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1. EXECUTIVE SUMMARY

After four years of delays, false starts, and controversy over the
management and role of the Human and Institutlonal Resources
Development Project (HIRD), USAID/Zambia and the Government of the
Republic of Zambia (GRZ) reached an agreement in June 1988 that has
enabled project implementatlon to proceed at or close to its
intended pace. More progress has been made i{n the ten months
following that agreement than was reallzed in the previous four
years. An cffective management structure i{s now I{n place, the large
majority of participants are being trailned in “critical shortage
skill areas™ as identified by the Project Paper, the GRZ and USALID
are working harmoniously together on the project, and all returned
participants with whom the review team spoke expressed their
satisfaction with the quallty and utility of the training they
received. All involved are to be commended for having made so
dramatic a recovery from so difficult a beginning.

Nonetheless, some signlficant problems remaln. The basic project
documents -~ the Project Paper, the Project Authorization, and the
Project Grant Agreement —- have never been amended to reflect the
various changes approved by USAID and the GRZ. 1In particular, the
level of technical asslstance described in those documents is well
out of date, and the output targets for long-term, short-term, and
in-country training have been rendered unrealistic by the
clrcumstances described above. More substantively, HIRD is not
moving toward two key Eund of Project Status indicators: it Ls not
providing training to parastatal and private sector employees, nor
ls it augmenting the capacity of indigenous Zamblan training
Institutions. Further, the management structure for the in-country
traln.ng program seems In immedlate need of revision.

To correct these deficlencies and smooth project management and
implementation, thls review team recommends that YSAID and the GRZ
take, among other actions, the followlng major steps:

1. Draft a Project Paper Supplement and Project Authorization
Amendment and submit these to the Reglonal Legal Advisor for
review. The RLA will then assist the mission Ln drawing up a
Grant Agreement Amendment.

2, Establish formal, written criteria for the selection of
trainees from the parastatal and private sectors and expand
efforts to provide training to employees from these sectnrs,

3. Conduct at least two in-country tralning semlnars through
established Zamblan training lostitutions.

4, Dircet the prime technical asslstance contractor to assume
direct responsibllity tor in-country training.

5. Take steps to ecase the transltlon back to Zamblan life for
returned partlcipants.

The review team believes that these measures will help HIRD
continue, and expand upon, the successes achleved since June 1988.
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IV. REPORT

A. Review Purpose and Study Questions

1. Purpose.

The purpose of the review 1s to assess project progress towards
meeting objectives following nine months of implementation since the
GRZ and USAID agreed upon the future direction of the HIRD project
after a long hlatus and numerous project changes. The review will
also examine the management structure of the project and
implementation responsibilities, especially in Light of several key
personnel changes that have occurred and will occur over the next
three months., Attention will be glven to the role and efficacy of
the Project Executive Committee as the decision-making body for the
project and the Training Sabcommittee, which has major
responsibility for what is essentially now a training project. The
effectiveness of the Contractor In handling Ilts responsibility for
project implementation will also be assessed.

The results of the review will provide USAID/Zambia, the GRZ and the
Contractor with an assessment of the progress to date, indications
of areas requiring changes or additional input, and recomrendations
of steps to take to redress any design, Implementation or management
weaknesses,

2, Study Questions,

Implementation Progress and Issues

a. What progress had been made {n mecting project objectives prior
to June, 19887

b. What progress has beer made {n meeting project objectives since
the reductlion in the level of effort and other decisions made in
June, 19887

c. Is the project mecting its {mplementation targets in terms of
person years of training?

d. Are the particlpants being trained in "critfcal shortage skill
areas” as envisioned during project design?

e, To what extent do proposed tralneces nominated by the Project
Executive Committee and its Tralnlng Subcommittee come from sectors
of the Zambian cconomy fdentified as “critical” during project
design?

f. What activities can be fmplemented over the next two years and
by what target dates?

g. How effective is the overall management structure for the
project?



h. Has the Project Executive Committee and Training Subcommittee
been an effective mechanism for monitoring and approving activities
under the project? TIs the HIRD Project fmplemented in a
collaborative fashlion with the GRZ?

{. How effectlve have the Contractor and lts subecontractors been In
the implementatlon of the project? What weakunesses can be
identified, 1f any, and steps recommended to redress them?

j. What are the weaknesses, Lf any, in the USAID management of the
project? What additlonal actlons can be taken to ensure the smooth
transition of the USAID management of the project? What additional
steps, 1f any, can be taken to streamline the management of the
project?

k. What procedures, guldelines, and processes should be put In
place for a more efficlent and effective project?

1. During the remaining life of the project, what are the key
benchmarks for bringlng the project to an orderly and successful

conclusion in June 19917

Goal and Purposc Level Questlons

a. Do the goal and purpose statements accurately reflect the
objectives of the A,1.,D. program in Zambia and of the HIRD Project?
If not, how might those statements be modified?

b. 1f the purpose statement ls modified, how might the End of
Project Status Indlcators be changed to reflect this modification
and permit USAID to measure the success of HIRD In achleving its
purpose?

Output Level Questions

a. Are tralnees placed in "critical shortage skill arcas"?

b. What evidence exlsts that the technical and managerial skills of
trainces have Improved as a result of thelr training?

¢. Is there any baselline data agalnst which to measure Improvements
in technical and managerial skills? If not, should the project
attempt to gather such data now?



B. Team Composition and Methodology

1.

Team Composition

Leon S. Waskin, REDSO/ESA/PRJ
Marcla V. Ellis, HIRD Project Officer
Asina Sibetta, Training Speclalist

Methodology

The review team studied all basic project documents —-- the
Project Paper, Project Grant Agreement, and Project
Authorization -~ as well as all Project Implementation

Orders, Project Implementation Letters, and Project
Implementation Reports. Additionally, the team examined
USAID/Zambla's files on HIRD and consulted relevant
correspondence, particlipant's files, contracts. and
contractor reports contained thereln.

