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EXECUTIVE SUMMARY

A. Purpose of Evaluation and Methodology

The purpose of the interim evaluation was to assess the Human
Resources and Institutional Development (HRID) Project (612-0230),
with special attention given to revisions which were made during the
project's early stages. The methodology employed was "fourth
generation evaluation," which, while following familiar processes of
interviewing and document review, used the evaluation activity toengage key actors in building an agenda for future project
activities.

B. Human Resources and Institutional Development Project

The purposes of the HRID Project are to strengthen and expand
capacity for human resource development and to improve efficiency
and effectiveness of human resources employed in Malawi. The
following objectives reflect the strategies to accomplish these
purposes: (1) strengthen post-secondary training institutions; (2)increase public sector planning, financial management and management
systems' capacities in critical development Ministries; (3) increase
the number of women in professional, technical and managerial
fields; (4) develop capacity of DPM&T to plan, manage and utilize
personnel efficiently and effectively; and (5) provide interim
support for small and medium enterprises serving the private sector.

Project activities build capacity in selected training organizations
by developing relevant training programs and staff, based on
institutional needs analyses. In'addition, project activities
improve managerial performance in self-selected line agencies by
supporting human resource development plans and managerial
strengthening activities, such as the development and installation
of a management information system. A special emphasis of theseefforts is directed towards improving the access of women totraining organizations, and to employment in non-traditional fields.

Project resources are used for participant and in-country training
(long- and short-term, pre- and in-service), technical assistance,
commodities and project management. USAID is providing the
Government of Malawi (GOM) $18,000,000 in grant funds for eight
years to accomplish project objectives. Project activities
commenced in early 1988 when contractor staff arrived. As of March
31, 1990, approximately 72% of project funds have been committed to
thirty-seven project activities.

C. Findings, Conclusions and Recommendations



1. Project Focus

a. Findings and Conclusions

Differences regarding the focus of the project were not resolved in
a timely manner, allowing funding decisions to spread resources too
thinly. The actions taken by the Project Coordinating Committee
(PCC) in June, 1989 to narrow the focus of the project were
necessary, should have occurred earlier, and may have been avoided
by creating allocation priorities over time, and making more
realistic assumptions about the behavior of organizations in a
resource-scarce context.

b. Recommendations

Future focus of the project should be on assuring success of
currently funded activities, strengthening linkage between human
resource development and management development and institutional
strengthening activities in critical development Ministries (i.e.,
Works, Health, Local Government), and the Department of Personnel
Management and Training (DPM&T); and strengthening in-service
training capacity.

2. Project Design

a. Findings and Conclusions

The general design strategy of linking human resource development to
institutional needs assessment is valid, and seems to be working
well within the University of Malawi. In line agencies of
government, it is somewhat problematic for the following reasons:
current personnel policies result in frequent staff transfers; the
history of human resource development in Malawi has been tied to
donor support and individual rather than organizational interests;
and the wide variation in roles and tasks makes analysis and
planning much more difficult in an agency setting than in a
university setting.

Similar approaches are being used by other donors, providing an
appropriate time for donors to assist the GOM in initiating needed
changes concerning human resource development policies.

The project has experienced difficulties initiating management
development activities to improve organizational performance. These
difficulties were not adequately anticipated in the design phase:
assumptions about capability to conceptualize, articulate and plan
such activities may have been too optimistic. Capacity, commitment
and willingness to undertake complex, time-intensive activities may
also have been over-estimated.
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The "process" approach taken in this project, while appropriate in
principle for the project, was not adequately designed prior to
implementation. For example, there was not adequate planning to
produce the learning needed by stakeholders to guide the evolution
of the project.

The flexibility of the project's "process" approach has allowed
changes to occur in response to changing needs. For example, when
funding for READI II became a reality, the project was able to
change priorities.

b. Recommendations

The "process" approach should be continued, but needs more careful
planning at all stages to ensure that all project efforts are
carried out in a manner that is consistent with the spirit of
collaboration underlying the process, and leads to learning needed
to allow the project to evolve in an informed, proactive way.

The project, particularly the Working Group, needs to develop a more
deliberate plan to model the processes and outcomes it is helping
others to acquire.

Donors need to develop a coordinated effort to assist GOM/DPM&T in
responding to the timeliness provided by National Technical
Cooperation Assessment Program (NATCAP) for initiating changes at
policy and operational levels regarding human resources development.

The HRID Working Group, and particularly the Field Office staff,
needs much more substantive involvement assisting critical
development Ministries to plan and initiate project activities which
link human resource development and management development.

3. Project Decision Structure

a. Findings and Conclusions

After an uncertain start, the PCC is operating effectively, but the
subcommittee structure has not performed as expected and is in a
state of limbo.

b. Recommendations

It is recommended that the PCC develop a strategic plan regarding
its mission, activities and resources for the remainder of HRID and
beyond. It is also recommended that the PCC request the IRID
Working Group to prepare an Action Plan for the remainder of the
project, including: a Monitoring and Evaluation Plan; a statement
of roles and responsibilities for key institutional actors,
including the PCC and grantees; proposals for resolving the
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subcommittee problem and improving the proposal process; etc.

4. Project Management

a. Findings and Conclusions

The project is shifting from a phase of initiation and makingfunding decisions to a phase of servicing project activities andimplementing a monitoring and evaluation system. Roles andresponsibilities of key actors in this new phase need to beclarified and assigned. There is a possibility that additionalstaff may be needed in either the USAID/HRID Project or the HRIDField Office, depending on which office has primary responsibility
for project implementation, and especially monitoring.

b. Recommendations

An Action Plan for the project needs to be developed and implementedas soon as possible. A key component in this plan is a monitoringand evaluation system which allows all parties in the project, fromkey institutional actors to grantees, to monitor their progress in atimely, efficient manner. It is recommended that responsibility forthe implementation of a project monitoring system be delegated tothe Field Office, and that DPM&T be provided resources to play animportant role in this activity in order to strengthen its
capabilities in this area.

It is essential that the roles and responsibilities for all projectmanagement tasks be clarified and assigned so that staffing needscan be ascertained, and needed changes initiated.

Important project documents need to be amended to reflect thechanges that have occurred in the project.

5. Project Activities: General

a. Findings and Conclusions

Early indications are that activities being carried out will producedesired results in most instances. Activities having most successto date include strengthening of university-based training/education
programs; advancement of women; and strengthening of organizationssupporting the development of small and medium scale enterprises.

The activities having most success to date share a number ofcharacteristics: their proposals met funding criteria mostcompletely; they have planning capability, and a planning processthat is participative; they plan human resource development toimpact a critical mass of staff; and their budgets are appropriate
and sustainable.
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Attention is being given to developing a market orientation in
training institutions. Ai, attitude change among university
administrators and faculty in this regard is taking place which
should facilitate sustainability of project activities.
Sustainability of activities in other settings is a critical issue
needing more attention by government.

Activities to strengthen in-service training institutions outside
the University need attention, as do all those in critical
development Ministries which link human resource development and
management development.

Of particular concern to the Evaluation Team is the situation
regarding DPM&T, both as a "managing partner" in the project, and as
a grantee. DPM&T does not appear to have the staff resources to
participate as expected as a partner, nor to develop and implement
the management development activities being supported by the
project.

b. Recommendations

As recommended earlier, the Field Office needs to become more
substantively involved with certain types of activities, and with
certain grantees, such as DPM&T. It is most urgent that USAID, the
Field Office and key staff within DPM&T meet to review DPM&T's role
in the project, and develop a plan of action that is appropriate to
DPM&T's needs and capabilities.

As part of the project's learning process, structured activities
such as workshops and conferences might be carried out which would
assist grantees in sharing experiences. In this way the exemplary
activities could disseminate lessons and practices they have found
useful.

The PCC should carefully review the High Risk group of activities
identified in Section VII with the possibility of "decommitting"
funds if viable proposals cannot be developed.

6. Project Resources

a. Findings and Conclusions

Eighteen million dollars looked like a lot of money at the start of
the project. At this point, as the needs become clearer, it doesn't
look like nearly enough to make a lasting impact.

Training activities seem to be well ahead of expectations,
especially in terms of in-service training being received through
the project, and women receiving scholarship aid.
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Many of the participant training activities have weak post-training
plans, and proposals are vague about processes to keep trainees in
contact with their organization while in long-term training.

Use of technical assistance is proceeding well, although there is
general concern among OPEXers that they may not be able to see their
efforts institutionalized within their contract periods.

Commodity procurement has just begun. In many proposals the planned
relationship of commodities to other project resources and
activities is not well developed. Review of the commodity portion
of proposal budgets appears to have been inconsistent.

b. Recommendations

The Field Office needs to give grantees assistance in planning post-
training utilization of participant training, and assuring that
organizational benefit is gained and institutionalized to the
maximum degree possible.

Future proposals need to have human resource development plans more
carefully articulated and linked with management development and
institutional strengthening efforts. Closer budget review needs to
be given to commodity requests, as well as more thoughtful
integration of commodity needs with other development activities.

D. Lessons Learned

1. Projict Design Implications

a. The Project Itself Is a Model for Institutional
Strengthening

Projects based on a "process" model should be designed so that the
project itself is a model in institutional strengthening for the
groups and organizations with which it works. This means that all
key activities and phases of the project should be designed,
implemented and evaluated as learning opportunities for involvedorganizations. This expectation has important implications for the
staffing and management of the project.

b. Missed Opportunities for Critical Analysis

The USAID project design and approval process failed to identify
weaknesses or inconsistencies in the design, resulting in project
implementation problems.

2. Broad Action Implications

vi



a. Do Not Bet It All On the First Hand

In short, the key actors allowed all $18 million of project funds to
be put on the table at the start of the project. This has led to
several serious problems discussed in the report (unrealistic
expectations among potential grantees, pressure for spreading funds
to resource poor agencies, initial flood of paperwork which the
project was not fully prepared to handle, lack of funding
flexibility for future needs, loss of project credibility).

b. Start Small, Go Slow, Test, Listen, and Make Sure
Everyone's Aboard

Projects based on a "process" design need to pace their activities
in order to see if the process is working. This project started
big, moved too quickly, did not test some of the key assumptions on
which the project design was based (e.g., critical development
agencies would want to undertake serious institutional strengthening
activities; personnel policies would not hinder human resource
development), and has not listened adequately to some of the key
actors.

vii



I. BACKGROUND AND INTRODUCTION

This document is the report of the Interim Evaluation of the Human
Resources and Institutional Development (HRID) Project (612-0230) ofthe USAID Mission in Malawi, which began in the spring of 1988. The
evaluation was carried out by Creative Associates International,
Inc. (CAII) in Malawi during the period of March 4, 1990 to April 7,
1990. This section of the report is organized as follows: the human
resource needs in Malawi; a description of the project; the
evaluation Scope of Work; evaluation methodology; and the
organization of the remainder of the report.

A. Human Resource Needs in Malawi

Since independence in 1964 Malawi has not had an adequate human
resource base on which to carry out nation building efforts. At the
time of independence there were no post-secondary training
institutions, and Malawi's need for educated, professional,
technical and managerial manpower was filled by expatriate
personnel.

During the next two decades Malawi began to create a human resource
development infrastructure. The University of Malawi was
established in 1965, consisting of Chancellor College (liberal
arts), the Polytechnic College (vocational); Bunda College of
Agriculture; and the Kamuzu College of Nursing. Training
institutions outside the University were created, including the
Staff Training College, the Natural Resources College, the College
of Forestry, the Lilongwe School of Health Sciences, the Malawi
College of Accountancy, and, most recently, the Malawi Institute of
Management. In addition, many government Ministries and parastatals
created training programs to try to meet their training needs.

Despite these efforts, the human resource demands of nation building
exceeded Malawi's productive capability. Government and donors
carried out studies to identify strategies to improve the situation
(e.g., Herbecq, 1985; Klauss and Yates, 1986; Deloitte, Haskins-
Sells, 1987; World Bank, 1988). In general, such studies identified
three critical areas regarding human resource development: (1)
manpower demand and utilization has resulted in high vacancy rates
in several professional and technical fields, particularly in the
public sector; (2) budgetary constraints throughout the educational
system have contributed to the lack of institutional training
capacity, resulting in the need for external training and
recruitment of expatriate training staff, both of which are costly
courses of action; and (3) the lack of an effective system to plan
and coordinate human resource development at a national level and at
an organizational level. Based on these needs, USAID and other
donors have sought ways to assist the Government of Malawi (GOM) to
improve its human resource development system.
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B. Purposes, Objectives and Description of the Project

The response of USAID/Malawi to these needs was the decision to
initiate a project which would seek to address several of the needs
simultaneously, within the context of policy priorities of USAID and
the GOM. This initiative led to the Human Resources and
Institutional Development (HRID) Project, an $18 million, eight year
project whose goal is "to establish within Malawi a strong,
efficient and sustainable human resources and institutional capacity
for equitable economic growth" (ProAg, p.19).

1. Purposes and Objectives

The purposes of the Project as stated in the Project Agreement
(ProAg) are:

a. To strengthen, broaden and improve the efficiency of
Malawi's post-secondary degree and non-degree
training institutional capacity to supply the private
and public sectors with critically needed trained and
experienced professional, technical, managerial and
administrative human resources; and

b. To improve the efficiency and overall effectiveness
of existing professional, technical, managerial and
administrative human resources employed in the
private and public sectors.

To accomplish these purposes, the following objectives are specified
in the ProAg:

a. Strong, flexible and efficient training institutional
capacity;

b. Increase and improve the capacity of trained and
experienced professional and technical employees in
critical development Ministries;

c. Increase [supply of] Malawian managers;

d. Strong institutional infrastructure for small and
medium enterprise development;

e. Increase number of women in professional, technical
and managerial fields; and

f. Develop capacity of DPM&T and development Ministries
to plan manage and utilize personnel efficiently and
effectively.

The End-Of-Project Status (EOPS) statements in the ProAg are
basically restatements of the objectives, with the magnitude of
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outputs for each objective stated in terms of an indicative outcome(e.g., "Specialized Bachelors of Agriculture program at BundaCollege," which is one of seven cutputs listed in the LogicalFramework of the Project Paper for the first objective).

The project's objectives were modified in June, 1989 for variousreasons, which are discussed in the next section of the report.

The revised, current objectives are as follows:

a. Strengthen the existing post-secondary training
institutions;

b. Increase public sector planning, financial management
and management systems' capacities in critical
development Ministries;

c. Increase the number of women in professional,
technical and managerial fields;

d. Develop capacity of DPM&T to plan, manage and utilize
personnel efficiently and effectively; and

e. Provide interim institutional support for small and
medium enterprises and organizations serving the
private sector.

The changes resulted in the project having a narrower focus and amore limited range of project activities. Sectors viewed as lesscritical have been de-emphasized in order to make possible greatersupport to areas with higher priority (strengthening of post-secondary educational and training institutions, creatingopportunities for women, and strengthening senior and mid-levelmanagement in critical development Ministries). In-service trainingactivities supported through the project have been narrowed toshorter-term degree and non-degree courses designed to enhancespecialized skills in planning, financial planning and management.Under the revised objectives, longer-term academic training ismainly for faculty members of the University of Malawi.

2. Project Description

Individuals close to this project describe it as having a specialand perhaps unique character because of the combination of severalfactors. These factors are summarized here to provide a context fordiscussion of the Scope of Work and evaluation methodology which
follows.

The project has been designed and implemented with highest prioritygiven to nurturing a spirit of collaboration among the keyinstitutional actors at decision-making and operational levels.Collaboration is seen as being the necessary dynamic of interaction,
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given the decision to have the project respond flexibly to human
resource development needs, as determined by Malawians. This would
lead some development specialists to characterize this as astakeholder-driven type of project. In this case stakeholder
involvement will continue throughout the life of the project.

Project evolution is based on general linkages to sector development
objectives. There are illustrative types of activities in the
Project Paper, but the expectation from the design stage of the
project has been that the specifics of any given activity would
evolve out of a process which includes potential grantees, the
government's implementing agency (DPM&T), USAID and the contractor.

Another defining factor in this project is the attempt to foster
human resource development based on orqanizational development needs
as opposed to individual development ih-eds. This is different fromthe historically implemented approach to human resource development
in Malawi.

There are many HRD projects within USAID'C worldwide portfolio, some
of which have none of these characteristics, and some of which haveone or more, along with more traditional characteristics of human
resource development projects. However, very few have attempted tobring these characteristics together in one project, funded at a
level of $18 million, in a country the size of Malawi.

C. Scope of the Interim Evaluation

The Scope of Work of the Interim Evaluation, reinforced in initial
meetings with the Mission, stressed the need for the evaluation to
have a "problem orientation" with an emphasis on "next steps." It
is important that readers understand the orientation given to the
evaluation, since it results in the report having a critical
character which belies the overall success of a highly innovative
and complex project. "At the end of the day," as they say in Malawi,
this project is proceeding in a manner which should result in all
project objectives being met. But since the process of getting
there is "different," critical analysis at this stage of the project
is very useful.

The specific issue areas identified in the Scope of Work are:
project objectives; institutional development approach to training;
donor coordination in human resources development; the project's
proposal formulation and approval process; project operation;
project activities; project management; and future directions of the
project. Guiding questions in each of these areas was provided in
the Scope of Work and are included in Appendix 1.

D. Evaluation Methodology

The methodology used was based on an approach known as "fourth
generation evaluation" (Guba and Lincoln, 1989). It was chosen to
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fit both the nature of the project, as described above, and theMission's requirement for a problem-oriented-next steps focus. Insome respects the methods of fourth generation evaluation appears
similar to traditional methods; site visits to project activitiesand extensive interviews (Appendix 2), review of relevant reports,files and other documents (Appendix 3), etc. However, there areseveral fundamental differences between fourth generation and
traditional evaluation.

One difference is the role of evaluators in initiating a dialoguewith stakeholders, individually and collectively, around issues
which the stakeholders identify as being significant. Anotherdifference concerns the myth of evaluation objectivity. Traditionalevaluation methods assume that there is an objective reality to beverified by impartial evaluators. Fourth generation evaluation
makes an assumption that the reality of any process involving humaninteraction is largely the construction of perceptions, and what isimportant as an outcome of evaluation is movement among actorstowards more mutually held perceptions about matters which are
important to each.

This approach uses the claims, concerns and issues of allstakeholders as the organizational focus of the evaluation. Thepurpose of the interaction is to identify differences and agreementamong the stakeholders. Through the process of engagement and
dialogue, all stakeholders have relatively equal access to and"weight" in the evaluation, thereby empowering stakeholders who intraditional evaluations would be sitting powerless on the sidelines.The process produces an agenda for action which extends beyond theevaluation. Involvement also increases the likelihood that allstakeholders will be users of the evaluation information, as well asbecoming mutually educated by the-process. Feedback to theEvaluation Team from key stakeholders in the project confirmed thatthe expected outcomes of fourth generation evaluation had begun to
occur.

E. Organization of the Report

The report is organized around issues that are important to all the
key actors:

Section II, project goals, design, focus, and external
factors including donor coordination and the approach ofother donors to meeting human resource needs in Malawi;

Section III, the adequacy of the project decision
structure, the collaborative process, and project
procedures;

Section IV, the adequacy, effectiveness and efficiency of
management resources;
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Section V, the ability of the project to provide adequate
learning to stakeholders so that the project can evolue on
a well-informed basis;

Sections VI and VII, project activities and their movement
toward achievement of objectives and expected outcomes and
adherence to funding criteria;

Section VIII, use of project resources;

Section IX, next steps;

Section X, lessons learned.
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II. ISSUES RELATED TO PROJECT SUCCESS

The success of any project depends upon the degree to which key
factors are appropriately linked throughout all phases of a
project's life cycle. Key factors generally include:

clarity of the policy goals which the projects supports;

appropriateness and feasibility of project design;

"external" conditions (that is, conditions which are
beyond direct control of projects but which influence
their success); and

management of project resources, meaning the planning,
implementation, and monitoring of the human, financial and
material resources of the project, and the coordination
and integration of their use (Rondinelli: 1986).

Issues concerning the impact of these key factors are discussed in
the following sub-sections.

A. Clarity of Project Goals and Focus

USAID's Country Development Strategy Statement (CDSS) and GOM's
Statement of Development Policies (DEVPOL): 1987-1996, provide a
policy framework within which the HRID Project operates. Ideally,
HRID and other USAID projects should function within the areas of
overlap between CDSS and DEVPOL statements of Malawi's development
needs, as indicated in the diagram below.

,CDSS DEVPO.

HRIi Project Possibilities

There are a number of policy goals in the shaded areas which the
HRID Project can and does support. This has created an ongoing
issue of which policy goals HRID should support (i.e., how broad or
narrow the focus of the project should be), how this support should
be manifested, and, within the USAID Mission, who should control the
support (HRID Project Manager, or sector project managers). Some
members of the HRID Working Group and the USAID management staff
have said that the fundamental question for the Evaluation Team is:
What should be the focus of the HRID Project?
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1. HRID Policy Goals: Historical Perspective

The existence of this question, this far into the project (in terms
of time and committed project resources), indicates that USAID
management has not resolved the project's "identity crisis." This
seems to be an outgrowth of the conditions under which planning for
the project evolved.

Project formulation began during a time when HRD offices throughout
USAID frequently performed a service function for sector offices to
carry out sector offices' training plans. This was the context
within which thf project was formulated in the Malawi Mission. The
Action Memorandum recommending approval of the project reflects this
context in describing the project as "targeted on the Mission's
strategic objectives... (and becoming] the Mission's main vehicle of
providing technical assistance and participant training resources
for meeting these objectives."

At the same time, another perception of the project began to take
shape in which the project would develop its focus out of the
pattern of funding decisions made by the Project Coordinating
Committee (PCC). The PCC is guided in its decisions by a set of
criteria which do not mention specific policy goals of the GOM or
USAID. The Project Paper and ProAg link expected project activities
to CDSS and DEVPOL priorities in a general, illustrative way, but
not to specific sector projects. Nevertheless, early briefings of
the PCC and its subcommittees by the HRID Project Manager and Field
Coordinator stressed CDSS and DEVPOL policy goals as the context for
focusing proposals and decisions to strengthen institutional
capacity and human resource development.

These two perceptions had the potential for being complementary, but
over time and in light of the broad scope of the PCC's decisions,
they became opposing perceptions and tension points in the Mission.
Compounding the situation was a rapid rise in expectations among
Malawian organizations about access to the project's training funds.
The signing of the ProAg was given extensive publicity, and the
level of funding ($18 million) was large and inviting. The nature
of the funding process, and the publicity given the project, created
great demand. The normal delays in project start-up seemed to
exacerbate demand, and contributed to a strong feeling of urgency in
the Mission and GOM for "action." This was the environment when the
PCC met to decide first allocations of project funds.

When proposals were received and approved by the PCC in the first
year, the emerging project focus did not fit either of the
prevailing perceptions of the project's linkage to policy
priorities. Furthermore, other policy considerations began to
emerge within the Mission. For example, the need to use the HRID
project "to supply the private sectors with critically needed...
human resources" was essentially eliminated by other decisions to
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refund a READI-type project. Training needs in the health sectorbegan to take on more urgency. These and other factors led toaction by the PCC in June 1989 to narrow the focus of the project,
and to review some of its earlier funding decisions.

2. HRID Policy Goals: The Current Situation

At the start of the evaluation, the question of the project's focus
had still not been answered satisfactorily as far as the managementteam of the Mission was concerned, with the result that this issue
dominated discussions about the project. On the GOM side, there wasa different perception: the project had allocated funds broadly, asexpected, but not as broadly as some PCC members would have liked.The issue of tight linkage between policy goals and project
activities tends to be viewed by Malawians involved with the projectas an USAID issue, and the actions taken by USAID to force funding
decisions into a narrower focus was seen more as a violation of thepromise of collaboration than an effort to produce funding
"rationality." From a Malawian perspective, based on resourceconstraints and a relatively short time horizon, a broad focus fordistributing project resources is more equitable and politically
rational.

Dialogue during the evaluation process led to the realization thatthe question of focus has essentially been answered, given that overseventy percent of the project's funds have been committed, as shown
on the following table.
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Table 1
HRID Project Funding Status

3/31/90

A. Activities Funded to Date:

1. HRID Delivery Orders (implemented by AED) $4,755,424
2. Direct USAID payments to grantees 644,321
3. AED Core Contract 1,474,414
4. Other (evaluation, PSC, GOM US visit) 117,735

Subtotal: 6,991,894

B. Additional Firm Commitments:

1. HRID Delivery Orders 3,053,718
2. AED Core Contract 1,400,000
3. Evaluation, PSC 230,000

Subtotal: 4,683,718

C. Additional Tentative Commitments: 1,212,000

Subtotal A+B+C (71.6%) 12,887,612

D. Uncommitted: (28.4%) 5,112,388

Total: $18,000,000

This accounting does not include the $1,077,000 which has been
earmarked for the Ministry of Health, and some of the activities
with tentative commitments may not receive final approval.
Through the dialogue process of the evaluation, key actors at the
HRID Working Group level agreed that the focus of the remaining
funds should be limited to the following options:

(i) continued support for pre-service training
activities currently receiving HRID funds and
demonstrating success or reasonable progress;

(ii) continued support for in-service training
activities currently receiving HRID funds and
demonstrating success or reasonable progress;

(iii) continued support for organization-specific
management development activities currently
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receiving HRID funds and demonstrating success or
reasonable progress; and

(iv) support for new activities only if they
demonstrate a linkage between a currently
supported training program and a new organization-
specific management development activity (e.g.
Sociology of Women in Development and the
development of a strategic planning capability in
the Ministry of Community Services), or a new, in-
service training program and an existing
organization-specific management development
activity (e.g., Malawi Institute of Management,
Ministry of Health, Private Hospital Association
of Malawi (PHAM), Ministry of Local Government, or
DPM&T).

Top priority for commitment of any remaining funds, within the
options cited above, should be based on the following criteria:

(i) likely impact of the funded activity on long-term
institutional strengthening;

(ii) manageability of the activity from HRID Working
Group perspective, and the individual
considerations of USAID, DPM&T and the HRID Field
Office;

(iii) overlapping high priority policies of CDSS and
DEVPOL;

(iv) contribution to the accomplishment of the
project's objectives, as reformulated in June,
1989; and

(v) consistency with the original philosophy and
intent of the project, as reflected in the 12
proposal criteria, and sustainability.

3. Recommendations

The Evaluation Team recommends the following with regard to the
question of the focus of the HRID Project:

a. Very careful reconsideration should be given to
proposals "accepted in principle," but which have
deficiencies in meeting the funding criteria, or
whose funding requirements needed to produce
success are likely to be more than available
project resources. These are reviewed in the last
group of activities in Section VII (High Risk
Activities). A date should be established for
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each of the proposing organizations to resubmit a
proposal, and if a satisfactory proposal is not
received by that date, the funding should be
"decommitted."

b. The Mission management team should resolve any
remaining issues regarding the focus of the
project, discuss lessons learned from this
project, and continue to support and guide the
HRID Working Group towards successful
implementation of the project through appropriate
monitoring of project activities. Sector project
managers should continue being alert to
opportunities to link HRID funded activities to
other USAID-funded projects in ways that reinforce
the institutional strengthening efforts of the
project, such as the ongoing efforts in the health
sector.

B. Appropriateness and Feasibility of Project Design

Project design has several dimensions or meanings which are
relevant in this case. The first concerns design in relation to
policy goals. The second concerns design in terms of approaches
to human resource development. The third concerns design in
terms of approaches to project management, broadly defined.

1. Policy Goals and Project Design

As discussed in the preceding subsection, the project was not
designed in a way to result in close linkage of project
activities to policies having high priority to both the Mission
and the GOM. While the potential for this linkage was possible,
the design and implementation of both the decision structure and
the proposal process resulted in this potential being minimized.

2. Approaches to Institutional Strengthening, Human
Resource Development and Project Design

(It should be noted that during the evaluation an evolution in
terminology seemed to take place. What had been referred to as
institutional strengthening began to be referred to more and more
as management development, since that term seems to reflect more
accurately the intent of narrowed focus. However, the terms are
not interchangeable; training of faculty members at the
University of Malawi is institutional strengthening, but not
management development, whereas training of staff members in
administrative positions in critical development Ministries could
be management development and/or institutional strengthening.
Readers are therefore warned of this situation.)

The HRID Project has attempted to introduce to the Mission and
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the GOM an effort which combines institutional strengthening and
human resource development. This is characterized by an approach
which draws heavily upon concepts of organizational development,
as opposed to approaches which put greater emphasis on changes inorganization structure, policies, and strategic planning (Hage
and Finsterbusch, 1987). The organizational development approach
rests on assumptions linking organizational performance to human
behavior, and the capacity of human behavior to be changed by
training interventions.

The human resource development component of the project was
designed around an approach that emphasized (a) in-service
training over pre-service education, and (b) organizational
development over individual development. (The distinction
between training and education is that the former focuses on
skills development needed now in a specific role in a specific
organizational context, while the latter focuses on future needs
in general roles in unspecified organizations. The Project Paper
and DEVPOL identify both training and education as being needed
in Malawi.)

What is missing from this component in HRID is an emphasis on on-
job-training over classroom-based training, and a related
emphasis on specific skill building and problem-solving as
opposed to more general skills development, even though DEVPOL
identified both as needed in Malawi. While it may be suggested
that post-training follow-up may emphasize these, others
recommend that on-job-training and specific task-related skills
development be considered an approach to human resource
development that is distinct from classroom-based training and
education (Kerrigan and Luke, 1987). As a separate approach to
human resource development, a project design to accomplish on-
job-training is substantially different than the design of HRID.

A basic question in a formative evaluation is: is this designappropriate and feasible for the needs and the situation? In
this case, there are arguments both for and against the
appropriateness and feasibility of the design. There is no doubt
about the need to strengthen institutions important to
development policies. There is no doubt about the need to
improve the efficiency and effectiveness of managerial
performance in critical development agencies. There is no doubt
about the decision to focus on organizational needs as the basisfor planning training activities. There is no doubt about the
need to emphasize organizational development over individual
development and in-service training over pre-service education.
There is doubt about the feasibility of having an impact on
managerial performance through the strengthening of training
institutions, since training, while important to performance, is
only one of several key variables which determine managerial
performance. There is doubt about a strategy which attempts to
strengthen training institutions and carry out organizational
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development efforts in selected agencies in essentially unrelated
activities. There are very few success stories in development
management endeavors with this ambitious agenda.

As discussed in sub-section II.C below, concerning the personnel
policy environment in Malawi, there is doubt about an
institutional strengthening approach without important changes in
personnel policies. In this regard, there is doubt about an
"organizational development" approach to institutional
strengthening, with its focus on the human resources of
organizations, as opposed to an "organization design" approach,
which intervenes in a broader and more strategic set of
institutional factors. And, there is doubt about an approach
that results in an emphasis on education rather than training.
The activities of the project are mistakenly called training,
when in reality all to date (except ESCOM and DEMATT/ToT) are
education activities, and therefore not likely to have
significant impact on the efficiency and effectiveness of
specific organizations in the near future.

Should there be any changes in the project design at this point
in the life of the project? On the surface it appears that there
is little design flexibility left, except in matters of
implementation. However, in reality there may be opportunities
to redesign the management development activities in critical
development agencies, since these are still in planning stages.

What is recommended in this matter is the following:

a. Find a committed "champion" to give the management
development effort sustained support from the top
of the organization throughout the life of the
activity, or at least until it has enough momentum
to prevent an early death.

b. Base the management development effort on a
professionally developed strategic plan for the
organization.

c. When justified by strategic planning outcomes,
emphasize an approach to organizational
strengthening which combines human resource
development with strategies of reorganization, new
technologies such as MIS, changes in policies and
procedures, etc., rather than an approach which is
limited to human resource cevelopment.

d. Whenever possible, refocus training activities
towards an on-job approach rather than classroom-
based.

e. Whether in critical development Ministries or
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training institutions, continued HRID project
support for training activities should result in a
critical mass of Malawian professionals in the
target organization receiving needed training as
identified in a strategic plan. It is unlikely
that a critical mass will ever be one
professional, yet many approved proposals are
based on this "design."

3. Approaches to Project Management and Project Design

There are several ways to consider the design of a project in
terms of its relationship to management issues. Three approaches
generally discussed in development management circles are the
"blueprint" approach, the "process" approach, and a mix of the
two, called by some the "structured flexibility" approach
(Brinkerhoff and Ingle, 1989). A detailed comparison of these
approaches is shown in Appendix 7.

Briefly, the blueprint approach is a top-down model of
management, based on a priori management tools, such as budgets,
schedules, etc., and planner-driven problem-solving. The process
model is bottom-up, in which problems are identified by
"beneficiaries" during planning and implementation, and
management tools emphasize participation. The structured
flexibility approach combines elements of both, seeking to use
the best features of both depending on the situation. For
example, preliminary planning done by planners would be carefully
reviewed by beneficiaries prior to and during implementation.

The HRID was designed and has been implemented along the lines of
the process model. There is an espoused theory of
"collaboration" which has played an important role in how the
management of the project has been perceived within the Mission
and the HRID Working Group. In general, the process approach
used in the implementation of the HRID Project has been practiced
according to good principles of process management. That was
best evidenced in the functioning of the PCC meetings attended by
the Evaluation Team. It was clear that the PCC members now
understand and are willing to apply criteria concerning proposal
selection. For example, PCC members are articulate about issues
of sustainability.

However, there are some indications that efforts may be needed to
review and strengthen process management practices. Some of the
beneficiaries/stakeholders have felt manipulated by the process.
From a design point of view, a major shortcoming of the process
design in the HRID Project has been its limitations in setting
guidelines for decision-making and planning for implementation
and monitoring. An important feature of the process model is
that it stresses action-learning among the participants/
beneficiaries as a way to compensate for the lack of long-term
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planning, and as a way to empower participants and beneficiaries.
However the design of the HRID Project did not include the
necessary steps to build an action-learning process or develop an
implementation plan.

To overcome these problems, it is recommended that the HRID
Working Group take steps to address project management related to
the project's design. These include building into the project's
implementation plan actions to eliminate the design shortcomings
and strengthen the process approach, and enable the HRID Project
to serve as a model of institutional strengthening and
organizational learning to grantee organizations.

C. External Conditions

Of the many potential external conditions which affect projects,
those which seem to have most relevance to the HRID Project are:
the commitment of the key actors; the personnel policy
environment of government; the financial conditions of the
organizations who benefit from this project, insofar as these
conditions affect the sustainability of project benefits; and the
activities of other donors related to human resource development
in Malawi.

1. Commitment of Key Institutional Actors

The key institutional actors in this project are DPM&T, USAID,the Project Coordinating Committee (PCC), the HRID Working Group,
and the HRID Field Office. At the inception of the project,
commitment of these actors to the goals and activities of the
project was high. However, this condition appears to be
changing. Some perceived reduction in commitment is to be
expected as key actors with multiple responsibilities shift focus
to other matters. But if the change reflects growing concern
about some aspects of the project, the perceived lessening of
commitment may be a more serious problem.

