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MEMORA17DUM

To A. de Graffenreid
Evaluation Coordinator

From : Patsy Layne, HRDO d'

Subject: GOL Contribution Information for Project 931-1054 Evaluation

Date: November 20, 1986

The following information is for your use in finalizing the Project

Evaluation dated April, 1986 for Project 931-1054.

in accordance with the Project Agreement, the GOL is committed to

contribute 1200,000 over the LOP. The contrioution was to be in kind, as

follows: housing and hard furnishings for three Technical Advisors]

Office operations, as required to carry out. the in-country training and

to hous the TAs, as vcll as other facilities and services normally

providing by tne GOL to carry out regular tasks of TAs, and of the newly

created Assistance Fund operations; benefits and dependent allowances

for GOL c;hployee- while they are in long-term training; and funding of

LDTC staLf in positions created as a result of project.

No records are available from the GOL for computing exact amounts of

contribution. The contribution from the beginning of the project through

the date of the evaluation was estimated at 292,000 computed as follows;

rousing: 100 mos @ M900 M90,0eq"

Office operations: 108,000

Training support 216 mo. @ M500 120,000
Staff costs for 5 new positions. 120,000

Total M438,000

Avezage I=Ml.5 t292,000
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Part II

13.0 SU11n.ary. The surmAry provided by Creative Associates is clear andto the } . I %,ould otly add as a rmjor problc.ia that the AssistanceFundA Sci2ers to he takinlg too ruch ILM1C staff time in proportion to nunberof qToup; hed, . 'Tis PFES Part II should be read in conjunction withthe E'x ecutive Staunry ([xnge 1-4) of the attached report.

14.0 Fvalua'tio, n olc. Creative Associates sent a team of thr-eeto ].m..scrlo, r -ne of ,hc * ,ave done previous work in the country. During]2 days .in L esotho, they spohe with roughly half of the LDTC staff, 22C<over.mont of Iesotho civil servants, three USAID office*rs, and a numberof o h e -g':rrnr.ental local and foreign develcr-cnrnt wvrkers. Theyvisited( crc:urs which had received loans through th,., Assistance Fund, andreview..ed -acumints availabe in the country. In the United States theyreviewrd relenait dbDcucnt and spoke with lnrrc staff as ,,ell asprofessors at the University of kL7ssachucctts. Thle evaluation teamroted t o onstrai:nts cn ti1uir %ork: key individuals were either notavailable or ,re tea hisy for rore than brief conversations, and it wasnot jsihle to cee UJC staff runder normal urorking conditions, becausethe staff %.a:s too hisy talking with the eval.uators. It should be notedthat in contact as rde with ordinary LI Y "custciers" other than those
given grants through the Assistance Flund.

15.0 External factors. Thie Executive Sumwary does not mention one ofthle finings a the evaluation, narely, that there appears to be acontinuing rarker for the Printing and Production unit, a market which is.not heing taplxd as a way to provide suppor-t for LUMC. Another externalfactor, uiich is iot mentionad is the increased pressure by South Africa,including a border closure during the evaluation period, %wich makes itall the trore Jnprr:ative that LIYLC move nore rapidly tcrd inidependence
of outside supri.rt.

16.0 Innuts. This portion of the Execitive Summary did not deal withtrairing inputs. 'Me main problem is that long-term overseas stafftraining has rot aluays been 'relevant. In particular, LMASS has notprovided training in certain key areas, e.g. radio. A second problem isti-r sort-term training Ias been inadequate, poorly focused and notdesigndj to consolidate ski] is already partly learned.

Qualitative and anecdotal accounts of lcng-term training in theevaluation re.'-rt e-,mhasizing the weak toints rather than the stro..,points, seem to suggest that the long-term training is -not achieving itsobjectives. leven short--teml training. workshops are listed, of varying
quality and ijupact.



17.0 Outputs. In the discussion of outputs it should he noted that
ouLFuC fr'¢ ti-ihe Assistance Fund has been very limited, and not
nuecessarily dLrected to the groups in greatest need. Tie ouitput frcm
the Printing and Production unit has been confined recently to services
requested by J1VPC itself. Lidl:.wise, the Nadio unit has not prodluced to
its fullest c;-pacity.

