part
judgem 

also gives substantative inputs in the 
of a structure that 

to t hose charged with t echni cal 
programmat i c dhci si ens 

requires the technical staff to 
management and review. This 

if this is a 
have some direct programmatic authority even 

shared authority.
 

to the veryteam is particularly indebtedThe evaluation ofCharles Moselycomments of Mr.and t heoght-provokingextensive 
the team drew more deeply 

REDSO/JWCA. As a r-s.u;llt of his, sugge s t ions, 
and other A .I.D). experience but 

e. al li er t iondirgsnot only froms 	 the 

degucil and Associates, Inc. 
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b. 	The structure of this management, and the appropriate level 

of technical supervision is, of course, a function of the 
project (or subproject) particulars:
 

o 	 In some instances these technical inputs need not be 

extensive, for example where the project is a replication 

or extension of efforts elsewhere and the technical 
issues and problems have mostly been dealt with before. 

o 	 Other cases could be ones in which the local cooperating 
agency (government or otherwise) has considerable 
technical expcrtise, sufficient to assume at least a de 

facto (if not coltractual) technical -review and 

supervision role withI respect to the contractor. In this 
case, the Agency's technical-management role would be to 

provide backstoppi ng and "official contractual" 

supervi s on. 

Unfortunatelv lwit hr of these two si tuations characterizes many 

of the special i:ved, low-voltme p)roject activities of EIA or 

other needed act i vit i es tie Agency shoutd be undertaking in the 
future. In the jtirgrir-,nt of the evaluation team, specialized 
activities dealing with energy and other related 
natural-resource issues are very important for development, 
particularly in Africa.'' This importance is too great for 

also from the team's experience with other agencies and organizations. 

This was done in ap attemtpt not just to deal with the "what" of the 

recommendations but also at least to probe "the how" for some of the 

recommendat I ons. 

10 Low volurme i s of course a relative tvrm; what is low volume in a 

country pror;ram withI an animal budget of $2C) million mar be much 

different in thw context of a Mission with an annual program budget of 

$2 million. Bit as discussed earli e in Section V., it is clear that 

the 	 relative low-volume aspect of FIA suibproject.s was an issue. 

1 The val uationri t!arn consibders the reform and improvement of the 

ene rgy s;e.ctor t o hm critical to efficient and equitable development 

in manvc mtri.n( in Aftrica and elseowhere. The opportunities for 

improvement and reform ;id t lieir im|port ance can be viewed from 
numerotis ,,rsp.ctive.:o energy's importance in household budgets, 
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the management 	problems and staff limitations noted herein 
to
 

from undertaking future specialized encrgy
prevent A.I.D. 
projects. Rather, the Agency should consider alternative 

mechanisms to provide the necessary technical management. 
In 

the view of the evaluation team, this requires looking at
 

from the Agency's practice
approaches that significantly diffe 


of assigning management on a geographic rather than a functionol
 
some blend of
basis. For specializted low-volume activities 

may be a viable
geographic and furictional-group based management 

Bureau a
alternati\'e., LIn other situations, when the Africa or 

the necessary expertise, it canparticular Missi on is short of 
(viz.,mak us of tOwe usual i nterag(ncy agreement mechanism 

with the US Department of Agriculture,RSSA, PASA) for exnampl-

for pro ject mang-rnpment assistance, Al ternat ively an 

with another Bureau withit A.I.D., such as Sciencearrangement 
Regioiwil Bureau with speciatlizedand Technology (or anriotlter 

expert isr and e:-:peri eiw ) could be considered to ;assist with the 

tec h ical (and r- lat,-d progral ii mlt i() m[lraptmi nt in a
needed 

collaborat i fat
Iashion. Ar elated ie .ssu, of the locat ion of 

managem nt HR }uibjtct ,f he n t:.: . (Immendat ion.i, li 

2. As a general rule, regional projects in Africa should not be 

managed from Washington. Whene-2r feasible, A.I.D. should manage 

the projects from the field provided adequate technical input is 

part of the management. (See recommendation I above.) 

the EIA project
The analv-i. of managmnnt prob]ems that arose with 


f rom Washi nigt on was inadequat e in some
show5 t t mao pttrent 
The are intert wi ned ith issues of who

important aspec.. pro)ll; 

manages and how (with or without technical stafI input). The 

th i managemenitto assune m burden is 

underst andable, in view of their budgetarv and staffing constraints. 
rel uctan-ce of the REDSOs 

.need


But some alternatives, ot Vr than the structure used for EIA, 

to be develo ped for other specialized and low-volume but important 

Among possibilities to be consideredspecialized activities. the 


are:
 

requirements, and in foreign-exhangenational development-budget 
for increased participationrequirements; energy-sector opportunities 

for enterprise 	 development and
by private firms (large and small), or 

of the comparative
employnent generation: and from the per spec tive 

int Africa and elsewhereadvantage of the US to assi.st coutrie s with 

such deve l opment ir5si s aid opporttr i ti eo. 
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the 	 REDSOs with some provision
" A direct management role for 

of concomitant budget and staffing resources to permit them 

strong technical and financial supervisoryto exert 
management control over the contractors in the field. In 

the agent for ansuch a role the REDSOs could act either as 

AID/W Office, or the particular specialized regional project 

as the Africa Bureau's dt factocould be "ceded" to a REDSO 


manage r
 

by tire World Bank, Asiano 	 Pro ject mnl<gemvnt as pract iced 
institutionsDevelo,rpme-nt Bank, and other priv,rt e and public 

that rinaqt- manv large projects from central inst itutional 

ii Washi ngton, Manila orheadqutirtrrs. Yet he 	r ba,d 

it i (ons haivt manaiemlnt procedures and
wher't Vi , s.o h i jist i t 

pract i .*: t 1,, allnw ac.tquttoit", tu.clnigci l pronram viti c, and 

wl;riagete nt t iccs 

ct mili]u; lmitiit 
finarn ig prn, jtct riariolernt'.t Suc ah p-ra 

f i c i out t il { ~ rp j -sfo 

and sup, r,'i ii, , whui -h ill-,,iiu Agency st a, f f t echni cal aid 

oids, mfu', m 111ad, avail ahl . 

absol citk Ii.y; sutui'it' 

manA in, t I i:. ,,li( 	 tt- 1 

l (II i Ic lude d-awiT " on r-olt rcest Iroil ctlher 

it I i nod rin tht di . c i nni of recorleni d<,t i on I 
This m o d 

Bureaus <s 

abovc. 

combine aspects of o 	 Management p ractic es; and procedcres that 


and i . above.
the, 	alternativ-s outli tvd in i. 

providing technical assistance from
3. 	The cost effectiveness of 

r isically weighed against
contractors' field offices should be 


providing in-house capability in the REDSOs and against the benefits
 

of mission-managed projects (or subprojects).
 

The 	 di scussi on of t hi s; i ssue in Sect i on V demonst rat Ps the 

t in t erms of cost eff ectivene ss; , of contractorques ionabl e basis, 

provided techrnicail assistance 	 indei EIA comparyd withtihat 1ovided 

are of course non -trivial difticultiesunder the s;bpl,rojects. There 

providting lie- technical assi.stance in-houseto l)e overcome in 
the di f f icul t ies somiet iiies;throug the RIEDSOs. Among th ese are 

when st alfsopt'rat i rig arid project cost s; 

1 an of f ice does; riot live -a manageiieit s;ys;t (ill 
-ncoilit ered iin s-parat i ig 

are co-mirig ql ed arid 
a mix of project and

desiatned for immnectiartf suport of such 

Others are tle simnple but often
operatirig rol es; and acCounti r , 

arid logistical support
very difficult problelms; of iniadequat e office 

avail abl P i n Ile REI)Ss - suippor I Ilo t is vt ret chinl i n meet i ng 

of absorbi ngoperat i ri respons i i I i t i es amid mi g t 	 be i ncapahl v 
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The options of additional bilateral
specific project burdens. 

also have brought additional overhead and support
projects might 


these issues need cost-effectiveness analysis.
costs. All 


4. A corollary to Recommendation 3. is that in the case of the use
 

of such technical-assistance contractors, A.I.D. management must
 

insist on adequate financial reporting keyed to specific
 

so that the cost effectiveness of
technical-assistance activities 


particular efforts can be assessed.
 

suc zl,-,itl in thlt VIA ,rujoct wir,i oted 

a W ( S. 'Ct. itC M , I i I&, p , . ,,?0t rV it . wo I t .erv of 
The short i;mO Q Ci 

wt. Ho t,1- ,otft l rnu-nle ¢at& varicd(tec{hntical /,.qni c will int 

itt 	 iW 1l ,cit i, I t h ,t;hiif;t lst,- t, activitiesslhould f c i 
a, ' nt"t. cC . And in

th,,t will ii !t pf* t,,r i .... i iim ,O 
up at irp fori: t to i ii o oirt 

pr, Pctn ;I.," in 'nii t Inr 

,c uC r, I"' w,iton ,ubprujtsct!;IPul 	 ,i,id ! I , ,,tA p s 

1 V" snci ft " -f it suht i i i usoj .
[111(1and~liith{ro05WAA ,5,1,' v1 ; it]i(s K( rf cAh,cuNt~l' l1it ii 4, csili Cl, t i\'it it-.;).

[Iii it nw, 

clear 	measures of the
This analysis requires, first and foremost, 


personnel, technical assistance, and other inputs to Iggjig
 

o, (.timg, r of the impactactivities I.'ritto ro, it r.ui rft 

f row h a! v:,1 tn mranirrt'Iant of schii impact s is; rIft en not 
q iP. 

, l t ni of t clii Cc"! ,ssi St ar CAt I 
st f;,ai , ovt w n l, 

dt ,, Pii i ,-and cc(ur' imm(itN a lv anid/iir verO i A; ;, iclift can 

t iim , ct ,jild in u [iomoat, vfmi ut' fIr; 	 i 1]OIii 1 ,"- A. of I! , it 
{I JA to u s mateinput I, npt. i f i act ivi tn 5, at tempt Iis utI iaide 

ud litl 	 , as part of the project,-uartwit ivt a qu tiv( impact 

Thin is; p~art icilarlyi imploftait in alty
management -tructure. 


of input and
multi -v, "r tecliical ah;i ;t an- project. These measures 


irnpact u,l tin h ,hais; f
Itl I o "t;tinqtF cos;t -of t-cl iven ss analysis. 

5. A.I.D.'s top management should assess more realistically the
 

climate and budgetary environment before
domestic (US) political 

such long-term regional projects. In the
committing the Agency tc 


face of significant uncertainty, A.I.D. should organize project 

implementation with built-in flexibility where feasible. 

This is;r-cjr i'|liv impoirtant in rei (iOndprfojoct-s;, where there is no 

;homp!li it'' in proj ct conditions.PROA(; th it cOlmliits A.I.D.I to .,-

The EIA pro ject sufftered from the shiti up politic al climate here at 

home, 	 withI bK rut A ini catgujori s, tha t chiould lohave beenit Wdgt 
i ci pat d. 'tii is; not to say that Agency mainagement can beatw 
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Butin the face of
 to have a crystal ball.''
expected built into contracting
 
uncertainties, flexibility 

can and should he 


arrangements and project implementation plans and schedules.
 