This apparent lessening of commitment does not represent a threat
to the continuity of the project, but, if true and unchecked, may
have an impact on the project's degree of success. If there is
increasing use of non-decision making representatives in the
Working Group and PCC, the ability of the project to command
attention at policy and operational levels within the Government
of Malawi and USAID/Malawi may be jeopardized. Additionally, the
capability of the PCC and Working Group to act on project matters
in a timely manner may be impaired.

It is the judgement of the Evaluation Team that the perceived
reduction in commitment of key actors needs attention, especially
at the Working Group level. There is concern that the lessening
of commitment is due to a feeling that the spirit of
collaboration, which has been one of the unique characteristics
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of this project, has been undercut by changes, not
collaboratively made, in the "rules of the game."

To address this situation, it is recommended that a series of
steps be planned and implemented by the Working Group which will
result in the newly appointed senior officers in DPM&T and USAID
becoming as actively involved and committed to the project and
its collaborative process as their predecessors.

2. The Personnel Policy Environment of the GOM

This project attempts to improve the management capability of
critical development agencies in Malawi, and to increase the
capacity of post-secondary training institutions by training
selected individuals in areas which have been determined to be
essential to management capability and capacity building. This
approach rests on several key assumptions: (a) that institutional
strengthening occurs through the training of individuals, (b)
that individuals trained to fill specific organizational needs
will return to the organization and carry out tasks for which
they were trained, and (c) that the personnel policies of
government support the first two assumptions.

In general, the evidence to support these assumptions in human
resource development projects in Malawi and elsewhere is weak.
While training is related to the process of institutional
strengthening, it is seldom both a necessary and sufficient
condition. Issues of incentives, leadership, organizational
restructuring, appropriate technology, adequate resources, and
effective policies and procedures are all factors which need to
be dealt with before training activities can have an impact, and
for the most part, are beyond the scope and control of projects
such as the HRID Project. That is, while the intent of the HRID
Project is to put training within the context of organizational
needs, the remedies available through the project (training,
technical assistance and commodities) are not adequate to address
the larger personnel policy environment of the project.

The policy of frequently rotating Common Service Pool civil
servants within a broad range of positions in all Ministries
means that it is unlikely that an organization will develop a
critical mass of civil servants who have acquired skills needed
by their organization. If civil servants are sent for training
in response to assessed needs of their organization, they may be
rotated before they have had a reasonable chance to see their
newly acquired skills institutionalized.

To address this situation, it is recommended that the HRID
Project, in conjunction with other donors and policy makers, plan
and initiate a strategy to identify personnel policies which work
against institutional strengthening and develop policy options
which may be considered by government to improve the situation.
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For example, officers who have developed specialized skills, such
as human resource planning, should continue to have assignments
which draw on these skills when rotated to new positions. Or,
the range of Ministries within which officers might be
transferred might be limited to those which are concerned with
similar substantive matters and programs. Both of these remedies
to rotation policy problems are being tried in some other
countries with civil service systems similar to Malawi.

In addition, it is recommended that the HRID Project might focus
on organizations and activities which are less vulnerable to
personnel policies which interfere with institutional
strengthening, such as frequent staff rotation. The University
of Malawi and the Malawi Institute of Management are examples of
organizations whose staff is less likely to be rotated, and
therefore institutional strengthening efforts are more likely to
be effective, all other things considered.

3. Financial Conditions and Sustainability

There are certain financial conditions in Malawi which are beyond
the control of this project, but which have a direct relationship
to the sustainability of project results. For example, salaries
of government officials are sufficiently below the private sector
in some professional areas and it may be impossible to retain
government employees trained through the project. It is to the
credit of the PCC that it has been exercising considerable care
in reviewing project proposals with sustainability in mind.
However, even this care may not prevent threats to project
success if the general economy of Malawi does not improve, and if
resultant financial conditions in the public sector worsen.

4. Donor Coordination

Major donors in Malawi have identified the need to strengthen
human resources as a key to Malawi's development, and have
instituted projects toward that end. There is general awareness
of each other's projects and talks regarding the desirability of
donor coordination have begun. However, meaningful actions
towards this end remains an unfulfilled goal. The result has
been little mutual understanding of each other's programs and,
until the recent National Technical Cooperation Assessment
Program (NATCAP) review, limited development of the potential for
coordination.

The consequences of ineffective donor coordination raises several
important issues related to the degree of success of the project.
These issues are: (a) overtaxing weak management capability of
ministries through parallel but uncoordinated efforts, (b)
competing for a relatively limited pool of qualified candidates
for special training opportunities, (c) undercutting
institutional strengthening efforts (such as offering participant
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training to individuals without requiring proposal development
which links training to organizational needs, or without
requiring organization commitments in relation to training), (d)penalizing target agencies for developing multi-donor support,(e) reducing the need of aid-receiving organizations to grapple
with issues of sustainability, and (f) failing to provide
counterpart organizations with a model of inter-organizational
cooperation and coordination.

Major donors are using human resource planning which tiestraining to project purpose. For example, the British Council
"key sheet," which is developed annually with DPM&T, now linksall training to development projects. Similarly, ODA technical
assistance requires that both the technical assistance (TA)
expert and the host organization develop short- and lcng- termgoals in which the TA is linked to organizational goals. Failure
to produce such plans results in termination of technical
assistance.

Unfortunately, donors have not used the emerging similarity ofapproach to deal with issues identified above. Everyone is sobusy implementing their own programs that there is not enough
time to coordinate. The long run costs of this situation is
ineffective and inefficient development efforts.

As suggested earlier, one hopeful development is the NATCAPeffort to develop policy recommendations aimed at improving thecoordination of technical cooperation provided by donors. One of
NATCAP's subgroups has been looking into policy needs related toinstitutional development, and suggested recommendations include
the need for organizations to develop the capacity to carry out
institutional analyses as the basis for planning technical
cooperation. This recommendation is conceptually and
operationally similar to the human resource development
principles which guide the HRID Project. If donors can generatethe energy to follow through on NATCAP recommendations accepted
by Government, it may be possible to address the issues
identified at the beginning of this sub-section.

The HRID Project may consider the following recommendations inorder to improve donor coordination within the context of this
project, and through such action, seek to improve the degree of
project success.

a. The HRID Project, through the PCC, should
encourage and support the United Nations
Development Programme (UNDP), (the designated
convener of the Technical Cooperatio. and
Institutional Development Sub-group of the donor
community in Malawi) to convene regular meetings
of donors and Government (DPM&T) to address
specific, practical, operational issues of donor
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coordination related to human resource development
activities. An example of such an issue might be
differences among donors regarding subsistence
payments for in-country training programs.

b. The HRID Project may invite donor involvement in
the technical review of future proposals for
funding through HRID. This may improve the
technical assessment of proposals, and increase
donor understanding of the HRID process and
project, which may lead to improved coordination
in specific projects. For example, inter-donor
consultation and coordination regarding support
for Bunda College, the proposed MBA program, and
the Ministries of Health and Local Government may
lead to better designed efforts and less pressure
on the limited absorptive capacity of these
organizations.
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III. HRID PROJECT DECISION STRUCTURE

The HRID Project is jointly managed by USAID and the GOM, based
on collaboration and participation by the key institutions and
organizations involved in human resources development in Malawi.

In the first sub-section below, the original design of the
project's decision structure and processes is described,
followed by a description of current structure, processes and
activities. Issues concerning the evolution of the decision
structure are analyzed in the second sub-section, and
recommendations are made concerning actions during the remainder
of the project.

A. Structure and Processes

In order to be responsive to the evolving nature of Malawi's
human resource and institutional development needs and yet adhere
to USAID's requirements, the project was designed to function
through a Project Coordinating Committee and three subcommittees.
The committee structure had the function of developing, reviewing
and approving project plans.

A U.S. contractor was designated to handle the USAID inputs.
Day-to-day coordination of project implementation was to be the
responsibility of DPM&T. The ProAg specified the following
composition of the PCC and subcommittees.

The PCC was composed of the Office of President and Cabinet
as chair, the Ministry of Finance, private sector
representatives from industry and agriculture and
USAID/Malawi.

The subcommittee for the public sector and parastatals was
composed of DPM&T as chair; the Ministries of Agriculture;
Finance; Health; Trade, Industry and Tourism; Transport and
Communications; and Works and Supplies and Statutory Bodies.

The subcommittee for post-secondary training and educational
institutions was composed of the Ministry of Education and
Culture as chair, the University of Malawi, Chancellor
College, the Polytechnic, Bunda College of Agriculture,
Kamuzu College of Nursing, the College of Accountancy, the
Lilongwe School of Health Sciences, and the Natural
Resources College.

The subcommittee for small and medium scale enterprises was
composed of the Ministry of Trade, Industry and Tourism as
chair, DEMATT, MUSCCO, INDEFUND, SEDOM, MEDI and the
Ministry of Labour.
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The activities of the project were to be developed under the
direction of the PCC and the three subcommittees. Activities
could be initiated by committees or proposed to committees by
eligible organizations and institutions. Briefly, the way the
project is designed to work is that organizations wishing to
receive HRID funds develop a proposal, following HRID guidelines,
and submit it to the PCC for consideration. Twelve criteria
guide proposal development by interested organizations, and also
guide PCC selection decisions. (Appendix 9 identifies these
criteria.)

The Project Paper and Project Agreement identified types of human
resource and institutional strengthening activities which might
receive funding through the HRID Project. Numerous illustrative
examples of specific activities were provided in these documents.
Two categories of activities were identified: Category A
activities, which were identified during the design stage of the
project, were "either essential to the overall success of the
project, or [met] a clearly defined and critical need in one of
the priority areas of USAID's Country Program." Category B
activities were less clearly identified, and were intended to be
developed by the Project Coordinating Committee and subcommittees
as part of their ongoing planning process, subject to review bythe Project Coordinating Committee and USAID/Malawi on the basis
of the funding criteria cited above.

The PCC met for the first time to review proposals in November,
1988. In attendance were DPM&T as chair, seven Ministry
representatives, representatives from Statutory Bodies, the
University of Malawi, the Associated Chambers of Commerce and
Industry, USAID, and the Field Office. The subcommittees had met
and forwarded project proposals to the PCC for their
consideration. Sixteen proposals were considered and twelve
were approved. Activities already underway at this time were a
leadership workshop, two proposal development workshops, the
University of Malawi Tracer Study, the women's scholarship
program and some short-term technical assistance.

The second meeting of the PCC was held in March 1989 and was
attended by DPM&T as chair, six Ministry representatives,
representatives from Statutory Bodies, the Associated Chambers ofCommerce and Industry, USAID and the Field Office. The PCC
considered eighteen proposals and approved ten.

The third meeting of the PCC was a watershed point in the
evolution of the HRID Project. Activities funded had consumed
substantial resources, had deviated from the foci established indesign documents, and had been decided without careful adherence
to criteria and quality standards. In short, the demand for
funding and the applications for funds had raced ahead of the
structuring and organization of the project to deal effectively
with its numerous constituencies. Expectations far exceeded the
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ability of the project to respond and the project was in dangerof losing its public credibility. The project was too broadlyfocused, it lacked sufficient quality controls, and the actions
of the PCC were more reactive than proactive.

For these reasons the third PCC meeting undertook to refocus theHRID Project. Structural decisions were made at this time aswell. The PCC was directed to take a more proactive role in theproject. The Field Office assumed more responsibility forproject implementation and took on tasks originally intended forDPM&T. In addition, the subcommittees were "put on hold." Therewas discussion about abolishing the subcommittees, but since theyare mentioned in the Project Agreement it was felt that specialaction may be needed to restructure the PCC. In the meantime, aprocedure of telephone polling subcommittee members to receivetheir assessment of proposals has been tried. Some subcommittee
members interviewed by the Evaluation Team were strongly opposed
to the procedure, since it prevents interaction and exchange of
opinions.

In the fourth meeting of the PCC in November 1989, four proposalswere reviewed and approved in whole or in part. The most recent
meetings of the PCC were held in March 1990 and the EvaluationTeam was in attendance. Proceedings consisted of customary
business. The Evaluation Team noted the consistency with whichmembers understood and applied their knowledge of projectcriteria and participated quite effectively in the proceedings.

In late 1989, the HRID Project recognized the informal activitythat key individuals from USAID, the Field Office and DPM&T hadbeen undertaking in matters of project planning and coordination.This recognition took the form of creating the HRID Working Group
as the operational mechanism for managing the project and
facilitating coordination and communication among keyinstitutional actors. This group has the potential for carryingout important roles and responsibilities directly affecting the
success of the project.

B. Issues Concerning the HRID Decision Structure and Process

1. Collaboration

Sources differ somewhat in their perceptions of the functioning
of the PCC and the HRID decision process in general. A central
characteristic of this project has been the stress on developing
a spirit of collaboration among the key institutional actorsregarding all policy and administrative matters. The project hasachieved some measure of collaboration, but, there is a climateof uncertainty about the credibility of all partners to be fullycollaborative and to respect the process that has evolved. Asstated previously, the key factors here are that USAID needs torefrain from getting too far ahead of its partners in setting the
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agenda for project issues. Greater care must be taken by USAIDand the Field Office in assuring that DPM&T is accorded thebenefit and responsibilities of a full partner in the managementof the project, as the representative of the Government of
Malawi.

2. Participation

The HRID Project was designed to encourage a broad base ofparticipation through committee memberships. However, severalinterviewees used the word "rubber stamp" when describing thecommittee's decision-making process. In the early stages of theproject, the process was well regarded, but participantsincreasingly believe that major decisions are made outside of theprocess by USAID and brought to the committee for legitimacy.These same critics would question the openness of the process,and would contend that some of the project's business isconducted outside the public forum. Others question thesincerity of desiring open participation in the subcommitteeswhen, for example, subcommittees on the private sector andparastatals were chaired by representatives of government
agencies.

However, another perspective on the issue of participationconcerns the unrealistic expectations of project designers aboutthe ability of subcommittee members and PCC members toparticipate impartially and without organizational interests in aprocess of allocating significant amounts of funds in anenvironment of resource scarcity. The primary criticism of thesubcommittees is that they did not function as screeners ofproposals, and functioned as promoters of self-interest. Withthe wisdom of hindsight it can be-asked whether this behavior
should not have been expected?

3. Fairness

Some of those interviewed raised questions about the fairness ofthe process. A process that was very open to applications at thestart, has changed the rules of the game and has severely limitedthe access of statutory bodies and the private sector to projectfunding. The issue seems ironic to those who still sit on thePCC but have been excluded from benefitting from the project in a
meaningful way.

The issue seems, to the Evaluation Team, less an issue offairness and more an issue of priorities and responsibilities.The project was designed to be flexible and responsive tochanging needs, as well as being guided by a proposal processrequiring organizations to think about the relationship of humanresource development and institutional strengthening. Thoseresponsible for guiding the project in its early momentscontributed to widespread expectations of receiving funds by not
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taking steps to keep expectations in check. The subcommittees
were charged with the responsibility of screening proposals, but
did not "own up" to the responsibility. The PCC responded to
widespread requests by trying to give a favorable response to all
reasonable applications, certainly an action of fairness. Then,
when faced with the tough task of narrowing the focus in order to
assure meaningful project outcomes, the PCC did what it needed to
do, and in setting priorities it was inevitable that some were
going to go without funding. However, before that point in timethere was an effort to have all who sought funding go through the
same process, even though the PP and ProAg may have identified
them as illustrative of fundable organizations with high priority
needs. While there are discernible differences in the quality of
proposals, and some questionable actions on other grounds, there
does not appear to have been any decisions which would support a
claim of unfairness.

4. Proposal Process Effectiveness

The HRID Project depends substantially on the application of and
adherence to project approval criteria. The criteria are
extensive and complex and they were not well understood either by
the applicants or the decision makers at the start of the
project, despite workshops intended to guide and clarify. A
project of thi.: type requires careful structuring from the start
and substantial and widespread agreement on rules, criteria,
procedures, "givens," and amount and availability of resources.
The HRID Project failed early on to ensure that participants knew
how to use the process and that deciders really understood
decision criteria. Therefore, the project had to stop and
restart in midstream at the cost of credibility, especially
outside the University.

More recent project applicants have done somewhat better in
reflecting the project criteria in their bids, but still fall
short of adequate analyses, in some cases. It is fair to say
that everyone has learned a great deal about institutional
development and is able to view training and technical assistance
in a broader and more developmental context.

5. Pressures For Action

Hasty implementation made genuine dialogue among the key players
impossible. Needed priority-setting and front-end planning of
the project was effectively set aside by the tide of events.
Very high expectations generated by too much publicity, too early
in the project forced pressure for decisions and confused the
project's focus and intent. The project started before the
subcommittees and the PCC and other key institutional actors were
ready.

C. Next steps: Recommendations for the PCC
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Even though over seventy percent of the project's current funding
level has been committed, there are many decisions yet to be made
regarding the HRID Project, including, perhaps, some of the
following:

What should the PCC do about the Evaluation Team's
recommendations regarding priorities and criteria for
the remaining funds?

What should the PCC do about the "agreement in
principle" to fund proposals which the Evaluation Team
(and others) have doubts about?

What should the PCC do about the subcommittees?

What will the PCC ask the Working Group to do
concerning an implementation plan for the project, and
about simpler proposal criteria and procedures?

What will the PCC do to emphasize management
development activities in critical development
agencies?

What should the PCC do to increase DPM&T's involvement
in and benefit from the project?

What should the PCC do to improve donor coordination in
human resource development and institutional
strengthening?

What should the PCC do to improve the credibility of
the HRID Project, and ensure that, at the end of the
day, there is a sustainable impact from $18,000,000
spent on human resource development and institutional
strengthening in Malawi?

What will the PCC do after it has committed the last
dollar?

The Evaluation Team recommends that the PCC, as the focal point
in the HRID decision structure, consider the following actions in
order to address future decisions effectively:

1. Develop a strategic plan regarding its mission,
activities and resources for the remainder of HRID and
beyond, including consideration of issues raised in the
evaluation about the PCC's role in improving donor
coordination.

2. Request the IIRID Working Group to prepare an Action

Plan for the remainder of the project, including a
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Monitoring and Evaluation Plan; a statement of roles
and responsibilities for key institutional actors,
including the PCC and grantees; proposals for resolving
USAID's need for action in order to obligate funds to
the project; proposals for resolving the subcommittee
problem and, at the same time, improving the proposal
process.

3. Set aside time to review periodically the state of
human resource development and institutional
strengthening in Malawi, and the progress HRID is
making towards having an impact on the situation.
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IV. PROJECT MANAGEMENT

An issue identified by key actors early in the evaluation as
causing considerable concern is the need to review management of
the project. The specifics of this issue, as identified through
the evaluation process, involve: clarification of roles and
responsibilities for various project management tasks; handling
the volume of paperwork in a timely and efficient manner;
establishing parameters for management oversight; determining the
impact of non-HRID Project tasks (permissible through contract
language) on the Field Office; and development of a system and
procedures to monitor and evaluate the project and all its
activities. This last point is covered in section V.

A thorough review of relevant project documents and extensive
interviews with HRID Working Group members and other key actors
were carried out during the evaluation in order to arrive at the
conclusions and recommendations summarized here, and to create an
agenda for post-evaluation action on these matters. A more
detailed description of the consultation process used in the
evaluation may be found in the Appendix, Detailed Project
Management.

A. Roles and Responsibilities

The topic of roles and responsibilities of the key project actors
(DPM&T, USAID/Malawi, and the contractor) is dealt with in a very
general fashion in the Project Paper (PP). The PP suggests that
DPM&T will play a key role in "coordinating implementation."
However, the Administrative Analysis does not address DPM&T's
institutional and staffing capability to assume implementation
oversight functions.

Responsibility for coordinating implementation has moved
progressively from DPM&T to the HRID Field Office. This has been
necessary largely because of staff shortages in DPM&T. In June
of 1989 the PCC assigned the Field Office the role of Secretariat
to the PCC and the responsibility for assisting prospective
recipients of project funding to prepare their proposals, two
important coordinating tasks.

With the exception of the June 1989 action referred to above,
there have not been any formal attempts since the project's
inception to define and assign roles and responsibilities.
Rather, roles and responsibilities evolve informally on an as
needed basis. In some areas this works quite well. In others,
it has resulted in unnecessary confusion (e.g. it is not clear
exactly who is in the lead or who has the responsibility for
carrying out a specific activity). In yet other areas failure to
identify and assign roles and responsibilities has allowed
important management needs to be overlooked in the daily press of
routine tasks, even though their need has been recognized. For
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example, the Field Office files document that the need to
establish a project evaluation and monitoring system was
essential to the "learning process" design of the project,
however, action was not taken to follow-up on this need.

There is lack of clarity within the Mission on internal roles and
responsibilities regarding the project. This lack of clarity is
heightened by the impending departure of the Deputy Mission
Director, who also serves as the Project Manager for the HRID
Project and the relative uncertainty of the role of the incoming
Deputy Mission Director vis-a-vis the HRID Project.

The evaluation process set in motion a process to address these
needs. Following is a list of recommendations which have been
agreed to by key actors as a starting point for continuing
dialogue and action.

All key actors (including internal actors within
USAID/Malawi) should sit down together as soon as possible
and reach agreement on specific roles and responsibilities
under the project. It is particularly important that the
members of the HRID Working Group reach agreement on what
exactly should be within the domain of the Working Group.
It is also very important that consensus be reached as soon
as possible on the specific roles and responsibilities of
the various internal USAID/Malawi actors (e.g., the new
Deputy Director, the HRID Project Assistant, the Training
Officer, the Program Office, and the Project Development
Office).

Once agreed to, roles and responsibilities should be
formalized, preferably through the issuance of a Project
Implementation Letter or, if the decision is taken to amend
the project, through a Project Paper amendment. A
preliminary list of roles and responsibilities of key actors
which may be used as a point of departure for reaching
agreement on the above may be found in the Appendix, HRID
Roles and Responsibilities. This list, developed
collaboratively,is incomplete and is expected to be
completed by the key actors.

As part of this discussion, the various parties involved in
the project need to decide where responsibility for
implementing project monitoring activities should be vested.
At present it does not appear that DPM&T 'is sufficiently
staffed to take on this role (although DPM&T may be very
interested in being an active participant). This leaves
either USAID/Malawi or the HRID Field Office as the entity
charged with managing the implementation of project
monitoring activities.

With the assignment of responsibility for managing the
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implementation of monitoring, systems for carrying it out
need to be designed and agreed to by all parties and put
into effect. This should also take place as soon as
possible. The development of this system might be
undertaken as a project learning activity and be carried out
in a workshop setting with the involvement of some of the
organizations which are receiving assistance through the
project. This might assure that the resulting system was
feasible and practical from all points of view.

B. Day-to-Day Management

The HRID PP makes few provisions for management oversight. As
mentioned above, no provisions are made for DPM&T staffing to
carry out its intended management oversight role. The discussion
on USAID/Malawi management oversight in the PP is also vague.
The only specificity is with regard to the contractor, who will
have a full-time U.S. Field Coordinator in Malawi and a full time
Malawian Field Officer.

The HRID Field Office has taken on an increased management burden
since assuming two increasingly time-consuming functions:
increased involvement in programmatic activities of HRID (at
DPM&T's request); and increasing core management time devoted to
procurement of technical assistance and participant training for
non-HRID projects. The latter activity was anticipated as it was
allowed for in the RFP and the subsequent contract with the
Academy for Educational Development (AED). The Evaluation Team
was asked to determine the impact of this activity on the Field
Office and HRID Project activities. The Field Coordinator and
Field Officer report spending about ten and twenty percent of
their time on non-HRID activities: Table 2 below compares levels
of effort given to HRID and non-HRID activities by the Field
Office.
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Table 2

Comparison of AED's HRID and Non-HRID Activities
(3/31/90)

ACTIVITY HRID Non-HRID

No. of Delivery Orders 27 11

Participant Training
No. of Short-term 16 7
No. of Long-term 24 2

Technical Assistance

No. of Short-term 1 0
No. of Long-term 5 2

Commodities 0

Budget Total $4,755,424 $957,107

It is difficult to estimate the volume and type of activity which
will be generated by Mission buy-ins outside the HRID Project.
One project, Promoting Health Intervention for Child Survival
(PHICS), alone may add as much as.$1.5 million activity during
the next year. Thus, forecasting of staffing needs is extremely
difficult. However it may be possible to specify in each
delivery order the likely level of effort needed to implement the
activity, in an administrative sense, and authorize payment to
the contractor on this basis.

During the two years that the HRID Project has been in operation
both USAID/Malawi and the HRID Field Office have been deluged
with the tremendous amount of paperwork surrounding the approval
of proposals and issuance of A.I.D. documentation (Project
Implementation Letters, PIO/Ts, PIO/Ps, PIO/Cs, Delivery Orders)
required to launch what is now 37 project activities. The heavy
commitment of project start-up time has resulted in difficulty in
planning and initiating monitoring activities, as indicated
earlier.

Provisions have been made in USAID/Malawi to cover increased
management oversight responsibilities not provided for in the
HRID Project Paper by hiring a half-time personal service
contractor (PSC) a year ago, and by increasing the amount of time
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of the Mission Training Officer from ten percent to almost fiftypercent. However, there is a possibility that this may not be
enough staff resources to handle day-to-day management oversight
responsibilities. As indicated earlier, staffing requirements
are further complicated by the departure of the Project Manager
who also serves as the Deputy Mission Director. There isuncertainty about the amount of time the incoming Deputy Mission
Director will have to devote to the project. Both the Project
Assistant and the Training Officer acknowledge that they need
guidance and orientation on internal USAID procedures in order to
carry out more effectively any increased responsibilities.

Regarding the Field Office, no provisions have been made to dateto review its staffing levels in order to adjust to requirements
brought about by assuming coordinative responsibilities from
DPM&T, and by non-HRID buy-ins from other Mission projects.

As in the case above, the evaluation process initiated a dialogue
among key actors regarding day-to-day management issues, and
began a process of developing options for addressing these
issues. The following recommendations are the product of this
process to date.

Once roles and responsibilities are clearly defined and the
decision is taken regarding where to vest primary
responsibility for evaluation oversight and implementation
monitoring, appropriate steps need to be taken to determine
whether additional staff will be needed, and if so, to begin
the process of acquiring this staff.

Provisions need to be made to finance any increased staff
positions identified as a result of the above exercise and
steps taken to contract any needed personnel. In the case
of AED, a modification to the core contract may be in order
which would permit an increase in funding to hire additional
field staff and which would add new field responsibilities
in the programmatic area which were not contemplated when
the AED contract was signed nearly two years ago. Another
option may be to consider a "special" delivery order to
cover increased Field Office needs. These options need to
be explored with the Regional Contracting Officer, but only
after needs are thoroughly assessed and justified.

Finally, provisions need to be made to provide staff at
USAID/Malawi and the Field Office with adequate training to
assume any new functions they might acquire. It is
recommended that steps be taken to send the USAID/Malawi PSC
Project Assistant and the HRID Field Office Coordinator or
Field Officer to the A.I.D. Project Implementation Course tobe offered in Nairobi in the Fall of 1990. Similarly,
provisions should be made to provide the Training Officer
with training to prepare for increased project management
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responsibilities in the future.

Appendix 7 provides, for illustrative purposes, possible
adjustments in staffing within the HRID Field Office and
USAID/Malawi under two scenarios: (a) USAID/Malawi takes the
lead role in oversight of project monitoring activities; and
(b) HRID Field Office takes the lead role in this matter.
Final decisions on staffing and functions should await a
needs assessment, roles clarification and confirmation of
the focus of future project activities.

Regardless where responsibility is given for increased
responsibilities for day-to-day management, it is necessary
for all parties to increase their efficiency in processing
routine A.I.D. administrative documents (Project
Implementation Letters, PIO/Ts. PIO/Ps, PIO/Cs, Delivery
Orders).

Consideration should be given to making more time available
in the Field Office for someone with administrative
authority and familiarity with local procedures to handle
matters concerning commodity procurement and logistical
needs of technical assistance experts. Delays in handling
these matters have a double price of lost time and lost
effectiveness because of frustration and aggravation.

Close review should be given to the increased management
load to AED implied by non-HRID buy-ins and to the source of
funding for core cost time used to process and backstop
these buy-ins. At a minimum, additional core contract time
should be factored in to handle non-HRID buy-ins. In
addition, arrangements should be made to charge core
management time devoted to non-HRID activities to the
respective Projects under which they are financed rather
than HRID. The Mission may reconsider the
appropriateness/need to use the AED contract for all Mission
participant training over the coming years given that there
are other vehicles through the Office of International
Training for this purpose.

In order to facilitate future financial tracking and to ease
the burden on any future grantees that have no prior A.I.D.
experience, prior to formally approving new activities with
entities with whom USAID/Malawi has no prior experience, the
Mission Controller's Office should visit the prospective
grantee in order to make sure that the grantee has in place
financial tracking systems that meet A.I.D. needs. If they
do not, provisions should be made, either through the
Controller's Office or through a contract with a local
accounting firm, to assist the grantee to put these systems
into place.

33



All agreements currently in place under the project arebased on proposals submitted by the grantee, reviewed andapproved by the PCC, and officially concurred to byUSAID/Malawi through Project Implementation Letters with theGOM. There is no formal written and signed commitment onthe part of the grantee to assume the increased financial orother commitments implied by their taking on the grant.USAID/Malawi and the GOM should explore options forformalizing this commitment in writing. One possibilitywould be a memorandum of understanding between the granteeand USAID/Malawi which lists the commitments that thegrantee agrees to incur upon receipt of project funds, bothduring and after the life of the project. While it ishighly recommended that this approach be used for futurecommitments of funds, USAID/Malawi and the GOM should givecareful consideration to the pros and cons of institutingmemoranda of understanding for grants already approved wherean appreciable amount of funding has been committed and/orthe grantee has made a number of key counterpart commitmentsin its proposal which have funding implications.
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V. MONITORING AND EVALUATION ISSUES

There is an urgent need to develop systems and procedures for
monitoring ongoing project activities carried out by grantees and
evaluating the progress of the HRID Project as a whole.
Recipients of project funds are not yet required to submit
reports, and the type of data they will be required to submit has
not yet been developed. Because of this situation, and the
changes that have taken place in project objectives since the PP
and ProAg were written, the Evaluation Team devoted considerable
time to developing the basic elements of a monitoring system.

In this section a distinction is made between monitoring and
evaluation activities and the basic issues related to both are
discussed in the first sub-section. In the next sub-sections the
Objectives, End-of-Project Status (EOPS) statements and
Indicators are listed and the elements of a monitoring system are
discussed.

A. Monitoring and Evaluation Issues

Given the unique aspects of this project (a major focus on
institutional development and a decision-making structure which
is intended to embrace learring acquired during implementation
and apply these learnings in the constant fine-tuning of project
activities), the development and implementation of a plan to
monitor and evaluate project activities is essential to effective
project management.

The Evaluation Team was asked to differentiate between monitoring
and evaluation. The purpose of monitoring is to ascertain that
project activities are being carried out in a timely fashion.
The purpose of evaluation is to determine whether or not the
project activities are accomplishing their purpose. While a
distinction has been made between monitoring and evaluation, the
terms tend to be used interchangeably here. In the design of the
monitoring system by the Evaluation Team emphasis was put on
gathering information related to outcomes rather than daily
management of activities. Further refinement of the monitoring
plan will need to build in data collection about timely use of
project inputs.

Monitoring and evaluation activities are carried out
simultaneously at three levels: at the level of individual
grantees, or project "activities" as they are referred to in the
project; at the FIRID PCC and Working Group level; and at the
level of the Mission. Each level should have its own set of
project-related tasks for which it has responsibility, and the
function of monitoring is to see how these tasks are being done.

Each of the levels has its own scope of accountability, and the
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design of effective monitoring and evaluation systems assures
that each level collects and processes information needed notonly at its own level in order to take needed corrective action,
but that it also summarizes and reports to the next level
necessary information. As mentioned several times before and
worth repeating in the context of monitoring and evaluation, a
primary intent of this project is institution building through aprocess of learning and adaptation. Therefore the use ofinformation has more a character to "learn" than to "control,"
except that the idea is that grantee organizations learn tocontrol their own human resources development activities more
effectively rather than relying on external control to be
imposed.

The collaborative learning context of this project needs to be
kept in mind constantly. Because of this characteristic it is
essential that decisions about key issues of monitoring and
evaluating activities be reached through consensus of all the
various stakeholders in the project (USAID, DPM&T, the HRID
Working Group, the PCC and grantees).

1. Use of Data

An important axiom in monitoring and evaluation is that one
should only collect those data which are actually used on aregular basis. In the case of HRID, the key decision factors
will be: (a) importance of having the data for periodic
reporting purposes (reporting to the HRID Working Group, use inUSAID Semi Annual Reports); and (b) the extent to which the
evaluation audiences (USAID, the HRID Working Group, and the PCC)
intend to use the data as a basis for fine-tuning project
implementation.

2. Monitoring as a Learning Activity for DPM&T

An important consideration in designing and carrying out HRID
monitoring and evaluation will be the extent to which the various
parties desire to use the experience as a learning/institution
building opportunity for their benefit and for the benefit of
strengthening DPM&T as the nation's coordinator of post-secondary
training policies and resources. If it is decided subsequent tothis evaluation that the objective of strengthening DPM&T is
important to the success of the HRID Project, then using HRID
monitoring and evaluation activities as a learning experience forselect DPM&T staff will be very opportune. The Evaluation Teamwas told that acquiring evaluation skills is important to DPM&T'sdevelopment and institutional strengthening. If there is commoncommitment to this goal, then special thought should be given inthe design and implementation of a monitoring system to include
DPM&T staff in data collection, analysis, and reporting
activities to the maximum extent possible. The nature and extent
of this incorporation will depend in large part on the time DPM&T
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staff have available for involvement. However, if the task has
the priority that is claimed, then DPM&T and the HRID Project
will assure that appropriate staff are available.

3. Who will be Responsible for Implementing the Monitoring
Plan

This is discussed in the section on Roles and Responsibilities.
Basically, the key issue is that an assessment of capability andadequacy of staffing level needs to be made for this area, and
responsibility needs to be decided.

4. Project Grantees' Involvement

How each project grantee will be involved in refining indicatorsto make them appropriate for their project activity, and what
each grantee's role will be in collecting data and reporting itto the HRID Field Office and PCC is an important decision whichneeds immediate attention. It is consistent with the philosophy
of this project that grantees should be involved in determining
the nature of monitoring activities and how it will impact theirgrant. It may be useful to approach this matter in the context
of a workshop on HRID Project Monitoring, to which grantees wouldbe invited, with the expectation that they would have a major
role in identifying how the monitoring plan would be applied totheir specific activities. Monitoring follow-up might take placethrough annual HRID Project Conferences in which grantees would
report on activity status, using EOPS, indicators and monitoring
data as one of the topics of the conference.