The team conducted a series »f interviews with Zamblan
Govermnent officfals who are fnvolved in the implementation
of the HIRD project and knowledgeable about overall project
activities; met with both long awnd short-term returned
participants to assess the relevarce of thelr training
programs and whether they acquived skills necessary in thelr
arears ¢° responsibility; met returned participants'
supervlsors to dlscuss participants' performance before and
after HIRD - sponsnred training; met contractors’
represantatives to assess thelr overall responsibilities and
project management; and met USAID officlals to discuss
processes and procedures for assessing the project.

The team then compliled the following report, which was
reviewed in draft with USAID/Zambla.



C. Evidence/Findings

1. Progress Toward Project Objectives,

"Project progress” can, and should be, assessed on at least two
levels: acnlevement of nutputs, and achievement of purpose. This
document makes such an assessment first, by reviewing the purpose
and outputs of HIRD as originally designed; second, by summarizing
how planned outputs have changed over time; third, by comparing
actual accomplishments versus planned outputs at two polints in the
project's history; and finally, by reviewlnyg progress to date toward
the project purpose.

a, Purpose and Outputs,

As expressed in the Project Paper, HIRD's purpose is "To assist the
GKZ in developing its technlical, administrative, and managerial
human and institutional resources in critical shortage skill
areas,” To realize this purpose, project activities were designed
to provide four types of outputs:

a. Increascd numbers of Zamblans tralned and staffing high and
middle level positions in critileal shortage skill areas,

b. lmproved quality of administrative and management skills of
upper and middle level managers 1n the clvil service, the
parastatals, and the private sector.

c. Improved efficlency In GRZ plaunning and analysis,

d. Strengthened capaclity of Zamblan training institutions to
conduct ongoing education and training programs in eritical
shortaye skill areas,

Recognizing that evaluation of accomplishments in three of the above
categories would Involve difficult subjeetlve judgments, the
designers offered three quantitative standards by which to measure
whether outputs were belng realized as planned: HIRD was to provide
160 person years of long-term post-graduate tralning degree In the
U.S., 300 person months of U,S. and/or third country short-term
training, and 1000 person months of in-country tralning (1), A more
nebulous standard was offered for evaluating whether the capacity of
Zamblan training institutions was In fact being strengthenea: here
the designers saild only that "Staff or faculty at NCDP, NIPA, and
UNZA cngaged in either operational work or teaching in the critical
shortage skill areas will be strengthened,”

b. Changing Output Tarpets.

To evaluate HIRD's propress, one would normally simply compare
actual achlevements at the purpose and output levels with the
objectives desceribed above. For this projeet, however, such a
comparison 1s ditflcult, particularly at the output level,

(1) It Is arguable that these "Magnftude of Output™ indicators
should have been labelled project inputs.
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As shown In Appendix C, "Project Chronology,” the anticipated
outputs of HIRD have been adjusted several tim:s. Most of these
changes were occasloned by attempts to redesign the project to
support other objectives of the A.I1.D. program Iin Zambla. For
example, even before implementation began, USAID and the GRZ elected
in October 1985 to decrease the anticipated life of project budget
from $13.028 million to $11.028 million; the $2 million thus saved
was devoted to supporting the Government of Zambla's (GRZ's) nascent
foreign exchange auction system. This reduction was achleved by
eliminating plans to provide institutional development assistance to
the National Institute for Public Administration (NIPA) and to the
University of Zambia's (UNZA's) Ndola campus. Assistance to the
Public Administration Department at UNZA's Lusaka campus was also
deleted. The planned size of the team of project-supported
Jong-term “Operational Experts” was thercfcre reduced from seven to
three. Thus, USAID and the GRZ decided to foregs much of the
{nstitution bullding activity e¢nvisioned in the project design,
though this change has yet to be reflected In the basic project
documents or in the End of Project Status (EOPS) indicators {included
in the Loglical Framework,

Then, in August 1986, only one month after the TA team reached full
strength, the mission began an {ll-fated attempt to redesign HIRD
activities to support GRZ economic policy reforms. This effort met
with substantial resistance, and by March 1988 had been abandoned.
By this time, however, tension between the GRZ and USAID about HIRD
had reached such a level that the Director General {DG) of the
National Commission for Development Planning (NCDP), the GRZ
fmplementing agency, had suspended {mplementation of the project's
tralining component entirely following USAID's deciclon to terminate
the contract of one of the operational experts, a decision that
seems to have been fully justified, but on which he had not been
consulted.

These delays and false starts lnevitably required that the project
timetable be adjusted, and that the anticipated level of outputs be
modified. USAID/Zambia and the GRZ made these necessary changes
through a series of memoranda, PIO/T's and contract amendments. Yet

the basic project documents -- {.e,, the Project Paper, he Project
Authorization, the Project Agrecment, and the Amplified Project
Description attached to that Agreement —-- have not yet been amended

to reflect these changes. Thus, one can draw different pletures of
HIRD's success (or fallure) in mecting its objectives depending upon
the basls chosen for comparison.

To provide a falr view of HIRD's accomplishments, it 1s necessary to
compare actual project achievements agafust both the objectives
established at the design stage and the objectives being followed in
practice., This furnishes a more complete perspective than would
comparlson agalnst elther the original or the revised criteria
alone. Moreover, one should also distinguish between the critical
state the project had ceached by June 1, 1988, and the far more
robust condition {t now enjoys.,



10
c. Progress Toward Planned Outputs as of June 1988,

Table 1 below examlnes the trainlng component of HIRD as of June 1,
1988, 1t compares actual tralning outputs as ot that date with both
the levels foreseen at the design stage and the levels anticipated
at that time. As Is evideat from :he table, this component of HIRD
was in serious trouble whether meacured agalost {ts original or its
revised objectives, Almort four years after oblligation, and with
less than two years remalning before the Project Assistance
Completion Date (PACD), HIRD had provided no in-country trainlng,
less than nine percent of planned short-term U.S. or third-country
training (and only slightly more than two percent of lIts initial
objectives In this category), and less than 18 percent of planned
long-term U.S. training.