Regional projects that involve specialized subjects 
such as
 

6. 

energy, and that contemplate 

bilateral (mission-managed)
 
of the
 

subprojects, should condition 
such subprojects on one 


following:
 

the presence in the potentially 
cooperating mission of
 

o 
reasonably certain of supporting 

the
 
officers who are at
 

the subproject and preferably 
are also 

development of 


least generally familiar and/or 
experienced with the
 

subject; or,
 

aid support for the
 
equivalent management
it is clear that
o the ov rall regional 

can be provided as part of 

subproject 
 and 2
 

its-l . (See Recommenfdat ions I 
project !nagumtmlt 


above. )
 

, il no an":'pt- "rt"v". . t h 
i .i ii,(

The seconcd of t, ev-n
IAt1-,rI tk,,. ,M 'imci- or 

implement t K11 f r t i 
dw ii, thing ; 

, tli i v of dii(, t w thvin i ,lId t/ 
ewf anddisint - t it imlprt~i t toi I l i; i(017} f rt d1 K,1:, MtdiffEY -t 

w I1 in it. I v t i i l i s 
have- micim n. i it pv I , 

i ,i hit 
I -T t c' ,rI ,Iw iF t 

, n r,,wq
o f ' m ' , ,v 

the pioject particul ary the 
of t Ih record olt imemE:<amni lot io, 

such as-uputt ri, in place the full 
mrnint On steps.,nmr imrp.
delays in fortLcoming

- h!S that man of t he 
team


field rv.cnicl _hs; , til' 
- and in somef ori niethanid couild hoNE been 

wt imminent V sit |di f f Pt I t s '.v it ul have. 
t St (St 1 providetII Xlibi 

ki wI.i alnaq il ,
casts 

beeni tk,
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an AKs requirement for any
7. Mid-term evaluations should be 

more. Exceptions should only be
project of four-years' duration or 


in extenuating circumstances.
 

haivt a rnidtt rm 	 ", ll i , ":.f "i, IA project leftTh, failure to 

all parties c,:oceri d with n . - .lrtn! W it .,i;wLici to d, ide what 

l ift of th, p ol, ct . It l(ft this
changes wer( needed diring t h 

'K 'I ,ji ct Ac:t iti lur ing tl first
evaluation with no tnvntlh 


cL t > ,rt
half, e:.:c.-pt fCr tht o ctoW r ,if. n Ln.d i; fr 

und( r":t i n , :. 	 1 ,h-,:A , ,i: f.r T!" Iim ,t shift ini tm .:i, in 

1984 . 

it v ' i liit i ag tht midtermIf extena;t i ?	s ri u:mntnuric( tt o 10' 

L pr manaQi W11 ttMii: should bemit ,,gmel:t
eviiuation art argued ' jr.&!t 

for approval bv tht appropriate Agencypresented in written form 
t,- rd, Lot tht argumentposition 10 

tht writt Ln record of the
offic.- managlmtnt" if this in 

and the endorsi 	 mnit should be Part of 

proj c't . 

a larb, project to
8. Under no circumstances should AID permit 


undergo redesign, by whatever name, without seeking competent,
 

disinterested, independent advice.
 

just it itd an t1A ro- riniat:it i m lrv,''c been, there is no
An 

t,:l W-,i n we r, made bv peopl e who
escaping ti, ci i !o'; on tW 

i, l . or LOro aucrat c int ere.xt in the
had a p .r;, i , pr( ; 


i' hlc ,c n rp t.i i t m:i! it Ap, i v t;taff or
 
out e,mq . d l 

r i v i h 1t su;.h 	 ,i-sxou l sn0(hould
x, i mp t j 	 to I.,tconsul tants 

nt i n t he. o i ICr m i n it ial conception
have had ry wl 	 u it il. pi 

onwards.
 

9. Any regional (or bilateral) project that supports and utilizes 

field manuals, workbooks,reports manuscripts, course material, 

assistance and/or information
etc., Ps a mechanism for technical 

this material receivessharing must include a process whereby 
peer review (and revision as needed) prior

independent professional 
at least prior to widespread dissemination.to dissemination or 

ria l should be 	 maintained by
Hard-copy project l ibraries; of thi; ma 

Thi s library should include the drafts submitted for review,
A.I.D. 
the comments.;, and the f i nal doctimen , 

rxpi ; in pit lorat ion oif nuoL
Signil i'"niit uq tol .: Q. th, 

0 I r, " ic w w'; f ortili 1 i eret 
writ t eli II.,1 i 1 i i, . . No) pi,o,( 

rd vi ( w of one- d u;g iq nN ' Ii iitIund ( t i o job It I t t ol-n ; b 

in li r - c .l I }i - r',' ,f A!I I 1 report n andi L doc iat . TIh ri i" 
b:i A, ;. Pro! ( ,.5; otial i '.'t w i:h import ant t o in ure

mlanuqusli 
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qualitv of the written material and hence the value 
the puf e.;-iona.l 
to bt gained bv di ;seminating it. A hard-copy library makes the 

L v rtlativtv easilv available to others 
in c-MaKOU iMMrdiniI MaiA 


subst*j nlt to jc cit cmnrpl(ti n.
 

that include low-volume
10. Complex specialized-focus projects 

minimize, toprocedures in the design to
subprojects s;hould include 

for subproject
the ext'nt feasibl-, the hiureaucratic processes 


approval and implementation.
 

, i is lt of tii in;nt i th I WA priject
Th_ probltm f .cd a 

i in a pr -, rn endemic' cti,i V.K.). Whil was dicustcd ,bov 
i -	 td in [,Ij, t(' ign include: v bc nidito A .ED., alternat 'v to c 

t o 	 approval A rto ri c iibpr-,jI 'I I v I . jp ,-I of p c 
I, tn and

approval including pr . n ribv.d QldlI 
-haictual aubprojectsvit hin wl
level-ci- ft,r limita -t:nn 


not i A n'1'ii (wkn! upprl.
would 

' 
, i i fiJ..L Lid A 'r-" 	 process:;

o apprvl of 
aut ori tvy o projectd ,. at io o (f approvalincludini 

a part of j/iuct app:roval;luding hnjcal)managers (in t 
.u; to he valid for any subproj(ectthis s implif 1 ci corc 

l tt iri t at ion~s and wi t hin oec,,cif i ed
within cAt int d 


sub ject ac ai: ,or,
 

o A f -load i ng I h, nbiprjct approvai I u an1W- t ing 

institution and acetvin t L- part of the project approval 

in;t itut i on's c rrnt appr o val svstlem with modification
this 

if nu usar'v tht ct-of).
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PEOPLE INTERVIEWED IN THE COURSE OF THIS EVALUATION
 

A.I.D. Contacts 

Datt. Namei, Organization 

Abidjan: 

14 ',1ar Arthur M. Fell Director, REDSO/WCA 

14 Mar Jeff Goodson PSC 

14 Mar Charles Moseley Energy Officer, REDSO/WCA 

14 Mar Ilendersoin Patrick (ECOWAS Subproject) 

Islamabad: 

Val Malian USAID/Af gh;iini';t n (Former EIA 

Project Manger AID/W, AFR/RA) 

Carol Palma Afglhan Re.tg". Program, US 

Embassy ( Sibpro.ject Maig-r 

Liber !a 

Khartoum: 

C. Anthony Pryor Energy Off iuer, US.lID,/Khartoum 
(Regional Eiwrgy Advi.sor, 
EDSO/ESA) 

Monrovia: 

George Hazel SPPD (AID/W, AFR/DR/CCWAP) 

Nairobi: 

Carolyn Barnes Social Scientist, RE)SO/ESA 

17,20 David Gibson REDSO/ESA (Forestry Advisor ?) 

May 

William Jeffers Projects Office, REISO/ESA 

23 Mar Stephen iarckezi Energy Advisor , REDSO/ESA 
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23 Mar 	 Satish P. Shah 


Monica Sinding 


Rabat:
 

2 Jun Stephen Klein 


Washington:
 

William F. Barron 


4 Apr 	 Lawrence Bond 


2 Jun 	Wesley Fisher 


9 Mar James Graham 


21 Apr Pat Koshel 


26 Apr Alexander R. Love 


Carol Peasely 

25 May .aranli Ri egelman 

4 Apr Emmy B Slmmon. 

Abdul H. Wahab 

Non-A.I.D. Con,-acts
 

Abidjan:
 

Anguie Angui 
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Deputy 	Director, REDSO/ESA
 

Director, Projects Office,
 
USAID/Kenya
 

ENR, USAID/Rabat (Energy Advisor,
 

PPC)
 

Energy Advisor, Africa Bureau,
 

AFR/TR/ARD
 

IAC/CAR 	(AFR/DR/CWA)
 

USAID/Mogadi sihu (Energy Advisor, 

AFR/7R ENR USAID/Mogadis lu, Somalia 

Subproject ) 

AFR/PD
 

PPC (ST/EY)
 

A/C (AFR/DAA)
 

AFR/PD
 

AFR/PD/SA (AID/', AFR/RA) 

Econonist, AFR/DP/PPE (USAID'Mal i) 

Head, Plannii. and Analysis Branch
 

AFR/TR/ARD
 

Sous-Directeur de la Politique 
Energetique e de ; Enrierrs
 
Nouvll1(.;, Clharg(, dui Bu, rati des 

Economi 	; d'Enur.gir, Mi .is;tere de 

I'lItO mlrin (Coine d' Ivoi rr 

A
Srhjua,. j(and 
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Directior, E/DI Abidjan

14 Mar Kjell Christophersen 


rAO Representative in Cote d'Ivoire
 
15 Mar Mamadou Dia 


(EIA forestry wockshops)
 

Expert Fores.tier, Banque Africaine 
15 Mar Jozsef Micski 


de D'vcl oppicme n t ( E IA forest ry 

wo rkshop) 

Ing~r i'"" , E:.:pt-lt, Directioni de
 
15 Mar Jean Thibon 


1'En r;i, elcdes; Inf r:structures, 

Bureau d ; Economies d'Energie,..


Ministei de l'Industri,- (Cote
 

d'Ivoire SuLbproject)
 

Liberia:
 

Energy Tochnologist, Secretariat,Joel King 

Natio nal Ener"g . Coimmittee (Liberia
 

Subproje c)
 

Membcer En Assessment Team,
,,r,
R. Emile Rhinelander 

Nati ncitl E.norgv Committee- (Liberia 
Suhpy",Q,,t ) 

I' va" ,f Energy,
Direc r,
Jacob S. Sandikie 

itvel opment,
Telirilm" 'Iiiln, iy( Dv 

Mitti . y;of I. aII(I Min't v aId Energy 

(Nat i Commi t re ,,l En v-.' Iiberia
 

Subpro jt )l 

Nairobi:
 

Technicl Manager, Bellcrive 
Myles Allen 


Found,,tion (IKIA work'shops)
 

Charles Gitundu Projt ct Of f iup ,. u,,dEntergy 
El. fProc~rI1111 Fiii IL't 

'.a~t ionsr'nm' fit ,il f) "";/roiNO In-(GoVt 


Miaki .Ilk,,:, ( ,!,vt m intuf ctuer. 
Max KinyanjuI 


KENGO coun:i t U) 

Stove art isarn, dint ributer, Nairobi
 
Master Mbugua 
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John Njuguna Muiruri 


J. H. Obaso 


Elizabeth Obel 


Washington:
 

Achok Aworri 


18,26 Cathryn Goddard 
Apr 

Sandy Hale 

8 Mar 	 H. Mike Jones 


Laura McPherson 


11 Feb 	 fliedi-Hlumie Neufville 

31 May James Seyler 


Asif Shaikh 


27 May Adrien Wodey 


1 Mar Martin Wulfe 


Stove 	artisan, Nairobi
 

Managing Director, Professional
 
Training Consultants (KENGO
 
consul tant ) 

Manag-r/Editor, Information
 
Programme, Kengo Energy 
Non-Governmental Organizations
 

Director, KENGO, Nairobi
 

President, CEO, Atlas Associates,
 

Inc. (Project Manager, E'DI) 

Energy/D vc I rmational,Iopinent 1t 

Inc.
 

