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ABSTRACT

H. Evaluation_Abstract (Do noj gxceed the space providod)

more needs to be done.

Arab world. IRSIT needs improved

continue without donor financing.

informatics in Tunisia.

IRSIT can contribute to computer technology in Tunisia if it takes an active
role within the Government. The Project began slowly. The work began
approximately 8 months late because the original resident advisor pulled out at
the last minute. A new advisor was then selected and hired; he is currently
working at IRSIT and has contributed to some of IRSIT's expansion. However,

IRSIT's organizational structure and management have been major problems.
Recently, IRSIT has begun to address some of the problems. However, it is
unlikely that talked about changes will occur in the immediate future. IRSIT
is a very young organization which needs to develop stronger management
capabilities to be able to promote their organization within Tunisia and the

develop some criteria for selecting its clients and to determine a potential
client's ability to pay for services rendered. This will allow IRSIT to

consulting with local organizations.

IRSIT 1s also involved in other projects in Tunisia, one of which is now
beginning to show signs of being a success -- the PT&T (Public Telephone and
Telegraph) Project. Other projects are very slow to develop and the future of
IRSIT is uncertain. However, it is the Team's belief that IRSIT, with the
correct direction, management, and commitment can make a major impact on

business management skills and needs to

Currently, activities are concentrated on
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SUMMARY

J. Summary of Evaluation Findings, Concluslons and Recommendations (Try not to exceed the three (3) pages provided)

Address the following ltems:

e Purposo of evaluation and methodology used ® Princlpal recommendations
e Purpose of activity(les) evaluated ® Lessons learned
o Findlngs and conclusions {relate to questions) 7
Mission or Office: Date Thls Summary Prepared: Title And Date Of Full Evaluation Report:
USAID/TUNISTIA 12/13/868 funisia Computer Technology Project

Mid-Project Evaluation, December 1988

The Computer Technology Project is designed to encourage the adoption of new
forms of information technology vo improve public and private sector
performance in Tunisia. It does.through support to the Institut Regional des
Sc.ences Informatiques et Telecommunications (IRSIT), a regional research
insritute created by the Tunisian Government in 1987. IRSIT is intended to be
a center for applied rescarch on innovative uses of information technology,
serving both Tunisia and the region. The project supported a series of pilot
research projects, through which IRSIT could develop its capacity to evaluate
research activities, establish connections with U.S. institutions, and develop
ties between the academic research community and industry. The project also
cafled for IRSIT to coordinate Tunisian institutions in order to develop
national strategy on the use of information technology in secondary and higher
education. Project support has taken the form of funds and other professional
visits, and bringing consultants to Tunisia to assist on the pilot projects. A
resident advisor has worked with IRSIT staff on implementing the project.

In assessing the project, we must note a few important points from the start.
First, work began cight months late, because the original resident advisor
pulted out literally on his way to Tunisia and had to be replaced.
Consequently, none of the project activities are as far along as might have
heen hoped by this time. Second, when the resident advisor arrived April,
1987, IRSIT had only three staff members, and had not yet even been legally
chartered by the Tunisian Government. Consequently, some time and project
resources had to be devoted to creating the institute, rather than directly
into developing and implementing pilot projects. This further delayed the
results which can be observed for IRSIT RESEARCH ACTIVITIES. Moreover, the
project design does not acknowledge that IRSIT did not exist, and so does not
call upon the resident advisor to engage in basic institution building
activities, nor does it identify this as part of the project. The project
would have run more smoothly had this been part of its function. In light of
these caveats, the evaluation has focussed on how much progress has been made
in accomplishing immediate project objectives, rather than looking for research
results or significant influences on the society.

IRSIT is making reasonable progress towards establishing a group of pilot
projects. These fall into three general areas, telecommunications, '
arabization, and sectoral activities. In the first two areas IRSIT is building
up groups of skilled staff, and the projects are linked to one another. The
sectoral projects involve the oil and phosphate industries, the stock exchange,
and use of satellite data to assist in combatting the anticipated locust
plague, and form a less coherent group. None of the projects has progressed
far beyond the task definition stage, and a number of them will require hiring
additional staff in the next year if they are to be completed. However IRSIT
has made significant progress in defining manageable projects, and the existing
staff are enthusiastic and well-qualified. They show ?romise of bginﬁ ab%? to
n eing able to

accomplish a reasonable amount of what they are proposing, and of
learn what they do not already know.
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SUMMARY (Continued)

Organizational structure and management have been major problems at IRSIT.
Recently, however, they have begun to address problems, developing a more
hierarchical organizational structure, recruiting mid-level management and
research staff and introducing a project management system for keeping track of
the research projects. The Computer Technology Project itself bas not been
able to contribute directly to resolving these problems, however, as it was not
within their authority. The resident advisor did make some efforts in this
area, but these were not welcomed by IRSIT management.

lliring and retaining qualified staff is a problem at IRSIT. 1RSIT =~aruits
primarily among student returning from Europe or the United States, so the pool
of potential staff is quite small, especially for those with the experience to
manage research projects. Salaries are competitive with the public sector and
the umiversities, but not with industry. Moreover, researchers are hired on
contract, which is typical for Tunisia and keeps some potential employees

away. Consequently, the institute may have trouble finding the staff to carry
on the projects on which it has already embarked.

Contrary to the hopes cxpressed in the project paper, IRSIT does not have a
major role to play in informatics policy in the foreseeable future. The
institute's mandate does not give it a role in this area, and the planning and
national coordination functions are already clearly assigned to other
institutions.