Table T: Actual vs. Ant lcipated Outputs
(as of June 1, 1988)

As Revised

Project in TA Contract As As 7% of
Outputs: Paper 7/11/86 Actual 7 of PP Revised
In-Country Training
(Person Months): 1000 1000 0.0 0.00 0.00
Long=Term Training
(Person Years): 160 148 26.0% 16.25 17.57
Short=Term Training
(Person Months): 300 80 7.9 2.33 8.75

*Completed or in process,

The extent to which the project was helping to strengtli:n the
capacity of the two Zamblan institutlons still targeted for
assistance - - NCDP and UNZA/Lusaka -- was also problematic., At
NCDP, a Manpower Yconomlst/Planner furnished by Roy Littlejohn
Assoclates (RLA), the prime techni~al asslstance contractor for
HIRD, had arrived in May 1986, RLA's contract called for this
{ndividual to work with NChP's Offfce of Manpower Plannlng on:

- Strengthening [{ts] wanpower planning and analysis process;

- Formulating [fts] tral.dng plan;

- Strengthening the rescarch sectfon of the department; and

- Providing on the job trainlng to a Zamblan counterpart In
manpower plannlnp and research, statfstfcal analysis, and the
utilization of conputer technolopy,

Yet by December 1987, this technlelan had falled to sabmit an
acceptable workplan for his activities, and In January 1944 USAID
terminated his contract., (He was not replaced; USAID and NCDP
concluded that a stmilar technictan scheduled to be provided by the
United Nations Development Propram made the services of an
AL D =funded advisor redundant.  The UHDP expert, however, dld not
arrive in Lusaka until April 19389,) HIRD had by June 1988 provided

two months Hf short-term trafning at the .S, Bureau of Labor
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Statistics to one NCDP employee, tralning that he described to the
review team as "very relevant” to his work, It had also sent onc
NCDP employee to the U.S. foo long-term training. Yet as of June
1988, the project's overall contribution to "strengthening™ NCDP's
Human Resources Plauning Department had been minimal,

At UNZA, the situation was somewhat better. HIRD was funding the
services of one technleal expert provided by RLA, a Senlor
Statistician assigned to the Mathematles Department at UNZA's Lusaka
campus. This {ndivlidual was teaching undergraduate and graduate
students, drafting lecture notes and glving tutorials for
departmental colleagues at the Lecturer level, and had drawn up
comprehensive proposals for the establishment of both an
undergraduate degree program {n statistlics and an advanced
statistlcal laboratory to be equipped with 20 personal computers and
used for teaching and research purposes. In March 1988, the Acting
Chairman of the Department sald that this technfelan “has done an
overall tremendous job." Yet even here there were rumblings of
trouble: the Senlor Statistician had written to RLA's Chief of
barty In February 1988 that “it s highly unlikely that 1t will be
possible to effectively fmplement a statistics degree program and
establish a computing laboratory as called for in the project
agreement.” Other project contributions to UNZA were more
unqualifledly successful:s  Six faculty had been sent to the U.5. for
long—term post-graduate degree training, and two others had attended
a short-term course in statistics in Tanzanla,

d. Progress Toward Planned Outputs since June 1958,

June 9, 1988, was a watersued In HIRD's history. On that date,
USAID's Director met with tne Director General of NCDP to resolve
outstanding Lssucs concerning the management and [mplcementation of
the project. It was apreed that:

- HIRD activities would be pulded by the original PP (thus
putting to rest the polley-based redesign launched In 1986);

- The Project Executive Committee (PEC) would be the decislon
making body for HIRD; and

- The organization of the {n-country tralnlng program would be

assessed,

As a result of this meeting, the GRZ allowed implementatlon of the
tralalng component to resume., Moreover, the project then began Lo
function in an orderly manner: whereas before {t had not been clear
whether NCDP or the Cablnet had authority to approve nominatfons for
training, now it brcame established that thls was the responsibility
of the PEC, a body which had been established by the Project Paper
but that had never met regularly.

The PEC convened for what It termed {ts “tirst” mecting on June 30,
1988; 1t has continued to meet repularly since then. By
establishing a Tralning Subcommittee to review all nomlnations for
training, and by approving written criterla by which to assess those
nominatlons, the PEC has fmposed order on a process that previously
had managed to produce candldates consistent with the project
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objectives only through the goodwill and hard work of the USAID
Project Officer and the RLA and GRZ staff involved. Of equal
importance {s the role the PEC plays as a forum for communication
between USAID and the GRZ and as a means of legitimizing management
actlons: there are unlikely to be future recriminations about
unilateral decisions, for the presence of the PEC minimizes the
possibility that either USAID or the GRZ will scek to fmpose its
will on the other. All knowledgcable GRZ officlals with whom the
review team spoke expressed satlsfactlon with the operation of the
PEC and with relations between USAID and the GRZ since June 1988,

In the ten months following this June 1988 meeting, HIRD achieved
more of 1ts output targets than it had in the previous four years,
Table II below tllustrates the stepped-up pace of {mplementation:

Table I1: Actual vs. Anticipated Outputs
(as of March 31, 1989)

As Revised

Project in TA Contract As As 7 of

Outputs: Paper 3/20/89 Actual 7 of PP Revised
In-Country Training

(Person Months): 1000 500 7.0 0.70 1.40
Long=Term Tralning

(Person Years): 160 75 68.5% 42,81 91.33
Short=Term Training

(Person Months): 300 60 20.0 6.67 33.33

*Completed or In process.

With the departure of 16 participants for long-term post-graduate
study {n the U.S. in January 1989, HIRD is on the way to achleving
over 907 of the person years of long-term training now planned.
Nine of the 33 parcicipants placed had been women; of the three
still "in the pipeline”, two are women., Achfevements {n other
categorfes have been less spectacular, but here too significant
progress has been made,  Since June 1988, approximately 13 person
months of short-terw U.S, and third-country tralnlng have been
provided (versus just seven person months prior to that date), and
one In-country training course (totallfng seven person mc 'ths) has
been held (versus none before). Three of the 19 short-term
participants, and ten of the 28 fn-country participants, have been
women.