Inst iti 	 t-- for i rgy Ani lYsis; 
(Regional Cookstoves, E.ot Africa) 

East 	 i(i Sorhtlri Africa Division, 

Louis 	B.-r tr lint.--natioinal, Inc. 
(ECCO AS 	i vx aitioin) 

Hubrt Ilumplirev Fellow, Colorado 

School of Miie; (Principal 
Counter p-r t , EH- -gy Pl alinI ug 

Advisor, I.ibh ria Subproject.) 

Michiigani State lt'niver.itv (Regional 
Fore.s;trv Advi sor PEI)SO,/ESA) 

Ene rgy/D % Iopm wnt Int(-riational, 
Inc. (D r(-ctor, E/1) Abidjan) 

Uni i(.r, it v of t.rhrnnsylvania (Project 
Coordinator, E/I) 

Key Data Syst(,ms (Energy Planning 
Advisor, Somalia Subproject) 
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APPENDIX A
 

REGIONAL IMPROVED STOVES PROGRAM
 

KENGO SUBPROJECT (698-0424.23)
 

I. BACKGROUND
 

Tht Regional Improved Stoves Program (RISP) Subproject is one of the 

subprojects financed under the EIA Project. As the discussion below indicates, 
as such is givenit appears to bc one of the strong success stories of EIA, and 

truly regional subprojectspecial attention in this appendix. It is the most 


And yet, although it is a success, this subproject
sponsored by EIA. 
some flaw; too often found in USAID projects.unfortunatelv exhibits 

Th. Subprojcct, which was requested by the Mission, began officially in 

August, 1 185 wh.!i. $2?0h0, iOC in EIA funds were obligated. An additional $110,000 

in local cuirtncv wa; provided by the Government of Kenya under the agreement. 

A. Goal and Purpose
 

As stated in the subproject paper: 

"The COAL of the Subprojccu is to reduce woodfuel consumption in 
efficiency of cookstoves.Suh-Saharan Africa through improving the 

The PURPOSE of the Subproject is to initiate an Africa-wide improved 

stov caord win i- and support program utilizing local personnel and 

e:.:petisc. Subproj ,_t OBJICTIVES are to: (a) identify, develop, promote, 

dissrmintt and market impro vd cookstoves utilizing local personnel and 

e.rtis (W, t rain groups and individuals in stove evaluation, (c) 

improvc st-', i formation exchange between local groups and individuals, 

and (d idtrtfv ,a] and donr support for continued stove development, 

ifflprnv'Etr1 t and ma ket ing." (Note a.) 

B. Grantee and Strategy
 

The prOj~ct grantn (res;ponsible for subproject execution) is the Kenya 

Energy - :-vE ruor ;t aI Organizations Association (KENGO) whose operating 

with existing players, organized and unorganized.strategy has bW . to work 
KENOO's stra!.gv promrttes and assists artisans and other groups in the formal and 

informal swcor, in addition to providing direct and indirect assistance to some 

fir ,c in the formal ector. 
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Formed in l81, KENCO is an umbrella agency that represents over 200 member 
organizations in Kenya. KENGO and its member organizations have been involved 
in a wide range of energy'/environment-related areas. This includes activities 

such as communitv agroforcstry as well as improved cookstoves. KENGO has 
received support from numerous donors in addition to USAID. 

C. Building on Earlier Experience
 

The RISP subproject benefitted from an existing institutional structure; 

KENCO had bh n operating for more than four vcars and had accumulated valuable 
e:.:pcricncC. In fact, the subproject had its origins in much of KENGCO's earlier 
work. An additional very important aspect was the development of the 

private-srct ;r plavcrs and their capacity in the production and sales of more 

effici.n t:,v, (Miho:s). These entities ircl~Ld both numerous plavyers in the 
_irfrm sct,- tN artisan produccrs) who w rc assisted by prior USAII) 

~rojo-' . and at cs t. a few players in t!" formal sector. Among the lart r 
wer, t ffirm iaki OW,. fouNded by a local consultant,'participant in an 

earlir L'S:\ Ir 'jet (the Kcnva Receable Ene-rgy" lvlpmcnt Project - KRFP) 

and another firm :1crri interational), which was founded earlier and which also 
rec .'ed E f:sI ,:, , USAI' P pryHo KRE P .t 

These pr'ir institutionA]-d,_v< ]opmrnt and ansistance efforts wcer also 

sponsored bv othe law -. in addition to US.I ,. and other prior efforts were 

supported b7 local rcsource-s. All of these pr or activities constituted a firm 
basis on which Qh R.SP Fub~rjct could build . providing examples of both 

succEsS-S that needed ro-plication and failurc-s that were to be avoided, they 

argued str:'.'' fnr th( subprcject. and indecd made it possible. 

D. Subproject Evolution 

Design-ed t- build upon the existing expericnce and expertise already 
developed i, A. ,gin,. particularly" in Kenva, the KENGO/RI SP subproject was to 

provide bt a :, , rk of coordirat ion to avoid duplication of effort, and 
technical ,:s:int:A: t, gro ups in the region. This was to be provided by local 

artisar s and c:.pert CI:sal.ttart. s . In anv event, KENtO has achieved these goals, 

and cortinut t p . idr technical assistance in this manner. 

Thc subproject appears to have proceeded in thrut phases: 

- Phase 1 - consisting of informati on Kwhring. gtting to know the key 

actors in th, region; visiting the countries and learning the current 
statc of the art, largel" of artisan production; giving technical 
assistance and (s changing informatini in the course of these visits. 

- Phase 2 - preparin . organiig, and conducting the regional workshop; 

and 
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- Phase 3 - provision of technical assistance (TA) and training. 

The subproject is currently in this third phase.
 

II. DISCUSSION AND CONCLUSIONS
 

The following paragraphs outline a number of findings from the subproject
 

review. The issues discussed in paragraphs E-1, could be considered design
 

failures. Had a subproject midterm evaluation been performed, some of these
 

problems might have been circumvented.
 

A. Purposes have been met
 

Table I presents a list of activities undertaken as part of the subproject,
 

and Table 2 is a list of some of the more important documents produced. The
 

nurnber arid varictv of technical-assistance, training, and information-sharing 
activities su;;.nt tAnt thc subproject purpost. outlined earlier have largely 

,
been achieved, Par tic:ipant s (berneficiari.s) ii the subproject activities speak 

positi'ely about both the activity and KEN . E::amination of the subproject 

goals and purpo;es shows tht some issues remain One is the needed continuity 

of such tffort. whic h is di.s.c ussed in paragraph E. below. Another involves the 

character:istics of the training and techiical assistance, discussed in paragraph 

F.
 

B. A plus that it happened
 

It is to the credit of A.I.D. the Mission, the REDSO staff, and the EIA
 

Project - that th YE 620/, ISP subproject was designed, funded and implemented. 
The Mission rtquested the subproject: REDSO participated in the design and 

provided managemnt: and EIA provided the funds and the technical skills of the 

contractor to participate in thc design. Too often A.I.D. fails to follow up 

useful and successful projects for reasons of shifting priorities or b.getary 

allocations, or otler reasons often unfathomable. In this case, as noted above, 

there was a considcrable body of earliei efforts on which to build and whose 

experience needed dissyminatioN. It could bc argued that such a regional 

project was overdue and should have been one of the earliest and highest 

priorities of EIA. In view of 'IA's bdqctary and bureaucratic difficulties, 

however, it is comm,'iabl]e that this subproject happend. 

Reportsa indicate that the s.ubproject was initially proposed by KENGO and 

then REDS!) (Prvor) and EIA staff (Bess ). The subproject roordinator (Karekezi) 

gives Pryor much credit for ideas., support, and assistance in many different 

ways - an exampI c of the best informal process of an A.II). staff person helping 

a local institution with both its overall development and a specific project. 

deLucia and Associates, Inc.
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C. The most truly regional subproject
 

KENCO/RISP is the one widely reaching regional subproject supported by EJA. 

Although the technical assistance has been largely focused on eastern and 

southern Africa countries, it has also reached West Africa, at least through the 

regional workshop. the networking, and information dissemination. Furthermore, 

KENGO is considering a mechaniism to facilitate delivery of technical assistance 

and other survic(s in W :t Africa, through collaboration with a West African 

institution, such a; ENDA in Dakar. 

D. Local staff and cost effectiveness
 

Th, uILY-j,-c has irrvided its many services and is achieving the project 
purpos l ar; t!v with ios,, staff. These accomplishments by this KENGO-executed 

subprojct ha., ber at a r t i vel -' low cost - $200,000 for what was intended 

to bE a p,,id of tw. 'weAry At the time of this evaluation, approximately 40 

pcr c ' -f t!.t amounit lhd niot 'vc been exp rnidect and the subproject had been 

xtendd V '-try fif tn n mont his. Direct input to this; subpro-ject by th EIA 

contraut r notms tn hav boen conf i it d to the earl i er plhases of t he subproject, 

as 0 ?tEd vtih in sigrnificant input since. With the exception of th cost 

of tIs df 'lt, input Em 1b, contractor, therefore, the subproject has been 

supp:rtd . ,t i!1'.' by th subproject obligation alone. A cost-effectiveness 

calculatrKn MEisv_ implies as little as a few thousand dollars for some 
act vi' , 

E. Need for more time and continuity
 

The subii, j t design and its obligated funds were originally for a period 

of two ye-ars. Thin apears to be too short a project period in view of: 

the i mport ,nce of the Lo irnprov.d - stoves; i ssues and tihe del ay there had 
been i p-.n-dinga rr r,-i.mechanism a; I'everage based on earlier 

succuse. fin 'aned',A.I . . and ot -hers: 

the n mal timc r,qti krd I,,r NC.1s like ENLQ to gear up for new or 

di ffPre w! artr '5v t i 1 

the i mprt an , of I r,rt r - term cent inui t y i n s;Ucl effort;: and, 

the likciv Kin- frame r.eded to 'iderutifv local and donor support for 

continued 5L' vt'v, d o'1lim nt , improverne ot and marketing," (purposc d_ 

cited ab,,'. and to put in place other donor ass;istance to insure such 

cont i nuitv 

Discuiriinsn with the subproject coordinator reinforced this view, pointing 
out that the pr'oject could have us;ed more time rather than more money. H(e 

cited the lE ,d for continuity of program, and time to build staff delivery 
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capability, among other things. The subproject PACD was eventually extended to 

December 1988 and getting the time extension was cited as one more example of 

the helpfulness of REDSO's Regional Energy Adviser. But the need for more time 

should have b-n recognized aid dealt with in the design. 