5. Monitoring and Evaluation Costs

All monitoring and evaluation activities have costs. The amountof funding the interested parties would be willing to put intothese activities should be a direct function of the need for anduse of data gathered, and the amount of funding available.

The HRID Project Paper budgeted $123,000 for the evaluation ofthe project. This amount was later changed to $290,000. It isto cover the cost of two interim evaluations and a final
"summative" evaluation. Since this first interim evaluation iscosting $85,000, it is reasonable to assume that sufficient
funding is available for external evaluations. However,
effective monitoring and evaluation is an ongoing activity,
requiring a steady flow of information to keep project activities
on track. A frequent rule of thumb used within USAID and otherdevelopment organizations is to set aside approximately threepercent of the Life-of-Project amount for purposes of evaluation.
If this principle were applied to HRID, the "appropriate" amountof funding for evaluation over the life of the project would be$540,000. This sum is hypothetical; most important is deciding
what kind of information is needed, with what frequency and at
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what cost.

The Evaluation Team recommends that further thought be given tobudgeting monitoring and evaluation activities. Given the
learning design of the project, it is likely that specific
learning activities will need to be scheduled, such as the
Monitoring Workshop and Annual Conferences suggested by theEvaluation Team. Their importance in institutional strengthening
cannot be overlooked, yet that is what frequently happens.
Below, mention is made of the possibility of involving local
expertise, such as the Centre for Social Research, in certain
monitoring and evaluation activities. This would have a cost.
Similarly, the importance of DPM&T benefitting from increased
involvement in evaluation in terms of institutionalizing new
methodologies was discussed. At the same time, the severestaffing problem DPM&T faces in terms of its role in this project
has been noted through the report. If something is to be done
about this, it may be necessary to use uncommitted project
resources to provide DPM&T with necessary staff, perhaps on acontractual basis, in order to assure that staff is available toparticipate in ongoing monitoring and evaluation activities.

In other words, the hypothetical sum of $540,000 would not seem
to be out of order as a targeted amount if the development and
implementation of an effective monitoring and evaluation plan isconsidered within the context of the learning design of this
project. It is recommended that a review of funding for this
activity be undertaken, and that consideration be given to
utilization of uncommitted project funds for implementing an
effective monitoring and evaluation plan.

B. Objectives, EOPS and Indicators

The system developed by the Evaluation Team focuses on project
objectives and develops end-of-project status (EOPS) statements
and indicators as the basis for collecting data to monitor
progress. The Evaluation Team discussed the EOPS statements andindicators with members of the HRID Working Group, and, on the
basis of that group's concurrence, used these statements to
collect information about the present activities of the project.

Outlined below are the End-of-Project-Status statements and their
respective Indicators for each of the Objectives of the HRID
Project.

The use of objectives, EOPS statements and indicators starts withthe idea that at the end of the project, evaluators should expect
to find [EOPS statements], and would assess the degree to which
this outcome was met by [the indicators]. For example, in the
case of the first objective (strengthening post-secondary
training institutions), three primary outcomes at the end of theproject should reveal whether or not the objective has been met:
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an increase in capacity of post-secondary training institutions;
a stronger market orientation in these institutions; and an
increase in their capacity to meet in-service training needs.
Each of these outcomes, in turn, can be measured by certain
indicators, and it is the tracking of these secondary level
indicators that helps managers know whether or not their project
activity is heading towards success, without having to wait for
another interim evaluation or an end-of-project evaluation.

In the following sub-section the elements which form the basis of
a tracking system to monitor progress are identified and
discussed.

C. Elements of a Monitoring System

This sub-section focuses on the development of a proposed
methodology for tracking progress toward accomplishment of these
EOPS and indicators between now and the end of the 1RID Project
in 1995. The proposed EOPS indicators are susceptible to
measurement at interim periods during the remaining years of the
project. The nature of the data to be collected will vary for
each project activity, as will the measurements to De used, the
data sources and the timing of the data collection. The table
that follows at the end of this sub-section lays out in a
preliminary fashion, for each indicator under each EOPS, all of
these elements. It will be up to the various stakeholders in the
project (USAID, DPM&T, the HRID Working Group, and the PCC) to
reach agreement on the following items:

a. Wording and Intent of Indicators (Column 1)

The HRID Evaluation Team spent a great deal of time discussing
among itself what each indicator meant. Additional time was
spent during the team's stay in Malawi meeting with various HRID
stakeholders in order to obtain their input on both the content
and wording of the indicators. In order for this process to be
complete, it is important that all stakeholders (including the
various audiences in USAID) take the time to sit down together to
carefully go through each indicator in order to make sure there
is common understanding around their wording and intent. If this
is done at the beginning, and if there is full ownership of the
indicators and their intent, future evaluation efforts will
benefit and project monies will be well spent in carrying out the
evaluation.

b. Appropriate Unit(s) of Measure (Column 2)

A quick scan of the second column in the Table in reveals a
variety of proposed measures for the various indicators. A
number of indicators are quantitative in nature and are
relatively easy to access on an ongoing basis (e.g., number of
people in training in HRID-supported programs, number of people
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trained overseas/year, percent of female enrollments in
programs). Others require periodic interviews and/or case
studies (e.g. employer satisfaction with training of graduates of
HRID-financed programs, trained participants return to jobs for
which trained). Some require judgments on the part of qualified
individuals who will carry out a general review of a training
program. This review may involve a combination of examination of
records, selected interviews, and observation of ongoing
practices. In each case, agreement needs to be reached "up
front" regarding the appropriate methodology for collecting
desired data for each indicator.

c. Sources for Obtaining Desired Data (Column 3)

Data sources vary depending on the nature of the data required.
In the case of most of the data sought for the indicators under
Outcomes 1 and 3, the best source is the grantee's records as
reported by the grantee through semi-annual reports. Critical
for these indicators is making sure that grantees have
appropriate records set up, that they are maintaining them, and
that they are accurately transferring data from their records to
the semi-annual reports. For all ongoing grants this process
should be set in motion as soon as possible. In the case of new
grantees, appropriate records and reporting systems should be
built in at the time the grant is approved. In both instances it
would be advisable to provide grantees with outside assistance,
both to make sure that the system is installed and operational
and that the appropriate methodology is being used.

For many of the remaining data sources the services of an
"outside evaluator" may be required. This evaluator would be
responsible for periodically conducting interviews and doing case
studies. Given the nature of the data required and information
obtained on existing capabilities in Malawi, it is anticipated
that a local individual or firm could be contracted for this
purpose. As data will be collected at different time intervals,
it is recommended that the contract be for a long-term
(preferably multi-year) period. Who the contractor will report
to (USAID, AED, DPM&T, the HRID Working Group) and the nature of
the supervision and guidance given to the contractor should be
decided jointly by USAID and DPM&T with the concurrence of the
PCC. One possible outside evaluator is the Centre for Social
Research located in the University of Malawi.

d. Frequency of Data Collection Efforts (Column 4)

The frequency with which data are collected will depend on a
variety of factors: the level of interest of the existing
parties; the extent to which data collected will actually be used
(either for reporting purposes or to make refinements in project
design); and the level of funding the various parties are willing
to put into the evaluation. The Table lists frequency in terms
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of the ideal (e.g. it assumes an audience that is very interested
in having data on an ongoing basis, both for purposes of trackingprogress in achieving EOPS and for use in making refinements inproject design). It is important to note in this context thatsome of the apparently more "expensive" data collection
methodologies (e.g. interviews and case studies) can be tailoredin size, scope, and cost and at the same time meet the needs ofthe various project audiences. For example, the number ofinterviews can be cut down as long as everybody understands thatlimited generalizations can be made from the interviews (in somecases a limited amount of interviews may be enough given theinterests of the audience(s); similarly fewer individual cases
can be included in a case study.
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SAMPLE TRACKING HRID EOPS

Indicator Measure Source Frequency of Data Collection

1. Post-Secondary Institutional
Strengthening

Time series: # DPM&T (MIS if available) Yearly, starting when traininga. Decrease in overseas training people trained program begins
in areas where HRID has overseas/year
supported capacity building

# people in training Grantee records reported Semi-annual from point whenb. Increase in # of people # graduates via grantee reports program begins
receiving training in HRID-
supported programs

# expats Grantee records reported Semi-annual from point whenc. Decrease in reliance on expats instructors/total via grantee reports program begins
as instructors in areas instructors
supported by HRID

# instructors in Grantee records reported Semi-annual from point whend. Increase in trained Malawian training, # via grantee reports program begins
instructors in HRID-supported instructors teaching
programs

% training program Grantee records reported Semi-annual from point whene. Local resources supporting HRID budget covered by via grantee reports program begins
established training programs. grantee & clients of

program

External reviews
f. New HRID-supported programg

meet quality standard of
external reviewers

2. Greater Market Orientation, Post-Secondary Institution

a. Employer satisfaction with HRID Employer interviews. Outside evaluator Six months after coursegraduates Selected case graduation; yearly for 2 years
studies thereafter

b. Increase in specialization in Review of poposals. Proposals
training programs Review of programs,

once operational
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c. University of Malawi Tracer Interviews with Outside evaluation ASAP; six months from now
Study used to refine and select University
develop programs faculty/department

heads

d. Increase career emphasis within Case studies of Outside evaluator ASAP
academic program selected program

e. Outreach function Interviews with key Outside evaluator Mid-term in training program.institutionalized staff in training At end of training program.
institutions, One & two years after USAID
employers, students support ends

3. In-Service Training Institutional Strengthening

a. Decrease in overseas training Time series: # DPM&T (MIS available) Yearly, at initiation ofin areas where HRID has people trained training program
supported capacity building overseas.year

b. Increase in # of people # people in Grantee records reported Semi-annuatly from initiationreceivinc training in HRID- training, via grantee reports of training program
supported programs # graduates

c. Decrease in reliance on expats # expats as Grantee records reported Semi-annually from initiationas instructors instructors/total via grantee reports of training program
instructors

d. Increase in trained Malawian # instructors in Grantee records reported Semi-annually from initiationinstructors in HRID-supported training via grantee reports of training program
programs # instructors

teaching

e. Increase in new programs not # programs
offered in Malawi

f. Local resources supporting HRID % training program Grantee records reported Semi-annually from initiationestablished training program budget covered by via grantee reports of training program
grantee and clients
of programs

g. Employer satisfaction with HRID Employer interviews. Outside evaluator Two months after coursegraduates Select case studies completion

h. Training programs supported by Outside evaluator
HRID are of acceptable quality
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4. Increase Capacity to Plan for HRD

a. Requests for USAID/other donor Contents of USAID/AED As new grants are reviewed andassistance based on proposals 
approved

organizational assessments

b. Training plans that explain Contents of proposal As new grants are
institutional contributions USAID/AED reviewed and approved
expected of trainees and that
clearly state expected outcomes

c. Trained participants return to Interviews with Outside evaluator As participants return fromjobs for which trained and returned 
U.S.

achieve organizational participants and
requirements before job their employers.
transfer Select case studies

d. Selected government Assessment (review Outside evaluator At appropriate point afterorganizations have capacity to of records; select intervention begins; repeat atassess training and TA needs interviews; 
least one

and manage training functions observation)

5. Increased Efficiency and Effectiveness Among Participating GOM Organizations

Assessment (review Outside evaluator
a. Participating organizations of records; select

regularly produce interviews)
evidence/documentation of
improved management performance

Assessment (review Outside evaluator
b. Internal capacity exists in of records; select

organization to assess interviews)
performance on on-going basis

6. More Women in Non-Traditional Occupations

a. Women trained under HRID Interviews with Outside evaluator Six months after courseemployed in suitable female graduates of graduation; Yearly for 2 yearsoccupations related to training training programs. thereafter
Select case studies

b. Training institutions continue Time series data on Grantee records reported Semi-annually from initiationto attract women into non- enrollment of women via grantee reports of training program
traditional fields without in HRID-supported
donor assistance programs
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c. Increase in awareness of
importance of rote of women in
development in Malawi

7. Institutional and Organizational Support for HRD Planning Institutionalized in DPM&T

a. GOM annual training plan Assessment (reviews Outside evaluator Once a year once assistance
process based on organization of records; select begins
performance improvement interviews)

b. DPM&T staff serve in Assessment (review Outside evaluator Once a year once assistance
consultative roles and assist of records; select begins
other GOM agencies to produce interviews)
quality HRD plan related to
organization performance

c. Operational and effective MIS Assessment (review Outside evaluator Once a year once assistance
that can track personnel and of records; select begins
training data interviews;

observation)

8. USAID Funding Based on Collaborative Decision-Making

a. Funding decision system Assessment (review Outside evaluator Once a year during life of
institutionalized and relies on of records; select project
Malawian participation. System interviews;
based on clear criteria; observation)
decision process is public and
open to scrutiny
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VI. PROGRESS TOWARDS ACHIEVEMENT OF OBJECTIVES

A. Funding and Project Objectives

Table 2 summarizes allocations to date, based on the original sixobjectives of the project. This information is useful inreviewing how priorities are evolving, inasmuch as indicativefunding levels for these objectives were not set at the start ofthe project. However, care must be exercised in making judgmentsabout project progress using these data. The basis of the datais project proposal approvals, not actual utilization of funds.The categorization of the proposals is shown in Appendix 4. Forexample, Objective 2, increasing capacity of trained personnel incritical development Ministries, has had approximately seventeenpercent of the funding to date allocated to it, most through asmall number of relatively large grants, yet little activitybeyond planning has actually taken place. Similarly, the onlyactivities in Objective 3 are the proposed MBA program and BA inPublic Administration in the University of Malawi, neither ofwhich may be initiated. In contrast, many of the activities inObjectives 1 and 4 are well underway. It is also worth notingthat most of the project activities shown under Objective 5,advancement of women, are being accomplished through Universityof Malawi entities and could also be included in Objective 1,which would change the percentage of funding for this objective
significantly.
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TABLE 2

Summary of HRID Allocations (as of 3/31/90)

by Original Project Objectives

OBJECTIVES AMOUNT % of % of
TOTAL PROJ

to DATE TOT
1. Institutional Training

Capacity .................. $2,895,342 ....... 22.5 ..... 16.1

2. Increase Capacity of Trained
Employees in Critical
Development Ministries .... $2,224,756 ....... 17.3 ..... 12.4

3. Increase Malawian Managers..$ 596,000 ....... 4.6 ...... 3.3

4. Institutional Infrastructure
for Small and Medium
Enterprise Development.....$1,092,761 ....... 8.5 ...... 6.1

5. Increase Number of Women in
Professional, Technical and
Managerial Fields ......... $1,466,560 ...... 11.4 ...... 8.2

6. Develop Personnel Mgmt
Capacity of DPM&T and
Other Critical Agencies .... $ 919,073 ....... 7.1 ...... 5.1

SUBTOTAL $9,194,492 71.4 51.1

Project Support for PT and TA
to Plan and Evaluate
Proposals, Ministries ...... $ 470,971 ........ 3.7 ...... 2.6

Administration (Core Contract
Project Evaluations, PSC
Salary for Two Years) ...... $3,222,149 ....... 24.9.....17.9

SUBTOTAL $12,887,612 ...... 100.0.....71.6

Uncommitted .................... 5,112,388 ................ 28.4

TOTAL $18,000,000 ............... 100.0
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B. Assessment of Project Activities

In this section the activities are clustered according to the
five current objectives of the project. In carrying out this
assessment the Evaluation Team considered progress towards
achieving end-of-project outcomes on the basis of interviews and
site visits to project activities, review of the funded
proposals, and other documentation. The complete description of
this assessment is shown in Appendix 8.

1. Objective 1

Strengthening the existing post-secondary training
institutions;

EOPS 1.1: An increase in the capacity of post-secondary
training institutions to meet some of the
country's essential training requirements.

EOPS 1.2: A greater market orientation among post-
secondary training institutions.

EOPS 1.3: An increase in the capacity of organizations

to meet in-service training needs.

a. Findings

The ProAg identified the following as targeted fields of study
and training in which existing post-secondary training
institutions might strengthen and increase their training
capacities: economics, agricultural education, engineering,
accountancy, commerce/business, educational administration,
nursing and public administration.

The interim evaluation has confirmed that the HRID Project is
fully committed to the expansion of the capacity of training
institutions. From the outset, post-secondary training
institutions constituted a group with the largest number and best
formulated proposals. Activities are at various stages of
implementation at the four colleges of the University of Malawi.
For example, the programs currently in progress at Chancellor
College in Economics and Sociology of Women in Development have
new curricula being developed, diverse audiences are being
reached and selected faculty are acquiring post-graduate degrees
overseas.

Capacity building within the University has been directed
primarily towards academic degree programs serving pre- and in-
service audiences. While there is need in these areas, these
activities do not adequately reflect awareness and response to
current in-service training needs best met through non-degree
programs, as called for in the Project Paper and ProAg, and
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established through numerous pre-project studies referred to
earlier.

Nevertheless, it was recognized by the Evaluation Team that
concerted efforts are being made to ensure that all degree-based
training activities are market-oriented. The heightened
awareness of the importance of institutional responsiveness to
changes in client demands is impressive. There are strong
indications that post-secondary education in the targeted areas
reflects the need to adapt curricula to employer requirements bysoliciting input into the development of curricula and programs
by end users, and by imparting more specialized knowledge and
skills. Changes in attitude on the part of faculty and
administrators towards developing long-term relationships with
end users is the strongest evidence to date of the project
contributing to important, sustainable changes.

By the end of the project, these and other related project
actions will address critical gaps in the nation's training
portfolio and contribute to development by reducing the reliance
on expatriates to instruct in the targeted areas and lowering
demand for training abroad. Hence, a savings in foreign exchange
may be realized and training expertise institutionalized. The
benefits will be expanded further when approved programs will
come on line at Bunda College, Kamuzu College of Nursing and the
College of Accountancy.

Outside of the University, support to strengthen capacity for in-
service training has been limited. During the early stages of
the project these activities were concentrated in private sector
organizations such as Development of Malawian Traders Trust
(DEMATT) and Malawi Union of Savings and Credit Cooperatives
(MUSCCO). Because of the revision of project objectives last
calendar year, and the impending funding of READI II, support to
private sector training institutions will not be continued beyond
present commitments. Support has been given to the College of
Accountancy, and this is addressing a serious shortage of
accountants in Malawi.

Other non-university based training organizations, such as Malawi
Institute of Management and GOM Staff Training College, have
received little consideration to date, although this situation
may be changing. The lack of consideration has been due, in
part, to assumptions by key actors about need, quality and
capacity of such organizations.

b. Conclusions and Recommendations

There appears to be strong consensus among all key parties of the
HRID Project that the prominent support being given to the
strengthening of post-secondary training institutions is
appropriate and should be continued. The University of Malawi is
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the main recipient of HRID funds for this objective, and its
institutional training capabilities will determine to a large
extent whether or not national human resource requirements can be
met.

The activities that have been initiated are off to an auspicious
start. Some of the programs underway meet established project
objectives and are already displaying signs of enhancing national
educational standards. It is hoped that the momentum attained
will be institutionalized and sustained.

Some specific matters that should be addressed as HRID moves into
full program implementation include, but are not limited to the
following:

A primary task ahead for all training institutions is
the development of mechanisms to institutionalize
outreach functions, to facilitate the solicitation and
assimilation of market information in curricula and
training, and to monitor and evaluate activities.

Support for in-service training institutions outside
the University needs to be developed, within the
context of assistance in management development to
critical development agencies.

Capacity building for in-service training, as
contrasted with pre- and in-service education needs
much more attention in order to meet current training
needs.

The recruitment of a technical advisor for the Masters
of Economics program at Chancellor College needs to be
expedited.

The Sociology of Women in Development program needs to
develop an action plan that assures sustainability and
incorporates course offerings in a departmental
strategic plan.

The Faculty of Agriculture, Bunda College, needs to
develop a work plan and detailed scopes of work for the
proposed technical advisor that contain discrete
institution building elements.

2. Objective 2

Increase public sector planning, financial management
and management systems capacities in critical
development Ministries
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EOPS 2.1: An increase in the capacity of partizipating
institutions and organizations in all sectors
to plan for human resource development and to
use participant training and in-country
training to achieve institutional outcomes.

EOPS 2.2: An increased efficiency and effectiveness
among participating GOM agencies whose
projects have nimed to strengthen management
capacity or other aspects of organization
performance.

a. Findings

The HRID Project aims to improve critical development Ministries
by strengthening their capabilities to manage resources,particularly human resources. As may be recalled from earlier
discussions regarding the focus and design of the project,institutional strengthening has two interrelated dimensions:improving human resources through training activities, andrelating training activities to other activities intended tostrengthen management development and improve the performance oforganizations, in terms of efficiency and effectiveness.
Strategies to link HRD to management development of organizations
involved the use of training, technical assistance andcommodities tc improve organizational performance. Utilization
of these resources is discussed in another sub-section which
follows.

Organizations targeted for strengthening in the HRID Project arethe Department of Personnel Management and Training, Ministries
of Health, Local Government, and Works. However, due to theopenness of the proposal process, many other organizations have
received funding for human resource development activities.
These include:

Government Agencies

Ministry of Forestry
Ministry of Works and Supplies
Ministry of Justice
Ministry of Trade, Industry and Tourism
Office of the President and Cabinet
Department of Personnel Management and Training
The Public Service Commission

The University of Malawi

Chancellor College
Centre for Social Research
Bunda College
Polytechnic
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Kamuzu College of Nursing

Service Agencies (private sector)

Electricity Supply Commission of Malawi
Development of Malawi Traders Trust (DEMATT)
Malawi Union of Savings and Credit Cooperatives
(MUSCCO)
Private Hospital Association of Malawi (PHAM, Mlambe
Hospital)

Statutory Bodies

Malawi Bureau of Standards
Malawi Broadcasting Corporation
Malawi Export Promotion Council

The breadth of participation indicated above reveals the problemof project focus, which resulted in the PCC acting to narrow theproject objectives and the range of activities and organizationsto be supported by the project. An original purpose of HRID was"to improve the efficiency and overall effectiveness ofprofessional, technical, managerial and administrative human
resources employed in the public and private sectors." Thenarrowing of the project's focus resulted in a revised objectivethat calls for "an increase in public sector planning, financialmanagement and management systems' capacities in criticaldevelopment Ministries." Also, reference to critical developmentMinistries was eliminated from the objective concerned withdeveloping capacity to plan and manage human resources, leavingthis objective exclusively concerned with DPM&T.

However, the narrowing of the project's focus came afterproposals from organizations listed above were approved.
Analysis of the HRD plans in many of the proposals shows weaklinkages between HRD and management development of theorganization, despite the fact that considerable emphasis is puton this in the proposal criteria (70/200 points). The Evaluation
Team found through proposal reviews and interviews that thetraditional approach to human resource development in Malawianorganizations (preparing a list of names of individuals eligiblefor advanced training and distributing this list to donors) isstill strong, despite recent widespread bilateral donor effortsto base training and technical assistance support on evidence of
organizational needs.

Interviews also indicated that a main reason for the project'sdifficulty in receiving high quality proposals for managementdevelopment in specific organizations is that this technology isrelatively new to Malawi, and necessary skills do not exist tocarry out organizational analyses and develop plans based uponthem. Lack of successful models of management development make
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it difficult for leaders of organizations to commit resources for
long periods of time to develop capabilities which they may not
be around to benefit from, given the practice of frequent staff
rotation.

b. Conclusions and Recommendations

A substantial amount of project funding will be under-utilized if
steps are not taken to strengthen the linkages between human
resource development and management development activities. Many
project activities have been approved which may lead to some
individuals in the grantee organization receiving training,
without the organization benefitting from the training.
Linkages can be strengthened by working with host organizations
to develop specific, implementable plans to utilize the knowledge
and skills acquired by an individual through project supported
training to the benefit of the organization.

Where this appears unlikely, the Evaluation Team recommends that
funds be "decommitted" unless and until proposals are developed
which reflect the intent of the project, and the intent and will
of the proposing organization to meet this specific objective
more effectively. Current project commitments which fall intothis group include long-term participant training for parastatals
and OPC for which training has not yet commenced.

More emphasis is needed on in-service training which will result
in practical, immediately usable skill development in areas of
planning, financial management and management systems.
Effective training of this kind needs to be developed on the
basis of specific needs in specific organizations. As a
consequence, the plans for each organization should have specific
objectives and establish performance measures which fit the
organization. It is too early in the implementation process to
assess management performance improvements in those organizations
which made proposals of this nature, such as the training of
personnel and installation of data processing and management
information systems in DPM&T and the Ministry of Works. Both
systems have been based on thorough needs assessments by external
consultants.

Another funded management development activity is a training
project for the Ministry of Local Government which has made
provision for a long-term technical advisor. Efforts are just
getting underway to contract a long-term technical assistance
expert to help design the training delivery component.

In a larger sense there is good and bad news concerning human
resource development and management development in Malawi. The
good news is that within the donor community there is emerging a
common approach to linking human resource development and
management development activities aimed at strengthening the
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performance of organizations, through the development of training
needs based on organizational assessments. The bad news is that
the prevailing personnel policies and practices, such as poor
salaries and incentives, and frequent, unsystematic rotation of
Common Services Pool Officers undercut the effectiveness of
efforts such as the HRID Project.

Specific steps recommended by the Evaluation Team to improve
project performance related to this goal include:

Workshops or other follow-up activities with
organizations having weak HRD plans to increase
likelihood that individuals currently on long-term
training will be utilized appropriately when they
return;

More assistance from the Field Office in helping
targeted organizations develop appropriate work plans
utilizing project resources to improve management
development strategies; and

Careful consideration by project staff and grantees of
the EOPS and indicators developed by the Evaluation
Team for this objective in Appendix 8. This objective
is being pursued through activities that are least
understood, or which have a different history of
implementation in Malawi than what is intended by this
project, and unless concrete steps are taken to develop
early indicators of progress, as suggested in the
Appendix, activities in this area will have little
sustainable impact.

3. Objective 3

Increase the number of women in professional, technical
and managerial fields

EOPS 3: More women in non-traditional occupations
such as engineering, the sciences, business
and finance, management, and law.

a. Findings

Concern for increasing the opportunities for women to contribute
to Malawi's development has been a key feature of the HRID
Project since its inception. When the PCC acted to narrow the
focus of the project and reduce the number of objectives, the
concern for women retained its priority. The need for an
objective to foster the advancement of women is apparent. The
percentages of women in targeted positions in all sectors are
markedly low. For example, only three percent of the country's
economists and six percent of government executives are women.
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Even in traditional fields such as education, home economics,
nursing and agriculture, where percentages are considerably
higher, problems of retention and access to training exist.

Under-education of women generally is part of the problem of
increasing employment opportunities for women in professional,
technical and managerial fields. It is estimated that less than
one-third of the enrolled students at the primary and secondary
levels are females. The social dynamics which maintain this
situation need considerable research before effective action
planning can proceed much further. The HRID Project is providing
a vehicle for initiating such research, while also taking direct
steps to increase employment for women.

The HRID activities related to achieving advancement of women
include:

Sociology of Women in Development, Chancellor College
* Center for Social Research, Chancellor College

National Commission for Women in Development
Scholarships for Study in Nontraditional Fields.

* Women's Registrar, University of Malawi
Nursing Midwifery, Kamuzu School of Nursing
Community Health Nursing, Mlambe Hcspital, member of PHAM

Several of these activities support other project objectives, but
are also i icluded here because it is assumed that the ultimate
beneficiaries of the activity will be Malawian women. For
example, funding of the Women's Registrar position is an activity
which strengthens the institutional capacity of the University of
Malawi, but does so in service of the goal of increasing access
for women to the University, hence it supports several project
objectives. In contrast, participant training support activities
are not listed here even though fifty percent of the individuals
selected for participant training support thus far have been
women. This is because the organizational strengthening which
their training is linked with may not be related to the objective
regarding increasing women's partiuipation.

The activities cited above are in various stages of
implementation. The one activity well underway is the women's
scholarship program. At the present tine 62 women are
participating; the end of project target is 60. This goal has
already been achieved and surpassed. Activities that fall in the
category of institutional strengthening include the Women's
Registrar, and Sociology of Women in Development degree program.
These activities are elements of larger plans that incorporate
technical assistance and advanced degree training of Malawian
women overseas. In the public sector, a major activity is
commencing at the National Commission for Women. The plan is
comprehensive in nature and makes provision for training,
technical assistance, organizational development, outreach
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functions, and the establishment of a documentation center.

b. Conclusions and Recommendations

The HRID Project is having its greatest success to date in the
progress being made towards the objective on the advancement of
women. Among the reasons that may contribute to this success are
strong and creative responses from the University of Malawi,
dedication and skill of the OPEXer, and good timing. The
proposals which have been supported appear to demonstrate a
higher level of comprehension of the linkage between human
resource development and institutional strengthening or
management development than in other areas.

Based on current success, and the evident needs related to this
objective, the general recommendation is simply to continue doing
more of what has already proven to be working effectively.
Specific recommendations include:

Seek ways to increase scholarship funds available for
women in non-traditional fields of study. The Project
Field Coordinator has suggestions about ways to do
this, and to shift scholarship funds to local currency,
which merit consideration by the PCC.

Assure that women in long-term study programs in the
United States are in contact with their home units in
Chancellor College in order to keep abreast of and have
input into curriculum development and research
planning. If not already planned, their thesis
research should be carried out in Malawi, under the
supervision of Dr. Jean'Davison, in order to maximize
follow-up to her development work and integrate the
returning staff into WID activities.

Assure that project funding is available to help the
National Commission for Women in Development implement
the strategic plans it develops. The HRID Working
Group, with the support of the PCC, may need to take
action quickly to assure such a set aside, given the
limited amount of project funds. The present funding
commits support to develop a strategic plan, but does
not anticipate funds needed to implement it.

Step up efforts to coordinate project supported WID
activities more proactively. Consideration should be
given to appointing a WID representative to the PCC,
perhaps as a replacement for representatives from the
private sector and parastatals, since project
activities in these areas were curtailed when the PCC
narrowed project objectives and activities in June,
1989.
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4. Objective 4

Develop capacity of DPM&T to plan, manage and utilize
personnel efficiently and effectively

EOPS 4.1: Institutional and organizational support for
HRD planning and consultation (currently
provided by HRID/AED) is institutionalized in
the DPM&T.

EOPS 4.2: Within project guidelines, decisions
regarding USAID funding of local projects are
made by Malawians through a collaborative and
participative process.

a. Findings

DPM&T plays a central role in human resources development in
Malawi. The Department is responsible for manpower planning, forassessing training and development needs and coordinating donor
assistance for training, for personnel assignments, for
management services to government agencies, and for the
management of all data relevant to the utilization of human
resources in the Government of Malawi.

Since project inception, DPM&T has been targeted as a key player
in HRID, both as a partner in project implementation and as a
beneficiary of project resources. The Project Paper envisaged
developing the capacity of DPM&T and development Ministries to
plan, manage and utilize personnel efficiently and effectively.
It was expected that the project would provide training and
technical assistance to DPM&T to create capacity for performing
all human resources development responsibilities and taking the
lead in implementing national training policy.

When the project narrowed its focus DPM&T's role was reconfirmed,
although responsibility for project implementation shifted to the
Field Office. At present, the role of DPM&T as a partner in HRID
is unclear. Inasmuch as DPM&T represents the GOM in this
partnership, the Evaluation Team sees this situation as needing
immediate attention.

As a beneficiary of the project, DPM&T is targeted to improve its
HRD management capability. This is to be through improvement ofits human resource management information system and other
actions. Implementation of the MIS activity has begun: staff
members have received training and are awaiting the procurement
of hardware and software.

However, other steps to strengthen DPM&T's capability have not
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been carefully planned, despite short-term technical assistance
for this purpose. The primary reason seems to be lack of staff
who have the time to focus on developing DPM&T's role as a
beneficiary of HRID Project resources. For example, it is
recognized that the development of the annual training plans bygovernment agencies, in consultation with DPM&T, is the logical
place for DPM&T to strengthen its role in planning HRD in Malawi,and to link human resource development to management development
and institutional strengthening. Presently, however, no clear
plan has been devised as to how the process might be improved
through deliberate activities and measurable objectives supported
by HRID. For this reason the Evaluation Team spent considerable
time developing indicators which could assist DPM&T in focusing
its involvement with the HRID Project (see Appendix 8 for
details).

b. Conclusions and Recommendations

There is no evidence that the roles of DPM&T staff concerning the
Department's human resource development function have been
affected by the HRID Project. Training provided to staff has notbeen followed up within DPM&T, except in the areas of MIS andthat is, in effect, on hold until commodities have been procured.

DPM&T is in a position to serve as a model for institutionalizing
human resource development and management development, through
HRID assistance. At the moment, however, it is not capable of
taking advantage of its position, due to lack of staff resources.

It is most urgent that USAID, the Field Office and key staff
within DPM&T meet to determine the future role of DPM&T in theHRID Project, as a managing partner and as a client organization.
When decisions are made resources and responsibilities must be
aligned with the intended outcome.

Further it should be noted that DPM&T is a recipient of
assistance from other donors and that significant resources may
be devoted to tasks that are compatible with or duplicate the
plan for DPM&T under HRID. Any new strategies for DPM&T in HRID
should be responsive to and take advantage of all available
resources.

5. Objective 5

Provide interim institutional support for small and
medium enterprises and organizations serving the
private sector

[Since this objective no longer has priority in the
HRID Project, except as a funding support "bridge"
until READI II is in place, EOPS statements and
indicators were not developed.]
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a. Findings

Support for organizations serving private sector needs concerning
human resource development and institutional strengthening wasoriginally seen as a primary purpose of this project. As other
funding mechanisms came into reality (e.g., READI II) this areawas given a lower priority when the PCC changed the focus of theproject. The irony of the situation is that some of the mosteffective project activity has been initiated in support of the
original objective in this area. This is described in more
detail in the following section which assesses project activities
in terms of proposal criteria.

Activities receiving HRID support include training of trainers inDEMATT and MUSCCO, and assistance to the Associated Chambers ofCommerce and Industry to raise the professional standards of its
office staff and resources.

b. Conclusions and Recommendations

Since this area has been de-emphasized there is a natural
tendency to overlook it in any ongoing project activities,
including an interim evaluation and the development of future
project efforts, such as a monitoring and evaluation system.
That oversight would be a serious mistake since there is much tobe learned from the fast successes in the project activities in
this area which may have relevance to other areas of human
resource development and institutional strengthening in Malawi.
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VII. ACTIVITY ASSESSMENT BASED ON FUNDING CRITERIA

Thirty-seven activities have been approved by the PCC for HRID
Project funding support. This assessment includes a review of 36of those activities, omitting the Ministry of Health activity forwhich no proposal has been developed. These activities were
assessed on the basis of the criteria used when organizations
sought funding, plus a criterion on sustainability, which the
Evaluation Team was asked to include, and other information
gathered from interviews and other sources.