In contrast to the participant training component, the institutional
development component of HIRD has achieved tittle since June 1988,
indeed, 1t ts falr to say that HIRD has become almost eatirely a
trafning project. As noted, USAID and HCDP elected not to replace
the Manpower Economist/Planner formerly statloned at VCDP,

Moreover, NCDP asked that the RLA Chief of Party, whose office had
been located at NCDP, move to USAID, Thus, HIRD {s no longer
providing on-site assistance to that fnstitutlon,
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With the fallure of technlcal asslstance at NCDP, HIRD's only
measurable contribution to NCDP has beeu the provision of training
for a number of employees. HIRD has sent three NCDP caployeces to
the U.S. for long-term degree trainlng, and plans to send one more
fn CY 1989, It has also funded short-term rralning for four
particlpants from NCDP, In one sense, thi: 111 be the sum of
HIRD's efforts toward the Instltutional development of NCDP: four
employces with Master's degrees In Economles, and a yet to be
determined number glven short-term courses. Has thls strengthened
NCDP's capacity to conduct operational work In critical shortage
skill areas? Undoubtedly. Has It strengthened that capacity
significantly? The PP provides no criteria by which to judge.

One should not fgnore, though, the fmpact that working together may
have had both on USAID and NCDP, It (s clear that the two
organizations are enjoylny a good working relatfonship in which
there Is mutual understanding and appreclation for the other's
perspectives on hunan resources planning, constralints and
processes. Whether this has resulted from thelr work together on
the PEC is probably fmpossible to determnine.

At UNZA, the ence-promlelnyg technical assistance effort also ended.
After a serles of disagreements between the Senfor Statisticlan and
the Mathematics Department, the PLC asked USAID 1o January 1989 to
terminate this advisor's contract. Most observers with whom the
review team spoke agree that lietle fn the way of {nstitutional
development was left behind: no statlstlcs laboratory was or will
be established, only one of the planned twenty personal computers
will be purchased (and tt Is not clear that the Mathematics
Department has the software or the expertise to make full use of
ft), and no formal proposal has yet been submitted for an
undergraduate degree program In statistics. Without the Senlor
Statisticlan's presence to shepherd such a proposal along, its
prospects for approval are at best problematic. Nonetheless, this
advisor did teach for two years, and thereby {mparted a more
thorough knowledge of statistics to several hundred Zamblan students
than a less cxperfenced Instructor might have been able to provide;
beyond that, he left with his colleagues lecture notes for several
courses that should lmprove the quality of Iastructlon In statistics
at UNZA for years to come.

Other HIRD contributions to UNZA are more cevident: by PACD, ore
faculty member witl have recelved a PhoD. fn Statlstics, one a Ph.D.
tn Sutritional Plannlng, two Master's degrees In Mathematics, onc an
MBA, and one a Master's In Accountancy. Three others have already
recelved short-term training; more will follow, Agaln, thils has
surely strengthened UNZA's faculty who are teachlng In critlcal
shortage skill arcas, but there are no criteria by which to Judge
whether thelr abilities have been strenpthened signiflcantly.
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e. Progress Toward Achievement of Project Purpose.

As noted, the project purpose 1s "To asslst the GRZ In developing
{ts technleal, administrative, and managerial human and

fnstitut fonal resources in critical shortage skill arcas.” The
Project Paper provides two criterla by which progress toward this
purpose Lls to be Judged:

1) [The presence of} increased numbers of Zamblans with the
approprlate tralnlng cemployed in high and middle level poslitions
of responsibility within the government, parastatals, and the
private sector in the critical shortage skill areas identified
in the Project Paper.

2) Zamblan Lnstitutions...capable of providing supplemental
tralning which contributes to the nation's development.

In terms of the filrst eriterion, HIRD Is moving, albeit more slowly
than expected, toward achlevement of {ts purpose. Four Zambians
have already returned from long=term U.S. degree tralnlng to resume
middle level positions in the GRZ. A fifth s expected back soon,
while a sixth has used his MBA to leave government service and
secure a job with a large parastatal, 27 others are In tralning
now; three wore are preparing to depart thls year.

One must then ask whether these returned tralnees, and thelr
colleagues still in training, have been placed In “"critical shortage
skill areas.” The Project Paper, rcconfirmed by USAID and the GRZ
in June 1988 as the joverning document for HIRD, fdentifles several
such areas as appropriate for long-term tralanlng: development
planning, accounting, statistles, ecconomics, business
administration, and public administration. Of the 356 long-tera
participants, 26 are studying or have studied econumics, account ing,
statistics, business adminfstration, public finance, or public
administrattfon. The PP adds a catch all category fn which at least
three others seem to fit:  "high and middle-level managers,”  All of
these 29 may be sald to have come from jobs that Involved
“development plannlng.”  This leaves seven long-term trafnees In
areas that might seem to be outside the project's scope: two in
pure mathematics, one In nutritfon plannlng, one fn law, two in
health cducation, and one fn education. But glven the GRZ's desire
to keep HIRD flexible, and USAID's willlngness to accommodate that
deslre so lony as trafnees fall In one of the areas of cmphasls of
the A.1.D. program In Zambfa, cven these tralnees may be sald to be
studying {n “critical shortage skill areas™ as now defined,

The PP mandates that stmilar criteria be appllied to applicants for
short-tern tralning. Once agaln, HIPD 1g larpgely adhering to these
criterfa. Of the 19 individuals who had recelved short=term
tralining through March 31, 19220 16 had studied cconomics,

account {ny, statistles, public admintstration, publlce finance, or
management.  0Of the remalning three, one studled manpower projectlion
and analysis and one censos data; both of these seem to be within
the project's scope.  Thus, only one particlpant, a woman who
studled famtly planning, might be sald to have been outslde one of
HIRD's original tarpet arcas, although this too Is an fmportant
sector for the A.L.D. program,
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Likewise, short-term In-country training Is now proceeding, although
considerably more slowly than intended, toward the objectives
envisioned when the project was designed. The PP says that such
training "will be provided for senior and middle-level professionals
to improve the krowledge and skills required to perform thelr day to
day responsibilities more effectively.” HIRD's first in-country
tralning course, a onc week seminar on International Banking
Operations held December 5 -~ 9, 1988, did precisely this., 28
professionals from institutions such as the Bank of Zambla, the
Zambla Export-Import Bank, and the Zambia National Commercial Bank
studied toplcs ifucluding forelgn exchange, trade products, and
operations. The review team spoke to two participants in this
seminar, one from the Bank of Zambfa and one from the Export-Import
Bank. Both supervise employees whu also participated in the
seminar. They reported that the gathering offered them an
opportunity to brush up on thelr own skills; for most of thelr
employees, they added, it provided a chance to learn new skills of
direct relevance to their day to day responsibilities.