The need for continuity in such a regional effort, when the problem being 

addressed is on( that will take ycars to overcome, is particularly important, 
and is frequentlv given short shrift. For example, KENGO had a standing request 

for ext nding the project (beyond the no-cost extension to December 1988) if 

other fund. - such as natural-re source management funds, became available. 

A] t hough ;uch funds were apparentv used to extend the E/DI contract to December 

194? wtu, th- dcision was made to close the Nairobi office, apparently the 

contractor's Nairobi office did not pass on this request to the Abidjan office 

or to AIl),/7,:, ]thoug,, of course, there is no indication that such use ofa 

addition,! uiii would have been approved. Here, the purpo;e of dentifying 

rtht r subequr t donor support i s most import ant to insure cant Quit'v. An 

appartrnt SU, c;S is thtt i a-pL-ars that KENGO' regional efforts may be 

stst - d v su pp.rt from othtr donnrs - discus is ons are undcrway with the 

Put I, Norwgians, and Swedes. The subproject clearly was a catalyst in helping 

to gtncratc i .ttist within othr donors and to give KENGO the skills to deal 

with them in such a way that it can set at least part of the agenda rather than 

onlyo ce~ od to TV doto't ,tjn da. 

F. Introductory versus in-depth trainiug
 

Brief s ,-v tours and works-ot m ctings such as those that have been part 

ofthe KENQIRISP activit is can provide an introduction to production, marketing 

or other as ,pvw of disscmin tion that are part of an improved-stove program. 

Such activit i along the publications and networking activities, can±, wit h 
comnmuoicat sotn :picncr; and markedlv assist in the transfer of information. 

(Nut L.) Somt Aspects of a ,ovc development program, however, such as the 

product! .n of th( firrd-clv li-rs, take tirre and skills that may require longer 

and Mrt ii-d, 'ith KEY(, /PVISP's current capacity to assist in the 

derlcpn.is ,f ,' faciliities, it is unclear whether these facilitics can be 

usid an ln,i , r - t rao nin n Si ore Nor isi it clear whether there i s enough 

skilled , V',.tol , ,loll fr s c longer-term training. These important 
- M 

'.tn' 'rairW 

,
15(s di.t rvc c(oriide at ior PW \ond what is possible in this brief review. Their 

di cusri-n ,huld hoo hot" i part of a midteuri evaluation of the subproject, or 

included in nom, of the monito rin atd other studies that should have been part 

of th cyntrt tr'v work (ste paragraph I. below). 

G. Failure to include material support
 

"[he nub;-rc pci insgrard to deliye ring technical assistance, not material 

support. F i; cannot , for example, build model production units. If the 

r , mdtr thinsrevicu-, r tarnd corre 1iv, only recently has KENGO been allowed to 

deLu,-a amd As ciatev. Inc. 
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build testing/training facilities for beneficiaries (and not for private
 
.entrepreneurs), The authorization to provide such material assistance should
 
have come earlier and-sho ld have encompassed a broader range of material
 

77-assistance.- Limitations on kinds of1 assistance permitte.d have an obvious impact
 
on what the project can accomplish. The earlier A.ID.-funded EDP (mentioned
 
above) indicated the need for material support as well as technical assistance,
 
in some cases, In our judgement, the exclusion of the ability to provide
 
material support through KENGO/RISP was a limitation of project design,
 
Additional project resources and fewer constraints might have led to much
 
greater leverage of earlier experiences. For example, the artisan stove
 
manufacturers interviewed had difficulty in starting their operations because of
 
lack of funds for the initial materials needed, or in some cases, for
 
rudimentary equipment. (Incontrast, the Thailand Renewable Energy Project, for
 
example, provided this kind of assistance and succeeded in helping numerous
 
small entrepreneurs and cooperatives become established in manufacturing and
 
distributing improved stoves, profitably.) The reasons for such limitations on
 
KENGO/RISP are unclear, but appear to stem from two sources:
 

A Design Premise Perhaps Not Valid
 

The subproject states (in reference to the formal and informal
 
sectors), "In Kenya, these sectors are already capitalized and primarily
 
require the transfer of new technical and marketing skills.," (Note a,)
 
This premise is clearly not valid elsewhere in the region and, as noted
 
above, information available to the evaluation team shows that it is.not
 
fully valid for Kenya,
 

-	 : Other Factors 

It is unclear how much the failure to allow the inclusion of such
 
material support in the KENGO/RISP subproject was also a result of the
 
earlier experience with, and the perceived strengths and/or weakness of
 
KENGO:
 

i:. 	The unsuccessful experience with the ATI-KENGO project that was
 

more directly geared to provide such support;
 

ii., 	The perception that KENGO's strength is in "networking" and
 
similar information transfer and on~ly some types of
 

development/nurturing;
 
iii, 	 If i, and ii,are relevant, then to overcome these factors and
 

include the material and other support (see 8) would have
 
resulted in a different subproject,- perhaps one that would have
 
7 needed
. more than just KENGO as a grantee.
 

These issues and those suggested by the discussion below ar. much too 
important not to have received more attention and documentation, both as 

do~uels MW Associates, Inc. 
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mecha1nisrs s utld al<ve bec i sought by the contractor, Although the EIA 
contractor staff produced a large body of reports and papers, the) do not, 
however, suffcicntlv address the issues discussed in this paragraph; resources 
wevt a . iistad to other issue.s or actliviti-s of :;et yinglymd.- less 
imp ,rt, ,: . 

III. OUTSTANDING ISSUES
 

ThK f'eyo)pi tQ an.l 0si.5 touch(s upon those aspects of the KENGO/RISP 

subprojcct that cculd be. dealt with in the course of this evaluation. There 
rcrnain severa! oth r issues raised bv thin evaluation, analysis of which was 
pr vc nt ed bv t h c i rou,,s t atc s . Sorn of th are: 

Htow could this effort Ni extt ndcd for bettor inclusion of 'est A'rica? Is
 
usi ni ENDA in Dakar tK answ r'.'
 

Would th r h&,v, h i an a;Tropriat(- vehicle for lon[tr-term.- ;ct sonm 

Ingitudin<, mudit. of mar t trtends and structurt , in particul ar price 

St ructur' in trends? If so, how could tL subrro ject der gi have been 
modified to i,.lud, such studies, p:iferahl v usin& local talent 7 

Could the. subp: ject havc done a still better job of using local :alenit and 
avoidit, r p t .t i'y eff or! s '.' 'ow? 

daL.cx wi~dAssociates, Inc.
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NOTES
 

a. "Energy Initiatives for Africa Subproject Regional Improved Stoves
 
Program (698-0424.23)" REDSO/ESA and REDSOj/CA, August 15, 1985.
 

b. Publical.io And shiri ; of information are part icularly important not 
onlv in tranatr r of tcu il o&v, but also in institultion buidi n , and 
shoul. go hI iK han1 An : ,mpl; of conflict in Whnt5, two goals, 
howtev r,r. is : , liatu i fI s olit of KEN ' s pied(ctssor project s , where 
thc contr, ',a A','i li' lud a full-color, in .rmi ti\ti o ,Iltt with a 

i it t 	 i rioVt'good account W I l " (d' t a'.v. d(vV 1oprnent adl 
fabrication, K, j t., ,td it all a ,an AircomIllma(nt of thmi c( i:nii(l r, 
rat IR r t W A ' i i t i ' W "t ded s t run~t Iunirg ad~ had( W 11t t 

i , nm zA ,W.lo i!; ,.-re-spakn::i}.I : , .' ] 1Q n, , i via cu tr.,ct;r'., tecim ical 

as' i.nt l;.,n LIA, imil,: (,,f :in W also arisen In tht cast of 
th, KEET Q,'t.1SP' ,n'', ntlt,. , ,c',r ful read:ng I iH, tntnv,! wo,,-n: 

COilt oyie "-!t'i :r i n oti~ d t" usncat tiw impr .ssi,, t itt tht 
w*orksh;[op; wn!, nry" . if..' ! :,! , 5n,,d,', it, W! Ho'I, C'CI~tl ir't o , Yalh! i on ,I V 

c. Material for this discunioi is ba.;d on ](rnpth ini't.iw, with Curr'nt 
and formtr RLL' 9Si/E.A ptir~,onncl, currCnt ard rmr, r KM'Y p :,ooI,, currunt 
and former cont ractor peronniu- . thE cont r1 ct or'sa quartc l-I an]i tal, and 
otcr r pcrt, a sot Q .ENeGO doc-cnc t i ,,'dcd by m r, of ti. peopl. 
intcrvitwed and by AI ,"/. and t he followinug specific docunlt a :n addition 
to the subpr- > : t paprr: 

1. 	 Mike Je,.es (NO). As:stssm nct of Een)a Improved Stove Project 
Expericnce. 

2. 	Mike Jones Memorandum. 

dtLutis and Aasociotes, Inc. 
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TABLE I A SELECTION OF KENGO/RISP SUBPROJECT ACTIVITIES 

1. Reconnaissance/Information Sharing Missions: Botswana, Burundi,
 
Madagascar, Somalia, Uganda and Zimbabwe 

2. Preparation, Organiisn,, and Execution of Regional Stoves Workshop 

- att nd, d bv 50 p -ticipants frorm It African countries as wcll as 
reprtsentAiv, s of USAI 1 and ,t Itr bilateral and: multilateral agencies 

3. Training (sccifi. fcr , and origit of , rv ,i ipantsu! tur 

- Sudan: Ene rgy and A rY for s t rv Stu'd'; TKu: (K n,,)
 
- Sudan: Iprovcd C;';I'st L 1rin,, rKii Cirst, X ina)
 
- Sudan: AgrofuLsortrv Tr, inrT ,r r:;t (knn,)
 
- Madagascar: Wood -int r', mpri-vr S, uv. Trainigr, Course
 
- Uganda: Imp ,.ro.ed C',k t-v, CNfIt ntr.
 