In the first sub-section which follows, a summary of the
activities is offered with respect to each criterion. In thesecond sub-section, project activities are grouped according to
the extent to which they appear to be in conformity with the
philosophy of the HRID Project and are likely to be successful.

A. Summary of Activities by Proposal Criteria

1. Organization Need and Objectives

Eighteen activities offer evidence that they were designed on thebasis of an assessment of organizational need (51%). Thirty-
three activities are responsive to the HRID objectives (94%).Those that do not appear to be related to HRID objectives are OPC
communications and MBC journalism.

2. Target Audience

HRID gives preference to activities that are directed to in-
service training. The majority of the training activities aretargeted to a mix of pre-service and in-service audiences. The
two projects that are strictly pre-service are the women's
scholarships and the conversion program. A number of the
university activities are largely, although not exclusively,
reaching a pre-service audience.

3. Subject

Seventeen of the activities address high priority subjects,
referred to as Category A in the design document (45%). Fifteen
of the activities are second priority, Category B (41%). Four
activities are not among the original project priorities (ESCOM,
MBC, OPC-communications, and OPC-rural development).

4. Venue

Sixteen of the project activities favored in-country training
(46%). Eighteen favored training in the U.S. (51%) and one
favored third country training.
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5. Personnel

Five activities appear to plan for the use of Malawian trainers
or technical assistants in some portion of the program (14%).
The remainder of the activities rely substantially on
expatriates; in four of the five activities where there is anAmerican expatriate in place, there is a viable counterpart
relationship underway.

6. Length

Eighteen of the activities make use of conventional long-term
degree training (51%). Both the Conversion and Sandwich programs
(University of Malawi) offer interesting alternatives to the
standard degree programs. A variety of short courses are
incorporated in the remaining activities.

7. Curriculum

Eight of the activities have incorporated plans to develop
curriculum that are particularly relevant to the Malawian context
(23%). The balance of the activities that are largely
participant training appear to have no curriculum development
purpose.

8. OPEX or Training Support

Eleven of the activities show evidence that the grantee isoffering sufficient support to trainees and advisors (31%).
Other activities are difficult to assess in this regard or do not
include plans for organizational support to trainees and
advisors.

9. Pre-Training/TA Preparation

Fifteen activities indicate that orientation, planning and groupgoal-setting preceded the initiation of training or technical
assistance (42%). This item is not applicable to several
activities and is not evident in the remaining balance of
activities.

10. Post-Training/TA Follow-Up

Seventeen activities include plans for follow-up to the training
or technical assistance (49%).

11. Linkages

Twelve activities have built in linkages with other organizations
and resources in Malawi or in the region (34%).
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12. Cost

Most budgets are brief and are difficult to assess. Several
appear to be high or largely equipment or commodities. The
majority of the budgets appear within reason based on the
information available.

13. Sustainability

Sustainability is an abiding concern, especially in Malawi where
the economy is extremely fragile and long-term commitments are
difficult to make. Nonetheless, nine activities have given this
criterion some attention (26%); and most activities will require
close monitoring in this regard. Immediate attention should be
given to the solicitation of data from grantees that delineate
their plans for supporting activities with local resources after
HRID.

B. Activities Grouped by Conformity to Project Philosophy and

Proposal Criteria

1. Exemplary Project Activities

Seven activities are off to a very good start. As a group they
show great promise and provide early evidence that they possess
the essential elements of successful activities. Of these, the
four that meet nearly all of the proposal criteria are:
Chancellor College/Sociology of Women in Development; MUSCCO/SME
Management Training; MUSCCO/ESAMI Training; and DEMATT/Group TOT
Training. In addition to meeting nearly all of the proposal
criteria these four also have other characteristics worth noting:

(a) Advance Planning

Planning for these activities was comprehensive and based on
organizational need. Planning exercises involved a wide range of
interested parties and produced an action plan that is forward-
looking. In each of the instances cited here, DEMATT, MUSCCO and
Chancellor College, Faculty of Sociology, planning processes were
already in place and HRID provided an opportunity to enhance that
process. Each of the grantees is interesting and different in
terms of their planning process.

Chancellor College, as part of the University system, uses the
customary committee structure to engage in planning and program
development. HRID required nothing new of the system, but was
able to take advantage of structures already in place to bring
Women in Development to the attention of the faculty. Initial
planning, however, was extended through the efforts of expatriate
technical assistance; a nation-wide workshop, attended by about
70 people, brought all key players together to address national
and institutional needs, to advise on curriculum and to suggest
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roles that the University might play in the future. With follow-up, this forum could continue to impact on the faculty's program
and on Women in Development in general.

At MUSCCO planning is institutionalized; a five-year plan
includes a careful assessment of requirements for human resource
development. Planning for human resources development is done atthe organizational and individual levels so that employees can
understand their own potentials for growth within the
organization. HRID fit nicely into an existing structure.

A third illustration is provided by DEMATT. Stresses and strains
in the organization have lead to a comprehensive reassessment of
mission, structure, programs and priorities. HRID became
available as a resource to DEMATT during this time of reflection
and led to a plan for the development of the organization using,
in part, HRID support. The planning exercise should make an
important contribution to the future of DEMATT, although the nextyear is critical in terms of choices regarding leadership and
program sustainability.

While these planning activities were not compelled by or throughHRID, they are models on which other organizations might build.
Further, they provide illustrations of the kinds of activities
that HRID might encourage in other agencies.

(b) Short-Term Intensive Training

Each of these projects makes use of short-term intensive training
tailored specifically to the needs of the organization. DEMATT
and MUSCCO have been instrumental in the development of their owntraining and have been able to ensure that the training is
relevant. The Women in Development program is making effective
use of workshops and seminars to build the program and to obtain
commitment to it.

While short-term training is not necessarily better training than
a degree course, it is better suited to institutional
development, is more likely to build job-related skills and is
designed to ensure on-the-job application of the learning.
Furthermore, in the context of HRID purposes, short-term training
is probably more cost-effective than overseas degree training.

(c) Malawian Participation

A key element in organization improvement efforts is meaningful
participation by persons who will have long-term responsibility
for implementation, management and institutionalization. The
projects cited as exemplary have allowed for this sort of
participation and have done so in different ways.

At MUSCCO Malawians are involved throughout the process of
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project implementation. In MUSCCO's program with the College of
Accountancy, MUSCCO staff members participate in planning,
program design and delivery; and one of their two staff training
programs took place entirely in Malawi where a variety of
organizations and institutions interested in management training
could participate.

Similarly, DEMATT has directly involved its personnel in activity
design and implementation of the training-of-trainers program.
Expatriate assistance was used at the outset, but DEMATT's staff
soon took the lead and delivered components of the training.
Linkages with other organizations in Malawi do not appear to be
as good as they are in the MUSCCO program, but the potential for
linkages could be pursued.

The Women in Development effort at Chancellor College is being
implemented through the initiation of the expatriate advisor.
Her style is to involve other faculty throughout the college and
to correspond with her counterpart who is in the United States.
She has worked well with female graduate students and has plans
for continuing national involvement and linkages with other
women's programs within and outside HRID. Since this activity is
one that has been initiated from the outside (through the
University, USAID and HRID), the importance of insisting on
substantial local involvement is critical to the sustainability
of this effort.

(d) Critical Mass

Each of the activities cited as outstanding has involved a
critical mass of people in the organization in the project.
Organization leaders have rejected the notion of sending a single
individual away to training or bringing in a single advisor to do
a job. Rather, they have viewed a group or the whole
organization as the target of intervention and have insured that
a critical mass of key players are involved.

Each of the programs at DEMATT and MUSCCO have targeted groups
for training and technical assistance. Participation will be
wide-spread in the organizations and the learnings will be well
reinforced through on-the-job follow-up and internal support from
other employees. The Women in Development effort can attain this
kind of critical mass if the multidisciplinary focus of the
program continues to include a variety of faculty members and
administrators and if those individuals begin to see payoff in
the program. The activities in the undergraduate scholarship
program, in the Office of the Women's Registrar, and at the
National Commission for Women offer a natural potential for the
critical mass to be achieved.

(e) Materials Development
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At least three of the four exemplary activities will result in
the production of curriculum and materials relevant to the Malawi
context. The materials will be produced with Malawian
participation and will be based, in part at least, on direct
interaction with employers who are using the skills of the
trained personnel.

(f) Cost and Sustainability

Each of these activities has been designed on a scale that
matches the capacity of the organization to use the resources
wisely and effectively. They are largely sustainable because
they are creating no new positions, they have protected
themselves against loss due to turnover by involving a larger
number of people, they are high priority needs in the
organization and, in the cases of MUSCCO and DEMATT, are directly
linked to the organization's productive capacity. Most
vulnerable in this regard is the Women in Development program
which needs to continue to address the issue of sustainability.

(g) Final Note

The projects cited as exemplary are chosen in part because they
are sufficiently well along to assess the potential for success.
Other activities do show similar promise and should be expected
to do every bit as well as those mentioned here. Furthermcre, it
should be noted that both DEMATT and MUSCCO are receiving large
amounts of technical assistance from the U.S. and have a capacity
to engage in a proposal writing and project planning exercise
that many organizations do not have. The real test for HRID is
to take model efforts and introduce their methods into
organizations that have a more constrained base on which to
build.

Allowing for the inclusion of Category B activities and those
relying heavily on overseas training, the three other activities
in this category of exemplary activities are: Chancellor
College/Economics (Transport); DEMATT/Agro-Industry; and
DEMATT/Training.

2. Promising Activities

The following group of activities meet fewer criteria but still
show promise of making contributions to human resource
development: Ministry of Local Government; DPM&T/MIS;
ESCOM/Switchgear; KCN/Nursing; DEMATT/Medium Scale Enterprise
Promotion; Chancellor College/Master of Education; Chancellor
College/Research on Women in Development; College of
Accountancy/Conversion Course; HRID/Participant Training Support
Activities; and National Commission for Women in Development.
They vary in the extent to which they meet fewer criteria, so it
is difficult to generalize as to what could be done to improve
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their chances of success. Each would benefit from individual
attention and guidance from HRID Field Office staff to strengthen
their activities.

3. High Risk-High Gain Activities

Five activities may require significant support and attention ifthey are to achieve their proposed linkage between human resourcedevelopment and management development. The guidance needed bythese activities may be greater than activities in other groups,but the potential benefit to the nation may also be substantially
greater if these activities achieve sustainable success.
Activities in this group are: DPM&T/Management Services;DPM&T/Personnel; DPM&T/Management Development; Bunda College; andUniversity of Malawi/Women's Registrar Program.

4. High Risk Activities

The remaining group of activities are quite divergent in thecharacteristics which put them in this group. Generally, theyshare common deficiencies of the set of special factors which setthe exemplary activities apart from the rest (advance planning,
short-term in-service training, participation, critical mass,materials development, cost/sustainability). Some appear to havebeen approved outside the established decision-making system ofthe HRID Project, and are found lacking in organizational inputand major project components. An example in this category is theproject activity of the Associated Chambers of Commerce and
Industry in Malawi (ACCIM).

Provision has been made for training personnel under HRID as avehicle for strengthening organizational capacity. This type ofactivity sometimes serves as a component in a more comprehensive
institutional building program, but for the following nine
organizations the training of one or more employees
(participants) is the only funded activity. Because of the
narrowing of project focus, it is highly unlikely that any ofthese organizations will be eligible for further support: MalawiExport Promotion Council; Malawi Broadcasting Corporation; MalawiBureau of Standards; Ministry of Trade Industry and Tourism;Office of the President and Cabinet/Communications; Office of thePresident and Cabinet/Rural Development; Ministry of Justice;
Ministry of Forestry and Natural Resources; and Public Service
Commission.

The PCC has decided, appropriately, that no additional funds willbe provided for activities with long-term development
implications when grantees readily acknowledge an inability tosustain targeted programs with local resources. Interim
evaluators concur. The one activity that falls in this category
thus far is UCE, although there is growing concern about the
viability of the Public Administration Program of Chancellor

66



College for the same reason.

Lastly, the MBA program is in this group primarily because of the
high cost it would require to become operational and sustainable,
with a degree of quality that would offset the usual enticements
of study abroad. The Evaluation Team was asked to take special
note of this activity because of the controversy surrounding it,
and spent considerably more time on this activity than others.
There is no doubt that there is considerable demand for an MBA
degree program, and considerable justification on the grounds of
saving foreign capital spent to earn the degree abroad. However,
there is less certainty about the need for the degree program,
relative to the other needs for improving management practices in
Malawian organizations which could be met in more cost-effective
ways. In other words, there is an opportunity cost issue that
needs further analysis. Related to this is an issue about thetotal real costs likely to be needed to make a high quality MBA
program operational and sustainable. To date no one has
presented a viable business plan for this endeavor.

However, there is close at hand, in the case of the Malawi
Institute of Management (MIM), another model of starting an
organization likely to be serving a similar matket, albeit for
different outcomes. Nevertheless, the costs of starting MIM have
been substantial, and the issue of sustainability is still very
real. Furthermore, the benefactors of MIM and an MBA program are
likely to be much the same; the business community of Malawi and
a group of bilateral and multi-lateral donors. A very real
question to put to this collection of benefactors is whether it
can and should support both efforts. A solid and convincing
answer would be an established endowment covering a majority of
the projected operating costs of an MBA program.

In sum, the Evaluation Team is of the opinion that this matter
needs considerably more analysis before the PCC can make an
informed decision in the best interest of all concerned. Unless
other donors and the business community are prepared to
underwrite additional costs of analysis, and create the capital
necessary to endow the program, it would seem prudent not to put
any further resources into this activity, and committed resources
should be decommitted and put to better use; for example,
assisting the Polytechnic in developing in-service
programs that meet the needs of senior and mid-level managers on
d more cost-effective basis than a graduate degree program.

Concerning the desire to develop an HRID-supported project in the
field of health care, the Evaluation Team recommends that any
further action await the outcome of the assessment scheduled to
be conducted in the near future by a short-term technical
advisor. If a determination is made that it will not be possible
to develop a significant project for the primary targeted
institution, Ministry of Health, it is suggested that an
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alternative project be considered through the Private Hospital
Association of Malawi (PHAM) and other sectoral organizations.
Currently PHAM has a single participant from one of its members
in training, but appears to have greater training and
institutional development absorption capacity. Any such further
consideration for support to non-Ministry of Health agencies
should be done in conjunction with the Promoting Health
Intervention for Child Survival (PHICS) Project.
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VIII. PROJECT RESOURCE UTILIZATION

The HRID Project provides resources for project activities in theform of three types of inputs: training, technical assistance andcommodities. The amounts allocated to each type of input varies
according to source documents, but are generally as shown inTable 4, which also shows estimated allocations to date. The
Field Office Coordinator reported to the PCC at a meeting
attended by the Evaluation Team that the rate of resource
utilization, by type, is on schedule. Findings about the
utilization of these resources in project activities arediscussed below, based on information obtained through interviews
and review of project documents.

Table 4
Project Resource Utilization

Total Current

Resource Allocation Allocation

Training $6,000,000 $3,068,940

Technical
Assistance $8,450,000 $3,166,617

Commodities $ 500,000 $504,193

Total $14,950,000 $6,739,750

A. Training

According to the ProAg, the project will provide training toapproximately 273 Malawians. Of this number, 213 will receive
training outside Malawi, and 60 in Malawi, women receiving
scholarship assistance for study in non-traditional fields.

1. Findings

The actual data will turn out to be substantially different,
reflecting the flexibility to respond to changing needs. The
number of women already receiving scholarship assistance issixty-two, and the demand for additional assistance is
considerably higher. Approximately thirty persons have begun, orare being processed, for participant training outside Malawi. Onegroup received training in the region; the rest have all been
sent to the United States.
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The ProAg and PP Logframe inexplicably make no reference to in-
country training, other than the scholarship program for women in
non-traditional fields, despite the emphasis on the development
of in-service training programs. Actually, a considerable
number of Malawians have already received training in Malawi
through the project, again demonstrating the virtue of
flexibility. For example, the "sandwich" program has completed
two phases of special in-service management training for
educators, involving over twenty persons in each phase. The
Conversion Program being developed by the College of Accountancy
expects to start its training activities this year, and will
reach more than fifty persons in each course sequence. Training
through DEMATT and MUSCCO activities will reach dozens of persons
each year. The ESCOM program will provide in-country training to
approximately twenty persons a year. The Ministry of Local
Government proposal has targeted more than 250 local government
officials to receive training, and the BA program in Public
Administration proposes to provide degree training to more than
twenty in-career civil servants per year.

Turning attention to participant training activities, the
Evaluation Team analyzed proposals, delivery orders and training
plans approved under HRID. The chart that follows summarizes the
training provided to date and planned for under HRID.

Analysis of proposals suggests that, in many cases, the
development of training plans has been on the basis of
organizational and performance assessments, albeit weak and
frequently without appropriate linkage between training and the
institutional contributions expected of trainees upon their
return. Proposals have also excluded the identification of the
person responsible for maintaining contact with the trainee
during training and the kinds of support to be rendered.
Although most training plans indicate that the requested training
is essential and unavailable in Malawi, there is no clear
indication that training in other African countries is either not
available or considered.

Interviews conducted with four of the eight participants
currently undergoing training in the United States further
explain the progress towards the achievement of organizational
training plans. Some participants stated that they were involved
in the training plan process by writing their training plan
stating their expectations of the academic training and how it
would benefit them in their positions within the organization or
institution. Others mentioned that their training was approved
based upon their institution's training plan and outline of the
institution's expectations of the training and its relevancy to
the organization's overall strengthening.

Interviews with several employers indicated a strong interest in
improving their training plans to enable them to receive
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additional training under HRID. Although they feel that the
proposed training plans link the training with the institutional
contribution expectation of the trainee, this is not always
evident.

Participants interviewed stated that little or no contact has
been made with their employer thus far. Most attributed this to
the fact that they have only recently begun their U.S. training.
They did indicate their intention to maintain contact with
employers and expectation of employers to keep them abreast of
developments within the organization as well as provide support
during their training.

During interviews with employers of participants in training it
was stated that there are plans to communicate with and support
the trainee(s) during training; and that the trainee's immediate
supervisor would have this responsibility. They also indicated
that the contact to date has been minimal.

Both participants and employers interviewed stated that upon
return, placements in positions for which training was received
would be made. Nine short-term trainees have returned. Of those
interviewed, it is clear that this intention has been or is being
achieved. Participants have returned to or been placed in
positions for which they were trained. In many cases they stated
that the training experience was very useful and the knowledge
and skills acquired are being utilized and shared with
colleagues, to the extent possible.

All participants interviewed expressed their appreciation for the
one-week pre-departure orientation they received in Blantyre.
They stated that it was very informative and useful. Some,
however, indicated the need to be more informed about essential
items they should take with them. This is very important and
should be covered in greater detail to avoid trainees being
under-prepared.

Interviews with the placement contractor indicate a full
understanding of the organizational emphasis given to participant
training in the HRID Project. All parties involved in placement
and monitoring of participant trainees may need frequent
reminders that HRID is different from other participant training
projects in that linkages with the training and the institutional
contribution expected of the participant is crucial for the
successful outcome of the project. To help assure this linkage
trainees must be in frequent contact with their employers to
ensure that training is in line with the roles they are expected
to play and contributions they are to make upon return. The
placement subcontractor and the Field Office need to develop a
plan of sharing responsibilities to make sure that these matters
are taken care of routinely and effectively. At present there is
not a procedure to monitor these matters. Where requests for
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attachments to specific training have been made, it is expected
that the placement subcontractor will assist to ensure that this
objective is met.

To date there have been no placements in Historically Black
Colleges and Universities (HBCUs). It is essential that
sufficient lead time be provided the subcontractor in order to
place participants appropriately. Documentation should be
submitted efficiently and expeditiously to facilitate the
placement process. Early submission of credentials and other
required documents would eliminate any delays in placements.
Ultimately, six-months advance notification should be given to
facilitate the placement process.

2. Conclusions and Recommendations

In short, review of proposals indicates that a substantial number
of Malawians may be receiving in-country training through HRID-
supported activities. However, as background studies have
indicated, there is a substantial backlog of training needs in
Malawi... more than 4,500 senior and mid-level managers in all
sectors.. .who, at any one point in time, need management
training.

In the HRID Project participant training plays an important role
in management development and other strategies to strengthen
organizations and institutions. Participating organizations were
expected from the outset to use HRID to further develop their
capacity to plan for and use human resources. This aim continues
to be important, even where participants have been selected or
are already in training. The project, primarily through the HRID
Field Office, needs to keep insisting on and supporting the
linkage of participant training to the management development and
organizational strengthening components of project activities.

There is early evidence that the training plan objective is an
important one and can have significant payoff when the planning
process is used as the project intended. It has been possible
for proposals to HRID to be approved without careful screening
and serious engagement in this project requirement. A detailed
analysis of the training and its linkage to the institutional
contribution expected of trainees is needed. An indication that
third country trainLng is desired or should be considered should
also be included in training plans. Organizational objectives
are often better served by in-country, third country and group
training as these kinds of training can be tailored to the
organization's specific needs. It is anticipated that this
process will improve with close monitoring and evaluation of
training plans at the proposal stage.

It is not possible at this time to evaluate long-term participant
training since no participants have returned. However, all
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participants interviewed stated that the academic program they
are pursuing is appropriate and relevant to their current
position within the organization. They also indicated that there
is a plan to utilize their training within the organization upon
their return. They stated that this will be achieved, in part,
through their participation in in-service training, staff
development, teaching and curriculum development.

Re-entry training and follow-up training is essential for all
participants in training. Clarification of back home contact and
the person responsible for maintaining this contact with trainees
is crucial for the smooth transition of trainees upon their
return. Careful planning and close monitoring of this component
of training will be required to ensure its successful outcome.
Contact with trainees by their employers can alleviate
readjustment problems such as traditional lifestyles, local
cultural norms, political situation and employment-related
problems (i.e., lack of equipment, inadequate economic rewards,
heavy workloads and lack of institutional interest in the
training received).

Plans are underway under HRID for follow-up and re-entry
seminars, conferences and workshops for participants. These
should prove to be beneficial and helpful for readjustment and
re-entry for trainees.

The goal of follow-up is to ensure that participants make a
smooth transition from program completion to the return home.
Follow-up is usually initiated by the trainee. Shortly before
program completion, trainees should notify the subcontractor of
their graduation date for the provision of a book shipping
allowance, return airline ticket and exit evaluation.
Participants should also join international professional
organizations prior to their departure from the U.S. to maintain
professional capacity in their area of specialization and receive
journals. Participants interviewed expressed an interest in
forming an alumni association of Malawians trained in the U.S.
This could be an essential vehicle for accomplishing follow-up.

Specific follow-up recommendations regarding training include:

More guidance from PCC and HRID Field Office to
generate more in-country training activities as part of
the human resource development and management
development plans in future proposals, as well as
currently funded proposals where such opportunities
exist.

More careful linkage between participant training
requests and organizational needs, especially in post-
training activities.
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Follow-up and re-entry seminars, conferences and
workshops for participants.

74



MALAWI HRID LONG-TERM TRAINING
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IMASANZA, A. IDEMATT 1HUMAN #7 X X CURRENTLY IN INTL - UNIV. MASSI
RESOURCE U.S. VIRGINIA IREQUESTED I
DEVL'MNT ICOMMONWEALTH U?
IMPA I8/89 - 6/91 iI I ! ~_____

IMKWEZALAMBA, CHANCELLOR ECONOMICSI#20 X IPENDING iPH.D. TRAINING
MAXWELL COLLEGE IREQUESTED 11/89

I JUNIV. MALAWI PH.D. I xi
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MALAWI HRID LONG-TERM TRAINING
i i I FIELD i i OBJECTIVES OF TRAINING PLAN TO REMAIN IN IF COUNTERPART PLAN FOR TRAINEE

I NAME INSTITUTION/ OF DELIVERY ARE BASED UPON j CONTACT W/TRAINEE WORK LINKED WITH UPON RETURN FROM STATUS OF ADDITIONALI j ORGANIZATION f STUDY ORDER # ORGANIZATIONS NEEDS DURING TRAINING ROLE OF TRAINEE TRAINING TRAINING/REO.i COMMENTS

iSAMBAKUNSI,F.CHANCELLOR ITRANSPORTt#20 t X t X X ICURRENTLY INIICOLLEGE JECONOMICS1I I 1U.S.I I I tUNIV. ILLINOISJ
__UNIV.___ MALAWI ____ 1/89 - 12/91

IMSOSA, C. IDPM & T IPERSONNELI#22 i X IX iI X ICURRENTLY IN !MSMT CONSULTINGI I IMGMT HRD I I U.S. VIRGINIA IFIRM OR
PA I I I IICOMMONWEALTH UIPERSONNEL DEPT.

_MPA I__ I__1 11/90 - 12/91 1ATTACHMENTS REQ.'

INYONDO, J. JDPM & T IPERSONNELI#22 I X IX IX CURRENTLY IN JMGMT CONSULTINGI JMGMT HRDj U.S jO NEAVIRGINIA IF R OR DET.
I I IMP COMMONWEALTH UIPERSONNEL DEPT.

IMPA 
11/90 - 12/91 1ATTACHMENTS REQ.

ICHIWAULA, B. OFFICE OF COMMUNI- 1#22 I IPENDING. iINTERPERSONAL &~ PRESIDENT ICATION I I SPEECH COMMUNI-I & I 
REQUESTED JCATION EMPHASIS.I

I ICABINET IM.A. I I I 1 110/89 1

ISALAMA, R. IMALAWI EXPORT lINT'L 1#22 X X j X IPENDING.I IPROMOTION ITRADE/ I I PCC APPROVED. II ICOUNCIL (MEPC)fBUSINESS I I
I M.A . _ _ _

ICHOKOTHO, S. IMALAWI BUREAU IFOOD 1#22 X X t X PENDING. CANDIDATE HASI OF STANDARDS ISCIENCE I IREPLACEMENT 
RESIGNED FROM(MBs)  

CANDIDATE [MBS. I1 M.Sc. I __ I 4 + -

ILIABUNYA, E. IKAMUZU ]NURSING -I#23 IX I x PEDING.
COLLEGE OF CLINICAL,
NURSING ITEA C HING, I

I JUNIV. MALAWI IMIDWIFERY1 II + I 4 - ( 4
GONDWE, E. OFFICE OF RURAL #24 I jx CANDIDATE HAS 'REPLACEMENTIPRESIDENT & DEVELOP- I I BEEN GIVEN PROPOSEDI ICABINET (DPMT IMENT I I I (AMBASSADORIAL IICOMMON SVCS) IM.A. I I I IPOST - GERMANYI
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MALAWI HRID LONG-TERM TRAINING

NAME INSTITUTION/ OF DELIVERY ARE BASED UPON CONTACT W/TRAINEE WORK LINKED WITH UPON RETURN FROM STATUS OF ADDITIONAL
I I ORGANIZATION STUDY j ORDER # J ORGANIZATIONS NEEDS j DURING TRAINING ROLE OF TRAINEE TRAINING I TRAINING/REO.1 COMMENTSI + F + F I

OMALAWI  VARIOUS INO X X N/A PENDING O
_BROADCAST DELIVERY I I __SELECTION OFI

ICORPORATION I ORDER YET 1 13 CANDIDATES II(MBC) I I

BUNDA COLLEGE }NO [PENDING DELIVERY ORDERI I I DELIVERY I 
IN PROCESS.I I I ORDER I I!UNIV. MALAWI YETI 1111 I I

I I I I I Ii i I I __I _ I _ _ _ _

IUNIV. MALAWI lVARIOUS IPROJECT * iCURRENTLY IN i 62 WOMEN
A SMPLEMEN- UNDERGRADUATE IN TRAINING

COLLEGES) ITATION *1AND POST-GRAD IIII COLLEGES) I ILTR (PIL) " ITRAINING II I I I I 1 [ I

I I F I t. 1 1 I
I I I I I i I
II I I I I II I 1 f I I ____I I I I I
I ____________________I_

I! _ _ _ I___ _ I__ __ _ _I _ _II . 1 I
_ _ _ _ _ _ __ __ __ __ _ I _ __ 
_ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _

, __ _ _ __ _ 
_ __ __1_

PIL agreement between USAID &GOM directly.
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MALAWI HRID SHORT-TERM TRAINING
IN-COUNTRY, IN U.S., THIRD COUNTRY

I FIELD j f OBJECTIVES OF TRAINING PLAN TO REMAIN IN IF COUNTERPART PLAN FOR TRAINEENAME INSTITUTION/ OF DELIVERY ARE BASED UPON j CONTACT W/TRAINEE WORK LINKED WITH UPON RETURN FROM STATUS OF TRAINING

_ORGANIZATION STUDY ORDER ROZATION ES DURING TRAINING OLE OF TRAINEE j TRAINING !TRAINIG/REO., LOCATION

JAFFU, J.K. iDPM&T IMGMT i#6 X i iTRAINING iBLANTYRE; I
KABAMBE, M.E.I IINFO. I COURSES U.S.

LUKWA, GS.I SYST(MIS) COMPLETED N. CAROLINA
MANGANI, D.P. ICOMPUTERS
MSOSA, A.J. "If X iTRAINING ZIMBABWJE

M. I II
K M I ICOMPLETED .(ESAMI)

LOWE, P.N. MUSCCO IBUSINESS X#7iI x TRAINING 'TANZANIA
IACCTNG I COURSE(S) (ESAMI)

lCOMPLETED I_ _ _ _ I I I

IMSAUKA, F. fMINISTRY OF IPERSONNEL #22 X iCURRENTLY IN 'WASHINGTON, D.C.JUSTICE IMGMT I ITRAINING U.S.A.
I I I I IWORLD CTR FOR____' _ 11,90 - 9/90 DEVL'MNT

BANDA, F. IMINISTRY OF iPERSONNELI#22 X 1 x XCURRENTLY IN NEW HAMPSHIRE I

IFORESTRY IMGMT I I {TRAINING U.S.A.

I-I~~~ [ tINEW HAMPSHIRE
I I 11t/90 - 9/90 ICOLLEGE

IMKOKO, A. IDPM&T IMGMT #22 JX X ICURRENTLY IN :WASHINGTCN, D.C.II TRAINING U.S.A.I,,WCRLD CTR FOR

_ I 11/90 - 9/90 IDEVL'MT & TPNGI I -*FF - ---. ..-. .....-- - - - - ~ I
SAMBO, E. DPM&T IPERSONNEL#22 fX CURRENTLY IN MICHIGAN, U.S.A.I

HUMAN I X ITRAINING .FEPRIS ST.I IRESOURCE II UNIVERSITY II JMGMT 1 1 3/90 - 11/90 jI 4 I - 1- .. .... .. I
IPIDA, G. !PUBLIC IMGMT #22 IX X iCURRENTLY IN !DELAWARE, U.S.A.I

ISERVICE I ITRAINING IGOLDY-BEACOM I
ICOMMISSION i I ICOLLEGE j1!I/90 - 9/90
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MALAWI HRID SHORT-TERM TRAINING
IN-COUNTRY, IN U.S., THIRD COUNTRY

FIELD OBJECT'IVES OF TRAINING PLAN TO REMAIN IN IF COUNTERPART PLAN FOR TRAINEE iI NAME IN5TITUTION/ OF DELIVERY ARE BASED UPON CONTACT U/TRAINEE WORK LINKED WITH IUPON RETURN FROM STATUS OF TRAININGORGANIZATION STUDY ORDER # ORGANIZATIONS NEEDS DURING TRAINING ROLE OF TRAINEE TRAINING TRAINING/REO. LOCATION

IVARETAT.I.M. MINISTRY OF tIRADE X#22 j I3-MO TRAINING ]NOT DETERMINEDTRADEINDOSTRY POLICY; I#22 REOT'D 10/89.IAND TOURISM TOURISM 
ITRAINING HASI DEV&PROMI ;NOT BEGUN.II-M- t 2.A - -I

M NALA, S. MINISTRY OF FEDSTATE #19 27-DAY TOUP iCALIFOPNIA,
AWORKS GOV'T IIN U.S. IWASHINSTON, D.C.I ORIENTA- II ICOMPLETED 3/QOIU'S.A.I IITION STDYI _ I

IBAND,n M. iINITYO IMINISTRY OF FED,STATEI#19 
27-DAY U.S. !CALIFORNIA,IWORKS JGOV'T I I ITOUR REGUESTED;WASHINGTON, D.C.1I ORIENTA- I I'U.S.A.I TION tT I O N T D YJP E N D IN G .

I I I7I I I I 
_ _ _ _ _ _ _ I _ __ _ _ __

i I I 'It I I I i
I , I

I II _ _ _ I I _ _ _ _ _ I i
I I

I I I I I i I I
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B. Technical Assistance

Technical assistance is the second type of resource for which
HRID funds have been allocated. According to the ProAg, the
project expects to provide approximately 81 person years of
short- and long-term technical assistance with 74 person years
being long-term and 7 person years short-term. The long-term
technical assistance personnel will be Operational Experts
(OPEXers) who fill line-positions in organizations and, through
counterpart association, help carry out a process of technology
transfer and adaptation which should result in the host
organization having a better base for management development and
improved operations.

Similarly, short-term technical assistance is concentrated on
institutional strengthening through management development. Most
of the short-term personnel will be conducting in-country
training programs and working with the various educational
institutions on curriculum design and development.

1. Findings

The HRID Project has made use of both long- and short-term
technical assistance. Currently, five OPEXers are in Malawi at
DEMATT, Chancellor College, ESCOM and the Ministry of Works and
Supplies. Details of their workplans and activities are found in
Appendix 10.

Interviews with OPEX staff and with activity grantees centered
around: orientation of advisors, institutional development
strategies, support from the Field Office and from the grantee,
and issues and concerns.

Advisors are in every case very pleased with the orientation and
preparation they received from the Academy for Educational
Development in Washington, DC. Administrative matters were dealt
with in a timely and efficient manner and information was
thorough and effectively presented. In many cases, Malawians had
been involved in the selection of the advisor and were
instrumental in establishing an early understanding of the
context in which the job would be done.

Advisors understand the HRID Project as an institutional
development project. They are clear about the importance of
their counterpart relationships and they have strategies for
transferring knowledge and skills to them. Most of the advisors
are involved directly in training. They are aware of the
proposal process and needs analysis that was performed prior to
their arrival and they have reviewed their terms of reference
with key actors in the grantee organization. Many of the
advisors, long- and short-term, have a phased plan for
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implementation that calls for increasing reliance on Malawians.

The HRID Field Office has been responsive to the needs of
advisors and has assisted in solving housing and other logistical
problems. Staff have always been available to advisors when
needed.