The PEC has approved plans to hold eight or nine similar seminars
between now and the PACD. Toplics will include budget management and
expenditure, a follow-up workshop on the application of specific
banking skills to actual business situatlons (designed for and at
the request of participants in the December seminar), training of
tralners, negotiating skills, project implementatlion, microcomputer
applications, management development, and human rescurce
management, While thils subcomponent of HIRD is far from reaching
even {ts modified objectives (approxinately seven person months of
training have been provided to date :.s compared to the present
target of 500), it is at least now off the ground and moving In the
direction Intended.

In these respects, the project s progressing toward 1ts purpose.
But in two other very important areas, it {s falling far short.
First, all long-term and short-term overseas tralnees have been from
the public secctor including quasi-public entities such as the
training institutions and the Central Bank, The only private sector
participants to date have been three in-country trainees from the
National Commercial Bank and one short~term trainee -- a total of
3.75 person months of asslstance In almost five years. This 1s
particularly unfortunate when one recalls that one cf the End Of
Project Status Indicators 1s supposed to be "lncreased numbers of
Zambians with....appropriate training employed in high and middle
level posltions of responsibility within povermment, parastatals,
and the private sector... (emphasils added).” Those responsible for
the project recognize this deficlency and Intend to correct it., But
unt{l they do, [t will not be possible to say that HIRD has
fulfilled all {ts objectives at the purpoge level,

Second, HIRD scems to have made little progress toward its other
EOPS Indlicator, the establishment within Zamblan fnstitutlons of the
capabllity of "providing supplemental tralning which contributes to
the nation's development.,”  As noted, the project ls no longer
providing technlcal assistance to the three human resource-related
fnstitutions fdentifled ta the PP, and his wot yet employed Zamblan
trafning tnstitutions to conduct tn-country tralnlng. USAID should
thus think scrlously about whether this remalns an appropriate EOPS
Indicator for HIRD, and whether thls should still be consldered a
“"human and fastlitutfonal resource” development project.




10

2. Performance of the Contractors.

a. Roy Littlejohn Assoclates (RLA) .

RLA has been the prime technical asslstance contractor for HIRD
since October 21, 1985. The latest amendment to its contract,
signed on March 20, 1989, estimates total contract costs at
$5,801,179, of which $4,171,889 has been obligated. RLA is
responsible for the implementatlon of all participant training.
lHowaver, in 1986 it subcontracted responsibility for all U.S. and
third country tralning to the Transcentury Corporation (TCC), and
for all in-country training to the University of Maryland - Eastern
Shore (UMES). RLA was thus left with the tasks of fielding a
technleal asslstance team, accountlng for the use of project funds,
and monitoring the performance of its subcontractors.

The firm's record in providing qualified technical asslstance is
mixed. As uoted, RLA's Manpower Economlst/Planner arrived in Zambia
{n May 1986, and was terminated at USAID's request In January 1988,
In those twenty months, he falled to produce an acceptable workplan,
and is not credited with having left wlth NCDP, the {nstitution to
which he was assigned, any sustalnable capaclty to carry out the
tasks In his Scope of Work as descrlibed above. Admittedly, the
candldate selected was nelther USAID's nor RLA's first cholee for
the joh. He was chosen at the behest of the GRZ on the grounds that
he had worked with them previously, Yet how RLA and USAID allowed a
man to remaln in this position for over a year and a half without
preparing an acceptable workplan bears asking. It {s clear from the
record that RLA's Chief of Party made extens.ve efforts to explain
to this Lndividuil the role he was expected to play. It 1s also
apparent that these efforts were unsuccessful,

The Senlor Statisticlan was also terminated, though In thls case the
request came from the GRZ. llere, though, the individual did carry
out almost all of his scope of work successfully. Per the terms of
RLA's contract with A.1.D., the Senlor Statisticlan was to:

- Serve as an instructor in Statistlcs.

- Provide assistance ln the establishment of a statistics degree
program at UNZA,

- Assist in establishing recommendations concernlng the most
appropriate cquipment required for (a statlstles) laboratory,
and possibly assist In the procurement of such equlpment.,

- Develop training manuals geared to statistics and statistics
laboratory courses needed as well as for those currently being
taught.,

- Make suggestions and recommendat{ons to junlor staf {f members
{n the Department of Mathematics teachlny statistics which
will Increase thelr teaehing proficiency.

All these tasks (except the preparation of manuals for the proposed
statistlcs laboratory, which became lmpossible when it was concluded
that a laboratory would noc be approprlate) seem to have been
carried out with enthustasm, Indeed, as late as June 1988, when
USAID asked the DG of NCDP whether it was necessary to continue this
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position, the GRZ expressed its satisfactlon with the incumbent's
performance. But the review team's conversations with UNZA and
project officials and witn the Senfor Statistician himself suggest
his very enthusiasm for his work may have created difficulties,

Once they became aware 1n late 1988 that this technlcian was
encountering serious interpersonal and professional problems with
his senlor colleagues, the record shows that USAID and the RLA Chief
of Party made repeated, although ultimately unsuccessful, efforts to
rectify the situatfon. When on January 19, 1989, the PEC formally
asked USAID to terminate thls techniclan's contract, the misslon did
so the following day. Both USAID and RLA seem therefore to have
acted in a responsible manner,

RLA also furnlshes an on-slite Chief of Party/Development Management
Speciallst. While her performance in the former role has, as
witnessed by the early departure of the other two advisors, been
plagued by factors largely beyond her control, her performance In
the latter role has by all accounts been outstanding. This
{ndividual 1s charged with an unusually ambitlous scope of work; it
{s thus not surprising that some of her tasks may have been
performed less well than others. For example, she does not seem to
have been able to work closely cnough with the other techniclans
tnvolved in the project to head of f the difficulties they
encountered (a point of partlcular relevance in the case ot the
Manpower Speclallst), nor has she yet been successful in enhancing
GRZ awareness of constraints to the development of the Indigenous
private sector or in Integrating that sector {nto HIRD. Yet the
review team was advised that in virtually all other respects of her
scope of work, she has been invaluable to the project. Per that
scope of work, she has successfully:

- Lialsed between governmental and Institutional entlties and
with USAID;

- Participated In the selection of candldates;

- Assisted In the selectlon of U.LS. tralning fastitutions;

- Asslsted in the processing of all participants per AJL.D.
regulations; and

- Assisted in the desipgn and Implementation of the In-country
tralning program.