4. T-chnica As io t ni,. 

Impro '(c Stov,s Pr j.-t r "rmtw ation. Planning and Management: Uganda, 
Madagasc ar, E nva, Zarbia, Zir, Lbalowc swanai d Lot 

Encrgy-cfffici(nt stovc' d sign and tenting: Uganda and Burundi; 
Assist ing local a;enrira in ttract ing dnor support Uganda (SIDA), 
Somalia (Yorl. Bank) and Mdagascar (Worl d Banki: 

- Assisting govt 0arlf( wt th n.!ional .',d-,:erg' policv formulation 
(Uganda)
 

d*Lucia and Absociates, Inc. 
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TABLE 2. SOME OF THE MORE iMPORTANT DOCUMENTS
 

PRODUCED UNDER THE KENGO SUBPROJECT
 

TITLE 


Development and Field Test of the Kenya Ceramic 

Ciharcoal Stove
 

Cockstovt-s Study Tour of Uganda 

Foundation for Woodstove Dissemination (FWD) 

Fo,--l Point for Eastern, Central and Southern 
Af -i: - 190 ,(T7 Rp rt 

;,o E.i u.! ada'giscar'rg" 

'Wood Entrnv - Somalia 

W'on, Enrr6y;v Study Tour of Burundi 
Lw"i d ,"}h :,,.' ':.Ma
d~~ascar 

Itvt 1 ju:u and Dissemination of Wood Energy 
'IT,r 'x, i in Ea,:~rt Africa - Summary Report 

of FE= ' g ical Workshop on Improved Woodstoves 

Cal-n, r for 1q 8/ 


KE Xtv's, Vol II, No 2, July 1.987 


Ptiral Stao',s Workshop 

Iraprovina Cookstoves - KENGO Wood Energy Training 

Mark-tin; of Stoves - KENGO Regional Stove 
Yark,,hop 

Intrmat i,nal Course on Biomass Energy, 11-29 
April. 1988 

AUCTHOR
 

Raphael Kapiyo
 

Stephen Karekezi
 

Stephen Karekezi
 

Stephen Karekezi
 

Stephen Karekezi
 

Stephen Karekezi
 

Stephen Karekezi, Prabha
 

Rharwaj, and Elizabeth Obel
 
(editors)
 

KENGO
 

KENGO
 

KENGO
 

Beatrice Khamati
 

Orro Marketing Ltd.
 

KENGO
 

deLucia and Associates, Inc.
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Regional Wood Energy Programmc for Africa KENGO 

Doing More With Less Fuel - Recommendations for a WSG - Woodenergy Systems 
Wood Energy Conservation Strategy for Uganda, Group, The Netherlands; 

Summary Report to the Uganda Ministry of Energy, KENGO - Kenya Energy 
1987 Non- GoverninentaI 

Organizat i ons Association: 
JEEP - ,Joint Energ)" and 
Environamnt Projects, 

Uganda YMCA - Young ;:omen's 
Christiar Association of 
Uganda: MoA,/F) - Mini strv of 
Agricult, re,. Forestry I)cpt. 
Uganda, .oF - Ministry of 

En(rgy, Uganda 

deLucie wid Associato, Inc. 
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APPENDIX B
 

IMFROVED RURAL PRODUCTIVITY THROUGH MARKETING
 
AND DISSEMINATING ENERGY TECHNOLOGIES
 

LESOTHO SUBPROJECT (698-0424.32)
 

[Evaluation of the Lesotho subproject was considered by the evaluation team to
 
be potentially valuable in pointing up lessons that A.I.D. could advantageously
 
apply to future projects. The limited funds and time available to the
 
evaluation team interfered, however. The team's efforts were s pplemented,
 
fortunately, by support from che Bureau for Science and Technology for a
 
collaborating participant, funded under another on-going contract, to conduct an
 
evaluation of th-s subproject. What follows is a summary of that evaluation,
 
excerpted from the longer :eport that is available from AFR/TR/ARD or Oak Ridge
 
Associated Universities. The author is William Barron, Ph. D., and the complete
 
title is: "Energy initiatives for Africa, Lesotho Sub-Project: Improved Rural
 
Productivity through Marketing & Disseminating Energy Technologies, A Technical
 
Review."]
 

I NTRODUCT I ON
 

Sevral formal and informal reviews/evaluations have been conducted on the 
EIA L s ,tho Subproject. Thesc focused largely on the specifics of Subproject 
desigr and on detail- of implementation. The purpose of this present technical 
rc.i in, t- ::arin, tif Sub-project within the context of the umbrella Energy 
lnitiativ n ,i Afri<a (EI7. Project. As such, this review attempts to pull 
back f-ms tK, .t ''A wh u possible. and to present a more general e:x:amination 
of t h Sub--pr; Kun] irnd st rat gies andg. lessons which might b. learned.
 

'Ti: trl vip.w, i b1ned on cx:.adination of the written record
 
c,,le td in 'an, ion, M.,'ru, a Nairobi, and Dn interviews and several site
 

v'i.r in:.A I qthlv in:March 104H. This write-up is intended to as
i serve 
additional irrfnrmt an for t1o t eam conducting the formal evaluation of the 

Krc'v Initi ati .'cc Africa Project during March through May 1988. The formals For 
evaluation of I a dcals with project and sub-project activities from Fiscal Year 

(FY) 10F2 through FY 198/. 

deLucin and Aseociatts, Inc. 
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FORMAL STATEMENT OF SUB-PROJECT PURPOSES
 

As described in the Sub-project description (USAID/Maseru June
 
1984) the purposes of the Sub-project are to:
 

a) develop and strengthen selected dissemination
 
capabilities of the Appropriate Technology Section
 
(ATS) of the Ministry of Cooperatives and Rural
 
Development and the Government of Lesotho (GOL) that
 
are essential to the design, development, testing and
 
demonstration of improved rural technologies;
 

b) design, test, and develop effective rural technology
 
dissemination strategivs utilizing multimedia
 
resources (e.g., post,.s, publications, films, etc.);
 

c) dissemiratt and/or market selccted improved rural 
technologies as developed bv the ATS under the 
predecess.-or RET Project; 

d) develop and strergthen small , and preferably rural, 
entrepreneurial capabilities to produce and market for 
profit improvcd rural technologies. 

I OVERVIEW MAIN POINTS
 

(Design)
 

Th( Lesotho EJA Sub-project For Improved Raral Productivity Through The 
Mariitinrg and Fl.,srmination of Energy technologies (#698-0424.'12) was initiated 
in Sept 1'ibrard in 1987, an8r4 ende.d September with obligation level of 
$25(1,f11W ; ard a fiinc,,i1( penditure 1 of about $227,000. The Sub-project was 
dc.-i gi-,f c -ia direc t follow-on to USAID'S Renewable Energy Technology 

;L;ic lc.''ioped toPrro j(c: El'H- Lad the speciiic t echnologies be produced and 
markc tI d it :-tl,f EIA Sub r(,ject. RET worked closel y wi th the Appropriate 
Techn ',' ct ir.i (ATS) .f t he Mini ;try of Cooperat iv'es and Rural Developmnent 
aid ATS d T or :arniation for E]A Subproject.,' tle couwnt rpa:-t the 
,ori .- ! f ild was to be providcd 1)" USAIlI.e sotho and on-going
 

, 1 wa!; TA
t(-c h:i, : H, nd ov right to be provide-d througi short -ter(n and 
vi sit 'v - 1 ( i IIonaI of f i iIi) Nai Irobi , witIh addi t i onaI support from 
th. RE S /FSA f.,'I ,' Advi' or. 

((;oa Is)
 

This Sub-tproj(ct sought to incr as;e rural incom!es and employment through 
the marke t inrg, di ,ornination and commercial ization of energy-related 
techolor, 5.-.On the production side, tlie Sub-project sought to e.ncourage and 

deLucin and ,In'.al 
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assist the Lesotho small and medium scale private sector to produce metal 
cookstoves, metal grates and bars for stone stoves, horticultural growhole 
kits, and other devices (e g., RHCs) developed under RET, EIA assistance to 
potential private producers was provided through technical information on 
product design, training in production techniques, and in some case:, advance 

purchase orders for products to be later sold through ATS. On the demand side, 
the Sub-project sought to increase awareness of opportunities for improved 
efficiency of energy used by households and institutions through several 

different disseminition strategies, including training of "multipliers" who 
%a.would in turn train others at the community level, and the use of various media, 

;including radio, print, and tee shirt decals, 

(Approach)
 

With the funding from EIA, ATS would hold training sessions with local 

artisans on construction techniques for the energy saving and other devices,. 
Where necessary, ATS would also stimulate production of these devices by placing 
purchase orders with the producers, Concurrently, ATS would work through 
various channels to spread word to communities in Lesotho about the advantages 
of its improved technologies and techniques. One information dissemination 
technique was the use of "multipliers" who would demonstrate to communities the 
usefulness of these devices. 

Sub-project funds were used to pay some salaries at ATS, for training
 

activities carried out by ATS, for vehicle maintenarce, and for technical 
assistance. It was expected that strong linkages would be formed between the 
ATS's EIA sub-project-funded activities on the one hand and on-going GOL, 
USAID., and other donor and NGO/PVO programs on the other, These linkages 
were expected to be particularly strong in the dissemination efforts. The major 
beneficiary groups were expected to be rural households, local artisans, 
government institutions and non-governmental community organizations. 

a i Employment and income were to be generated through the local manufacturing of 
the devices. Households and institutions-would benefit through increased 
availability of cost-effective devices for energy and other purposes. 

EIA would also assist ATS through technical assistance,' Prior to the 
obligation of sub-project funds, EIA funded work on a survey of household 
cooking in Lesotho and a explanation of tthe capabilities of the small and 
medium-scale private sector to manufacture the ATS stove, During the course of 
the Subproject, EIA also funded a stove consultant who worked with the ATS toa 

: 
aimprove the design of its metal stove, 

(outcomes).

The Sub-project did achieve some important successes, Several hundred'
 

stone stoves were installed in schools andisevetal hundred metal' stoves wert 

~afmanufactured and are gradually being sold. Despite some shortcomings,, the:a.-


atraining sessions iappear to hav, had some real impacts,_ ATS also developed
 

dd aa Inc.Asscias 
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reasonably effective dissemination strategies for providing information to
 

households on its various energy and agriculture equipment and improved
 

techniques.
 

Unfortunately, the important production-side goal f stimulating the 

indigenous private sector met with little success. The metal stoves which were 

eventually produced have a limited market because of their relatively high cost 

(roughly $60 US at 1988 exchange rates) and they were manufactured in the 

Efforts to have local artisansRepublic of South Africa, not Lesotho. 


manufacture tim se metal stoves failed. Attempts to have the artisans make the 

other eqcuipmen, such as gratcs for the stone stoves and horticultural 

growhol . thun for- have m(t with only occasional and temporary success. In the 

area of dissemination, the 190 Midterm Evaluation noted that there was 

insufficitct follow-up suppo.rt from the ATS to the "multipliers", Inadequate 

follow-up to rccipicnts of trainir continued to limit the effectiveness of the 

ATS efforts throughout the rcminder of the Sub-project and this problem persists 

today. 

In his final write-up on the Subproject, the REDSO/ESA Energy Advisor 

noted that the Lesot ho Sub-project was 

in certain rt spc -ts the weakest of
 

all th, Subproje~ts in the
 
region...
 