Two issues or concerns arose in assessing the performance of
technical assistance under HRID. First, the length of the
contract was questioned. Four out of five long-term advisors
believe that their contracts are insufficient in length to
complete the scope of work which they have undertaken. The
estimates of time needed range from six months (ESCOM) to three
years (Ministry of Works and Supplies). Second, grantees have
expressed an interest in greater involvement in advisor
evaluations. They are aware of the six-month reporting
requirement and at least two grantees would like to be more
substantively involved in the process.

2. Conclusions and Recommendations

The performance of technical assistance under HRID is excellent
and should be expected tG make a contribution to the outcomes
that the project intends to achieve. Credit should be given to
AED and to grantees for solid planning for and support of
advisors.

To address the issues concerning OPEXers contract length, and
grantee involvement in evaluation of technical assistance, it is
recommended that periodic reports from OPEXers and host
institutions focus on progress of institution building tasks,
based on a detailed workplan developed and agreed to by all
parties during the first month of the OPEXer's assignment. E teps
already being initiated in this regard, such as the "Skill and
Knowledge Transfer Plan and Assessment" report recently completed
by the HRD OPEXer assigned to DEMATT, need to be evaluated by all
parties to see if they are useful and have the intended effect,
including an assessment of the feasibility of the OPEXer's
contract.

C. Commodities

Commodities are the third type of resource used in project
activities. Commodities include instructional materials,
equipment (computers, photo copy machines, vehicles, etc.), and
other materials to be used in connection with the development and
implementation of in-country training and institutional
strengthening.

1. Findings

It is too early in the project to assess implementation of
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commodity procurement related to project activities. Suffice it
to say that the usual problems of delay, equipment compatibility,
support capability of vendors can be expected. There is a U.S.-
based project subcontractor, Aurora, Inc., which is to provide
all necessary arrangements related to commodity procurement. The
Evaluation Team is concerned about the efficacy of a U.S.-based
contractor, rather than a local contractor, to provide this
service, since local conditions vary so much, and vendor
reliability is not generally predictable in developing countries.
.These concerns are general, and do not arise from any specific
situation in the HRID Project.

The Evaluation Team did review the plans for commodity
acquisition in relation to management development and other
institutional strengthening activities, as indicated in project
proposals. The general impression is that commodity acquisition
planning does not always reflect careful analysis and thoughtful
integration with other resources and other project activities.
There is a need for more careful review of proposal budgets and
narrative by the HRID Field Office and the PCC.

2. Conclusions and Recommendations

The HRID Field Office and the PCC need to review commodity
acquisition plans much more carefully to assure appropriate
balance and utilization of commodities with other project
resources.
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IX. NEXT STEPS: SUMMARY OF KEY RECOMMENDATIONS

This section summarizes principal recommendations made by the
Evaluation Team for each of the key institutional actors. As a
reminder of the context for each recommendation, a brief
"situation" statement precedes the recommendation.

A. Project Coordinating Committee

The Evaluation Team recommends that the PCC, as the focal point
in the HRID decision structure, consider the following actions in
order to address future decisions effectively:

The PCC is approaching another watershed; it will soon have
allocated all of the HRID Project funds and find itself in
the position of not having a clear picture of its purpose.
Yet, its purpose, in the larger context of improving human
resource development and strengthening institutional
development, may still be very important if it takes the
time to step back from the routine it has become accustomed
to and reconsider what challenges still lie ahead, and which
of those it can productively accept.

Recommendations

Develop a strategic plan regarding its mission, activities
and resources for the remainder of HRID and beyond,
including consideration of issues raised in the evaluation
about the PCC's role in improving donor coordination.

Request the HRID Working Grocp to prepare an Action Plan for
the remainder of the project, including: a monitoring and
evaluation plan; a statement of roles and responsibilities
for key institutional actors, including the PCC and
grantees; proposals for resolving USAID's need for action in
order to obligate funds to the project; proposals for
resolving the subcommittee problem and, at the same time,
improving the proposal process.

Set aside time to review periodically the state of human
resource development and institutional strengthening in
Malawi, and the progress HRID is making towards having an
impact on the situation.

B. USAID/Malawi

The recommendations for the Mission are organized within issue
areas which may lend themselves to delegation within the Mission,
as a way to make action more manageable.

1. Project Management
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Lack of clarity within USAID/Malawi on internal roles and
responsibilities, heightened by departure of Deputy
Director/Project Manager.

Recommendation

Clarify internal roles and responsibilities. See Appendix 5
for suggestions.

Project is shifting into implementation monitoring phase. It is
likely that the paperwork demands associated with project start-
up may lessen. However, management staffing implications for
monitoring project implementation are not clear, since roles and
responsibilities for this task area have not been decided.

Recommendations

Decide where day-to-day responsibility for implementation
monitoring should be. (The Evaluation Team recommends that
it be with the HRID Field Office, for reasons of modeling
institutional strengthening.)

Based on the decision regarding the above, determine whether
additional staffing is needed either by USAID or HRID Field
Office, and take appropriate steps to implement any staffing
changes.

2. Project Focus

The project focus dialogue within the Mission has been useful, up
to a point. How much more discussion is needed?

Recommendations

Consider the options in this report; consult with HRID
Working Group and PCC regarding options, and make a decision
which serves Malawi's needs and respects the project
decision structure.

Demonstrate support for the project more visibly (e.g.,
Attendance by Mission Director at a "turning over" ceremony,
graduation of scholarship recipients, etc.)

Project purpose, objectives and EOPS have changed since PP and

ProAg.

Recommendations

Develop appropriate documentation (options include
amendments to PP and ProAg or a PIL) to indicate changes and
their rationale.
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Use this task as an opportunity to reestablish commitment to
the spirit of collaboration. Avoid the situation of the
Mission and the Field Office getting too far ahead of the
Government.

3. Project Approach

The HRID Project was designed and initiated using an approach to
human resource development and institutional strengthening that
evolves out of the needs of the situation, as determined by the
stakeholders in the project. This is an approach which can be
frustrating if not managed carefully and consistently. However,
its strength is that it enhances the possibilities of
sustainability.

Recommendation

Stick with the current approach of the project to human
resource development and institutional strengthening.

4. Openness in the Decision Process

Despite the theme of collaboration ,there is a perception among
some key actors that USAID is increasingly making decisions
regarding the project outside the PCC and bringing these to the
PCC for rubber-stamping.

Recommendation

USAID needs to demonstrate in actions and words that it will
make its concerns and wishes-known in the appropriate
project forum. The effectiveness of the PCC is currently
limited by the less than full participation by the DPM&T.
It is uirgent that USAID and DPM&T have an open and thorough
discussion of ther desires and expectations for the project
from this point forward.

5. Donor Coordination

Other donors are using approaches to HRD which are similar to
that being developed in this project (i.e., linking training and
technical assistance more closely to specific needs for
strengthening specific organizations or institutions). This is
creating a positive environment for tackling some common issues
in a coordinative, or at least more consultative way.

Recommendations

HRID Project staff need to be more aggressive in knowing
what other donors are doing or thinking of doing in specific
areas of the HRID Project (e.g., nursing education); with
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specific agencies (e.g., DPM&T), or as regards certain
policies and procedures (conditionalities for returned
trainees returning to the job for which they were trained,
for a minimum period of time; local currency subsistence
costs for Malawians attending workshops in Malawi).

It is suggested that the PCC invite donor participation in
meetings when relevant. This may include involvement in
technical review of proposals.

C. HRID Working Group

The following recommendations have been discussed with the
Working Group.

Key actors have concerns about DPM&T's commitment to the project,
both as a managing "partner" and as an assistance receiving
"client."

Recommendations

DPM&T needs to clarify how it wants to participate in the
project. It is suggested that DPM&T engage in a strategic
assessment of mission, capabilities, and options. Given the
recent appointment of senior DPM&T officials, such an
activity would have a benefit beyond HRID.

Based on the above, DPM&T needs to determine what roles and
responsibilities it can realistically carry out in the
Working Group, and what resources it may need to do this.

It is recommended that the HRID Project consider providing
additional staff support for DPM&T, perhaps on a contractual
basis, in order to ensure that sufficient attention can be
given to strengthening DPM&T's role in the project, and more
importantly, in institutionalizing learning about human
resource development and institutional development which has
been gained through HRID Project involvement. One
particular area which DPM&T might have a greater role,
supported through project funding, is in the design and
implementation of a monitoring and evaluation plan.

Key actors need an overall Project Action Plan to guide the PCC

and the Working Group.

Recommendations

The Working Group should initiate in the immediate future a
series of intensive meetings to carefully review, discuss
and respond to the evaluation report.

It is recommended that the outcome of this activity be a set
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of recommendations for the PCC to consider covering:

a Project focus/priorities for uncommitted funds;

0 Project implementation plan and schedule;

0 Project monitoring and evaluation plan and
schedule, reflecting review and agreement on EOPS;

0 Enhanced donor coordination;

* Allocation of roles and responsibilities among PCC
and Working Group members regarding the above
tasks; and

0 Conscious design of remaining project activities
at PCC, Working Group and grantee levels to
reflect "process" approach's need to learn and
adapt.

Vague post-training plans to link project supported training to
capacity building or improved management practices within
organizations.

Recommendations

Assure that future proposals are more specific.

Specify how current activities could be "tightened," in the
planning stage, during trL ing, and post-training.

Allocate responsibility for follow-up of above, and include
in implementation and monitoring plans (including specific
role/tasks of PT subcontractor).

OPEXers contracts may be too short to accomplish institutional
strengthening tasks; host institutions may need assistance in
integrating and assessing OPEXers work.

Recommendations

Have periodic reports from OPEXers and host institutions
focus on progress of institution building tasks, based on a
detailed workplan developed and agreed to by all parties
during the first month of the OPEXer's assignment. Steps
already being initiated in this regard need to be evaluated
by all parties to see if they are useful and have the
intended effect, including an assessment of the feasibility
of the OPEXer's contract.

Initiating management development and/or organizational
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strengthening activities in critical development Ministries have
proceeded at a pace slower than anticipated. During the interim
evaluation the key institutional actors reaffirmed the project's
commitment to this objective, and acknowledged that this
objective will require much more attention and substantive
involvement by Field Office staff.

Recommendations

The project's design regarding this objective needs much
more careful analysis and planning; explicit strategic
planning within targeted organizations may be a prerequisite
to initiating realistic workplans, and coordinating multi-
donor resources in a more effective manner.

The Working Group should structure roles, responsibilities
and staffing of HRID Field Office so that staff are able to
spend more of their time substantively involved with
management development and organizational strengthening
activities in targeted organizations. Their involvement
should be integrated with the activities of short-term TA
brought in for strategic planning or other "scope setting"
activities in the target organization (e.g., the forthcoming
assignment of TA for the Ministry of Health).

PCC subcommittees are in limbo.

Recommendations

Determine what role, if any, subcommittees have in
monitoring project activities, and recommend to PCC
accordingly.

Determine whether proposal reviews for remaining funds can
be better done by ad hoc technical review panels rather than
presently constituted subcommittees, and recommend to PCC
appropriate changes.

Project activities related to WID objectives seem scattered and
vulnerable to unsustainability.

Recommendations

Consider a PCC representative for the WID objective.

Consider additional funding to NCWD to implement the
strategic planning being funded by the project.

While continuing the present broad focus on pre-service
education for women, consider narrowing the focits on in-
service training for women to women-in-management.
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"Donor coordination" is a vague goal in the HRID Project; it

needs a clearly designed rationale and workplan.

Recommendation

Given the momentum of NATCAP, and the leadership roles the
Field Office and DPM&T have had in NATCAP, the Working Group
should develop a "donor coordination gameplan" which builds
on this situation.
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X. LESSONS LEARNED

USAID project evaluations require a section presumptuously
entitled "Lessons Learned." There are two issues related to this
requirement worth mentioning. First, formative evaluations
frequently offer limited scope for learning, except as primarily
related to design issues. Second, there is the question of who
has done the learning. Generally evaluators make assumptions
that what they have learned has also been learned by others
involved in the project. Experience suggests this is not the
case. In the first part of this section the Evaluation Team
identifies lessons that all key players acknowledge having
learned. In the second part the team discusses lessons which, to
put it euphemistically, may still be in the process of being
learned.

A. Lessons Learned

1. Don't Bet It All on the First Hand

Projects which are designed using a "process" approach expect to
evolve as the project is carried out. Yet, in this project key
institutional actors did not take necessary precautions to
preserve funding flexibility for project evolution. In effect,
all $18 million of project funds were allowed to be put on the
table at the start of the project. To compound matters, it was
put, in essence, into one big pile, without indicative
allocations for categories of need, even though such types of
need were identified in the PP and ProAg. This has led to
several serious problems: unrealistic expectations about the
availability of funding; lack of project flexibility in future
years when project needs may change; the lack of guidelines at
project and grantee levels for a "reserve" and, loss of project
credibility among some target organizations when corrective
changes were made.

2. Start Small, Go Slow, Test, Listen, and Make Sure
Everyone's Aboard

A corollary to the first lesson in "process" based projects is to
make certain that the process is working. This project started
too big (spread the net too broadly); moved too quickly (and has
been "overwhelmed" by paperwork... which says something about
absorptive capacity on the donor side); did not test some of the
key assumptions on which the project design was based (e.g.,
interest and ability of critical development agencies to
undertake serious institutional strengthening activities;
personnel policies would not hinder human resource development);
has not listened adequately to some of the key actors, and as a
consequence, has been spending too much time on issues that
should have been resolved earlier.
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3. Fourth Generation Evaluation Methodology

The Evaluation Team planned and conducted its activities using a
methodology which explicitly expects evaluators to "intervene" in
the project, rather than remaining apart from it, and, to develop
an evaluation focus based on current realities rather than a
priori assumptions. The outcome of this methodology is an agenda
for future action, agreed to by all concerned, rather than a
report soon forgotten. For example, Appendix 5 is an agenda for
clarifying roles and responsibilities. It was developed
collaboratively as part of the evaluation process. To project
managers and evaluators not familiar with this methodology,
fourth generation evaluation offers an important alternative to
traditional methodologies, and provides an analytic framework and
support for intuitive evaluation practices many have been using.

B. Lessons in Progress

1. Respect the Process

Implementing a project based on a "process" model requires a
commitment to respect the process at all times, by all parties.
Collaboration must be practiced, not just preached. This lesson
has not yet been learned. For example, the Working Group still
has not assured all parties that its agendas meet the needs of
all in the Working Group.

2. Confront Issues of Mutual Concern

A corollary of the first; respect for the process will grow out
of a willingness to confront issues, and to learn how to resolve
them to the project's benefit. FOr example, there has been
relatively little planning to shift the project from a phase of
making decisions about funding allocations to a phase of
implementing and developing monitoring systems and capability.
Yet no one has taken responsibility for this situation and
confronted it. Another example concerns the subcommittees of the
project; they have been left hanging in limbo, rather than being
dealt with in a manner that might have led to improvement in
their performance.

3. Individual Learning Does Not Necessarily Mean Group
Learning

Interviewed key actors demonstrated that as individuals many of
them have learned important lessons from the project. However,
it was also evident that some of these individually learned
lessons have not been learned by the group of which the
individual is a key member. Not only is this an important
consideration in a process driven project, it also speaks to a
key assumption about project design. Institutional strengthening
will not occur if individuals are engaged in training/learning;
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to be effective, institutional strengthening must involve a
critical mass of the key members of the organization, who share
the learning outcomes as members of working groups. If HRID
Working Group members have difficulty making the individual-
group learning transition, it is unlikely that they will be
modeling this behavior for others.

4. The Project Itself Is a Model for Institutional
Strengthening

Associated with the above lesson is another lesson that is
generally looked for in all development projects, and especially
those based on the "process" model: the project itself is a model
in institutional strengthening for the groups and organizations
with which it works. This means that all key activities and
phases of the project should be designed, implemented and
evaluated as learning opportunities for involved organizations.
This has important implications for the staffing and management
of the project. Staff must be comfortable with being role
models, must plan and conduct their business with that dimension
in mind, and should have a thorough understanding of what it is
they are trying to model and a willingness to learn more about
it. This may have an impact on short-term efficiency, but there
should be offsetting benefits in long-term gain in efficiency,
effectiveness and sustainability.

5. Sometimes the System Doesn't Work

A.I.D.'s process of project design and approval is intended to
bring critical analysis to bear at key decision points. But
sometimes this system does not work, and the opportunities for
criticism are missed, leading to future problems. This situation
has happened in the HRID Project at several junctures.

a. In the project design phase, the Project Paper calls
for an institutional analysis of key implementing
agencies, which is DPM&T in this project. An analysis
of its capacity to carry out its intended role should
have been done, but was not. The result was a series
of errors in assumptions and design which continue to
hinder project performance.

b. Project Papers require a project implementation plan.
The HRID PP did not have one, there still isn't one,
and the pressures on the Working Group reflect this
oversight.

c. In the project approval phase, the fact that the
institutional analysis of DPM&T and an implementation
plan had not been prepared should have been flagged and
approval withheld until these items had been completed.
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d. In the early stages of project implementation, the
emerging differences in perspectives about the focus of
the project were not resolved. In part this was due to
pressure on DPM&T and the PCC to keep doors of
opportunity open. In part it was due to a changing
cast of actors, within the Mission and DPM&T. And in
part this was due, within the Mission, to fundamental
differences in view which are seldom resolved in a
bureaucratic environment such as A.I.D.

6. And Sometimes it Does

The formative evaluation is intended to identify areas which need
corrective action. This evaluation has identified several such
areas: the need to clarify roles and responsibilities of key
actors, and plan staffing requirements accordingly; the need for
a project implementation plan; the need for monitoring activities
at project and grantee levels; and, the need to revise key
project documents (PP, ProAg, contract, logframe) to reflect
important changes in the project.
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APPENDIX . Scope of Work for Interim Evaluation of the HRID
Project USAID/Malawi

HUMAN RESOURCES AND INSTITUTIONAL DEVELOPMENT

PROJECT EVALUATION

(612-0230)

Areas to be Evaluated

A. Project Objectives

Are the revised project objectives still so overly ambitious as
to preclude substantial, sustainable impact in the target
institutions/organizations? Given the limited time and financial
resources of the project, should the focus be further sharpened
to permit significant, lasting gains in at least a few
organizations? Are there critical areas not being addressed in
the revised objectives which were, or were not, identified during
the project's development?

Are there constraints to addressing the training needs of women
and the institutional development assistance requirements of the
private sector which need to be redressed? If so, how might this
be done?

B. Institutional Development Approach to Training

Is the institutional development approach to training appropriate
in Malawi given the governmental practice of frequent shifts in
personnel resulting in the rapid mobility of its work force?
Should a different approach to human resources development be
adapted here?

Are appropriate in-country training institutions being targeted
for assistance, and are the particular programs to be
strengthened of relative high priority?

Are the training plans approved for HRID funding based on
comprehensive institutional development plans?

Have local organizations, Government of Malawi, and donors
altered their approach and perceptions of training as a result of
the HRID project? What constructive criticisms have they
provided?

C. Donor Coordination in Human Resources Development

Do approved proposals reflect other donor contributions to the
human resources development plan of the organization and linkages
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among them?

Should HRID integrate other donors into its planning and approval
process to ensure the efficient well-coordinated use of donor
funds? Is NATCAP participation desirable?

D. Proposal Formulation and Approval Process

Do Ministries and private sector organizations understand the
HRID proposal requirements? What has been the value of workshops
to date and how might future workshops or directives on proposal
formulation be strengthened? Are participating organizations
better able to take an organizational or institutional approach
to planning of technical assistance and human resource
development, and do proposals demonstrate sound prioritizing of
training needs?

Has the subcommittee involvement been too greatly reduced? One
of the objectives of the project was to have participating
organizations play a more active role in setting and implementing
human resources priorities. Is this still possible within the
new process? If so, how can it be done within the project's
present constraints?

E. Project Operation

Is the process approach to implementation effective? The
approach was adopted to permit flexibility, enabling project
management to respond to human resource and institutional needs
over time, while at the same time realizing significant impact in
the organizations the project is involved with. Is this the best
approach? Could the approach be improved upon? If so, how and
at what cost?

F. Project Activities

Is the managerial function of HRID-supported organizations being
strengthened? Will the approach taken to strengthen training
institutions yield the greatest impact possible given the
resources available to HRID? The Evaluation Team should suggest
measurable indicators for assessing institutional and
organizational impacts and their sustainability.

G. Project Management

Are the roles and responsibilities of DPM&T, USAID and AED
appropriate and clear? Should these be modified to enhance
project management? Will this require a different staff mix?
Identify areas for improvement. Assess performance of the
Academy for Educational Development (AED) and its sub-contractors
in providing all required services, and of USAID and DPM&T in
providing oversight and program direction to the contractor and
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participating organizations?

97



APPENDIX 2 List of HRID Evaluation Interviewees

Mr. Ken Allen
HRID Technical Advisor, Agro-Industry
DEMATT

Ms. Dorothy Anderson
Participant Training Coordinator
Institute of International Education

Mr. Garth Armstrong
Principal Secretary
Department of Statutory Bodies

Mr. James Buliani
Management Centre
Polytechnic College
University of Malawi

Mr. Henry Chibwana
Registrar
Malawi Institute of Management

Dr. Prainy Chikhula
Principal
Polytechnic College
University of Malawi

Mr. Cassim Chilumpha
MBA Working Group
Polytechnic College
University of Malawi

Dr. Brown Chimphamba
Principal
Bunda College of Agriculture
University of Malawi

Mr. James Chipeta
Department of Business Studies
Polytechnic College
University of Malawi

Dr. S. Chiyenda
University Tracer Study
Bunda College of Agriculture

Mr. Charles Clark
Secretary
Ministry of Works and Supplies
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Dr. Jean Davison
HRID Technical Advisor, Sociology Department
Chancellor College
University of Malawi

Dr. John Dubbey
Vice-Chancellor
University of Malawi

Mr. Hugh Gibson
HRID Technical Advisor
Ministry of Works and Supplies

Mr. Chris Hansen
Financial Management & Planning Advisor
MUSCCO

Mr. John Hatch
HRID Project Manager
Academy for Educational Development

Mr. Donald Henry
READI Project Coordinator

Dr. Zimani Kadzamira
Principal
Chancellor College
University of Malawi

Mrs. Kalyati
Secretary for Community Services
National Commission for Women in Development

Mr. F. Kamanga
Ministry of Finance PCC Representative

Mrs. Kamtengeni
Chief, Community Development
National Commission for
Women in Development

Dr. J.A.K. Kandawire
Sociology Department
Chancellor College
University of Malawi

Dr. Benson Kandoole
Dean/Department Chairman
Economics Department
Chancellor College
University of Malawi
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Dr. Z. Kasomekera
University Tracer Study
Bunda College of Agriculture

Mr. Khulumula
General Manager
Malawi Bureau of Standards

Dr. Joseph Kuthemba-Muale
Education Department (UCE/MED Programs)
Chancellor College
University of Malawi

Mr. Dick Maganga
Acting General Manager
DEMATT

Mr. J.B.L. Malange
General Manager
Malawi Export Promotion Council

Mr. Malunga
Senior Assistant Finance Officer
University of Malawi

Mr. John Malone
Resident Representative
World Bank

Mr. D.C. Manda
Principal
Malawi College of Accountancy

Mr. B.B. Mawindo
Deputy Secretary
Ministry of Finance

Mr. J.M. Mhango
U.S. Desk Officer/EPD Official
Ministry of Finance

Mr. George Mkondiwa
Chief Training Officer
Department of Personnel Management & Training

Mr. T.J.K. Mkwamba
Deputy Secretary for Training
Department of Personnel Management & Training

Mr. S. Mpasu
General Manager
Associated Chambers of Commerce & Industry of Malawi
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Mrs. F.T. Msonthi
Senior Assistant Registrar
University of Malawi

Mr. Aggrey Msosa
Senior Training Officer/MIS Development Team
Department of Personnel Management & Training

Mr. Louis Msukwa
Director
Centre for Social Research

Mr. Mvula
Ministry of Trade Industry & Tourism

Mr. Stuart Newton
British Council

Mr. Nyimba
Community Development Officer/Planning
National Commission for Women in Development

Mr. Stocker O'Hara
Deputy General Manager
Malawi Export Promotion Council

Mr. Bently M. Phiri
Secretary
Ministry of Local Government

Dr. Gretchen Roedde
Health Care Consultant to GTZ and
Canadian International Development Agency

Mr. Nessan Ronan
ILO Advisor
Malawi College of Accountancy

Mr. Eric Sankhulani
MBA Working Group
Polytechnic College
University of Malawi

Mr. McCallum Sibande
Training Officer
Department of Personnel Management & Training

Dr. Fred Schindeler
Principal
Malawi Institute of Management
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Mrs. Sinoya
Women's Programs
National Commission for
Women in Development

Mr. Jerry Schultz
HRID Technical Training Advisor
DEMATT

Mr. Tod Smith
HRID Technical Advisor Advisor
ESCOM

Mr. Joe Thomas
HRID Technical Advisor
MUSCCO

Mr. L.H.K. Tomoka
Administrative Secretary
Malawi Export Promotion Council

Mr. Vareta
Secretary
Ministry of Trade Industry & Tourism

Mr. Duncan Williamson
ODA Technical Advisor
Department of Business Studies
Polytechnic College
University of Malawi

Mr. David Wood
Manpower Planning and Training
Overseas Development Agency

Mr. Worku
Deputy Resident Representative
United Nations Development Programme

Mr. Earl Yates
Vice President and Director
Basic Education and Training Programs
Academy for Educational Development

USAID Mission

Ms. Carol Peasley, Mission Director
Dr. Richard Shortlidge, Deputy Mission Director and

HRID Project Manager
Mr. Rashmikant B. Amin, Controller
Mr. Richard Day, Program Officer
Ms. Lucy Chris Kaliu, Training Officer
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Mr. Gary Newton, Health, Nutrition & Population Officer
Ms. Joan Newton, HRID Project Coordinator
Mr. Stephen Norton, Projects Development Officer
Mr. Arnold Raddi, Agriculture Officer

HRID Project Field Office

Dr. Rudi Klauss, Field Coordinator
Academy for Educational Development

Mr. Patrick Mulawu, Field Officer
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APPENDIX 4 HRID Project Commitments - Details of Table 2

(3/31/90)

1. Institutional Training
Capacity ...................... $2,895,342 ....... 22.5.....16.1

TA/CSR 240,000
Econ (transport) 390,000
MEd 42,688
UCE 54,000
Bunda I 704,000
Bunda II 1,040,000
Engineering 86,000
UCE 116,000
Mgmt Ed 174,000
COA Conversion 32,308
Conversion 16,346

Subtotal 2,895.342

2. Increase Capacity of Trained
Employees in Critical
Development Ministries ........ $2,224,756 ....... 17.3 ..... 12.4

MOWS 450.993
MOWS 360,007
MOLG 745,500
MOH 24,911
ESCOM 179,345
MBS 58,000
MEPC 58,000
PHAM 58,000
MBC 174,000
MEPC 58,000
MBS 58,000

Subtotal 2,224,756

3. Increase Malawian Managers ...... $ 596,000 ........ 4.6 ...... 3.3

MBA Program 356,000
BA/Public Admin 240,000

Subtotal 596,000

4. Institutional Infrastructure
for Small and Medium
Enterprise Development ........ $1,092,761 ........ 8.5 ...... 6.1
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DEMATT 592,349
MUSCCO 34,000
MUSCCO/COA 13,154
DEMATT 253,976
DEMATT 15,024
ACCIM 184,258

Subtotal 1,092,761

5. Increase Number of Women in
Professional, Technical and
Managerial Fields ............ $1,466,560 ....... 11.4 ...... 8.2

Women's Scholarship 503,109
Econ Research WID 117,000
Sociology WID 229,451
KCN 116,000
KCN 58,000
L'CWD 443,000

Subtotal 1,466,560

6. Develop Personnel Mgmt
Capacity of DPM&T and
Other Critical Agencies ....... $ 919,073 ........ 7.1 ...... 5.1

DPM&T 577,073
DPM&T 156,000
Personnel

Other Agencies 186.000

Subtotal 919,073

SUBTOTAL $9,194,492 71.4 51.1

Project Support for PT and TA
to Plan and Evaluate
Proposals, Ministries ......... $ 470,971 ........ 3.7 ...... 2.6

General Program Support 367,226
PT Follow-up 32,925
PT Follow-up 67,725
PT Test 3,095

Subtotal 470,971

Administration (Core contract
project evaluations, PSC
salary for two years) ......... $3,222,149 ....... 24.9 ..... 17.9
Core Contract 1,474,414

Core Contract 250,000
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Core Contract 1,15),000
Interim Eval 85,000
Eval + PSC 2nd Year 230,000
PSC 1st year 22,502
Cont Sel Team: US visit 10,233

Subtotal 3,222,149

SUBTOTAL $12,887,612 ....... 100.0 ..... 71.6

Uncommitted ........................ 5,112,388 ................. 28.4

TOTAL $18,000,000 ................ 100.0
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APPENI)IX 5 IIRII) (Y)I,.S ANID RI.I'()NSIIIILITIIS

USAID/NMalawi AED DPM&T tIRID PCC RECIPIENT
WK.GP. OR;ANIZ.

OVERALL OFFICE USDH PROJ/ PROJ. TRNC;. ADDL.
MISS. PROJ. PROG. ASST. OFF. tELP
DIR. MGR.

A. Overall Design/Policy

1. Establish/periodically
update EOPS/indicators K S K S K K K K L I

2. Establish/periodically update
rolcs/ responsibilities of
key players K I K S K K K K L S

3. Establish consensus on/pe-
riodically revicw project
focus K S K S K K K K L K

4. Set criteria for proposal
review/solicitation K S S K K K K L

B. Activity Desien/Approval

1. Solicit proposals S L I

2. Prepare proposals K S L

3. Set up configuration of
technical review commitcc L

4. Carry out technical review K K sI/ K K K K I.

Key: L = lead ro c; K = key acl ' S siplitliiii role; I inlOrmaliton
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ItRID ROLES AND RESPONSIIII1TIES - pau.e 2

USAID/Malawi AED DI'M&T IIRII) IC(" RI'(II ENT
WK.(;P. )OR;ANIZ.

OVERALL OFFICE USDH PROJ/ PROJ. TRNG. ADDL.
MISS. PROJ. PROG. ASST. OFF. HELP
DIR. MGR.

5. Write up minutes/conclu-

sions of review S L

6. Approve proposals 
L

7. Issue PILs providing AID
concurrence for approved
activities L S

C. Procurement of Inputs

Technical Assistance

1. Prepare job description K L

2. Identify qualified candi-
dates L K K

3. Approve candidates L K

4. Prepare scope of work
and PIO/T L

5. Approve scope of work

and PIOT/T L S S S S

6. Prepare Dclivcry Order L S

7. Logistical arrangmcnts for
candidate before arrival
in Malawi L K
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HRID ROLES AND RESPONSIBILITIES - page 3

USAID/NhaIa*i AED DI'M&T D ID '(' RIII'I-ENT
WK. ;1'. )R ;:ANIZ.

OVERALL OFFICE USD1 PROJ/ PROJ. TRNG. ADDL.
MISS. PROJ. PROG. ASST. OFF. HELP
DIR. MGR.

S. Logistical arrangements
for candidate in Malawi 

L K

9. Assist with in-country
needs as they arise 

L L
10. Monitor performance while

in Malawi 
L K L

11. Evaluate performance of TA L K L

Participant Training

1. Identify qualified partici-
pant 

S L
2. Approve participants 

K K L

3. Prepare PIO/P based on
approved training plan S L

4. Approve PIO/P L S S S S

5. Prepare Delivery Order L S

6. Pre-departure logistical
arrangements L L

KEY: L = lead role; K = key actor; S = supporting role; I = information
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HRID ROLES AND RESPONSIBILITIES - page 4

USAID/Malawi AEI) DI'NI&T i IRII) PC(" R.CII'I:NT
\VK.GP. ()RGANIZ.

OVERALL OFFICE USDH PROJ/ PROJ. TRNG. ADDL.
MISS. PROJ. PROG. ASST. OFF. HELP
DIR. MGR.

7. Monitor participants
while in U.S. L

8. Main back-home contact
with participants while
they are in the U.S. S

9. Assist in resolving
trainee problems/needs
as they arise (while in
U.S.) L

10. Assist trainees with
re-entry L

11. Evaluate effectiveness
of U.S. experience upon
trainee's return S L L

12. Provide follow-up ser-
vices for returned
participants S S S L

Commodities 1/

1/ To be filled in by AED

KEY: L = lead role; K = key actor; S = supporting role; I = in ormation
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HRID ROLES AND RESPONSIBILITIES - page 5

USAID/Malawi AEI) I)I'M&T liRII) 1'('(" R I-('IIENT
WK.(1'. OR(ANIZ.

OVERALL OFFICE USDH PROJ/ PROJ. TRNG. ADDL.
MISS. PROJ. PROG. ASST. OFF. HELP
DIR. MGR.

D. Performance Monitoring of

Approved Activities

1. Establish procedures 1/ S I K K K L

2. Review grantee reports for
quality, responsivcncss,
performance progress S S L

3. Conduct site visits on a
regular basis S S L

4. Identify problems as they
arise S S L

5. Bring resolution to problems S S S L

6. Provide TA and organiza-
tional learning support to
grantees on a regular basis
as part of the capacity
building purpose of the
project S S L S

7. Prepare PIRs L S

I/ Includes prcparing format for grantee reports; assisting
grantees to put in place monitoring systems; est:blishing
site visit procedures & formats for reporting.

KEY: L = lead role: K = key actor; S = supporting role;
I = infernation
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HRID ROLES AND RESPONSIBILITIES -page 6

USAID/Nlalawi AEI) DF'.&T III) ('C REC'IIENT
\VK.G1'. ORGANIZ.

OVERALL OFFICE USDH PROJ/ PROJ. TRNG. ADDL.
MISS. PROJ. PROG. ASST. OFF. HELP
DIR. M;R.

E. On-goingz Evaluation

1. Establish/periodically
update evaluation design S I K K K K L

2. Establish evaluation
procedures S I K K L K K

3. Teach grantees how to
collect and report on
data that they can
collect internally 

L

4. Obtain additional tech-
nical assistance (quali-
flied individual; firm) to
carry out interviews, case
studies, assessment S L

5. Provide guidance/quality
oversight to individual/
firm contracted to collect
evaluation data S L

6. Track data and provide to
members of Working Group
on a regular basis S L

KEY: L = lead role; K = key role; S = supporting role;
I = information
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I IRID ROLES AND RESPONSIBILITIES - page 7

USAID/NaIaI;wi AEI) I)IN& T lI! F!C'( ('" IIENT
WK.(;. )ORGANIZ.

OVERALL OFFICE USDH PROJ/ PROJ. TRNG. ADDL.
MISS. PROJ. PROG. ASST. OFF. HELP
DIR. Mc;R.