These arc signiflcant accomplishments, and they reflect well on the
fncumbent Chief of Party (COP), on RLA, and on the USAID Project
Officer responsible for gulding the contractor's activities,

This performance Ls particularly fmpressive when one considers that
many of the project achicvements took place apalnst a background of
controversy between USAID and the GRZ over the structure and role of
HIRD. Less dedlcated indlviduals might have used this as a
ratlonale for taking no action pending resolutton of the matters In
question, This contractor, however, continued to cooperate with the
USAID Project Officer to lmplement HIRD despite the troubles. Tt
should he remembered, for example, that between the COP's arrival In
June 1986 and the resolntion of matters in dispute in June 1988,
nine long-term particlpants and five short-term partlcipants
received tralning. Even {n the absence of an agreed-upon mechanlsm
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for reviewing tralning nominations, and desplite the ongolng debate
over HIRD, all these tralnees came from "eritical shortage skill
areas” as defined by the PP, Even when the Chalrman of the PEC
asked In .lune 1988 that the COP move her office from NCDP to USAID,
she contlnued to carry out her duties effectively; indeed, in onc
sense her performance may have been enhanced by her more ready
access to communicatlions and secretarlal support.(2)

The performance of RLA's home offlce appears to be adequate but not
superlative, While the firm {s carrylng out the Scope of VWork
included in its contract, It Is not providing 1ts COP (and thus not
providing USAID) with adequate financial data on the basis of which
to make Informed management decislons., For example, the COP and the
USAID Project Officer were unable to provide the review team with up
to date Information about accrued expenditures agalnst the budget
line item for short-term training. The perfodic reports submitted
by RLA do not contain this information. Appendix D outlines an
approximate format via which such Information could be transmitted
from the home office to the fileld., While RLA's contract, if
strictly interpreted, does not require {t to provide information of
this sort, good managerlal practice suggests that 1t should be
readily avallable., TIf RLA proves reluctant to furnish flnanclal
data In thls format {ts contract should be amended to require this,

b. Transcentury Corporation (TCC).

RLA exccuted a subcontract with Transcentury in July 1986. The most
recent amendment of the prime contract lists the cost of the TCC
subcontract at $528,895 excluding participant tralinlng costs. The
scope of work for this subcontract charges TCC with responsibility
for {mplementing all U.S. tralning (both long—term and short-term)
and all third-country training.

The review team does not have access to enouph objective [nformation
to draw reliable conclustons about TCC's performance.  Both the
USAID Project Officer and the RLA COP expressed gencral satisfactlon
with TCC, though concerns were ralsed about what was sald to be
TCC's practice of not recording Lts contacts with tralnees In the
U.S., {ts tendency to refer routine problems back to USAID and the
RLA COP without first trying to resolve them, and the unexpectedly
high number of transfers expecienced among long-term trainees., Four
out of the eleven such tralnees placed by TCC before January 1989
found {t necessary to transfer from the academie fastitution In
which they were filrst enrolled, a phenomenon that raises concerns
about the quality and appropriateness of the faltlial placements
securced by TCC. On the other hand, TCC was pralsed for its
effectiveness In factlitating contacts with tralnees In emergency
situations.,

(2) The incumbent COP plans to leave Zambla for personal reasons in
July 1989, It should be noted that the GRZ asked her to remain with
the project, and that the Chalrman of the PEC told the review team
that "It 1s a plty [she] L4 leaving. We are worrled about the time
it will take to replace her, and about the loss of her familiarity
with the project's history and her knowledge of its activities.”
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The review team also discussed TCC with three Zambians who have
completed long-term training in the U.S. under HIRD, The first left
Zambia in 1985, {.e., prior to TCC's involvement in the project, and
thus had no contact with the firm. Of the two for whom TCC was
responsible, one reported that he had had exteusive contacts with
TCC and expressed hls appreclation for {ts support. The other,
however, reported that his contact with the firm was limited
primarily to receipt of his monthly allowance check. Although he
experienced serious academic difficulties while at Boston
University, TCC did not, he sald, help him resolve these problems.

Given the small size of this sample, it would be inappropriate to
draw conclusions about 1CC's overall performance. Suffice it to
note that this remains an open question, one that a full scale
evaluation at the end of the project should address.

¢. University of Maryland - Eastern Shore (UMES).

RLA executed a subeontract with UMES in June 1986, The most recent
amendment of the prime contract lists the cost of the UMES
subcontract at $706,628, The scope of work of this subcontract
charges the Unlversity with providing 37 person months of short-term
technical assistance and with orienting, supporting, and monitoring
those techniclans., (3)

As HIRD did not support any In-country training activities until
December 1988, UMES had nothing to do for the first two and a half
years of {ts subcontract. Since then, the pace has picked up only
slightly. Most of the preparatory work for the flrst in-country
gseminar on International Banking Operations was donce by the RLA COP,
the GRZ, and USAID, UMES was expected to perform only three tasks:

- Execute a contract with Cltibank for three person weeks of
short-term technical asslstance,

- Recommend appropriate refercnce materials for use during the
seminar,

- Forward a $25,000 check (drawn from HIRD funds) to the RLA COP
to defray the costs of the seminar,

UMES completed the first task successfully, It also attempted to
carry out the second task, although the materfals {t recommended
were not judped appcopriate for the seminar. Tt falled to complete
the third task fn a timely manner; despite repeated entreaties from
RLA and USAID, the check did not arrive until nearly four weeks

(3) The subcontract with UMES {s exceptionally poorly written. It
also charpes UMES with tasks clearly not among those whlch projeet
management Intends the Unlversity to carry out, For example, the
subcontract says that UMES must provide "narrative for participant
activitles Including student placement...” and "a discussion of the
status of long=—...term advisory assistance.” Yet {n practice, UMES
ts not expected to place students or to provide long-term
asslstance. These seem to have been boilerplate phrases
fnadvertently included.
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APPEIMDIX B: Individnals and Azenczies Contacted