In its Sept-mbur I qK Fira Eva]uation Cable, the Mission noted significant 

problems in thm mxii xtr:mmdn ds':ig" of t:he Sub-project, and outlined a number 

of basic char,. in approach which it recommends employing in similar efforts in 

the futurr. Thn (hachn ,i includr the un;' of fulll-time resident technical 

assistance a!nd man;; tment and thr est ablishment of a capital fund to help 

, rbi c n IciiT, th small scalp private sector.address the P ro m Vilt 


Surpri iiTi l , th, E,/i, ,. 'mQuartrlv and AirW rnpirts fail to mention 

these st mi' :u sh rtc.min.m in th( Suh-lrnjtct 'g nuic nm-,. For examplte, the FY 

1987 E/I EIA Anmual repurt (Wi,.lm,, 1981) ,ummd up the Sub-project with the 

comment that 

... this Sub-,roject proceeded to
 

close down, most of its objec i yes
 

havinPg heenmmxi e,
I 

reports, and duringConsidering th, o.lt mtI5 '| i ni:various eval uation 

the 1987 Annual Report, at best,recent intur'vi' wt . thin smm rv "tat mtnt in 

requires exteri\v qpialif it liu,. %vi ral I, the descriptions in the E/DI EIA 

periodic r ,rt, qi;'+ a hi',hl, v ,poit ivr picture of the Subproject, without 

referenc t, di H.I,,ii m pt , in tlh A c of productiua-side activities. in 

short, ih,'.' fail i niv, , hdld loei v wiw. 

deuIa aridAs&Q&ateL, I11. 
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(Influencing Factors)
 

ATS suffered from the loss of key personnel at several junctires. A 1986
 
change in government in Lesotho added further to ATS staffing problems. 
 These
 
difficulties were compounded by persistent transportation shortfalls in a
 
Sub-project with important outreach/training activities. On the A.I.D. side,
 
Mission personnel with oversight responsibility changed several times over the
 
course of the Subproject. And, in the end, it became clear that the private
 
sector in Lesotho faces several major obstacles whose significance was not full), 
appreciated when the Sub-project was designed. 

The process of economic development is a complex one with many necessary
 
and few sufficient conditions for success. This Sub-project set out to do many
 
interdepende-nt things 
with very limited resources. Some of its accomplishments
 
are imprcssivt 
 and wortthv of note, hut the causes of its failures must also be
 
somewhat difficult aid expensive to produce. Also, concern continued to be
 
expre ssed about ccmsumc., re spc se to the appearance of the stove.
 

Mi cha, i Bec. of E,II. E!A Nairobi office provided management oversight
 
and admini etrati...t suppo t ais well as giridantc and monitoring during his
 
periodic visits 
 to Lesotho. Tor Prvor of PEDSO/ESA provided sub-proj.ct 
design, administr.ti ye aid monitoring support, aid general guidanc, dring his 
periodic vsitm over the course of the Subproject, Various Mission staff, 
includi ng .. 1lc rnivsn, C. Fortunato, M. Yohnnus, and A. deGraffenrcid at 
di f ferent t i m: z provided inputs to Sub -project design, monitoring, oversight 
and evalu ation, 

IMPACTS
 

In an: event, th EIA Lesotho Sub-project was a good try, but ont which 
suffe red from sevecral adverse developments (with more or less cumulative effect 
and in the end had to face the fact tHat the obstacles to small-scale private 
sector Itvolopn t in IQ notho arc far gr ate r than anticipated. 

The , r IA Sub-pr'jp-ct wa; one of only a few EA effort; aimed 
specifically at st.reungth nirig of the private, sector. Its two-prong d approach 
of stimul ating the production ,f, and the de.mand for, improved ene.rgy products in 
the private mark r t pl ace represent ed an ambt i ous , compr innic ye approach. Some 
parts of thost offfocts worked rather well, even in the face of obstacles,, while 
others encountered insurmountable diffr-nlt i -s, given the available resources. 

deLuci- and Associates, Inc. 
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Evaluation,~~ iso ~eivsta T ea tv oth ~ h ssml 

eprodivton ofetvenes sowef u household As refin mehtol themaoiyflcl 


in interviews, Mission staff believe that a lower priced device should have been
 
developed and marketed by ATS under the EIA Subproject, ATS staff and the EIA
 
regional advisor, Michael Bess, strongly disagree, stressing that the ATS stove
 
addresses an important market need and offers important advantages to consumers,
 
including the ability to burn a wide range of locally available fuels.
 

The difficulty inworking with the local small and medium-scale privatew
 
sector was evident by the time of the Midterm Evaluation inApril 1986. The
 

Smidterm Evaluation noted that,
 

the greatest weakness inthe ATS work with
 
beneficiary groups has been with
 
entrepreneurs.
 

The Midterm Evaluation stated that "efforts are underway to fill these
 
gaps," apparently through more attention on the -part of ATS staff to training
 
and quality control in their work with prospective producers. However, despite

repeated efforts by ATS, little progress was made in this area over the remainder
 
of the Subproject. Late in the Sub-project EIA contracted a local consulting
 
firm to monitor Suib-project activities, Peat, Marwich, and Mitchel's Second
 
Progress Report (submitted July 1987) took a close look at the ATS metal stove
 

~{program, Itcoro-luded that small-scale productiou (batches of 50)is preferable
 
to larger-.scale production, and that overall, ATS gained little by working with
 
the relatively larger firms,,such as Lesotho Steel, However, the consultant
 
deferred until a later -reportits recommendations on the best approach by ATS for'
 
attracting small-scale producers to manufacture a stove of acceptable quality.-

- In its Final- Evalutiton Cable the Mission stressed the 'financial problems.:
 
of local small-scale producers,.-


Appropriate technology activities such as the : 

- -EIA -project can best be sustained, in our
p---view, by buildingdin 'a capital 4und to
 
finance the establishmoent of 1ocal industries--

to replicate-the technology ~thatJ being-



, 

transferred. - ,- -'---

- (Dernand.Side
Activitie8)~
 

-- ~---~,The ATS liar been relativel s~c ful in delivering informastion on energy- ~~~~,I--


-conservation -And equipment opportunitiesoto the people of rural Lesatho This
I 


work involved the use of mmulti-pliers", 'that is,th- training of trainers, ATS-.

dol---- an AsII-e, u 

- -~ I4~----_4 



i 

"....itrainedi over 100O trainers from anumber ,of different C'OL agencies, and these"i: (, :, 
pe'rsons inl"turnappear .to have : benraoal:ucsfu nsraigtewr 
to .,consumers about more energy-efficient cookingl techniques and inmaking ipeople , 
aware of ith~e improved :devices (e . g., retained heat. cookers, and! metali stoves))to
"makeimore: effective use of iavailable ifuel and to grow, more ifood: ori fuel-(e,g. ,: 
"grOwhole kits) ii. The Midterm evaluation noted the problem :of ,follow-lup .to ithe. 
:initial :training provided by :ATS for the imultipliers, citing-"ATS's transport i
bot tlenecks , The Midt erm Eval uation recommend ed that: ATS limit the number o f :- :: 
courses and to make .each course more 'intensive. ,ATS apparently attempted tro 
improve ::its training, but. in :the end seemed- to'have been 'unablel to0 overcome its' : 

staffing inadequacies. 
ofithi heat becoerad
aewrin imroe devi-csnt(egovrete meal stpoveto
 

Dissemination efforts wth the multipliers were supplemented (through the ! =./:!i 
i.se ui. of radio and other media (e~g,,."tee shirts) and this :seems to have been. ~-i::ii 

reasonably successful. In its dissemination efforts.ATS established,effective i' ii
rlinks wth a number of other GOL agencies under the MLnistries ofAgrculture
 
Heapen, in tuappear thae benrges developed to a ngreater thane
extent wo-d
 
originallyenvisoned The Sub-project's support tecthis type of liaison and
 

benefit stemming from the Sublproject. Projected liaison between ATS and g.
 

several Mission programs (ega, LAPIS and BNFES)was less effective. the
 

: ii: :'(Institutional Impacts)"
 

iniThe EIA Sub-proved rovded vital support aestruggling TS tagcanrbtassisted this agency in Efurthering its amsof promotng theiitin o
 

of more effichent cooking devces and other types of equipmenty Thelimited EIA 
we r eiresources a hwever, insufficient tohelpATS overcme ise nderlyng 

S- limitations notablyitaffn capabil ity and capacity for adequate ollo-up on 
beeneintedn.rmteSbprjc. Poetdlaio ewe T n
training and outreach AsBess and Pryor stress, it isrnot reasonable to expect 

newokigMissoitiprogramsotcutygvrmn(deg. onsiee wasuless effctve impotan
impStands (iFe.) nseve th tb l
EAbyitself;,,to make .ATS :into a :fully viable institution,;: . - ' i~ :}i
 
me mots a f t e r A T
i ~~(nstitutional IA Tains~~1988i~ theendImknadinrae~opts)ntehiue)anof is suptace e re ugsh he -

reltvely waandoh lerabe insituton, urts)hGOL s eemshavetoa te to dosbtproect provhidoed asuppreoastrgl ingte oLacy and
 
roeoabrecogze.as doin i t n aork andeone wATS shuld ibe efti ewrdine ofpromotingenpouctpinade
Asi.Dsstistancy furthengenitseaims

lin the absnce of outside fOu ading Wit inisr Agruwelt have,.urt o 

ofnoregngefficifomitentcook o qimnthoevicelsiie
and otherstpso 

imreores eeoeisfficient to helgseisiprant, overtcmeritsndering
 

wr hling h I
 

In~cl mnthcfeh fLAasitne T ean
1988,soe n 
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~Lesotho's problems with environmental sustainability and the prospect of higher
 
;energy prices inthe longer term. Hopefully, A.I.D. or some other donor will---< "-~
 

Ssupport the ATS in this work in the future.
 

CONTRACTOR PERFORMANCE 

(Short-term TA)
 

The "quality of the work performed on the Su-rjcbyEDstfanis 

S'stafonthatoas 
 was generally of high quality. Both the Mission and the ATS
 
V.tf
hav ahgh regard for the work of Michael Bess of EDI',s EIA Nairobi
 

office in Sub-project design and monitoring, VThe EIA-funded short-term
assistance by Guy, Burrell, and Kinyanjui was provided in a timely manner and
 
addressed' important information and technical needs. It'is all too easy in 

hindsight to identify oversights and needs which were not adequately addressed,
 
Overall, the TA provided under EIA to this Sub-project was valuable in moving
the Sub-project forward,
 

(Reporting)
 

As with the EIA project in general, important information on the Lesotho
 
Sub-project was not available inWashington. Uncoordinated actions on the part
 

of A'.I.D./Washington, REDSO/ESA, E/DI and othersV left the EIA files in
 
Washington with major gaps. The most complete set of records available in
 

-Washington 
 was the contractor's Quarterly and Annual Reports to
 
A.1,D./Washington. Unfortunately, the' information in these reports is typically!---

~<vey~genral. Where specifics are given, the information isusually descriptive
 
-y"rather In the case of the Lesotho Subproject, isazes of content
than analytic.',are compounded by the question of balance, 

V The write-up on the Sub-project i-n the E/DI ElA Quartryai nta I 
reports presents to the reader a picture of successes, prticrly iAnatheIas
 
of information dissemination. Where production side developments are mentioni6i
 

iisin'eadt ucs. 
-

The only problems noted in the periodic reports
 
relate-to ATS staffing. There is no mention of ATS' repeated disappointments in,
 
its attempts to have equipment and parts made locally, probiemsperhaps most
 

-dramaticin,,he 
 case of the ATS metal stove, but extending asotothe
 
~manufactrv'of meal4 parts for, the stone stoves and to. the otho'r technologies,


such as growholee ,'2The Jlidtorm Evaluation's conhurnwaVATS w ork&with the 
enr~reeu wa.,t graetweaknelss no wbere relce'nth,/IEA
 

reports .V The QuirterlyaVn4V Annuial Reports mention ,the -numbeooA:AT$&stoves
 
'bin mde, bu do niot say ,that they, are .,,bing',imore Rpblco but." 