F. Other

1. Donor coordination S S S S S L S K

2. Review vouchers for
accuracy L S

3. Approve vouchers L

4. Assure adherence to AID
regulations L L L S

5. Draw key AID actors in
as needed to:

a. Keep them up to date
on project imple-
mentation L S

b. Assist in resolving
problems as they arise L S

6. Amend the FIRID Project Paper S S L S LL L

KEY: L = lead role: K = key role; S = supporting role:
I = information
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APPENDIX 6 Approaches to Development Management and Projects

From Brinkerhoff and Ingle, Public Administration Development and
Review, Vol. 9, pp487-503 (1989)

Table comparing blueprint, processing and structured flexibility
approach to development management.

FEATURES DEVELOPMENT MANAGEMENT APPROACHES

BLUEPRINT PROCESS STRUCTURED

FLEXIBILITY
Operating premise Optimal solution can Optimal solution can Satisfactory solution

be identified a priori only be identified by can be postulated
by planners. Top- beneficiaries during during planning and
down. planning and discovered during

implementation, implementation by
Bottom-up. teams of planners and

beneficiaries. Top-
down and bottom-up.

Goals Effective and Emphasis on being Combination of having
efficient attainment more; creating more and being more;
of prestated goals and caacity to solve developing capacity to
targets; solving problems as they solve other problems
discrete problems of occur, by solving an
interest. imediate problem.

Perception of Uncertainty is High levels of Environment containsenvironment statistically complexity and various types of
describable; major uncertainty, uncertainty requiring
events predictable. analytical tests different analyses
Components can be inappropriate. Open during design and
isolated; cto.cd systems, implementation.
syst ems. 

Various levels of

predictability,
multiple, overlapping
systems.

Timeframe Emphasis on Nhort- Emphasis on the long- Emphasis on both
term. term. short- and long-term;

step by step.
Problem-solving Curative; problems can Preventive: empowered Preventive andorientation be detected by beneficiaries can curative: some

comparing actual and prevent problems via problems can be
planned oarticipation in avoided and others
accomplishments; oesign and detected/resolved;
solutions are derived implementation, joint use of
analytically, 

analytical tools and

human processes.

Dominant view of human Mechanistic/economic. Social/psychologica, Social/p,;ycholcgicalbehavior. People will respond as values and informal plus politico-bureau-
rational profit- arrangements affect cratic. People ,nd
maximizers. participation and organizations are

cotli tirrnts, affected hy ,anl otfect

formal/ i nfnroi.Ia
st ruc ture,; ,nd
procusses.
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Institutional bias. Pro-bureaucracy: Pro-people; Pro-synergy; alt
technicians and communities and participants have
scientists know best. beneficiaries know distinctive

best. competencies.

Leadership Format leadership Informal leadership Balance of formal and
based on project evolves during design informal, situational
organizational and implementation, authority. Leaders
structure as pre- Locally based emerge depending on
planned. Authority authority, particular task
follows hierarchy. requirements.

Management toots Hard toots; budgets, Soft social and group Combined used of
schedules, networks facilitation analytic tools and
developed a priori and techniques; team process
used to control, participation and techniques

process consultation. situationally adapted.

Methods of learning Audits and format Process observation, Combination of
evaluaticns, quasi- value clarification, qualitative and
experimental designs, and case studies, quantitative research

methods, case

comparisons.
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APPENDIX 7 Detailed Discussion of Project Management

1. BACKGROUND AND METHODOLOGY

The following steps were carried out in order to collect the
information required to prepare this section of the HRID
evaluation report:

A thorough review was carried out of the contents of the
HRID Project Paper focusing specifically on the
administrative analysis, criteria for preparation of project
activities, and any references in the PP and annexes to
management, roles and responsibilities.

The RFP for the HRID contract and the AED contract were
reviewed in order to identify the specific roles the
contractor was expected to be responsible for- within the
overall context of HRID implementation.

A number of meetings were carried out with key prujcect
players. These meetings were deliberately kept broad in
scope. Key actors were given an opportunity to voice their
views and concerns regarding the project. In addition,
general questions were asked pertaining to roles and
responsibilities and management.

Based on the outcome of the above, a checklist was prepared
outlining the various roles and responsibilities under the
HRID Project; both those that are currently being
undertaken, formally or informally, as well as additional
roles not currently being carried out that the HRID team
believes need to be formally defined and assigned if the
project is to be carried out successfully. This checklist
included specific roles and responsibilities grouped under
six categories: overall design/policy; activity
design/approval; procurement of inputs (technical
assistance, participant training, commodities); performance
monitoring of approved activities; ongoing evaluation; and
other.

This checklist was given to several key project actors (the
USAID/Malawi Deputy Director who is currently the HRID
Project Manager, the USAID/Malawi HRID Project Assistant,
and the AED Field Coordinator) to fill in under two
scenarios: current status; future (from this point in time
to the project's completion in 1995).

Meetings were held with the individuals who filled in the
checklists in order to go over the contents of their
checklists. Following the meetings the checklists were
reviewed against one another in order to identify areas of
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agreement as well as areas where there were differences in
views.

Finally, these checklists were compared with a checklist
independently filled in by the HRID team in order to detectareas of agreement and areas of disagreement and a further
meeting was held with these actors to discuss differentperspectives and further fine-tune the checklist. A copy ofthe latest version of the checklist that emerged from that
meeting is attached as Appendix 6.

2. FINDINGS

a. Roles and Responsibilities of Key Players

The HRID Project Paper gives only cursory consideration to theroles and responsibilities of the key project players. The PPadministrative analysis (summarized on pages 63 and 64 of the PP)accords to DPM&T the key management oversight role. In additionto carrying out specific institutional strengthening tasks thatspecifically benefit DPM&T and the GOM in general (for example,producing a directory of management training programs; producinga training plan for the GOM and Department of Statutory Bodies)DPM&T is charged in the PP with: acting as the Secretariat tothe Project Coordinating Committee; assisting Ministries andStatutory Bodies to plan proposals to obtain project support; and
coordinating project implementation.

According to the PP (page 27) the contractor is to play a supportrole to DPM&T. Specifically the contractor is tasked with:
assisting the Project Coordinating Committee and itssubcommittees to plan and develop activities according to theproposal criteria and guidelines; recruiting and providing
administrative and financial backstopping support services forshort- and long-term technical assistance; placing, managing, andsupporting all overseas participant training; assisting in-country institutions to organize and conduct in-country seminars,workshops, and other short-term training activities sponsored bythe project; preparing detailed specifications for and procuringproject commodities; and reporting to the GOM and USAID/Malawi on
project implementation.

USAID/Malawi's role is the most broadly defined (page 26 of thePP). Specifically, USAID/Malawi is to: manage and control theallocation and disbursement of A.I.D.'s financial resources;
through a U.S. contractor, handle major implementation actionsjointly with DPM&T; and periodically conduct, in conjunction withthe GOM, formative evaluations and a summative evaluation at the
end of the project.

It i-. not clear from the PP exactly what is expected of DPM&T in
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terms of "coordinating project implementation," what thecontractor is to report on when they "report to GOM and
USAID/Malawi on project implementation;" and what USAID/Malawi's
specific role is when it comes to "through a U.S. contractor,
handling major implementation actions jointly with DPM&T."Furthermore, there is no attempt in the PP to further define what
the term "project implementation" means.

Two and a half years have evolved since the PP was approved andthe ProAg signed with the GOM. During this time project
implementation has proceeded, with the greater focus of attentionof all parties given to reviewing and approving proposals.
Thirty seven activities, totalling over $12 million have beenapproved and are in varying stages of implementction, with the
first having initiated implementation in June o! 1988, nearly two
years ago.

An interesting and very positive development under the project isthe formation of an HRID Working Group. This Working Group is
composed of representation from the three key implementation
actors: DPM&T, USAID/Malawi, and AED. The Working Group wasformally constituted in June of 1989 and has been meeting on aweekly basis since January of this year. It is increasingly
being used by the three parties as a forum for problem-solving
and for making key decisions regarding the project. One concernabout the full effectiveness of the Working Group is that theDPM&T representative is seldom able to attend. Instead he sends
his representative, who communicates back to him. The lack ofattendance by the original representative reflects, in part,
conflicting demands on his time and some concern regarding
relevance of the agenda at times.

Other than a document prepared in June of 1989, as part of a
project refocusing exercise, which spells out roles and
responsibilities of the PCC and AED/HRID Field Office (in thisdocument the role of Secretariat to the PCC was transferred from
DPM&T to the Field Office as was primary responsibility forassisting prospective grantees to develop proposals), there is no
record of any attempt to formalize roles and responsibilities of
the key actors.

Conversations with the key actors, increased understanding of therole of the Working Group, and a review of the filled inchecklists, reveals a number of informal agreements on roles and
responsibilities. Examples follow:

The Working Group is increasingly taking the lead in the
design and approval of project activities: in setting
criteria for proposal review, soliciting proposals, and
reviewing the proposals for technical adequacy/policy
conformance. However, as noted above, the Working Group may
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be taking on some activities related to A.I.D. documentation
requirements that might be best dealt with in another forum.

It is also clear that all parties are in agreement that theField Office has the lead role in all actions relating toprocurement of technical assistance, participant training,
and commodities. In addition (per the June, 1989 agreement)
the Field Office now serves as the Secretariat to the PCC,
and with assisting prospective grantees to prepare
proposals.

It is generally understood among all parties that
USAID/Malawi is responsible for all approvals of funding,
contracting actions, and processing of vouchers. In
addition, it is understood that one of USAID/Malawi's
functions is to provide the HRID Field Office with quality
control/oversight in the preparation of key procurement
documents (e.g., PIO/Ts, PIO/Ps, PIO/Cs).

However, there are some areas where even these informal
agreements differ or where the key parties have not yet had anopportunity to focus on tasks remaining to be carried out, muchless responsibility for carrying out these tasks.

One example is in the area of performance monitoring. Dueto the heavy load occasioned by the preparation, review andapproval of grantee proposals, little time has been given toagreeing on and putting in place systems for implementation
monitoring.

Similarly, much thought has been given to the project
evaluation but little time has been put into implementation.
While, not a major implementation burden, time must be spent
thinking through and putting in place an evaluation
monitoring system that all parties are thoroughly in
agreement with.

It is apparent, and this seems -o be acknowledged by all parties(including DPM&T), that DPM&T's limited staffing impacts itsability to "coordinate project implementation" in its literalsense (e.g., oversee all aspects of project implementation).
Rather, DPM&T has needed to encourage the shifting of these
responsibilities to the Field Office, with DPM&T playing asupport/oversight role but not involved in day-to-day
implementation. Key USAID actors remain undecided on whetherthis function should more appropriately reside within USAID or
the Field Office.

Two observations are relevant in this context:

The term "project implementation" covers a whole host
of activities a number of which are still in the

122



process of being defined.

In addition to the already obvious roles related to overseeing
the proposal process, including providing assistance in preparing
proposals, reviewing proposals and assisting the PCC to make its
final determination on which proposals are to be approved,
project implementation includes: preparing and putting in place
with each grantee a monitoring and reporting system so that thegrantee can periodically (preferably at least every six months)
report to the key project actors on progress in implementation
against targets set out in their proposals; preparing and puttingin place a plan for undertaking site visits on a regular basis;
reviewing and critiquing reports from the grantees as they come
in; carrying out the site visits and reporting on the results to
the key actors; preparing for, overseeing and carrying out
evaluation activities (whatever they might be), and detecting
implementation problems as they arise and taking steps to assist
the grantee to resolve these problems.

Taken together, these activities can be very t:.me-
consuming to carry out.

It is one thing to put in place an implementation monitoring plan
for a project that has four or five components where the same
actor or set of actors is responsible for implementing these
components. It is quite another to put in place an
implementation monitoring plan where there are 37 activities
already in motion and a relatively wide variety of actors
responsible for carrying out these activities. The task of going
back to the grantees who have approved activities and assisting
them with data collection and monitoring systems will be quite
time-consuming, but will be essential.

There seems to be agreement among the key parties that HRID as a
project is now at a critical juncture. During the first year ofthe project the major foci were meeting conditions precedent to
initial disbursements, formation of the PCC and the specific
Subcommittees, and getting the U.S. contractor on board.
Activities during year two were centered primarily around
reviewing and approving a large number of proposals from entities
in the public sector, private sector, and parastatal sector and
dealing with a number of problems occasioned by the inadvertent
creation, even before the PP was a.oproved, of high expectations
for the project among potential Malawian recipients.

As the project moves into the second half of its third year of
implementation it is becoming apparent to all parties that
increased attention must be given to implementation monitoring
and putting in place a project evaluation system that will permit
the key actors as well as the grantees themselves to track
progress. Given the number of approved activities in varying
stages of implementation, this project, in its current form,
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presents an implementation monitoring challenge, especially over
the next two or three years.

It is also becoming increasingly apparent that thought needs to
be given to specific responsibilities in these areas: what
specifically will be the role of tae Working Group; what direct
role, if any, DPM&T will have given its staffing limitations; and
where the Field Office and USAID/Malawi come in. Also apparent
among USAID staff is the need within USAID/Malawi to assign
specific responsibilities for different aspects of project
oversight/implementation that fall directly to the Mission.

b. Day-to-Day Management Oversight

Other than indicating in a broad fashion that the Deputy Mission
Director, USAID/Malawi will have principF.l management
responsibility for the project with the assistance of the various
Mission project officers (Program, Projects, Health and
Population, Agriculture) and the Training Officer, the HRID
Project Paper is silent on the topic of specific responsibilities
for day-to-day management oversight within USAID/Malawi and the
amount of time required of each individual/office charged with
this oversight. Of particular concern is the lack of specificity
regarding the amount of time it will require of the Deputy
Mission Director who, in addition to being the HRID Project
Manager, has a host of other overall Mission management
responsibilities.

Also not addressed in the PP is how management oversight will be
carried out within DPM&T, the entity charged in the PP with
principal responsibility for "coordinating implementation" of the
project. No specific roles and responsibilities are assigned
DPM&T, no provisions are made for dealing with increased DPM&T
staffing required to oversee project implementation, and perhaps
of most concern nowhere in the PP is there an analysis of DPM&T's
capability to assume the increased management burden implied by
coordinating HRID Project implementation.

Indeed, the only place in the PP where there is some specificity
on management and management time is in the section on the U.S.
contractor which indicates that core contract funds will be set
aside for two individuals who will work full-time on the project
- a U.S. Field Coordinator recruited from the U.S. and a Malawian
Field Officer who will serve as his Deputy.

As has been the case with roles and responsibilities, in the two
and a half year interval since the PP was approved and the ProAg
signed with the GOM, there has been an evolution in project
management responsibilities and in the time required to manage
the project on the part of AED and USAID/Malawi. This evolution
is traced below.
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The first, and most significant act to take place in the
evolution of the HRID Project that has management implications
for the project took place with the issuance of the Request For
Proposal (RFP) for the U.S. contractor in the fall of 1987 and
the award of the contract to AED in April of 1988. While the RFP
is built around the training, technical assistance, and
commodity procurement needs specified in the HRID PP, a clause
was built into the RFP which permits any technical office in the
Malawi Mission to access the contract for training, technical
assistance and commodity procurement.

Since the contract was awarded to AED, a total of eleven Delivery
Orders totalling $957,107 using funds from other Mission projects
have been executed under the AED contract. Current plans call
for obligating another $1.5 million in funds from the Promoting
Health Intervention for Child Survival (PHICS) project within the
next few months. While the contract provides illustrative
minimum and maximum figures on level of efforts, there is
language in the contract that would seem to permit amending the
contract to exceed the maximum level of effort targets.

Two significant issues for implementation of the HRID Project are
raised by the above:

HRID staff, already overwhelmed with the increasing
implementation responsibilities under the HRID Project, are
finding a certain amount of their time diverted to handle
immediate technical assistance and participant training
processing needs coming from other Mission projects. The
Field Coordinator, who currently handles all technical
assistance requests under the contract, estimates that he is
currently spending approximately 10% of his time dealing
with non-HRID procurement. The Malawian Field Officer, who
is responsible for processing all training requests,
estimates that he is currently spending approximately 20% of
his time on non-HRID training procurement. Both readily
acknowledge that it is likely that the amount of time they
will have to devote to non HRID procurement will increase
over time, especially with the proposed PHICS buy-in of $1.5
million. Neither are able to gauge, between PHICS and other
unknown buy-ins over the next few years for participant
training, just how much more of their time will have to be
devoted to non-HRID activities.

Management time being spent by these two individuals on non-
HRID buy-ins is not currently being charged to these buy-
ins. Rather, HRID-financed core contract time is being used
to attend to these buy-ins. While the amount of time
(converted into HRID Project dollars) is not yet
significant, the amount of time in IRID Project dollars is
apt to increase over time, especially with the PHICS buy-
in.

125



There has been a major shift, over time, in responsibility for
implementation oversight under the HRID Project. DPM&T, not
staffed to carry out the role originally assigned to it in the PP
and ProAg, is passing to AED a variety of programmatic
responsibilities (serving as Secretariat to the PCC; assisting
grantees to develop proposals) that were not contemplated whenthe A'UD core contract was negotiated with USAID/Malawi nearly two
years ago. Moreover, with the sudden and unexpected large numberof delivery orders generated under the project in the first year
of the AED contract (both HRID and non-HRID), the Field Office
has found itself deluged with paper work and other activities
required to get delivery orders prepared and approved by
USAID/Malawi.

Backstopping long-term technical assistance, contemplated in both
the PP and the contract, is beginning to become more time-
consuming and the management load is bound to increase as the
number of OPEX advisors in Malawi increases from its current
level of 5 to approximately 14 by the end of this year and 17 in
1991 and 1992 (including HRID and non-HRID for which the Field
Office provides support). Also taking more time than was
anticipated is processing vouchers from the grantees where the
Field Office is responsible for reimbursing in-country expenses.

In a word, the Field Office staff admit to being overwhelmed with
paperwork and emergencies. There is little time to sit back and
take into account the big picture much less attend to the myriad
implementation details occasioned by non-HRID buy-ins and the
increased HRID load. A key concern of the Field Coordinator is
putting in place evaluation and monitoring systems for ongoing
activities and turning to the critical task of making sure that
grantees are on track in terms of implementing their projects
within the overall organizational development philosophy of the
project.

A similar phenomenon has occurred within the Malawi Mission. ThePP assumed that, with key responsibility for implementation
oversight vested with DPM&T with assistance from U.S. contractor,
Mission backstopping for the project would be minimal and could
be carried out on a part-time basis by the Assistant Mission
Director with assistance from other offices.

This has turned out not to be the case. The large volume of
delivery orders and new grants under the project since the AED
contract was signed, coupled with unexpected problems occasioned
by having a widely publicized project, the realization that DPM&T
is not prepared to take the lead implementation oversight role,dealing with differing Mission interpretations of what the 11RID
Project is to accomplish, and added to this additional time to
process non-HRID buy-ins, have together put an enormous strain on
USAID project management capability.
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To cope with this, the Mission has taken two actions over the
course of the last year:

The Mission Training Officer has been progressively spending
more and more time backstopping the participant training
aspects under the project. This individual currently spends
approximately 50% of her time finalizing PIO/Ps and
increasingly assisting in processing delivery orders for TA
and commodities and reviewing vouchers.

In addition, the Mission has contracted, with HRID funds, a
USDH spouse who works half-time as Project Assistant. This
person is currently responsible for preparing A.I.D.
internal documentations (Semi-Annual Reports, Project
Implementation Letters, financial plans, PIOs, Delivery
Orders, administrative approvals, review of vouchers). In
addition, with the Project Manager, she is increasingly
getting involved in shaping proposals that come in as well
as increasingly dealing with implementation issues.

Between now and the end of the project in 1995 more efficiencies
will be needed in order to implement the HRID Pproject on the
part of both USAID/Malawi and the Field Office. (It is unclear at
this point in time exactly what role DPM&T will play in terms of
day-to-day implementation and what management implications this
would have for DPM&T.) Systems need to be clarified and put in
place, backstopping of technical assistance and training will
increase as the numbers in both areas increase, and
implementation monitoring will consume a significant amount of
time, especially if it is to be quality monitoring. Since a
decision has not yet been made on'future project focus (e.g. ways
in which remaining project funds will be applied) it is difficult
at this point to comment on the impact that these new efforts
will have on management time.

USAID/Malawi, with the impending departure of the Deputy Mission
Director, faces yet another management challenge: finding some
way to fill in the gap left by this person and at the same time
train two capable individuals who are currently on part-time
status under the project in the ins and outs of A.I.D. project
management.

With regard to the latter, one option currently under discussion
in the mission is, once the Deputy Mission Director leaves in
April, moving the PSC who is currently serving as the Project
Assistant into some of the general policy oversight roles
currently assumed by the Deputy Mission Director with the new
Deputy Director assuming the official role of Project Manager.
Also under discussion is the possibility ofincreasing the FSN
Training Officer's role and responsibilities under the 1RID
Project.
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Both individuals admit to currently being overwhelmed with themyriad responsibilities. The PSC is concerned about time tohandle duties of the departing Project Manager and the need for
orientation to new and unfamiliar tasks.

It would appear, even with a maintenance of the status quo (e.g.,no new delivery orders, nothing more done to monitor projectimplementation than what is currently being done), that these twoindividuals would benefit from role review, training, assistance
in defining and assigning priority to tasks, and advice on
achieving efficiencies in project administration.

3. RECOMMENDATIONS

a. Roles and Responsibilities of Key Actors

It is very important that all key actors (including internal
actors within USAID/Malawi) sit down together as soon aspossible to agree upon specific roles and responsibilities
under the project. It is particularly important that the
members of the Working Group reach agreement on what exactlyshould be within the domain of the Working Group. It is
also very important that consensus be reached as soon as
possible on the specific roles and responsibilities of thevarious internal USAID/Malawi actors (e.g., the new Deputy
Director, the HRID Project Assistant, the Training Officer,
the Program Office, and the Project Development Office.)

Once agreed to, this list of roles and responsibilities
should be formalized, preferably through the issuance of aProject Implementation Letter or, if the decision is taken
to amend the project, through a Project Paper Amendment. A
preliminary list of roles and responsibilities of key actorsthat can be used as a point of departure reaching agreement
on the above may be found in Appendix 6.

As part of this exercise, and as soon as possible, the
various parties involved in the project need to decide where
responsibility for oversight of evaluation activities and
for implementation monitoring should be vested. At present
it does not appear that DPM&T is staffed to take on these
roles (although DPM&T may be very interested in being an
active participant in the evaluation effort g'ven interest
in acquiring evaluation skills). This leaves either
USAID/Malawi or the Field Office as the entity charged with
evaluation oversight and implementation monitoring.

With the assignation of responsibility for evaluation and
implementation monitoring, systems for carrying out this
evaluation and monitoring need to be put in place and
agreed upon by all parties. This should also tak-e place as
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soon as possible. While a bit time-consuming it is critical
that all key parties be involved/invested in setting up
these systems in order to assure agreement/ownership of the
systems once they are put in place.

Finally, in order for these roles and responsibilities as
well as systems to be effective and operational, they should
be formally revisited and, as appropriate, revised
periodically during the life of the project. If there are
significant changes in roles and responsibilities, these
also should be formalized.

b. Management Oversight

Once the decision is taken on where to vest primary
responsibility for evaluation oversight and implementation
monitoring, appropriate steps need to be taken to adjust thestaff assignment to carry out these activities. This is not
an insignificant set of steps: quality monitoring systems
that permit the actors to constantly learn from experience
as well as build within the grantees their own capacity to
monitor their progress in project implementation takes time.The amount of staff timing required to do these activities
"right" should not be underestimated.

Provisions need to be made to assess costs associated with
management assignments and to finance any new costs
identified. In the case of the Field Office, a modification
to the core contract may be in order which would permit an
increase in funding for Field Staff and which would add new
field responsibilities in the programmatic areas which were
not contemplated when the AED contract was signed nearly two
years ago. Another option, if needs are evident, may be to
consider a special delivery order to cover increased Field
Office staffing needs.

Listed below, for illustrative purposes, are possible adjustments
in staffing, both within the Field Office and USAID/Malawi under
two scenarios: (A) USAID/Malawi takes the lead role in oversight
of evaluation activities and in implementation monitoring; and
(B) the Field Office takes the lead role in oversight of
evaluation activities and implementation monitoring.

SCENARIO A: USAID/MALAWI TAKES THE LEAD ROLE IN OVERSIGHT
OF EVALUATION ACTIVITIES AND IMPLEMENTATION
MONITORING

USAID/Malawi currently has three staff members who are directly
involved in oversight of the HRID Project: the Deputy Mission
Director who spends approximately 30% of his time on the project,
the Project Assistant who works half-time only, and the Training
Officer who now devotes approximately 50% of her time to HRID
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matters. While the outgoing Deputy Mission Director will be
replaced by an incoming Deputy Director who will be designated as
the HRID Project Manager (at least until the arrival of a new US
Direct Hire Human Resources Development Officer in approximately
nine months), it is not clear how much time this individual will
have at the beginning to devote to HRID. Also not clear is the
nature of the role that this person will assume vis a vis HRID.

Taking into account the impending departure of the Deputy Mission
Director and assuming that USAID/Malawi takes on responsibility
for evaluation oversight and implementation monitoring, it is the
Evaluation Team's judgement that some of the following staffing
adjustments may need to be considered:

Ideally a project funded PSC should be hired full-time to
assume many of the susbstantive functions of the departing
Deputy Mission Director and to oversee the greatly expanded
evaluation and implementation monitoring responsibilities
occasioned by this scenario. This person should ideally
have extensive knowledge of A.I.D. procedures (preferably
he/she would be a recently retired A.I.D. General
Development Officer or Human Resources Development Officer)
In addition to assuming the roles listed above, this person
would be charged with training both the HRID Project
Assistant and the Training Officer to assume increased
project management responsibilities. Depending on the
decision taken on future project focus (and assuming the
arrival within nine months of a USDH Human Resources
Development Officer to whom this person would presumably
report), the time frame for the services of this individual
could be shortened (e.g. his/her services may not be
required through to the end of the project in 1995).

The half-time HRID Project Assistant might increase her
level of responsibility under HRID. She should ideally
become involved in "big picture" activities (including
planning future project directions and putting evaluation
and implementation monitoring systems in place) as well as
providing support in the area of implementation monitoring.

The Training Officer, who currently works part-time on 1IRID,
could devote 100% of her time to the project. This
individual - in addition to attending to matters related to
participant training - would become increasingly involved in
matters relating to internal project documentation and
implementation monitoring. Like the Project Assistant, she
would benefit from on-the-job training to prepare her to
eventually take over a key project role, including possibly
management of the 11RID Project or another Mission project.

A local hire may be considered. This individual would
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assist with the review of vouchers and in the preparation of
delivery orders; review grantee reports for accuracy and for
progress in accomplishing targets; and conduct periodic
field visits to grantee sites and prepare reports on field
visits.

AED currently has four staff in its Lilongwe Field Office all ofwhom work on a full-time basis: a U.S. Field Coordinator who
heads the office, a Malawian Field Officer who serves as Deputy,
an administrative assistant, and a secretary.

Even if the Field Office does not pick up implementation
monitoring responsibility, its platter is currently full. Given
non-HRID as well as HRID responsibilities (both of which are
expected to increase over the next year or two), the Field Office
may need the additional services of one full-time Malawian
professional to assist with paperwork and accounting. In
addition, given increased backstop responsibilities in the U.S.
occasioned by non-HRID buy-i:ns, the time spent by the HRID
backstop person in AED in Washington should be reviewed

SCENARIO B: AED TAKES THE LEAD ROLE IN OVERSEEING
EVALUATION AND IMPLEMENTATION MONITORING

Under this scenario, USAID/Malawi would not have the increase in
management responsibilities sketched out under Scenario A.
However, with the general implementation overload that currently
exists, combined with the departure of the Deputy Mission
Director, additional staffing may'be needed.

The half-time Project Assistant (who cannot move into full-
time employment for personal reasons) would remain half-
time. With the departure of the Deputy Mission Director she
could take the day-to-day lead on HRID reporting initially
to the new Deputy Director and subsequently, upon his/her
arrival in Malawi, to the Chief of the Human Resources
Development Office. With this change in role, this
individual would need to delegate much of the internal paper
processing she is currently doing and focus more on the "big
picture" activities, including spending more time
cultivating relationships with key DPM&T and other GOM
actors. She could also assume increased responsibility for
internal USAID HRID management and for liaising with Senior
Mission management and other Mission offices. Ideally this
person should attend the A.I.D. Project Implementation
workshop to be held in Nairobi in the Fall of 1990.
As was the case in Scenario A, the Training Officer would

move to devoting her time fully to HRID and, along with it,
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she would increase her responsibilities.

SCENARIO C: ACADEMY FOR EDUCATIONAL DEVELOPMENT/ FIELD
OFFICE

Under this Scenario the Field Office's management load would need
to be carefully reassessed. Further thought needs to be given tothe ideal staff configuration. It would seem appropriate toconsider the addition of staff especially if one important aspect
of implementation monitoring is assisting grantees to put in
place their own monitoring systems as well as working with
grantees, on an individualized basis, to assure maximum
effectiveness from their projects through adherence to the
institution building philosophy of the project.

Assistance may be obtained to provide reception services,participant training pre-departure documentation which currently
take up a relatively large amount of the Field Officer's time,
and bookkeeping at the clerical/administrative level.

With assistance on board, the Field Coordinator and his Deputywould be freed up to spend more time focusing on the "big
picture." In addition, and equally important, these twoindividuals could increasingly devote their efforts to working
with existing grantees to assist them to internalize HRID's
organizational approach to training. Organizations that are
sending participants out of the country for training would be
given assistance in determining the best way to use the
participant, upon his/her return, to further the organization's
performance. In addition, these individuals would be responsiblefor reviewing grantee reports for quality and completeness, for
carrying out periodic site visits- and documenting them, keeping
DPM&T informed on implementation progress, and alerting USAID andDPM&T to implementation problems as they arise. As with the PSC
Project Assistant, it would be important for the AED Field
Coordinator or Field Officer to attend the project Implementation
course in Nairobi this coming Fall.

c. Other Recommendations Related to Implementation

Close review should be given to the increased management
load to AED implied by non-HRID buy-ins and to the source offunding for core cost time used to process and backstop
these buy-ins. At a minimum, additional core contract timeshould be factored in to handle non-HRID buy-ins. In
addition, arrangements should be made to charge core
management time devoted to non-HRID activities to therespective projects under which they are financed rather
than HRID. The Mission may reconsider the
appropriateness/need to use the AED contract for all Mission
participant training over the coming years given that there
are other vehicles through the Office of International
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Training for this purpose.

In order to facilitate future financial tracking and to ease
the burden on any future grantees that have no prior A.I.D.
experience, prior to formally approving new activities with
entities with whom USAID/Malawi has no prior experience, the
USAID/Malawi Controller's Office should visit the
prospective grantee in order to make sure that the grantee
has in place financial tracking systems that meet A.I.D.'s
needs. If they don't, provisions should be made, either
through the Controllers Office or through a contract with a
local accounting firm, to assist the grantee to put these
systems into place.

All agreements currently in place under the project are
based on proposals submitted by the grantee, reviewed and
approved by the PCC, and officially concurred to by
USAID/Malawi through Project Implementation Letters with the
GOM. There is no formal written and signed commitment on
the part of the grantee to assume the increased financial or
other commitments implied by their taking on the grant.
USAID/Malawi and the GOM should explore options for
formalizing this commitment in writing. One possibility
would be a memorandum of understanding between the grantee
and USAID/Malawi which lists the commitments that the
grantee agrees to incur upon receipt of project funds, both
during and after the life of the project. While it is
recommended that this approach be used for future
commitments of funds, USAID/Malawi and the GOM may consider
the pros and cons of instituting memoranda of understanding
for grants already approved where an appreciable amount of
funding has been committed and/or the grantee has made a
number of key counterpart commitments in its proposal which
have funding implications.
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APPENDIX 8 Detailed Description of Project Activities

DETAILED DESCRIPTION of PROJECT ACTIVITIES
BASED on OBJECTIVES, EOPS and INDICATORS

This Appendix contains the detailed description and analysis ofproject activities, based on progress being made towards
objectives. Each objective has one or more end-of-project statusstatements (EOPS) which evaluators and managers will be able touse as a target for project activities. Each EOPS has a numberof indicators by which progress toward end-of-project status canbe measured. Some of these indicators require the establishment
of baseline data; others rely on qualitative indications ofprogress. Early indicators may be different than final
indicators in some instances.

In the following narrative the general format is as follows:

1. Objective
2. EOPS Statement
3. Brief Historical Perspective for the Objective and EOPS
4. Identification of Indicators and Their Rationale
5. Measurement of Indicators
6. Early Indicators and Current Project Activity
7. Conclusions
8. Next Steps

1.1 Objective 1: Strengthening the existing post-secondary
training institutions

1.2. EOPS 1.1: An increase in the capacity of post-secondary
training institutions to meet some of the
country's essential training requirements.

1.3. Historical Perspective:

A primary purpose of the HRID Project is to strengthen, broadenand improve the efficiency of Malawi's post-secondary degree andnon-degree training institutional capacity to supply trainedhuman resources in areas critical to national development. Underthe project priority consideration among training institutions isgiven to the University of Malawi, the sole degree grantingauthority in the country. Additionally, programs at non-degree
training institutions that play an important role in expandirg
the skilled human resources base are targeted for strengthening.

Since independence in 1964, at which time there was a virtual
void in post-secondary training capacity, Malawi has created a
network of training institutions to meet its skilled manpower
requirements. The principal vehicles established are the
University of Malawi system, comprised of four constituent
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colleges, and a host of institutions with specialized techinal
and professional training missions. The existing institutional
training capacity has been able to address the nation's most
basic training needs. Increasingly, however, systemic
inadequacies due to limited instructional staff and growing
demand for more specialized types of training are becoming
pronounced.

The strengthening of training institutional capacity has been aconsistent theme of the project from the initial design stage
through the 1989 HRID Project revisions. While the underlying
thrust of this project component has remained constant, therehave been changes over time in the breadth of the scope of the
institutional training capacity objective and recommended
strategies.

The original objective, as stated in the HRID Project Paper, wasthe creation of "a strong, flexible and efficient training
institutional capacity." The strategies offered were:

Current faculty members of post-secondary training
institutions will receive degree and non-degree training.

Pairing training institutions in Malawi and the United
States for the purpose of establishing long-term
institutional relationships.

Assist post-secondary institutions to develop and implement
remedial courses in science and mathematics.

The internal project refocusing exercise of June 1989 resulted ina reaffirmation of the importance of an enhanced institutuional
training capacity and a more narrowly defined goal. The revised
objective is to "strengthen the existing post-secondary education
institutions." The proviso was added that "advanced degree
training will only be supported under this objective for faculty
and graduate students returning to teach at the University ofMalawi." The targeted programs are agricultural education,
economics, engineering, accountancy, commerce/business, education
administration and nursing.