Mp, Cristofa Chtrwa

Me5, Trane Somangs

Mr. Enuanuel Musenpe
Al

Yr. L. Raemba

Uv. Gretta Middleton

Mr, O, DPhird

Hr. D. Mtong4

tir. James Malungo

Hr. Do lheo

. leorard Chiunc

Fraonamis Advisor, Bodget O0fftce,

Mintstry of Flaaace ©Revurned
Participant)

Yermanent svererary, birestor of
fudpet, M3 {hupervicar of

Eeturned Particivaats)

Zeonomist, Budeet Stfice, Ministry

of Fipenee {Potursned Farrlcipant)

Buman Reascarces Planmlng Dept.,
NCDP (Cha:resn, Training
Suheotap’ tLer; Short-tern and
Ta~country ir.ining Partlclpant)

Chiet of Varty, HIkDh Fooleot

Foreiyn Orerations, lept., BOZ
(¥oraecly BOZ Trag, Dept. auwd
Participaar fa Ja-country Banklng
Seni nnry

Tralniny Tept., Banr of Zaubla

Ha5°, Manager, sosclpn Operations
sat., Aumtte, ENIM Bank Lid.

f ans barltstpant in

b ine ceulnar,

Pean, “choel of fatvral Helences,
HRTA T srner Head, Math. Dept.)
DirecLor Ceneral, MODP and
Crairian, HIRD Froject Erecutive
Commivtee

Y 2



Mrs. J. HMuchelemba Former Director, ilunan Resouwrces
Planning Nepartment, NChP

Aliu Van Egmond Praoject Developueat Offleer,
U3AID/ Zanbia

Dr. Mteheel Dummer Sratisticlien, Fomer HIRD
Loag=term Th

vMr, John Nalube Lecturer, National Insticute of
Publtic Admintstrazton (Returned
pFartfcipant)












Appendlx C (cont.)

1986 (cont.,)
July:

July 9:

July 11:

August:

September:

1987

February 18:

March 19:

April 24:

May 1:

June:

July:

August

Senfor Statlistliclan Michael Dummer arrives in Zambla.

RLA executes sub-contract for $671,707 with
Transcentury Corporation (ICC) for implementatlon of
U.S. and third-country tralning.

AID/W executes contract with RLA through Small
Business Assoclatior., Effective date 18 February 1,
1986. Contract calls for 3 long-term TA positions, 37
person months of short-term TA, 148 person years of
long-term U.S. tralning, 80 person menths of
short-term U.S. and third-country training, and 1000
person months of In-country tralnlng. Contract
obligates fnltlal tranche of $1,567,000 of total
estlmated LOP TA cost of $7,481,963.

USAID/Zambla begins cffort to redesign HIRD to focus
project inputs on supporting the GRZ's planned
economic policy reform measures.

Five more participants begin long-term training in U.S.

Discussion Paper on refocusing HIRD to support GRZ
policy reform submitted to GRZ for review.

Preparation of Actlon Memorandum and PP Supplement
tefocusing HIRD to support GRZ policy reform Is
completed.

USAID writes to NCDP requesting approval to proceed

with long=tera training for 5 participants and

short-term tralning for two partlcipants “"pendlng
resolution of the {ssues surrounding the proposed new
focus of the HIRD project..,.” NCDP approves this
proposal on May 21,

Prestdent Kaunda discontinues IMF reform propram, thus

calling into questlon HIRD's new reform focus,

- Tenth partlicipant beplns long-term traintng In U.s.
- First short=term tralnee departs for U.S,

-~ First long-tera particlpant completes studles,

GRZ releases a new ccononfe refora plan,

- 11th participant beyins long-term tralning in U.S.

~ Two short-term tralnees depart for U.S,



Appendlx

1%

1937 (cont,

Sontemte v

Cetober 23

iietoher 2

Novegher

7:

Lezembern:

Decenhar 1

Decemher 22:

Jhakt

January:

LSO LY

He

~—

(cont.)

HIED PIR refers to the “recently focused project”.

USAID sulmits drafe P Supploment fo NCOP for review.
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1988

January

January

{cont.)

o

January 1

~y

13

0:

Januvary 22:

Febrsary

Februarvy

March

March

March

Yarch

Harch

0

16
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.
.

~ RLA talex advisey ©¢la that his contract {s to be
termin.red,

= LSALD advtiaes Or. Leounard Chivuno, new DG of NCDP,
of Cole's remcval.

Middletan neets with Chivune, who savs he {6 "shocked
and outraped.,” He abfects to USAID's baving taken
unflateral action witheut consulting him; says that
Cale was an omployee of GRA and that aonly GRS rould
remove hir,  Chivuno copgests that al! HIRD personnnl
move o DSAID and states that MIES Lo obylnasly on
the wrong troecd”

M ATty meets with Mee, Muchelentag, heatl of Human
Hegouraes Developarnst Departament of H0UY. Muchelenba
savs that she has boen probiltned fron contiouling
discusaicey e AIRD In Ukt of “the sericns nature of
unrasclved Pssies Lentwesn fhe twn poverneents and the
necesslty to beld hifah leved ealin,”

Middleton advfees Cole that hiy contract §5 termlnated

as 5t bamuary 29,

DG oredcots nomt it {on of Mrs. Machelemba for
shorr-term training “In view of...the untlateral

dismissal of Lo Oale o

RLA 76 turwords ta (5400 o report from the Senior
Statfacdeiag concludiar that "ft (s Wiphly unlikely
thit 4t wiil v ,cusible to effecsfvely foplamont a
stat{et ey Jogree progsan and eqatablish 3 computlng
laboratary ar called tar fn the project agrecment,”

DG of RGP decling: %A1 Diwectnr’s requast for
rertlng to Alecuss LIRS pendiag advice Lrom GRZ on
tagnge ¢ Coletyq dlanmt snal,

D Divectar agatn requests neetiny with i) of KCDP
Al geanse VIR, M, down nol reply.