SothAfica. The Sub-project's sucser or'ilwrthyof oenct bu
 

thyae blncd * and~inl sue~c at' least patyoverhidoved, by very~t rea
 
faiure,s Such a~ancedicture ts absent from the uArtoirly and Annuyal
 
Repots.VV'~'

V 

http:Repots.VV
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stoves by local artisans. These outputs will be
 
~~0~W'achieved through extension, surveys, production of 
 ZjL 

teaching materials and workshops for staff and the
 
geea public. ~ 

>~These'-partially 
 interdependent ends were to be achieved by a still young,
 
Ivand not firmly established counterpart organization with two years of assistance
 

from A.1,D. totaling $250,000 for short-term TA, counterpart salaries, and
 
~essential material support.-


SIn fact; much was achieved by ATS over the course of the Subproject,
 
~IYpicuarly in information dissemination and networking, The dissemination of
 
inform~ation on energy-saving opportunities' helped develop a fertile ground for >a
 
srongemand for the ATS energy equiipment and other devices (e~g,,growholes.).
 

SIt ismost unfortunate that the full benefits of this increased awareness have
 
inolt eierealized, due to the absence of effective repnefrom potential, local
 
producers of these devices. w
.j< 

Clearly, success in the information dissemination activities would have
 
full significance only ifthe supply ofteATS dvcsadparts was thereto
 
meet the demands thus stimulated.:.It would have been useful if the4 
1Sub-project's design had made allowances for ATS making the devices and parts
 

2itself, if necessary. This was explicitly considered and rejected during the
 
midterm evaluation. In the end, ATS made the best, accommodations it'could when
 
facedwih inadequate response from local artisans - n some cases mak~ing the',
 
devices itsel{ (e~g,, metal parts for many of the stone stoves), going to larger

manufacturers (e~g., in the case o~f the metal stove), or,recognizing the need for
 
mor'e~time in overcoming bottlenecks for production for somedevices (e~g,,
 
'growholes), In the end, there probably should have been an explicit recognition
 
of the need for a longer-term perspective in pr'ivate-sector development with
 
the EIA Sub-.project settii~g-out to accomplish what it could, but having------
fall-back options if major obstacles developed.

4. Need for more information exchange., 

thsSub'.project would have benefie fromCCC ---

IL CLopportuni-ties for more meetings and other forums for 

information sharing.amogIA~4 sub-projects and-other:~C '
 

Su-roet h~dther bee in , or18,awrso -'986nE epreces -C-C CVL 

CCC, workshopMI gere inerss.n Co oLC Su-rjcneed V~ conop ChC 
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APPENDIX C
 

NATIONAL ENERGY PLANNING ADVISOR - LIBERIA 

LIBERIA SUBPROJECT (698-0424.03)
 

I. BACKGROUND
 

The subproject with Liberia, to provide a national energy-planning advisor,
 
was one of the earlier EIA subprojects to be implemented. It had its origins in
 
a national energy assessment performed between April 1982 and March 1983 under a
 
contract with Oak Ridge National Laboratory and funded by the Office of Energy in
 
the Bureau for Sciencp and Technology (ST/EY). That assessment developed a
 
substantial energy-sector data base and recommended that further assistance, in
 
the form of an energy-planning advisor, could take advantage of this data base to
 
help Liberia develop a more coherent national energy policy that would ease some
 
of its energy-import problems.
 

Approved in June 1983, the project was supported by $250,000 in Elh funds
 
obligated on July 29th, with an another $101,700 in local funds contributed by
 
the Government of Liberia (GOL). A.I.D. provided additional assistance from the
 
ST/EY Energy Policy Development and Conservation Project (936-5728) in the form
 
of funds to sipport 1.5 person-years of shorc-term assistance. A.I.D. further
 
assisted t'ie subproject by providing mission funds to support a field
 
installation not covered under subproject funding, and a final workshop where
 
one of the subproject's major accomplishments was presented to the Government.
 
The Resident Energy Advisor, whose services were secured through Oak Ridge
 
National Laboratory via a PASA (Participating Agency Service Agreement) with the
 
Department of Energy, arrived in October 1983. Subproject activities began
 
shortly thereafter and continued through October 1985, with the National Energy
 
Committee (NEC) as the cooperating counterpart organization.
 

When the subproject was conceived in 1982, it was assumed that, in common
 
with many other developing countries, Liberia was suffering from energy (i.e.,
 
fuel) shortages in the rural areas, hence the original statement of purpose of
 
the subproject included an emphasis on renewable-energy technologies. The
 
Resident Energy Advisor. however, saw no evidence of such a problem. There
 
seemed to be no rural fuel shortage, no shortage in Urban cooking-fuel supply
 
seemed evident, and although there had been no program of improvement in
 
cookstove efficiency, charcoal was cheap and in good supply. The power sector,
 
on the other hand, showed serious problems. Thus, the subproject activities
 
shifted toward national energy planning and addressing the problems of the
 
Liberian Petroleum Refining Company and the Liberian Electric Company.
 

deLucia and Associates, Inc.
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In November 1985, the Resident Energy Advisor submitted to A.I.D. an
 

"Overview Report"(note a) summarizing activities under the subproject, and the
 

following April, A.I.D. conducted a formal evaluation.(note b)
 

This analysis is not meant to second-guess that evaluation, but to
 

supplement it by providing a perspective from the vantage point of one year
 

later. In the context of the present evaluation of the overall EIA Project,
 

this subproject presents an opportunity to point up some lessons that may prove
 

valuable in design of other similar regional projects. While the analysis draws
 

on both the overview report and the "Final Evaluation", it is based on extensive
 

interviews with most of the parties concerned in the execution of this 

subproject - current and former staff of USAID/Monrovia; the former Resident 

Energy Advisor, Dr. William F. Barron; his Liberian counterpart, the Assistant 

Land, Mines and Energy, who was also SecretaryMinister of Energy, Ministry of 


of the NEC, Dr. E. Meidi-Himie Neufville; the staff of the NEC Secretariat,
 

including the current Acting Secretary, Jacob S. Sandikie - and on other
 

documentation available.
 

A. Goal and Purpose
 

purpose of assisting the Government ofThe 	 subproject was designcd for the 

Liberia (COL) to formulate a National Energy Plan, to develop
 

pilot/demonstration activities in renewable-energy technologies, and to
 

institutionalize the governrment's capacity for energy planning and assessment. 

(SPARC) statEd, "The proposed long-term
The 	Subproject Approval Request Cabi 


energy adviser will help transform energy assessment into a national energy plan 

detailing policies to be undertaken to promote energy conservation, substitution 
imports, and better, more efficientof renewable domestic products for oil 

management of 'the' energy sector through, in part, a larger role for the private 

sector."(c)
 

the 	 Energy Advisor was expected to "collaborate with theSpecifically 
subcommittee of the NEC in developing a National
secretariat and technical 


Energy Plan." This was meant to include assisting the NEC staff in "formulating
 
presented to the NEC ...and drafting policy options for the energy plan to be 


energy plan in accordance with the NEC's decision." (note
and 	drafting the final 


As noted in the SPARC, this activity dealt primarily with petroleum - supply,
d) 

demand, pricing, transportation - and the role of the private sector. 

In addition to responsibilities dealing with the National Energy Plan, the
 

advisor was responsible for "formulating and developing study designs and pilot
 

projects in areas identified by the energy assessment," along with the usual.
 

need for and securing the services of
responsibilities for identifying the 


experts in pertinent fields, and maintaining contact with other donors and
 

USAID.
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The specific goals of the subproject were:
 

- adoption of a National Energy Plan by the National Energy Committee;
 

- strengthening the capacity of the NEC to engage in energy planning and
 

assessment on its own; and
 
- initiation of one or more pilot projects and/or studies in the area of
 

renewable-energy resources,
 

Its overall goal, however, was the institutionalizing of two processes - the 

periodic gathering of energy data, and energy planning on a national and 

regional basis. 

B. Counterpart Institution
 

Thc subproject provided cooperation with the National Energy Committee,
 

an intErministerial committee with a Secretariat in the Department of
 

Energy of the Ministry of Land Mines and Energy (MLME). Established in 1980 for
 

the purpose of assisting the government in developing apprcpriate enErgy
 

policies, the NEC had as its primary aim alleviation of "Liberia's chronic
 

balance of payments problems -nd [boosting] its overall economic development
 

through well designed programs that will reduce inefficiencies in Liberia's 

energy sector and ... promote the substitution of domestic resources for imported 

oil whencver this can be done economically." (note e) The member agencies 

comprising the NEC are:(note f) 

Ministries:
 

- Lands, Mines and Energy (Chair)
 
- Planning and Economic Affairs
 
- Commerce, Industry and Transportation
 
- Rural Development
 

- Agriculture
 

- Internal Affairs
 

Government corporations and authorities:
 

Liberian Electricity Corporation
 
- Liberian Petroleum Refining Company
 
- Forest Development Authority
 

Secretariat of the National Energy Committee:
 

- Bureau of Hydrocarbon, M12-E 

C. Earlier Experience
 

This subproject can be considered a logical second phase of A.I.D.'s energy
 

activities in Liberia, the first phase of which began in 1982, when ST/EY funded
 

ORNL to assist the Government of Liberia in performing a national energy
 

assessment. That assessment, which served as the basis for the subsequent World
 

deLucia and Asnociates, Inc.
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Bank country energy assessment, alsc resulted in the collection of a substantial
 

data base that seemed a good foundation for energy-policy development; thus, it
 

noted the need for a resident energy advisor to assist the NEC in taking
 

advantage of this opportunity.
 

The government was pleased with both the process and the results of the
 

energy assessment, and approached the mission with a request for technical
 

assistance in the suggested follow-on phase. Furthermore, in view of the
 

excellent working relationship that had been established by the ORNL project
 

head (Dr. William F. Barron) with his counterparts in the NEC, the government
 

specifically requested his services as the Resident Energy Advisor. With this
 

background of positive results, good working relationships, a substantial data
 

base, and a specific goal, the EIA subproject got off to a good start.
 

II. Discussion and Conclusions
 

A review of the Liberian subproject of EIA leaves one with a sense of 

important accomplishments towards achieving the project goals, a recognition of 

potential benefits v-t to be achieved, and a sense of frustration that 

insufficient fcrward progress has yet been made toward realizing these potential 

benefits. It also illustrates the important role played in a project's 

achievemonts by good interpersonal relationships between project expatriate 

managers and counterpart personnel and by the interest and support from the USAID 

mission staff 

A. Accomplishments
 

This sqhprc-ject can be considered a success in several ways. The USAID 

Project wffier at the time summed i- up by praising the Integrated National 

Energy Plan AIEI% and the Buchanan workshop as the primary outputs of the 

project. The IN P certainly represents the first comprehensive attempt at 

coherent national energy planning in Liberia, and was adopted by the NEC, at the 

workshop, as official tiOL policy. The workshop, which took place largely as a 

result of specific e-couragement and additional financial support by the Mission. 

provided an in,',°l abi, opportunitv for COL personnel and donor representatives to 

discuss national ,-n(rg" economics. l,]anning, and policy issues in a professional 

setting. Furthorrore-. it demonstrated the vitality of the NEC because it was 

organized and runr by the NEC. 