1S.0 Purpose. Thle l U.T-Ose of the project is to assist the Govennr-nt
of t rs-o-tiirough the WiXtg to develip and test an innovative
organi:-ational approach to provision by central govermment agencies of
tednical and finncial assistance to orgizations and cmimunit~ies
involved ii nonfozi-l cIucation activities.

The I!FC Pssistamnce Agency has developed the capacity to provide
technical assistance to the target groups, hcver, the nechanism for
providing financial assistance is not functioning efficiently. Further,
there amo philsophical. differences of opinion among the decision makers
of the M!.IU/r2 as to the kind of financial :-support that is is to he
provided, and groups to -e served. These basic "pxrpose" issues must be
resolved.

19.0 Gol/Sul- ontract. Amorig the goals imp)licit is financial
self-suf.,cDiency, it imprtant for LDW and USAID to agree on this

e.a. the extent . v.hich the printing and production unit should be
a eCxIrr.r.i cal roney-nmaking unit or a service to the organization, and
whether tli( Assistance Mind should only lend rioney at interest at a"profit" level. It .-ould appe_,ar that policies are being cperationalised
wit-hout setting theml in the entire context of 1TC's scope of %-Aork, or of
tie project's stated puiposes.

20.0 !3rmificiaries. The Assistance Fund had assisted seven groups by
the tinThf Uie evdluation, and the groups were already beginning to
repay their leans. However, there is a real question whether this is the
mcst azl-propriate use of LDTC's tire and noney. The Literacy/Numaeracy
section ,as vorking with 28 leatnig posts in rural areas, and with
UNICFF assistance wzs helping 40-CO leanners at each post. The Printing
and Production Section has served relatively fewr outside ageiicies than
in previous years, vd.th an inccme of only M2,000 in the first 9 n-onths of
1983. The Service Agency Kid provided assistance cn 63 different
occasions fran April 1982 to September 1983 to roughly two dozen
orgarzations. Of this activity 33% was in training, 23% in materials
develo.i-ent, 5% in research, 5% in pre-ptesting materials, and 35% in copy
editing, printing or recordi-ng of materials.

21.0 Unplanned effects. The Executive Surimary covers this topic
adequately wi.n one exception. It seens that the continued presence of
exptriate advisors , e.g. in the Research and Evaluation Unit, allows
Basotho staff in other divisions the piportunity to put their
responsibilities ai expatriate shoulders. Further, there is a tendency
for the LDTC "at large" to use Service Agency resources (prbject funded)
as a substitute for lack of support from GOL budget and incane
Cctivities. This %wzeakens the infant Service .Aaencv unit, and postpones
the necessity for sound rmageumont practices thiroughout the LDTC.



22.0 ]f.zons ]ea.ned. In additiun to CCNInTP2nts winde i1i the . ecutive
Suimlnr,, it ShOluba z),ted that ,staff trained to ao a rriticular job do
not riecessarily rcirz.in in that job. LTYIC has experienced this nobility
of staff Lo its dutrinmr..,t in all too i|cny cases. The negative
consecluencen of rit having firm objectives should also be noted, e.g.,
when thre wvork of the 8e'Qhrice Acency gets -all](-m ckd up bry the 1siness
giving loans to "r-ll' .ron. The tendency of qovernmn-nt to al.low
iternational. cbnor agencies to carry cevelopmnt proj(.cts as long as
funlding is available and tie c3onors dcn't r-crplain too loudly is also an
imJ-r.tant lerson to learn. What we haven't learned is Qhat imeasures can
effectively gLuarantee staff cUnt.inuity, titely assurnption of
responsibility by go\'ernmant nd] the relative effectiveness of the
Service Agency t!1ppr,.cch, which ccnbines financial and techlnical suppor-t
vs technical aupIrt ubycccjxwied bylo'an or grant support.

In general, the I1hI olxration, hncluding the Service Aqency Unit which
this project 4-s inrtituticnalized, is an example of successf-ul use of
creative lalprcoacheu for sol.ving educational problems. Unfortmately
evaluaticn nu!in.lRj ,s tend to focus on "problems to be oversom" because
of the pr.actical need for reccc mndations for improverent. Hence, this
sMuarU7, SCunds Smre negative than the situation wrronts. Thie project
is a -;uccess, as c¢nfincd by the conplete evaluation report attached.