RLA S0P vepors s to USALL that head of ERZA Mathematicw
Depirtzent Lave Senlar Stat{stictan "has done an
guara bl trogendaos (o007

USAID Direstor Yotse dJeparts Zanbla for consultations
in ii.%. While to Washington he 1r assipned to head a
speclal tasy tores; Mr, Marse nevey retarns to Zanbia,

"Assnssment of the HSAID/Zamhia Frogree” accompanying
Lthe il reparts that “Lhe M{uston has declded not ta
Link Lhe [HI3G] profect oxpltcltly to a=swinting In the
{mplementation of tie rectrocturbng process,”






Appendix € {(cont.)

1984 {(cont.}

July 28:

August:

September:

Octobar:

Octobar 6:

October 16:

November 15:

November 16:

Second meeting of PEC, Committee cc.cludes that its
policy with respect to trefnee selection will be to

3

ad! e fo orfglual Prolece Paper nbiectives,
- Fourth long=ters particiyant cempletes studies,

-~ One participart deparie for short-ters trafning R
¥.S.

~ RLA Semfar Statistician 1s assigned to teach only
cne couven b 1905/8% acaderic year.

- Twe participanty begla loow cerm tradning in U.s,

~ Three partfcipants receive short-fern training in
Kenya.

- Twe short-tern participants depart; one for trainin
i + ] ]
in Exypt, on= for tcafning in Tanzuenia,

- GRZ accepts PIL Ko, 1V extendiag PACH to June 30,
1491,

- Third meating of PEC. Trasning Subcommitiee is
farped amt “piven rosporaltility oy sareening the
applicants fur presentastdon Lo the PRG far approval.,”

Aetdng Head of UNZA Mataczatics Departisent vrites fo
i E

4

!

hiw Desn thet | Sesior atatfstician e wo longer
wiilfap to wory with the Depaitze 7 gand requasts "an
frmeiiiate revdos” 5 that advinorT. o enatus,

A LD, Heedons! tontiaating 00000y and LA reet in
Ludska., An r7clane of letters .o hoveabey 16-17

agreas “huts

= Loag~tewnr trafnliag will be veduced to 73 person
vyears;

- Short-tess U.5, anl third-country tratuing will be
reduced trn 6G peraeo manths g

~ In-conntry toaiptn, wil!l ke ieduced to 500 person
montng;

- Shart-ters TA will be redured to 30 person muonthe;

— The cantru~ter's Scope of Werio had ot been expanded,

These changns have nol yet been fncorporated in the
|

bagslec projoct Jocuments.

Fourth meet ing of PEC.  Comzittee hears oral report of
Trafnlng Subcomsittes; directy subsomnittee to drav up
fts own Terms of Reference and aubieitl them to PEC.
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Appendix C (cont.)

1988 (cont.)

December:

December 5:

December l4:

December 21:

December 29:
1989
January:
January 19:

January 20:

February 6:

February 17:

March 20:

- Two more participants complete i. 3-term training in
U.s.

- Two participants depart for shert-term training at
UMES.

First in-country trafining sessicn begins. 28
narticipants receive one week of instruction on
International Banking Opcrations. Short-tern TA (3
persons for une week) Lls furnlshed by Citibank.

Fifth meeting of PEC, Committee declines to approve
applications from empioyees of parastatal companies on
grounds that criterla for reviewing such applications
sre still being drawn up.

Deputy Vice-Chancellnr of UNZA writes to Chairman of
Project Fxecutiva Committec (FEC) to request that
Senior Statlstictan's services be terminated.

Chaltran of PEC responds to UNZA letter; he concurs
that Senior Statisttician should be remaved.

- 16 participants begin lonp-ters tralning lo U.s.
- Fiun participants hegin short-term tralning in U.S.

Chatirman of PEC writes to USALD formally requesting
that servicos of Senlor Statisticlaa be termlnataed.

USALD appraves teruipation ol Senlor Statisticlan,

RLA COP notities Santor sStatistician that his contract
fs tevilaated as of Faohruary 5.

PIO/T Amendeent (en-signed by DG of HCDP) adds
$1,165,889 to 2LA contract, thereby ralsing total
amaune. reserved tor TA to $4,17),889.  This
effoctively ratifies decislnns made by RCO and RLA in
November 1988, Lewe] of effort for lonp-tera
technical assistance 1s fixed at 9.5 person years, and
total LOP cost of TA {s estimated at $5,797,897,

RLA sfgns contrant amendment vaising total nbligations
by $1,165,889 to new total nof £4,171,869. Total
estimated cost of contract {5 revised te £5,80%,179.
Kevised SN calls for 9.5 person years of long-term
TA, 30 rerson months of short-term TA, 75 person years
of long-tern trainlug, $G person months of short-tern
4.S. and third-country training, and 500 person mnnths
of in-¢ountry training.



Appendix C (cant.)

1989 (cont.)

March 29:

Sixth meating of PEC. Committee approves detailed
criteria drawn up by Training Subcammittee for review
of applications from public sector for long— and
short-term tralning, approves workplan dravn up by
Tratning Subcormittea for in-country training over
renmainder of LOP, and agrees In principal that 1t will
not review applications received from individual
parastatal emplayees, but rather that any such
applications will firut have Lo be vetted by the
Training Departments of ZIMCO and INDECO, the two
larges:t parastatal unhrella groups. PEC alsc agrees
to review draft Tems of Reference for Training
Subcommittee at {ts next meeting.
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APPENDIX D: Recommended Financlal Reporting Format

Loug=Term Tralning

Person Yeurs
(P Ys) Amount

Total Budpgeted

PLo/Ps Tssued/Expenditures

Projected Actual
Part felpants P Ys PIO/P Amount P Ys Expenditures Balance

(a) (b) (c) (d) (b-a)

TOLAL

Kilanre Avallahle
Cor Provramaing (1-3)

Tot ol aiisharsed Aaoant

e



Month .

SEENDEY D (Cont'd)

Short=Term Trainlag

Person Months
(P M's) Amount

Total Budpeted

PI0/Ps lssued/Expenditures

Projected Actual
Participants P Ms PIO/P Amount P Ms Expenditures Balance

(a) (b (c) (d) (b-a)

TOT A,

Balanee Avaflable
for Programming (1-73)

ot !l Ynifsharsed Amount