The record will show and interviews have confirmed that the HRID
Project is fully committed to the expansion of training
institutional capacity. To date, the post-secondary training
institution activities constitute the greatest percentage offunded proposals. The University generally, and Faculties atChancellor College in particular, were expedient in responding toopportunities offered by the HRID Project. A review of theproposals submitted from all sectors indicate that those from theUniversity were among the best formulated. The prominence of theUniversity in the receipt of funded activities is an expected
consequence.
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1.4. End of Project Indicators and Rationale

At the end of the project, evaluators should expect to find:

An increase in the capacity of post-secondary traininginstitutions to meet some of the country's essential
training requirements.

The indicators that would convey the successful achievement ofthe desired end of project status outcome are:

A decrease in overseas training in those areas where HRIDhas supported capacity building;

An increase in the number of people receiving training inthe programs supported by HRID;
A decrease in reliance on expatriates to instruct in the
targeted training programs;

An increase in trained Malawian instructors in programs
supported by HRID;

Local resources are supporting training programs established
under HRID.

The first four indicators are closely aligned with the intent ofthe original design and the refocused project. They serve asguidelines for goal attainment. The fifth indicator, althoughnot explicitly stated, is clearly implied by the project'sstrongly expressed interest in program sustainability. Evidenceof this position appears in all key project documents.

1.5. Early Indicators and Related Evidence

The review of documentary data sources to ascertain the progressbeing made toward the achievement of indicators has beenexhaustive. This process has been supplemented with interviewsof all representative groups, including academic andadministrative University personnel and the technical advisors
supported by HRID.
Proposals from the University of Malawi have been approved in the
following areas:

Chancellor College

Faculty of Economics: A Masters Degree program in
economics, with a transportation option
Faculty of Sociology: A graduate level concentration in
the Sociology of Women in Development
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Bunda College

Faculty of Agriculture: A multifaceted faculty
strengthening program

Polytechnic

Management Center: A Masters in Business Administration

Kamuzu School of Nursing

Analyses of these data follow:

Indicator 1: A decrease in overseas training in targeted areas.The only funded activity that will affect the level of overseastraining in a given discipline is the establishment of a Mastersof Economics program with a transportation economics option.
Currently, all advanced degree and post-graduate level training
in economics is obtained outside of the country. This newUniversity program will address a critical gap in the nation's
training portfolio. It will reduce the number of potentialcandidates for overseas study by the number that enroll
throughout the life of the program. Hence, a reduction in the
high costs of training abroad is realized, and the drain on
foreign exchange for training is lessened.
The proposal for the creation of an MBA program at thePolytechnic has implications for overseas training requirements.
This proposal was approved by the PCC in 1988, but has
subsequently been put on hold pending the submission ofadditional justification data. If funded at a later point intime, it will potentially result in a substantial reduction innumbers since all MBA studies are presently pursued abroad.

Indicator 2: An increase in the number of people receiving
training in the selected programs. The two activities that willhave a direct impact on the numbers of persons studying underprograms funded by the HRID Project are the graduate program ineconomics cited above, and the new graduate program in the
Sociology of Women in Development. Since both programs are newthe increase in students studying in these areas will be in
direct proportion to number of enrollees.

Indicator 3: A decrease in reliance on expatriates to instruct
in targeted programs. This indicator may be unique in that inthe short run the implementation of project activities willactually increase the number of expatriates in targeted areas.Such an occurrence is due to the fact that expatriate technical
advisors are brought in to assist in the development of newprograms and to provide instruction. One is already in place inthe Faculty of Sociology. In the upcoming academic year, atechnical advisor is expected to join the economics program at
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Chancellor and two in the Faculty of Agriculture at Bunda
College. The long-term plan is that each advisor will bereplaced by a Malawian instructor upon the completion of theirdegree studies in the United States in the targeted areas. Thetemporary anomaly should be favorably resolved in time.

Indicator 4: An increase in trained Malawian instructors inprograms supported by HRID. At this point in time there are twoChancellor College faculty members pursuing graduate degreestudies in the United states in targeted areas. They should bejoined by two from Bunda College in the fall semester.

Indicator 5: Local resources are supporting training programs
established under HRID. None of the post-secondary training
proposals funded thus far address the issue of financialsustainability after the culmination of project support. Since
this is a matter of vital importance to the realization of theobjective of strengthening post-secondary training institutions
it will need to be given special attention as the activities
unfold.

1.6. Conclusions

The University of Malawi is the main vehicle through which
national goals and aspirations are translated into policies andconcrete development programs. Its inherent institutional
training capabilities determine to a large extent whether or notthe nation's human resources requirements can be met. There
appears to be strong consensus among all key parties of the IHRIDProject that the prominent support being given to the
strengthening of post-secondary training institutions, and inparticular the University of Malawi, is appropriate and should be
continued.

The University to its credit and reflective of its expected
leadership role initiated a flurry of activities in response toHRID's invitation for project support and participation. Variousunits within the University system succeeded in securing fundingfor a number of its proposals. Presently, these activities aregenerally well on track toward achieving end of project statusoutcomes. Targeted programs in economics, agriculture and thesociology of women and development have all been sanctioned by
the University, technical assistance has been installed or isbeing identified, curricula are being developed and strengthened,
students recruited and program validity and marketability tested
in different fora. Futhermore and of major consequence forstrengthening training institutional capacity, Malawians havecommenced post-graduate degree training in the targeted areoa.

Although it was previously stated that the issue of programmaticsustainability was not directly addressed in proposal documents
it may be inferred that it will be possible for the University to
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continue those activities that are primarily dependent upon
instructors already holding established positions in the targeted
areas such as economics and agriculture. The one exception isthe new women in development graduate program. There remain manyunanswered questions about the University's commitment to sustain
this activity.

1.7. Next Steps

Chancellor College, Sociology of Women in Development Program.
The University should be requested to develop an action plan thatassures program sustainability and fully incorporates course
offerings in department's long-term strategic plan.

Chancellor College, Faculty of Economics. The recruitment of atechnical advisor for the economics program should be expedited.
Time is of the essence. In order to fully install and
operationalize the new graduate program, and provide for anoverlap transition period with the Malawian returnee, it iscrucial that an advisor arrive in country soon.

Bunda College, Faculty of Agriculture. In its present form thesupport to Bunda College is nothing more than the provision of
funds for post-graduate scholarships and equipment. The projectshould immediately assist the College to develop a plan of action
that will enable the two technical advisors, scheduled to arrive
this calendar year, to engage in activities that will contribute
to strengthening the institution's training capacity rather thansimply assume teaching reponsibilities of professors on study
leave. The magnitude of the investment which is in excess of one
million dollars requires no less.

Polytechnic. A thorough examination was made of the proposal for
the creation of a Masters Degree program in business
administration. The findings graphically highlight the fact thatmany fundamental questions remain unanswered in regards to market
demand, program content, sustainability, and internal support
systems. Additionally, it is apparent that insufficient
consideration has been given to the exploration of options for
meeting post-graduate training through means other than a
traditional MBA program, and to the assessment of fundingpossibilities available in the donor community and the private
sector at large.

The establishment of a credible advanced professional degree
program in business administration that meets internationaltraining standards would require an enormous amount of money forstart-up and a continuous flow of funds for a protracted numberof years. Because of the competition for the limited resources
remaining in the project from already funded activities of merit,and the issues cited above, the MBA program may not be a viableproject option. The financial requirements of such an endeavor
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far exceeds the funds available under HRID.

2.1 Obiective 1: Strengthening the existing post-secondary
training institutions

2.2 EOPS 1.2: A greater market orientation among post-
secondary training institutions.

From the outset of the HRID Project there has been a general
recognition of the merit in devising training programs that are
market orientated and responsive to changes in demand
requirements. It was determined at an early stage that post-
secondary training institutions lacked adequate curricula and
relevant materials to impart the more specialized knowledge and
skills being requested. This heightened sense of awareness for
the need to utilize practical and experiential training
methodologies serves as a framework within which activities to
support inservice training capacity are being developed.

2.3 End of Project Indicators

The following indicators have been devised to confirm that the
end of project status outcome has been successfully achieved:

Employers of graduates of HRID-supported programs report
satisfaction with graduates (relevant content, adequate
skills, entry level readiness);

Specialization as opposed to general education in the
programs of training institutions have increased;

The results of the University of Malawi Tracer Study are
used to refine and develop programs;

More career emphasis exists within academic programs
including conversion courses or other efforts to make
programs responsive to employer needs;

An outreach function is institutionalized in participating
training organizations.

All indicators reflect the spirit of the project design and
provide strategies for accomplishing the stated outcome.
Collectively they form a solid base for the creation of
activities that translate the articulated awareness of post-
secondary educators for greater programmatic responsiveness to
the practical knowledge and skills requirements of employers
cross-sectorally.

2.4. Early Indicators of Progress and Related Evidence

The data utilized in the assessment of progress underway toward
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the attainment of the desired indicators were derived from:

Proposals and other documents submitted by post-secondary
training institutions;

Interviews with pertinent trainers, field office staff,
USAID officials and HRID technical advisors.

Indicator 1: Employers of graduates of HRID-supported programs
report satisfaction with graduates. This particular indicator
will ultimately be one of the key tests for verifying the success
of the end of project status outcome. Since none of the programs
in this category have graduated participants or completed their
stipulated missions, measurement of effectiveness will have to
wait for more advanced stages of program development to elapse.

Some of the main activities sponsored by HRID that incorporate a
market orientation are:

Conversion Program. A one year post-graduate certificate
program in accountancy and marketing offered jointly by the
Malawi College of Accountancy and the Department of Business
Studies, Chancellor College.

A Masters Degree program in the Sociology of Women In
Development, Sociology Department, Chancellor College.

Masters of Economics, with Transport Economics option,
Economics Department, Chancellor College.

Tracer Study. A survey of fbrmer University graduates and
employers to determine curricula, training and performance
satisfaction.

There is no evidence in the proposals for these activities that
suggest that prospective employing organization representatives
provided direct input into their design, but the documents are
illustrative of varying levels of astuteness in reference to the
importance of being responsive to consumer interests. Efforts
worth noting are also underway to actively involve end-users in
the implementation of activities.

Indicator 2: An increase in specialization as opposed to general
education in the programs of training institutions. As a result
of HRID, post-secondary training institutions should
systematically review curricula and training programs to keep
abreast of expanding demand for specialized training. Two of the
activities initiated under HRID and obviously market-driven are
the conversion program and the Masters in Economics. In the
former, the intent is to train liberal arts graduates as
professional accountants and marketing specialists. In the
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latter, advanced training in transport economics will be offered
to address critically identified needs in the national economy.

Indicator 3: The results of the University of Malawi Tracer Studyare used to refine and develop programs. The final results ofthe tracer study have not yet been officially released. Analysesof data are in process. A comprehensive report of findings isbeing finalized with a target release date of September 1990. Inthe interim, Colleges and individual Faculties have been given
access to preliminary results and appear to appreciate thepotential usefulness. There is ample evidence that came to thefore during interviews that confirm the presence of a keeninterest in study findings, and that highlight efforts already
underway to adapt and strengthen existing programs.

Indicator 4: More career emphasis within academic programsincluding conversion courses or other efforts to make programs
responsive to employer needs. As stated above, a conversion
program has been developed to provide professional training inaccountancy and marketing. This program, scheduled to commence
in the upcoming academic year (October 1990), is specificallydesigned to address everpresent and dire shortage of accountants,and the increasing difficulty of liberal arts graduates to secure
appropriate employment.

The Women In Development Masters program offers another
illustration. It is designed to impart planning and managementskills requisite for social policy and analysis and program
planning with reference to women in development, an area that isattaining heightened importance in national development fora. Acomplimentary activity is the Registrar for Women's Programs atthe University. This new post, initiated with HRID funds, isdesigned to promote the participation of women in non-traditional
fields, thereby contributing broadly to the overall development
goal of a greater utilization of women.

The HRID Project supported institutional training activities intransport economics and agricultural education have market
orientation elements incorporated and should be strongly
encouraged to continue the trend toward further specialization
and market responsiveness.

Indicator 5: An outreach function is institutionalized inparticipating training organizations. No mechanism is currently
in place to accomplish this indicator. Discussions havecommenced at various institutions in reference to increasing
outreach activities, but more directed and concerted actions willhave to be taken to institutionalize this function across the
board.

2.5. Conclusions
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In the early stages of project implementation the dominantimpression has been a high degree of awareness among trainers ofthe necessity to keep abreast of changes in the externalenvironment. The primary task ahead is the development ofmechanisms to institutionalize outreach functions; and facilitatethe solicitation and assimilation of market information incurricula and training.

2.6. Next Steps

In order to maintain a market orientation (for all activities
referenced above), it is essential that the HRID Field Officedevise ways to assist each organization to develop instrumentscapable of supporting institutionalized monitoring and evaluation
systems that facilitate ongoing contact with employers andaccommodates the input, utilization and feedback of critical
marketplace data.

Concurrently and throughout the duration of the project,activities should be subjected to continuous assessment, to theevaluation of the market viability of training programs and the
ready employability of program graduates.

3.1. Objective 1: Strengthening the existing post-secondary
training institutions

3.2. EOPS 1.3: An increase in the capacity of organizations
to meet inservice training requirements.

3.3. Historical Perspective.

Since irception it has been envisaged that activities whichfoster the strengthening of in-service training capabilities ofpost-secondary training institutions and other relevantorganizations would be vigorously encouraged and supported. Thisposition evolved in response to critical data accumulated by pre-project surveys. Some of the outstanding issues enumerated arethe limitations faced by training institutions in servicingccntinuing education and specialized training audiences, inmeeting the growing demand for in-service training generally andin upgrading skills and performance of employed persons. TheProject Paper proffers that the historical factors that havecontributed to the development of this state of affairs areinadequate resources, shortages of appropriate instructionalmaterials, and the lack of availability of lecturers accustomedto on-the-job practical teaching techniques. The Project designteam further states that "employers in all sectors lackconfidence in the ability of training institutions to provideadvanced programs, and for this and other reasons, continue torely on overseas institutions." It is toward this end that an
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original HRID objective was developed to:

"increase and improve the capacity of the trained and
experienced Malawian professional and technical employees in
the critical development Ministries."

Subsequent to an internal redefinition of the project to afford
greater concentration in areas accorded priority status, the
Project Coordinating Committee (PCC) approved a narrowed focus
for in-service training. The new relevant objective is intended
to:

"increase public sector planning, financial management and
management systems capacities in critical development
Ministries."

Emphasis is on inservice training, highly specialized degree and
non-degree courses in planning and financial management skills
development.

3.4. End of Project Indicators and Rationale

An evaluation at the culmination of the project will be able to
conclude that the desired expansion in in-service training
capacity has been achieved if the indicators listed below are
confirmed:

A decrease in overseas training has occurred in those areas
where HRID has supported capacity building;

An increase in the number of people being trained in the
programs developed under HIRID;

A decrease in reliance on expatriates to instruct in the
training programs developed under HIRID;

An increase in trained Malawian instructors in the programs
developed under HRID;

An increase in the number of new programs targeted to in-
service personnel not previously offered in Malawi;

Local resources are supporting the training programs
established under HRID;

Employers of graduates of HRID-supported programs report
satisfaction (relevant content, adequate skills, entry Level
readiness) with graduates;

External evaluators rate the training as satisfactory according

to standards established by the trainers. The first five
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indicators respond directly to the project's intent to address
some of Malawi's essential in-service training needs by
strengthening inservice training capacity and decreasing reliance
on expatriates and overseas training in targeted areas. The
remaining three indicators exceed the explicitly stated
objectives of the project design but are deemed as essential to
the sustainability of programs after HRID.

3.5. Early Indicators of Progress and Related Evidence.

The activities approved to date that are designed to expand in-
service training capacity are to be found in public, private and
parastatal organizations. They include:

UCE/MED
Electricity Supply Commission of Malawi (ESCOM)
Development of Malawian Traders Trust (DEMATT)
Malawi Union of Savings and Credit Cooperatives (MUSCCO)
Ministry of Local Government
Ministry of Works and Supplies

Indicator 1: A decrease in overseas training those areas where
HRID has supported capacity building. One of the motivational
factors that underpins the training components of all approved
in-service training capacity building activities is an interest
in reducing the need for overseas training. This expectation,
although not specified in the proposals, is evident in the
formulation of objectives and strategies. Presently, baseline
data is not available to permit an assessment of impact,
potential or realized. Once monitoring systems are installed the
numbers of persons trained in the targeted areas should be
closely tracked.

Indicator 2: An increase in the number of people being trained in
the programs developed under HRID. Overall there are strong
indications that the numbers of persons being trained in targeted
areas have risen in the private sector by the current number of
program enrollees. The phasing out of private sector activities
when READI II comes on line will have the affect of causing a
decline in specific areas of training, whereas the in-service
category overall will experience a major increase in the
aggregate numbers of persons being trained once full
implementation is in process for the Ministry of Local
Government.

Indicator 3: A decrease in the reliance on expatriates to
instruct in the training programs developed under IIRTD. All in-
service training activities have a technical assistance
component. Among the responsibilities described in individual
project proposals and supporting documents is the requirement
that Malawian counterparts be identified and trained. Early
indications are that systems have been put in place in private
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enterprise firms to facilitate the transfer of training knowledge
and skills. Further assessments will be required at more
advanced program development stages. It is also crucial that
particular care be taken to address this matter early in the
implementation process for Ministry of Local Government
activities. Special efforts should be made to institutionalize
local government management training capabilities in domestic
training organizations such as the Staff Training College and
Malawi Institute of Management.

Indicator 4: An increase in trained Malawian instructors in theprograms developed under HRID. As discussed above, the transfer
of specialized training skills to Malawians will be a critical
variable in the evaluation of the extent to which HRID has been
successful in contributing to the expansion of in-service
training capacity. All relevant activities should be scrutinized
to this effect. Concurrently, systematic training plans must
become fully operationalized.

Indicator 5: An increase in the number of programs targeted to
in-service personnel not previously offered in Malawi. As a
result of HRID, a formalized training program for switchgear
operators has been established in Malawi with significant
ramifications for the delivery of essential public services. TheMED, DEMATT, MUSCCO and Ministry of Local Government programs allcontain elements of training not previously offered locally.

Indicator 6: Local resources are supporting the training proirams
established under HRID. The issues of future local resource
application and the sustainability of in-service programs need to
be examined carefully, as is the case across the board.

Indicator 7: Employees of graduates of HRID-supported programs
report satisfaction with graduates. It is too early in the
general implementation process to make a determination on any of
the in-service capacity building programs.

Indicator 8: External evaluators rate the training as
satisfactory according to standards established by the trainers.
Likewise as in the immediate preceeding indicator, activities
will have to reach a higher level of maturation before
qualitative examination of program contents may be initiated. In
this regard, the installation of newly proposed evaluation and
monitoring systems should strive to assure that technical
advisors are imparting the requisite training skills and
information.

3.6. Conclusions

The most important development pertinent to the projects
potential for impacting in-service training capacity was the
change in project scope at the watershed June 1989 meeting. A
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major shift in emphasis from private sector to the public sectorwas effectuated at that time. Early funded programs relative toprivate businesses will phase out. The remaining programs willbe in the public sector, namely Ministries of Works and Supplies
and Local Government.

The outstanding issues to be addressed include, but are notlimited to the following: installation of monitoring andevaluation systems; creation of high quality and cost-effective
in-service training programs; institutionalization of learning inthe targeted specialized fields of study; establishment of meansto assure program sustainability; and development of plans for
proper utilization of Malawian counterparts.

3.7. Next Steps

The major task to be concluded in relation to this end of projectstatus outcome is a definitive determination of the scope ofactivities for the in-service training component and the targetaudience(s) to be served. Activities underway and pending,outside of the private sector, are concentrated in government
agencies. A question yet to be answered is the amount ofinvolvement expected by post-secondary institutions in in-service training activities relative to planning, financial
management and management systems.

The organizational training and development needs of the Ministryof Local Government are enormous. The HRID Project can notaddress the overwhelming array of problems of the Ministry. Itis recommended that a carefully defined and more narrowly focusedplan of action be devised for the' Ministry. Any program agreedto should additionally provide for close monitoring of technicalassistance, the appointment of appropriate counterparts and thetransference and institutionalization of specialized trainingcapacity in local training organizations such as the StaffTraining College and Malwai Institute of Management (MIM).

4.1. Objective 2: Increase public sector planning, financial
management and management systems' capacities
in critical development Ministries;

4.2 EOPS 2.1: An increase in the capacity of participating
institutions and organizations in all sectors
to plan for HRD and to use participant
training and in-country training to achieve
institutional outcomes.

4.3. Historical Perspective.

The HRID Project aims to improve organization performance, inpart, by improving the capacity of selected organizations to plan
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for and manage human resources development. The project is open
to participation by a variety of organizations responsible for
Malawi's development and their participation is determined
through an application or proposal process based on explicit
criteria. Especially important to the attainment of this outcome
is the effective use of participant training, third country
training and in-country training that are provided so that
organizations might perform better.

Under HRID numerous Government organizations have applied for
support to strengthen their capacities by developing their
personnel. Those organizations include:

Government Agencies

Ministry of Forestry
Ministry of Works and Supplies
Ministry of Justice
Ministry of Trade Industry and Tourism
Office of the President and Cabinet
Department of Personnel Management and Training
The Public Service Commission

The University of Malawi

Chancellor College
Centre for Social Research
Bunda College
The Polytechnic
Kamuzu College of Nursing

Service Agencies (private sector)

Development of Malawian Traders Trust (DEMATT)
Malawi Union of Savings and Credit Cooperatives
(MSCCO)
Private Hospital Association of Malawi (PHAM, Mlambe
Hospital)

Statutory Bodies

Malawi Bureau of Standards
Malawi Broadcasting Corporation
Malawi Export Promotion Council

All training has taken place in the United States with the
exception of training in Tanzania and Zimbabwe provided to MUSCCO
participants; and in-country training for DPM&T's Management
Information Systems' (MIS) development team.

Eight participants are currently in long-term academic degree
programs in the United States. There have been twenty-four

148



requests (delivery orders) for long-term U.S. academic training.Sixteen requests are pending. Short-term training requests totalsixteen, to date, with two of them pending. Nine participants
have completed short-term training, of which three were involvedin third country training and five received training in Malawiand the United States. One trainee participated in a 27-dayorientation study tour of federal and state government agenciesin the United States. Five participants are currently in short-term training programs in the United States. Of the sixteen
short-term requests, two are women, however fifty percent oflong-term trainees in the United States are women. To date,there have been no placements in historically black colleges and
universities (HBCUs).

4.4. End of Project Status

One of the challenges of the HRID Project is to ensure thatorganizations applying for HRID funding understand that the
project is designed and intended to build
institutional/organizational capacity. The Field OfficeCoordinator, begins his presentations with the statement, "HRIDis not a training project." The first aim is to determine howorganizations can improve their overall performance then toselect improvement strategies; among the strategies available to
them is training.

The Prolect Paper and the Project Agreement speak to this pointin two ways. First, in a review of the project objectives, these
documents state this objective, "increase and improve thecapacity of trained and experienced Malawian professional andtechnical employees in critical development Ministries." Thedocuments go on to say, "Overseas'training will begin with anidentification of the organization's needs, career planning forindividuals selected for training, a monitoring and evaluationscheme, and a plan for utilizing the trainee upon his or herreturn." Second, the Project Paper and the Project Agreementprovide guidelines to organizations applying for HRID assistanceto support organization improvement. Of the 200 points that canbe awarded in a review of applicants, these items are relevant
here:

The need and objective. This is to be stated in terms ofthe priority and how it will increase the effectiveness andefficiency of the organization or institution and how this
fulfills the Project's objectives (40 points).

Pre-training. Before the organization receives training,
the Project encourages thorough preparation. The Project
seeks evidence that there has been appropriate and wideinvolvement in planning by the organization and individuals
expected to be included in the activity (10 points).
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Technical assistance and training support. While employeesare away in training, the institution should monitor theirprogress, communicate and keep employees informed of what isgoing on back home, and be supportive of the trainingexperience. The proposal should indicate who in theorganization will have responsibility for providing supportfor trainees and what kinds of support will be provided.
Similarly, technical advisors are expected to havecounterparts and to operate with a specific plan to improvethe organization's performance (10 points).

Post training assistance. After training has occurred, the
organization should be able to use the newly developedresources and skills. The new skills should be demonstrated
and encouraged on the job, the placement of the trainee
should be in accordance with the training received, re-entry training should occur, others in the organization
should benefit (10 points).

Seventy of the two hundred points awarded in proposal reviewrelate to the project's organization improvement purpose.

When the HRID Project underwent reshaping in June, 1989, humanresources development was retained as a project purpose, but noobjective related to training and its relationship toorganization improvement was provided other than the objective
related to DPM&T, addressed above. That objective states theintention of HRID to develop the capacity of DPM&T to plan,manage and utilize personnel efficiently and effectively. (Thedesign documents contained the language DPM&T and development
Ministries.) However, the organization improvement criteria havebeen retained in project proposals and in related project
documents.

Because HRD capacity-building appears to be an important andcontinuing intent of the HRID Project, the following end ofproject condition is proposed. The HRID Project will result in;

An increase in the capacity of participating institutions
and organizations in all sectors to plan for HRD and to usetechnical assistance, participant training and in-country orthird country training to achieve institutional outcomes.

4.5. End of Project Indicators

The end of project status, stated above, is defined in thisevaluation as the attainment of four outcomes. These outcomes,indicators of the successful achievement of the desired end of
project status, are:

Requests for USAID/other donor assistance are based on an
assessment of organizational performance;
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Training plans explain the institutional contributions
expected of the trainees and the strategies for ensuring
institutional outcomes are clearly stated;

Trained participants return to roles for which they were
trained and achieve their organizational requirements before
job transfer; and

Selected Government organizations have the capacity to
assess their training and technical assistance needs and
manage the training and advising functions.

These indicators reflect the intent of the design document and
the operational reality of the current project as implementors
would like to see it work. The first two indicators are
verifiable as part of the HRID application process and are
clearly imbedded in operations. The third is a highly desirable
outcome that key actors would like to see effected by HRID, but
it is also clear that impacting on traditions of the common
service is very difficult without the concerted commitment of
donors and of USAID in this instance. The final indicator,
calling for institutionalization of the HRD planning process, is
not as clearly documented in the project's evolution although the
intent is implicit and, therefore, offered here for
consideration.

4.6 Measures of End of Project Indicators

At the end of the HRID Project, relevant measures will include:

Documentation from donors including USAID that shows
evidence that GOM agencies are basing their training
requests on organization performance assessments;

Training Officers in agencies that have participated in HRID
produce training plans based on assessments of organization
performance and the documents meet standards of quality
including clarity of needs, objectives, training
strategies,and intended organizational outcomes; there is
evidence that the process is used outside HRID; and

Follow-up with returned participants should confirm that
they returned to jobs for which they were trained and made
contributions to the strengthening of their employing
organization.

4.7. Early Evidence of progress and Related Indicators

The primary sources of information used to assess progress
towards achievement of the indicators listed above are:
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Documents including proposals, delivery orders and training
plans;

Interviews with training participants, employers (applicantsfor HRID assistance), returned participants, contractors
(AED and IIE) and donors who fund participant training.

An analysis of the resulting data follows.

Indicator 1: Requests for donor assistance. As a result of HRIDdonors are expected to include organization performance
assessments in the determination of training needs.

As indicated in Section V.A.4 below, major donors have begun touse organizational needs as a basis for developing trainingneeds. This practice has begun not as a result of HRID, butbecause of a growing awareness among donors of the need to linkhuman resource planning to institutional needs analyses. Thereis still wide variations among donors as to how this linkage is
made.

Indicator 2: Organizational training plans. As a result of theHRID Project, participating organizations should be planningtraining on the basis of organizational assessments of
performance.

Analyses of proposals, delivery orders and training plansdemonstrates that, in many cases, the development of training
plans has been on the basis of organizational and performanceassessments although not always explicitly. Training plans areoften weak in that there doesn't appear to be a linkuge withtraining and the institutional contributions expected of trainessupon their return. In some instances training plans have merelybeen requests for training for staff members. Most training
plans indicate that the training requested is essential and notavailable in Malawi, however, there is no indication that
training is not available in other African countries.
Organizations need to take a more proactive stance towards thetraining plan process to ensure that organizational assessments
are the basis for training requests and the institutional
contributions expected of the trainees are clearly defined andlinked with the training to meet the objectives of the HRID
Project.

Interviews were conducted with four participants currentlystudying in the United States. Those interviews further explain
the progress towards achievement of this outcome. Someparticipants stated that they were asked to write a training planindicating their expectations of the academic training and how itwould benefit them in their positions within the organization orinstitution. Others mentioned that their training was approvedbased upon their institution's training plan and outlined the
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institution's expectations of the training and its relevancy to
the institution's overall strenthening.

Interviews with several employers indicate that they determined
the training needs through their planning for manpower
development and organizational strengthening as well as theorganizations'objectives. Most employers stated that they have adearth of trained personnel and a host of prospective trainees.They indicated a strong interest in improving their training
plans to enable them to increase the number of approved trainingrequests under HRID. Although they feel that the training plansproposed link the training with the institutional contribution
expectation of the trainee, this is not always evident.

Indicator 3; Roles of returned participants. Participants in theHRID Project are expected to return to assume responsibilities
for which they were prepared during their training.

Interviews with returned participants, although there are onlynine who received short-term training, reveal that this objectivehas been or is being achieved. Participants have returned to orbeen placed in positions for which they were trained. In manycases they indicated that the training was very useful and the
knowledge and skills are being utilized and shared withcolleagues, to the extent possible. With respect to the trainingreceived by the DPM&T MIS development team, they have been unableto apply their newly acquired skills to many phases of their
operation because of the lack of essential equipment.

Interviews with the placement contractor and subcontractor
indicate a full understanding of the organizational emphasis
given to participant training in the HRID Project. However,there may be a need to frequently remind all key actors that HRIDis different from other participant training projects because oforganizational strengthening component that requires back-homelinkage between participants and their employers during training.It is hoped that where requests have been made for attachments tospecific training, the contractor will assist to ensure that this
objective is met.

Indicator 4: Organization capacity to assess needs for technicalassistance and training. Organizations that receive HRID funding
for training should be found to continue to plan for training
based on an assessment of organization needs.

Interviews with employers that have sent participants to trainingor requested technical assistance under HRID indicate thatemployers range widely in their comprehension and current use ofan HRD planning process that goes beyond the traditional, highlyexpedient, means of selecting and sending personnel for training.Within the university there are numerous examples of training and
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technical assistance programs designed around an institutional
need such as the need for a specialization in transport
economics. The other extreme is represented in Bunda College
where training participants clearly were selected years prior to
HRID, technical assistance will be used for "substitute teaching"
and there has been little effort to use the resources of HRID to
improve their internal process.

4.8 Conclusions

In the HRID Project training and technical assistance play
important roles in the strengthening of organizations and
institutions. Participating organizations were expected from the
outset to use HRID to further develop their capacity to plan for
and use human resources. This aim continues to be important,
even where participants have been selected or are already in
training. The project will need to keep insisting on and
supporting the organization strengthening intent of this project
component.

Indicator 1: Requests for donor assistance. Since major donors
are using institutional needs as a basis for requesting training
assistance, and since DPM&T is the key agency to which donors and
agencies bring resources and needs, DPM&T is in an opportune
position to use the experiences it has gained through the HRID
Project to develop policies and procedures which may produce
greater uniformity in procedures by which agencies demonstrate
training needs, and better coordination of donor assistance.

Indicator 2: Organizational training plans. There is early
evidence that this objective is an important one and can have
significant payoff when the planning process is used as the
project intended. It has also been possible for proposals to
HRID to pass screening without seriously engaging in this project
requiremen-c. A detailed analysis of the training and its linkage
to the institutional contribution expected of trainees is needed.
An indication that third country training is desired or should be
considered should also be included in the training plans.
Organizational objectives are better served by in-country, third
country and group training. (DPM&T MIS Development Team training
is an example of the benefits of group training.) It is
anticipated that this process will improve with close monitoring
and evaluation of training plans at the proposal stage.

Indicator 3: Roles of returned participants. It is not possible
at this time to evaluate long-term participants since none have
returned, however, all participants interviewed stated that the
academic program they are pursuing is appropriate and relevant to
their current position within the organization. They also
indicated that there is a plan to utilize their training within
the organization upon their return. They stated that they will
be required to share their knowledge with colleagues either
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through inservice training, staff development or teaching andcurriculum development. Participants will join professionalassociations prior to their departure from the U.S., therebyallowing them to share periodicals and other publications withtheir colleagues. Re-entry and follow-up workshops and seminarsare being planned for all participants. Participants alsoindicated a strong desire to participate in future pre-departureorientations to share their knowledge about the U.S. as well asan interest in forming an alumni association of Malawians whowere trained in the U.S. This early evidence indicates that this
objective should be met.

Indicator 4: Organization capacity to assess trainina needs.This objective is crucial and requires strong management andorganizational skills. The process of handling participant underthe HRID Project has included involvement of all key actors,USAID, The Academy for Educational Development (AED), TheInstitute of International Education (IIE), HRID Field Office and
to some extent, DPM&T.

Upon the completion of the proposal approval process, thecandidates are processed and prepared for departure by USAID andAED/IIE and to a lesser extent their employer. Numerousdocumentation has to be completed accurately, including, but notlimited to, the delivery orders, PIO/Ps which includes trainingplans, participant data forms, visa applications (IAP-66A),medical certifications, etc. These forms are drafted by AED/HRIDField Office and approved by the USAID Training Officer. Whenthe organizational training plan is not detailed in the proposal,the HRID Field Officer has to contact either the candidate orhis/her employer to obtain the necessary information through apersonal or telephone interview. 'This process can be labor-intensive and time-consuming. Clarity of training needs,objectives, training strategies and outcomes would alleviate theneed for the Field Officer to conduct an extensive interview withthe candidate or his/her employer to obtain this information.

When all documentation has been completed, the final PIO/P issubmitted to USAID for final approval and completion of thedelivery order to begin the process for funding. The U.S.-basedcontractor is contacted to begin the placement process. A pre-departure orientation is held in Blantyre which is one week inlength and includes basic computer training introduction, adetailed outline of the conditions of the scholarship, backgroundinformation about the United States, including relevant socio-economic issues and values of Americans, and the elected training
institution.

Although not always covered extensively during this orientation,participants are told what clothing and other essential itemswill be needed. This is very important and should be covered ingreater detail to avoid trainees being under-prepared upon
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arrival.

Evidence indicates that the documentation process could and
should be improved to alleviate problems later which ultimately
affect the participant. Documentation needs to be done more
efficiently and expeditiously to facilitate the placement
process. Documents are often submitted several times before they
are approved. Thorough training for individuals preparing the
documents is advised. Proper and early submission of the
required documents would eliminate any delays in placements and
afford the placement contractor the necessary time to select
training institutions.