Th( suhproject wa; c-rtainl v a success in that not only was its primary 

purpose aichieved, but so were the major goals that were set out in the SPARC and 

the Statement of Wrk for the Resident Energy Advisor. 

- Working v. ithI the NEC. the Resident Energy Advisor did indeed help l e 

governmert "transform energy assessment into a national energy plan 

detailing policies to be undertaken to promote energy conservation, 

substitution of renewable domestic products for oil imports, and better, 

more efficient management of ithe] energy sector. " in the words of the 

SPARC.(notc c) Furthermore, the resultant Integrated National Energy Flan 

(INEP) was adopted by the NEC and has been the basis for further efforts 

by the NEC to institute a variety of conservation measures. 
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- Several studies were initiated and completed. Major studies included an 

analysis of wood-fired electric power plants in rural areas, an analysis 

of major hydroelectric proposals in Liberia, and an important study of 
the basisthe Liberian Petroleum Refinery Company (LPRC) that served as 


for recommendations for significant charges in LPRC operation.
 

- The NEC and the Resident Energy Advisor provided cooperation with tht 

World Bank in the latter's country energy assessment (which drew heavily 

on the earlier assessment, which was managed, incidentally, by Dr. Barron 

and his counterpart, Dr Neufville, Secretary of the NEC). 

- The Resident Energy Advisor is to be credited with strengthening the NEC 

as an institution to be reckoned with in Liberian energy-policy 

formulation and energy planning. The strengthening of the NEC was 

demonstrated by the final workshop, and by the fact that the NEC 

continues to exist and function and play a useful role. 

Other specific activities worth noting as accomplishments of this 

subproject irclude: 

Data collection and analvsis. 	Thesu continued under the NEC with a
 

ones mentioned above, including an energy
variety of studies besides the 

balance for 1984. The NEC has continued this activity beyond the 

sub roiect PACK. publishing an energy balance for 1986. 

Policv evaluations in addition to the INEP. These involved the 

electricitv shortfalls, the viability of thepublic-sector response to 


Libriarn Petroleum Refinerv Corporation, and a critical review f the 

World Bank energy" assessment.
 

Liaison 0h the United Nations, the World Bank, the Delegation of the
 

European Ecnoamic Commui.itv, and other donor countries.
 

Training .nd profsricnal dev- (,pnolCnt of (;Ol. personnel. 

The !OR( eo.a...t ion rc port noted that "'SAII techil cal as;sistance in the 

mca urabln benefit to the Government of L.iberia.'encrgy s.ctr has been of 

(note b) it is ahindntlv clear, from the record and from our interviews with 

A.I .D. staff, OHL personne , and witl Liberiar participants that the significant 

accmVn ish ' ,ts of this su project can b at tribut-1 largely to the excellent 

workirg relati;onshipFC tablirnhd bv thr Resident Eirrgy Advi sor with his Liberian 

ccunt -art S. 

Notwitiantdin, t - iti .e statcmewst there have been some basic 

jert that l.v, .tood in the wax' of rt ilizing theproblems with thi, subpr' 

pttential benefit of some of its artivities, the full rnefit of others, and
 

somr of the goals originally envisaged,
 

B. Problem Areas - Project Design and Institutional Change 

In common with the de sign of t he KLNGC subproject (Appendix A), the design 

of this subp from an underestimate of the time required to 
1 roj ect suffered 
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.-. the project's purpose ...in this case,..institutional change., This-is ... .
 , .,achieve 

i ! ::ii~;lm0st inevi tably: aproblem wi th any pro ject that .involves;.institut ional change ,L.: !
 

!'-::!: :a :tendency to assume that -change .will follow automatically ionce the.-i: i"iseems to be 


:,i i".:' .::.necessary...'data:have been.gathered and presented,and the .technologies-explained., i .... 
- : .:... ..... Institutionaml... change ,"however, is slow-in tkn< ! -' [!are-entrenched institutions that are - or percei 

lcpriual to be' 
hr hr 

i:-"by those changes .. .. !' 

. ',: :1. The Liberian Electric Company - In Liberia, the institutional change :
 
.... .ded to make significant impact on petroleum consumption by the electricity ,


generating utility has not been achieved;the Liberian Electric Company (LC)has
 

- loathe to take advantage of the .findings of the :NEC under the.subproject and 

:
 

! : : .been 	 :
 

~will probably continue to resist change, at least partly as a consequence of its 


ii~ii!:i:control by the Ministry of Defense. (One of our interlocutors commented that .--!
 
. .,::. LEC seems to be trying to break down the pcwer sector,)
:-the The broader social
 
i!. .,change in general public attitudes toward energy conservation has also yet to be : ii
 .: 


,felt, both on the part of the general public and .by the public sector,, probably :"
 
: - as a result of the lack of .response by the latter. The NEC recommendations for
 

: ,".banning usc of air conditioners and changing office hours in public :buildings : :i!i
 
ii:i periods ofelectricity shortfall, for example, have elicited only.an.... ! ;
 . .during 	 .
 

" I,.I
•: : announcement and an appeal on the part of the!government, with no noticeable " :
 
.:" changes,..While a longer project-activity period, withealengthieri presence of . ::i!:
en g t h e n in g 
Energy Advisor, might not have succeeded in s t r
<theResident 	 the NEC
 

to the= point where it could effected •signiican chng in Cpoices i
 

.:-i/might well have served to acclrt .:-.i
 
!. i: 	 h a v e 


- this changei Two years is .too short a-

..: :period .to.-expect to' effect such a change in the: national energy-planning; . ... ii
 
i~! !i:process.,
 

...... ,The Integrated National Energy Program and the NEC - The Integrated i::
 
.ii: . !~, National Energy Program for. Liberia,.adopted by the. NEC, had .as its :
 
: ;: ...... . . .-. i .'" .
objectives the following::-. 	 ....

i~ ~ providing reliable energy services at reasonable prices throughout :ii: 

. ~Liberia; " . . ...
 
. ... - reducing .thenation's dependence on .imported oil through development of
 

domstienrgyresurcs ad enerator efficiency in fuel use; n
 

....- . encouraging the development of institutions that provide :effective •: .~
 
' : : :.Liberian management of. energy activities,
 

.. 	 meet these objecie
.,..,:.It proposed .to 	 not only with physical resources but also..i :
 

, :' '' ' :' 	 ;
: influence, there /is -a:long way to0 go,.: ." : . : - ': ':'"" : : ' 


"":~The :LEC sees iits role 'as providing reliable energy at :reasonable iprices_ : ' :'"?'
 
throgh th'e grid"and :pr oo tes l~arge-,sc,€ale:-hydroselectrric "f a cil iies, for ::ii.:•::~ -:
- :
 

example, to help It.: w, , . :ii :
pmee•t:-this obj ective, is slo: the reforei:to .:followthe/ il-

NEC' recommendation tro deavelop :microhydroelectr'ic installations: for l:ocal ~use: i:~ --;:
 

,
inrral .alreas : as a short-;:or imedium-term solution .to meet l!iocal, needs until thei .!-


In the.....case 'of the propose 35grid s becomes.. . . . .
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microhydroelectric facility at Yandahoun, for instance, it was not until the
 

A.I.D. mission provided project funds (outside this subproject) that the LEC
 
provided the necessary engineering servi-es that enabled the project to go
 
forward.
 

Other recomnendations of the INEP included energy-resource inventories
 
(woodluel, hydroelectric sites) and experiments to evaluate the potential for
 

woodfuel plantations The NEC is the logical organization to carry out these
 

recommendations but has no funds with which to do so or with which to implement
 

demonstration projects.
 

3. The NEC - hile greatly strengthened by subproject activity, the NEC 

still finds itself in a position of less direct influence on energy policy than 
would be best for attacking the country's energy problems. Nominal mmbership in 

the NEC of the various ministries is no guarantee of commitment to NEC 

recommendations - although the Ministry of Planning is represented on the NEC, 
for example energy does not appear in official economic planning. Indeed, 

according to one of our informants, energy received only a "casual mcntion" in 
the ast five-year plan. 

ThL quest ion of how to increase the effectiveness of the NEC was a subject 
for discussion thrqo,, hout the ;ubproject activity. At the final Energy 

Implementatien Workshop held in Buchanan in Sept ember, 1985, a recommendation 
was madc to elevate the committee to the status of a commission, although a 

consensus was not reached on where the Commission should be located within the 

go.'ernmen cantona stanrstructure. The movc seems to have been dropped 

since the wokshop, and the NEC remains a committee. There is some feeling on 
the part of ;K Secretariat , however, that under the present circumstances the 

NE: probably has somewhat more influence now, as a comnitte, than it would have 

asr a comrnisio o -, a of For e::ample, a committee, the NEC, for rie tv reasons. .. 

exerc1 ses- considerable infl enlc in determining its membership and has generally 
suc'c(,cdod in maintalirin a grcu p that works wll together on tough policy 

issues, Uider the term. oi the prooed commission status, that ability would 
he greatlv diminiiished. 

Until the government comes; to grips with this issue the full impact of the 
beneficial influenc( of the NEC will not be feit. 

III. CONCLUSIONS
 

Aside from the accomplishments noted in Sccti,n A above, this subproject
 
was a signif: mnt surco.s for one cogent reason implied in the discussion of 

incntitutional prob!,m.i in the preceding section. Despite those problems, 

des 1 ito thu ,unrtirtt!ed nature of the pol itical situation in Liberia since before 

tl inrc.pt i ., f the s;ubprojiect, ancd d-r;1,ito the departurr from the countrv of 

most of t,. ,nior ntaf I of the NEC Sur retariat largely ,asc; a result of the 

polit ical iitoat Ion,. it'" NE Cr d,i o tot xi:t , to function, and to have a 

signif i ant in,,; rr,.-plannin, I (l nin It artr,, a l i( liberia. provides 
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institutional locus for outside donor agencies to seek advice and information on
 
energy activities in Liberia; it functions as a collector and source of energy
 
data; it continues to perform technical studies; and it provides a meeting
 
ground for discussion and coordination At energy-related activities of the GOL.
 

The subproject final evaluation performed in April 1986 noted that, "Both 
the Resident Energy Advisor, William Barron, and his counterpart, E. Meidi-limie 
Neufville shcwd exceptional dedication to improving GOL energy planning 

capability. and worked in close collaboration throughout the two year life of 
the project. " and called these good personal and professional counterpart 

relationships: the key to success of this technical-assistance program.(note b) 
It should K added that these relationships and collaboration also extended to 

all the .taff of the NEC) Secretariat, including tho.:e who remain in Liberia to 
carry c wn:- of the NO' 

Thi' tv lu-ti,. would di ai'ret( wi h that as.- sm -nt only in noting that 

g-ood 1DUt;:~trn j nonsltut w.1 o of four' UIn: tiL conditions 
necessary to q mT for a s,,cssfull bilateral project. The othcr three are 

s'illed t 'wc, .-cm.tcrnt and dedicated count c-part Institution, 
and Mi cc. i l it.-:-.; and su p.i.rt. Thu Liberian subproject was fortunate in 

mrnetfT fru htsS conditions.nv P! 
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