The contractor and resident advisor have effectively met most of the demands
placed on them, particularly with respect or linking IRSIT with U.S.
institutions, interfacting between IRSIT and AID and handling logistics. The
problems which have arisen may be attributed to the problems a development
consuiting firm has been working on a high-tech field. This applies to
procurement, to identifying the best consultants for technical tasks, and to
cohvincing those consultants to work at AID rates. These are problems which
will have to be addressed over time as AID undertakes more projects in this
kind of field.

. - e —  —————— - cr—— —

Recommendations

The evaluation team wholly supports extending the termination date of the
Computer Technology Project to allow IRSIT to continue its activities using the
funds which remain. During this time, we recommend that some effort go into
reflecting on what has been learned in the past year and a half, and developing
a nore structured process for planning future activities. The ongoing efferts
to strengthen organizational structure and management are crucial, and we
recommend that they be given high priority.

AID 1330-5 (10-87) Page 5

RN



SUMMARY (Continued)

If AID/Tunisia is interested in continuing to work in the information systems
area, we recommend that they give additional support to IRSIT. The institution
has made significant progress in the last year and a half, but the benefits to
be obtained.from foreign assistance are still significant, and the institute is
not well enough established to be able to float comfortably without it. Future
funding of IRSIT should allow it to continue working on the current projects
and devote particular attention to management, and to developing strategies to
ensurc stable funding in the future.

Information technology may be expected to play an important role in mid-level
developing countries, as a direct input to productive activities, as a form of
infrastructure, and as a productive sector itself. AID must therefore
investigate how it can best support this developing thrust. The Computer
Technology Project offers an interesting model, but it may not be directly
applicable where an organization like IRSIT does not exist and the focus is
more properly on technology transfer than research. However, it is worth
considering in designing strategies for other countries.
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ATTACHMENTS

K. Attachments {LIst attachments submittod with this Evaluation Summary; always attach copy of full avaluation report, even It one was submitted

earfler: attach studins, surveys, alc., from “on-golna”" gvaluatlon, If ralovant to {he evaluation roport. )

Matrix of Findings and Recommendations attached.

COMMENTS

L. Comments By Misslon, AID/W Offlce and Borrower/Grantes On Full Report

The evaluation team did a fair job in complying with a very detailed scope of
work. However, the recommendations could have been more explicit as regards
the details of the various pilot projects at IRSIT, their problems and
potential viability, and comparative strengths and weaknesses. The weaknesses
of the evaluation were due in large part to the inappropriate training and
experience of the team leader and the computer science members of the
evaluation team coupled with their lack of diligence and full participation.
This lack of effort was compensated in large part by the third team member, the
institution specialist, who in effect became the de facto team leader and
princiapl drafter.

The evaluation addresses the majority of the questions spelled out in the SOW.
No unforseen issues surfaced during the evaluation. The recommendations of the
evaluation were accepted by the Mission with the exception of continued
Institutional development support to IRSIT.
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MATRIX OF FINDINGS AND RECOMMENDATIONS

FINDINGS RECOMMENDATIONS
PRIMARY
1. Management and organizational structure have The current contractor’s Resident Project Manager
significant problems for IRSIT, Little has been serving in a technical and coordinating
systematic planning has occurred, capecity.

IRSIT currently needs a technical, planning,
marketing and public relations expert. USAID
should review this issue in light of future
directions for technology transfer in Tunisia,

2. IRSIT management is now spread thin among No new pilot projects should be developed. If

many pilot projects. funds are needed for the management assis-
tance they should be taken from the higher
education pilot projects, which have not yet
begun.

3. Future IRSIT funding is uncertain, The plamning process should be started, It
should include development of marketing and financ-
ial plans which detail potential sources of funds
(earnings and subsidies) and an antizipated
5 year budget.

P N tetecrrrscscrrssvanncsonman R L R R R R R R I R L R T ) oo

4, Pilot projects (i.e., Arabitization, PTT, and Auto- IRSIT needs ta establish the ability of clients
and Tunisis Stock Exchange) show some promise of to pay for [RSIT's services.
being successful,

5. No dialogue or joint cooperation exists between Communication needs to be established between
IRSIT and CN!. Very little dialogua currently IRSIT, CNl, and DBM| with 8 view to merging
exists between IRSIT and CBMI. IRSIT and CNI.

CN! has the potential of being a paying client.

CBM! is the link to technology transfer training
at the secordary school level which could premote
computer technology throughout the Tunisian

society.
SECOMDARY
i. IRSIT pilot projects meet many cbjectives Planmning process should include specification
and are selected according to many criteria, of criteria for choosing projects and
identify funding,
ii. IRSIT staff are interested in building in- Funding extension should focus on in-house
house research capecity, not operating as work, not grants through IRSIT to others.

@ foundation which disburses funcs.
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iii.Overseas travel has made it possible for Aaditional funding for IRSIT should be
IRSIT to develop linkages to L/.S. insti- provided for overseas travel, training
tutions which would not have developed other- linkages, and promutgating IRSIT's informatics
wise, [IRSIT is not yet ready to sustain such idess,

linkages on their own.
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iv. IRSIT has played no role in informatics IRSIT should be expected to play a role
policy development, and this function is in policy formulatisn and have s higher grofile
hardled by other institutions, in order to be identified with informatics.
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