In some instances, while participants are in long-term training
in the U.S. their employment responsibilities are temporarily
carried out by an expatriate technical assistant/advisor. In
others, operational experts (OPEXs) have been brought in as
counterparts to design and implement training that the
participant will perform upon return or to train a Malawian
currently on staff. An assessment of the HRID technical
assistance follows.

The HRID Project has made use of both long-term and short-term
technical assistance. Currently, five operational experts (OPEX)
are in Malawi at DEMATT, Chancellor College, ESCOM and the
Ministry of Works and Supplies. Interviews with OPEX staff and
with activity grantees centered around: orientation of advisors,
institutional development strategies, support from the field
office and from the grantee, and issues or concerns. Following
are the findings and conclusions regarding technical assistance.

Advisors are in every case very pleased with the orientation and
preparation they received from the Academy for Educational
Development in Washington, DC. Administrative matters were dealt
with in a timely and efficient manner and information was
thorough and effectively presented. In many cases, Malawians had
been involved in the selection of the advisor and were
instrumental in establishing an early understanding of the
context in which the job would be done.

Advisors understand the HRID Project as an institutional
development project. They are clear about the importance of
their counterpart relationships and they have strategies for
transferring knowledge and skills to them. Most of the advisors
are involved directly in training. They are aware of the
proposal process and needs analysis that was performed prior to
their arrival and they have reviewed their terms of reference
with key actors in the grantee organization. Many of the
advisors, long- and short-term, have a phased plan for
implementation that calls for increasing reliance on Malawians.

The HRID Field Office has been responsive to the needs of
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advisors and has assisted in solving housing and other logisticalproblems. Staff have always been available to advisors when
needed.

Two issues or concerns arose in assessing the performance oftechnical assistance under HRID. First, the length of thecontract was questioned. Four out of five long-term advisorsbelieve that their contracts are insufficient in length tocomplete the scope of work which they have undertaken. Theestimates of time needed range from six months (ESCOM) to threeyears (Ministry of Works and Supplies). Second, grantees haveexpressed an interest in greater involvement in advisorevaluations. They are aware of the six month reportingrequirement and at least two grantees would like to be more
substantively involved in the process.

The performance of technical assistance under HRID is excellentand should be expected to make a contribution to the outcomesthat the project intends to achieve. Credit should be given toAED and to grantees for solid planning for and support of
advisors.

4.9. Next Steps

It is likely that most participant training and many technicaladvisor selections have been made under HRID. Therefore, theorganization stregthening objective can best be addressed in thefuture by giving serious attention to the current projectgrantees and helping them to make better use of the participanttraining that is already in process. The HRID Field Office andDPM&T should follow up each organization receiving training,conduct an informal assessment of their use of participanttraining and provide the appropriate technical assistance. Thetraining subcontractor should be fully oriented as toexpectations regarding trainee support in the U.S. and of theimportance of the organization strengthening objective of HRID.

With respect to donors, DPM&T should consider developing a planto assist agencies and donors in simplifying, standardizing andcoordinating the use of organizational needs analysis as a basisfor developing human resource development plans presented toDPM&T for processing through the annual training plan development
process.

5.1. Objective 2: Increase public sector planning, financial
management and management systems capacities
in critical development Ministries

5.2. EOPS 2.2: An increased efficiency and effectiveness
among participating GOM agencies whose
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projects have aimed to strengthen management
capacity or other aspects of organization
performance.

As part of the aim of HRID to improve organizational performance,
participating organizations used training, technical assistance
and other organization development strategies. Training and
technical assistance were addressed in section above. In this
section, the evaluation report addresses the HRID Project
components aimed at developing management capacity through
organization development. Government, parastatal and agencies
servicing the private sector were eligible to receive
organization development assistance under HRID.

Thus far in project implementation, three organization
development activities have been awarded and one is in the
planning stages. The targeted agencies are: the Ministry of
Local Government, DPM&T, and the Ministry of Works and Supplies,
and, in preparation, the Ministry of Health.

5.3. Historical Perspective.

Since the inception of HRID, the project has given attention to
organization development and to the improvement of Malawi's
capacity to meet the specific management development needs of
employers. Requirements throughout Malawi for the improvement of
management capabilities were identified in the Project
Identification Document (PID) and in every subsequent design and
implementation document. An original purpose of HRID was "to
improve the efficiency and overall effectiveness of professional,
technical, managerial and administrative human resources employed
in the public and private sectors." The Project Paper and the
Project Agreement stated the intention of HRID to lead to "a
significant increase in the proportion of Malawians filling mid-
level and senior-level managerial, administrative and financial
positions in the private and public sectors." Included in the
project design was an emphasis on inservice management training,
the compilation of a directory of locally available management
courses, the development of short new courses, and the sponsoring
of participants in an intensive MBA program initiated under the
African Manpower Development Project and the Fertilizer Subsidy
Removal Program.

In addition, the design documents called for institutional
support for small and medium scale enterprise (SME) development.
Organizations named to receive assistance were; Development of
Malawian Traders Trust (DEMATT), Investment and Development Fund
(INDEFUND), Malawi Union of Savings and Credit Cooperatives
(MUSCCO), Malawi Entrepreneurial Development Institute (MEDI),
Small Enterprise Development Organization of Malawi. (SEDOM), and
the Ministry of Trade, Industry and Tourism as a support to the
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SME sector. HRID was intended to serve as a follow-on to the
USAID READI project.

The project's redesign which took place in June 1989,
significantly narrowed the scope of this set of project
activities. The revised objectives called for "an increase in
public sector planning, financial management and management
systems capacities in critical development ministries." The
revised focus continues the emphasis on inservice training and
highly specialized degree and non-degree courses in skills
development to include planning and managerial functions and
financial management. The project also proposed to provide
interim institutional support for small and medium enterprise and
organizations serving the private sector. This support would be
provided as bridge funding until the availability of a follow-on
READI project. The Associated Chambers of Commerce and Industry
in Malawi (ACCIM) was added to the list of eligible applicants
for HRID support.

Based on both original and revised project design documents, the
following is a reformulation of the HRID end of project status
regarding organization and management development. At the end of
the HRID Project there will be:

An increased efficiency and effectiveness among
participating GOM agencies whose projects have aimed to
strengthen management capacity or other aspects of
organization performance.

5.4. End of Project Indicators

The end of project status, stated above, is defined in this
evaluation as the attainment of two outcomes. These outcomes,
indicators of the successful achievement of the desired end of
project status, are:

Participating organizations regularly produce
evidence/documentation of improved management performance;

There is an internal capacity to assess organization
performance on an ongoing basis.

These indicators are highly individual to the project that is
proposed and approved for HRID funding. Each proposal would be
expected to contain specific objectives and to establish
performance measures. Furthermore, the grantee would be expected
to report regularly on progress towards achievement of the
outcomes it has elected.

5.5. Measures of End of Project Indicators
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Each activity funded by HRID is expected to indicate its own
performance measures. At the end of the project, documentation
should be available with each grantee to verify what has been
accomplished under HRID.

5.6. Early Indicators of Progress and Related Evidence

The primary sources of information used to assess progress
towards achievement of these indicators are:

Proposals and delivery orders;

Interviews with each grantee.

An analysis of the data provided in proposals, delivery orders
and interviews follows.

Indicator 1: Improved management performance. As a result of
HRID, participating organizations should demonstrate an improved
management or organization performance capacity.

Two management improvement projects are installation of data
processing and management information systems (MIS) systems in
the Ministry of Works and Supplies and DPM&T. The data
processing system in the Ministry of Works and Supplies has been
based on a thorough asse.;sment by an external consultant (Price-
Waterhouse). An external consultant (Access Technologies Group)
assisted DPM&T with an assessment for the MIS system in
conjunction with the MIS Development Team.

At DPM&T, the MIS system has been fairly well planned and the
need is clearly demonstrated.

Two projects are essentially training projects for the Ministry
of Local Government and the Ministry of Health. An external
assessment of training needs for Local Government has contributed
to a good basis for designing the HRID activity. Assessment is
still in process in the Ministry of Health.

Of the four projects cited above, internal management planning
capability has probably not been improved as yet in any of the
organizations. Ministry of Works and Supplies already has a
capacity for planning that exceeds that of other Ministries. Atthe Ministry of Works and Supplies, DPM&T and Ministry of Local
Government there is clearly a potential for the HRID effort to
strengthen management.

Finally, the ACCIM proposal was developed solely by the General
Manager without input from his Board. The organization
strengthening purpose of the proposed activity is indirect, but
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could be supported. No measurable outcomes are offered. Created
in 1982, the ACCIM has 300 members. It caters, primarily tolarger businesses such as Lever Brothers, Atupele Transport andRoyale Chemical Enterprises and serves the SME sector on a more
limited basis. The General manager argues that this is
appropriate because multinationals and other big businesses
employ significant numbers of Malawians and "so long as you are
training a Malawian, you are losing nothing."

Indicator 2. Internal capacity to assess organization
performance. At the end of the HRID Project, activities targeted
to management improvement are expected to result in a continuing
capacity to assess organization performance.

The four Ministries working on management improvement have relied
on external assistance to assess their organization performance.
They are making use of the data, yet it is too early to tell if alasting planning and assessment capacity will be effected by
HRID.

5.7. Conclusions

The aim of HRID to strengthen management capacity is in its earlystages of implementation. Projects of this type are well worth
doing. However, to be successful they require either or both ofthe following: strong organizational leadership or support and
assistance from HRID or other technical assistance. So far there
is a gap between the project rhetoric and the commitment ofproject resources in this area of activity. While these kinds ofactivities can have high payoff, they are risky, especially if
the needed support and leadership are unavailable. All projects
show promise but will need solid HRID monitoring and support to
contain cost and ensure quality.

5.8. Next Steps

The HRID Project must determine to what extent this project
outcome should be supported. Such activities can require
significant amounts of staff time. If this purpose is retained
in HRID, activities should be supported in organizations where
leadership is present and where management improvement is high onthe organization's agenda. In other words, seize opportunities
rather than trying to create them.

This project purpose could be pursued solely through the buildingof inservice management training capability within training
institutions or other organizations. The refocusing of the
project in June 1989, suggests that this direction might be
suitable to HRID's scope and resources.
Whether pursued as an organization development activity or as anactivity to build inservice capacity in training institutions,
the HRID Project must determine the level of priority to be given
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to management improvement.

6.1. Objective 3: Increase the number of women in professional,
technical and managerial fields

6.2. EOPS 3: More women in non-traditional occupations
such as engineering, the sciences, business
and finance, management, and law.

6.3. Historical Perspective.

Concern for increasing the opportunities for women to contribute
to Malawi's development has been a key feature of the HRID
Project since its inception. This concern is expressed in the
Project's Objective: Increase the number of women in
professional, technical and managerial fields.

The need for this objective is apparent, despite gaps in data
related to employment of women. The percentages of women in
professional, technical, administrative and managerial positions
in all sectors are reportedly to be "markedly low" (Klauss and
Yates). For example, only three percent of the country's
economists and six percent of government executives are women
(Vaughan and Chipande, 1986). According to another analysis,
seventeen percent of the country's professional, technical and
related workers are women, but only three percent of persons in
administrative and managerial positions are women (Shields,
1980). Even in traditional fields such as education, home
economics, nursing and agriculture, where percentages are
considerably higher, problems of retention and access to training
exist. For example, only eleven percent of the agriculture
extension agents trained in 1987 were women, despite the fact
that women constitute between 60-85% of the agricultural labor
force associated with food crop production (Ministry of
Agriculture, 1987).

Part of the problem of increasing employment opportunities for
women in professional, technical and managerial fields is
associated with the general problem of undereducation of women.
It is estimated that less than one third of the enrolled students
at the primary and secondary levels are females. The social
dynamics which maintain this situation need considerable research
before effective action planning can begin, and the HRID Project
is providing a vehicle for initiating such research, as well as
taking direct steps to increase employment for women.

In this sense, HRID has provided linkage between USAID's Women In
Development objectives, detailed in the Mission's Country
Development Strateqy Statement (CDSS) and actions taken by the
Government of Malawi. The Government of Malawi created a
Commission for Women in Development in 1984, under the Ministry
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of Community Services, in order to focus more attention on policyissues related to women. In 1985 the Chitukuko Cha AmanyiM'Malawi (CCAM) was established under the umbrella of the Leagueof Malawi Women of the Malawi Congress Party, and in 1987 CCAMopened a Secretariate in the Office of the President and Cabinetto further the efforts to improve conditions of women.

6.4. Project Supported Activities.

In the Project Paper, three illustrative activities were includedin Category A: a scholarship fund for women to study in non-traditional fields, long term training in the sociology of womenin development, and short term technical assistance to theCommission on Women in Development. Category B illustrative
activities were less specific and more topical, including :career development, women in professional and technical field,promoting labor force participation of women, supporting women inagriculture, financial resources for the education of women, and
child spacing.

The activities related to this objective which receive HRID
Project support include:

Sociology of Women in Development, Chancellor College,
University of Malawi
Center for Social Research, Chancellor College, University
of Malawi
National Commission for Women in Development
Scholarships for Study in Non-traditional Fields
Women's Registrar, University of Malawi
Nursing Midwifery, Kazuma School of Nursing
Community Health Nursing, Mlambe Hospital, PHAM

Several of these activities support other project objectives, butare also included here because it is assumed that the )ltimatebeneficiaries of the activity will be Malawian women. Forexample, funding of the Women's Registrar position is an activitywhich strengthens the institutional capacity of the University ofMalawi, but does so in service of the goal of increasing accessfor women to the University and thus supports several projectobjectives. In a similar vein, fifty percent of the individualsselected for participant training support have been women,although the organizational strengthening which their training islinked with may not be related to the objective regarding
increasing women's participation.

6.5. End of Project Status.

The Project Paper and the Project Grant Agreement specify that atthe end of the project "significantly" larger numbers of womenwould be found employed in professional, technical and managerialpositions in the public and private sectors. Because of the lack
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of accurate baseline data, it may be very difficult to
demonstrate the degree to which the end of project goal has been
reached. Furthermore, since the sectors and fields were so
broadly defined, it is also possible that project results may be
so widely spread that impact is difficult to measure. When the
PCC acted to narrow the focus of the project and reduce the
number of objectives, the concern for women retained its
priority. This is evidenced by the continuing support for
activities in professional and technical fields, whereas in the
other objectives the scope of training was narrowed to the field
of management.

In order to focus project resources and activities which are more
closely linked to other project objectives, the Evaluation Team
suggests a modification of the objective concerning women, The
proposed objective is:

More women employed in non-traditional occupations such as
engineering, the sciences, business and finance, management,
and law.

It is the intention that at the end of the project there would be
more women employed, both in absolute numbers and as a percentage
of total employment in these positions, although as indicated
earlier, this may be difficult to demonstrate due to baseline
data deficiencies. By focusing project resources on employment
in non-traditional fields it may be possible to have a greater
long term impact on the role of women in Malawi's development
than continuing to provide support for employment in traditional
roles. It is assumed that support for increased employment in
traditional roles will be provided through normal funding
allocations and donor support, whereas it may be more difficult
to find support for research, education, training and other
employment generating activities in non-traditional fields and
roles.

As pointed out elsewhere, the scope of the project was narrowed
in June 1989 by effectively eliminating organizations from the
private sector and parastatals. It is not known whether this
action may have an impact on the accomplishment of this
objective, since available data does not indicate whether there
is a difference in the rate of the employment of women in non-
traditional roles among the public, private and parastatal
sectors.

6.6. End-of project indicators.

End-of project indicators for this objective are:

Women trained under HRID are employed in suitable
occupations related to their training;
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The training institutions continue to attract women into
non-traditional fields without donor assistance tied to the
placement of womeii.

There is an increase in awareness of the importance of the
role of women in the development of Malawi.

These indicators reflect the intent of strengthening the capacity
of training institutions to produce a supply of women trained for
employment in non-traditional areas, and in creating and
sustaining demand for employable women in these areas.

6.8. Measures of End of Project Indicators.

At the end of the project evaluators will be able to gauge thesuccess of the project in reaching this objeztive through the
following:

1. Interviewing women who received scholarship support through
HRID, as well as other HRID training support (Participant
training, in-country, in-service training) to determine
whether project support led to employment in non-traditional
areas, and to determine whether they perceive an increased
awareness of employers to employ women in non-traditional
areas.

2. Time series data on the enrollment of women in HRID
supported programs at education and training institutions.

3. Time series data on budget allocations for HRID-supported
programs related to this objective, indicating whether
support for these programs has been developed outside HRID.

6.9. Early Evidence of Progress and Related Indicators.

The primary source of information at this time to gauge
progress includes the following:

1. The number of women receiving scholarships to study in non-
traditional areas.
The end-of-project target for women receivng scholarships,
as stated in the PP Logframe is 60: at the present time 62
women are receiving scholarship support. It would seem
necessary to conclude that this indicator will be surpassed.
The early success confirms that women are willing to studyin non-traditional areas, and that training institutions i-e
open to accepting qualified women in these areas.
Interviewees also indicated that this success is due in partto the timeliness of the scholarships; they became available
at a time that the Ministry of Education increased its
efforts to make secondary level female students aware ot
employment possibilities in non-traditional fields following

165



post-secondary level training in these fields.

2. The institutional strengthening activity of the Universityof Malawi related to recruitment of female students anddevelopment of fields of study important to Women in
Development (WID) issues.

The University has received project support to create aWomen's Registrar position and provide it with necessaryadministrative and logistical support in order to focusrecruitment and placement of women in non-traditional areas,as well as coordinating fields of study and research
activities related to WID issues. The University hascommited to sustain recurrent costs of this activity.

Research and curriculum development has been initiated atChancellor College for the introduction of study ofSociology of Women in Development, as well as theestablishment of a program of Economic Research on Women inDevelopment at the Centre for Social Research, ChancellorCollege. Dr. Jean Davidson is providing long term TechnicalAssistance to these activities, and two Malawian women arein long term training programs in the United Statespreparing for teaching and research responsibilities in
these programs when they return.

3. Initiatives taken to strengthen the National Commission forWomen in Development, and to develop a network ofindividuals and organizations which supports increased
awareness of the role of women in development.

Following a national workshop on *issues of women in development,organized with the support of the HRID Project, the NationalCommission for Women in Development submitted a proposal to HRIDfor organizational strengthening assistance. This proposal wasapproved, and activities will be supported which aim to increaseawareness of the role of women in development. These activitiesinclude: staff training support (participant training in the U.S.and third countries, as well as in-country Masters degreetraining in Sociology of WID; in-country workshops for nationalpolicy makers and front line officers working on Commissionactivities; support for Women's Business Associations; tworesearch studies and two consultancies (the latter focusing onstrategic planning for the Commission); and limited commodity
support.

6.10. Conclusions.

The HRID Project is having early success in progress towards thisobjective. The Evaluation Team regards the activities in thisarea as among the most successful to date. The reasons for this
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success include strong and creative responsiveness from theUniversity of Malawi, dedication and skill of the OPEXer, and
good timing.

The proposals which have been supported through the projectappear to demonstrate a higher level of comprehension of thelinkage between human resource development and institutionalstrengthening than in other proposals. This may account for someof the early success, and would bode well for the outcome of the
project.

6.11. Next Steps.

Based on the success to date and the needs in this area, therecommendation regarding "next steps" is self-evident: do more ofwhat is working. Specifically, next steps might include:

1. Seek ways to increase the funds available for women'sscholarships in non-traditional fields of study, in order toincrease the number of women studing in these areas. TheProject Field Coordinator has interesting ideas about waysto do this, and to shift scholarship funds to local
currency. These ideas merit follow-up.

2. Assure that women in long-term study programs in the UnitedStates are in contact with their home units in Chancellor
College in order to keep abreast of and have input intocurriculum development and research planning. If not alreadyplanned, their thesis research should be carried out inMalawi, under the supervision of Dr. Jean Davison, in orderto maximize follow-up to her development work and integrate
the returning staff into WIU activities.

3. Assure that project funding is available to help theNational Commission for Women in Development implement thestrategic plans it develops. The HRID Working Group, withthe support of the PCC, may need to take action quickly toassure such a set aside, given the limited amount of projectfunds. It is worth noting that other proposals were givensuch set asides, on the basis of relatively little evidence(e.g., MBA program, Bunda College, Ministry of Health,DPM&T) yet in this area no such action was taken, despitethe success of other project supported WID activities.

4. Step up efforts to coordinate project supported WIDactivities more proactively. Consideration should be givento appointing a WID representative to the PCC, perhaps as areplacement for current representatives whose constituencies
have little project support (private sector and
parastatals).
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7.1. Objective 4: Develop capacity of DPM&T to plan, manage and
utilize personnel efficiently and effectively

7.2. EOPS 4.1: Institutional and organizational support for
HRD planning and consultation (currently
provided by HRID/AED) is institutionalized in
the DPM&T.

The HRID Project aims to improve organizations by strengthening
internal capabilities to manage resources and, in particular, to
plan for and manage human resources. Organizations that are
targeted for strengthening in the HRID Project are The Department
of Personnel Management and Training, Ministries of Health, Local
Government, and Works.

The DPM&T plays a central role in human resources development in
Malawi. DPM&T is responsible for manpower planning, for the
assessment of needs for personnel, for assignment of personnel
and for their training and development. The Department
coordinates the use of donor assistance for training and manages
all data relevant to the utilization of human resources.

7.3. End Of Project Status

Since the inception of the project, the DPM&T has been a key
player in HRID. Both as a partner in decision-making and as a
beneficiary of services, DPM&T was expected to undergo
organization improvements. In the Project Paper, an objective of
the HRID was to "develop capacity of DPM&T and development
Ministries to plan, manage and utilize personnel efficiently and
effectively." It was explained that the project would provide
training and technical assistance'to DPM&T in order to create a
capacity in the GOM to perform all human resources development
responsibilities and to take the lead in implementation of
national training policy. Specifically, as a result of HRID,
DPM&T was expected to be able to: (Annex, p.25)

Assess organizations and their needs for training;

Produce organizational training plans;

Work with training officers throughout government and
statutory bodies to plan and implement training programs in
their organizations;

Monitor and evaluate training;

Assist officers in the development of career plans;

Lia'ise with other human resources development professionals
and local training institutions.
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The Project Paper advised a cautious approach to the development
of automated management information systems (MIS) for DPM&T and
recommended that the HRID Project limit its involvement in MIS to
a feasibility study. The aims, cited above, are reiterated in
the Project Grant Agreement. In addition, the agreement states
that the Office of the President and Cabinet (OPC) will have the
overall management and coordination role and the DPM&T will
exercise Government's day-to-day management and implementation
responsibilities.

When the HRID Project underwent refocusing in June, 1989, the
attention to DPM&T was retained. The revised objective was to
"develop capacity of DPM&T to plan, manage and utilize personnel
efficiently and effectively." The language of the design
document was retained, but the detail did not accompany the
statement. Furthermore, the burden of implementation
responsibility appeared to shift to the contractor and somewhat
away from the DPM&T and this change was acknowledged in the
minutes of the June 16, 1989, meeting of the Project Coordinating
Committee (PCC) directing the Field Office to function as the PCC
Secretariat, to assist organizations applying to the HRID for
assistance and to liaise with organizations interested in HRID
support. The role of the DPM&T was not addressed in the minutes.

Based on a review of documents, on interviews and on observations
of current practice, the following is a reformulation of the HRID
purpose with respect to DPM&T. At the end of the HRID Project:

Institutional and organizational support for HRD planning
and consultation (currently provided by HRID/AED) will be
institutionalized in DPM&T.

7.4. End of Project Indicators

The end of project status, stated above, is defined in this
evaluation as the attainment of three outcomes. These outcomes,
indicators of the successful achievement of the desired end of
project status, are:

The annual training plan process of the GOM is based on
organization performance improvement;

0 DPM&T staff serve in consultative roles vis a vis client
agencies and assist those agencies to produce HRD plans that
are related to organization performance and goals for
improvement;

An operational and effective management information system
is in place to track personnel and related training
information.

The first two indicators reflect the intent of the project design
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document and give emphasis to improvement of the training
planning process. The third indicator goes beyond theexpectations of the design document by moving to system design,
development, installation and operation of an MIS under the HRID
Project.

7.5. Measures of End of Project Indicators

At the end of the HRID Project, relevant measures will include:

A qualitative assessment of DPM&T's annual training plan andthe related process to determine that planning for training
is based on analyses of organization performance and that
roles within DPM&T facilitate this process;

An assessment of the MIS to determine that it is inoperation and is supporting the data requirements of the
training plan process.

7.6. Early Indicators of Progress and Related Evidence

The primary sources of information used to assess progress
towards achievement of these indicators are:

Interviews with the key players in DPM&T, the field office,
and USAID;

Interviews with participants who have received training
under the project;

Reports from technical advisors regarding the MIS.

An analysis of these data follows.

Indicator 1: The training plan process within DPM&T. As a resultof HRID, the process for developing training plans is expected torely on assessments of organizational need and performance
assessments.

Interviews with training personnel in DPM&T indicate a stronginterest in improving the training planning process along the
lines modelled by the HRID Project. The process is wellunderstood by all persons who have direct involvement in theDepartment's training operation and there is a desire to continuethe effort to improve planning for HRD. However, there appearsto be no clear pLan as to how the process might be improvedthrough deliberate activities and measurable objectives. DPM&T's
interest is supported by the field office and with sufficient
time to devote to this outcome, the DPM&T would become apriority. Interviews with USAID personnel, in general, did notelicit a priority interest in the achievement of this objective,
although the intent of the objective may be somewhat less well
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understood than it is by those directly involved with the HRD
planning process in Government and the field office.

Indicator 2: Roles of DPM&T staff. As a result of the HRIDProject, DPM&T staff are expected to assist agencies of the GOMto assess their organizational needs and produce training plans
based on those needs.

Indicator 3: Management Information System. As a result of theHRID Project, the DPM&T is expected to have an operative andeffective MIS to track training and other personnel data.

Both training and technical assistance have been provided to theDPM&T to design, install and operate an MIS system, however, theinstallation has not been completed to date because of a delay inthe procurement of essential hardware. Reports indicate that the
equipment was to have been installed while the MIS development
team underwent training in the U.S. Technical assistance was
provided by Access Technologies Group of Greensboro, North
Carolina where the training took place.

The training consisted of two main components, XENIX Operating
System and INFORMIX Relational Database System, to familiarize
the trainees with the systems and teach them various database
installation techniques and program development. Subsystems weredeveloped for the three divisions within DPM&T represented by thetrainees, personnel, management and training. The sub-systems
were designed to include modules for initial data capturing, andreviewing personnel, management and training records. The
personnel and management sub-systems were designed and testedduring training, however, the training sub-system was completed
one day prior to the team's departure from North Carolina. Thedelay may have been caused by the lack of sufficient time in thedesign of the course, and in subsequent clarification about
course outcomes.

Once operational, the training sub-system will enable end-users
to retrieve data pertaining to both external and internal
training, donors providing training, type of training, training
facility, training needed, returned trainees and an array of
personal information.

Although trainees stated that the training fell short of theirexpectations, they concluded that it was indeed worthwhile and
useful. They attributed the problems encountered to the lack ofsupport and coordination from the training coordinator. Some ofthe problems cited were the postponements by outside training
consultants, under-estimation of course duration and course
cancellation.

7.7. Conclusions
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As both a partner in the management of HRID and as a beneficiary
of project assistance in the form of training, technical
assistance and commodities, DPM&T was expected to strengthen its
capacity to play a leadership role in human resources development
in Malawi. The original intent of the project has been retained,
although the ambitious expectations laid out at the start of the
project have been revised and made more modest and the importance
of the MIS has gained prominence in the intended outcomes.

Further, it should be noted that the DPM&T is a target of
assistance from other donors, most importantly the World Bank,
and significant resources are being devoted to tasks that may be
compatible with and duplicative of the original plan for DPM&T
under HRID. Any strategy undertaken from this time should be
responsive to the larger plan for DPM&T and should be planned to
take advantage of those resources.

Indicator 1: The training plan process within DPM&T. It is
unlikely that the training plan process in DPM&T will be greatly'
affected by HRID unless the DPM&T and the Field Office determine
that this is a priority and is achieveable within the resources
available to them. Neither office has assigned this
responsibility to any staff member or group that has the capacity
to implement the task.

Indicator 2: The roles of DPM&T staff. There is no evidence that
the roles of DPM&T staff have been affected by the HRID Project.
Training provided to the staff has not been followed up within
DPM&T. Staff shortages make reassignment or changing of staff
priorities unlikely.

Indicator 3: Management Information System. The MIS is underway.
The system has been designed and five persons have been trained
to operate the system. Procurement has been slow, and trained
personnel are sharing a single terminal as the system gets
underway and they await final procurement of hardware.

Finally, the more limited role being played by DPM&T than was
originally envisaged for the project mitigates against the
institutional strengthening objectives of the project. Some of
the roles assumed by the Field Office, such as provision of
consultation to Government agencies without DPM&T involvement,
misses the opportunity to transfer skills to DPM&T staff.
Similarly, the failure to assign a DPM&T staff member to the
evaluation was a missed training opportunity.

7.8. Next Steps

It is most urgent that USAID, the Field Office and key staff
within DPM&T meet to review the organization development plan
currently being undertaken within DPM&T with the assistance of
other donors, and that these parties determine the role that lRID
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might play in contributing to the implementation of the plan. If
and when HRID identifies its role in the strengthening of the
DPM&T, resources and responsibilities must be aligned with the
intended outcomes. In addition, the project
management/implementation role played by DPM&T should be aligned
with the intended outcomes of the project.

The result of the next step should be an action plan that is
detailed and specific. If Indicator 1, the training plan process
is retained as an outcome, then the plan should be specific as to
how this process can be influenced through HRID.

As HRID nears the completion of PCC project funding, it is
realistic to assume that more effort can be placed on
strengthening critical agencies. First, however, those agencies
and the DPM&T in particular, need to demonstrate both the
interest and the intent to meet the objectives they set for
themselves within the constraints that are evident and
understood.

8.1. Objective 4: Develop capacity of DPM&T to plan, manage and
utilize personnel efficiently and effectively

8.2. EOPS 4.2: Within project guidelines, decisions
regarding USAID funding of local
projects made by Malawians through a
collaborative and participative process.

The HRID Project is jointly managed by USAID and the GOM and the
decision system is based on collaboration and participation by
the key institutions and organizations involved in human
resources development in Malawi.

8.3. End of Project Status: Historical Perspective

According to the Project Paper and the Project Agreement the HRID
Project was intended to be managed jointly by USAID and the GOM
through a Project Coordinating Committee (PCC) and three
subcommittees. A U.S. contractor was designated to handle the
USAID inputs and to take rsponsibility for implementation and
coordination of the project. The PCC was composed of the Office
of President and Cabinet as chair, the Ministry of Finance,
private sector representatives from industry and agriculture and
USAID/Malawi. The subcommittee for the public sector and
parastatals was composed of DPM&T as chair; the Ministries of
Agriculture; Finance; Health; Trade, Industry and Tourism;
Transport and Communications; and Works and Supplies and
Statutory Bodies. The subcommittee for post-secondary training
and educational institutions was composed of the Ministry of
Education and Culture as chair, the University of Malawi,
Chancellor College, the Polytechnic, Bunda College of
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Agriculture, Kamuzu College of Nursing, the College of
Accountancy, the Lilongwe School of Health Sciences, and theNatural Resources College. The subcommittee for small and medium
scale enterprises was composed of the Ministry of Trade, Industry
and Tourism as chair, DEMATT, MUSCCO, INDEFUND, SEDOM, MEDI and
the Ministry of Labour.

The activities of the project were to be developed under the
direction of the PCC and the three subcommittees. Activities
could be initiated by committees or proposed to committees by
eligible organizations and institutions. It was anticipated that
early project activities, encouraged at the direction of the
committees and in line with USAID's country program, would be
activities defined as Category A. After initiation of these
activities, the committees would develop additional projects
designated in the design documents as Category B. The
committees, in other words, would perform a planning and
development function so that activities could be based on
national priorities, could be responsive to emerging needs and
could contain a realistic assessment of available resources and
institutional capacity for implementation. It was expected that
the design of projects would be undertaken with direct assistance
from the U.S. contractor and that all activities would pass
through the committee structure for critical review. Each
activity would be thoroughly described in a proposal having
standard contents and scorable by the committees on a 200 point
scale.

The first meeting of the Project Coordinating Committee (PCC) was
held in November, 1988. In attendance were DPM&T as chair, sevenMinistry representatives, representatives from Statutory Bodies,
the University of Malawi, the ChaMbers of Commerce and
Industries, USAID, and the field office. The subcommittees had
met and forwarded project proposals to the PCC for their
consideration. Other activities underway or completed by this
date were a leadership workshop, two proposal development
workshops, the University of Malawi Tracer Study, the women's
scholarship program and some short-term technical assistance.

Sixteen proposals were considered by the first PCC. Proposals
that were approved were:

Electricity Supply Commmission of Malawi (ESCOM), switchgear

instructor and equipment;

Study of parastatal training needs;

Centre for Social Research, Chancellor College, training in
economic research on women;

Economics Faculty, Chancellor College, masters degree
program in economics with a speciality in transport
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economics;

Sociology Faculty, Chancellor College, courses on the
sociology of women in development;

Education Faculty, Chancellor College, masters of education
in education management as a three year sandwich course for
practicing professionals;

Education Faculty, Chancellor College, University
Certificate of Education program offered as a sandwich
course for practicing educators;

University of Malawi, scholarships for women in non-
traditional fields;
University of Malawi, conversion program in accounting and
marketing;

DEMATT;

DPM&T, management information system;

DPM&T, staff development.

Proposals not approved or deferred were from SEDOM, the Natural
Resources College, the Faculty of Home Economics at Chancellor
College, and a diploma/degree program in library science.

Issues raised at this meeting included discussion of the
committee's approval authority, extremely high demand for HRIDfunds, definition of the private sector, availability of local
currency funds, assistance to subcommittees, the viability of the
subcommittee system, the quality of subcommittee proposal review
and the utility of the proposal review criteria.

The second meeting of the PCC was held in March 1989 and was
attended by DPM&T as chair, six Ministry representatives,
representatives from Statutory Bodies, the Chamber of Commerce
and Industries, USAID and the field office. The PCC considered
eighteen proposals and approved ten:

Kamuzu College of Nursing for training;

Faculty of engineering, Polytechnic, computer-aide design
and manufacturing;

Polytechnic, establishment of an MBA program;

Malawi Broadcasting Corporation for training;

Malawi Bureau of Standards for training;
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Malawi Export Promotion Council for training;

MUSCCO for short-term training;

MUSCCO for establishment of a Certificate in Management
Program at the College of Accountancy;

DEMATT for training of trainers;

Private Hospital Association of Malawi for training for
staff of one of its member-hospitals (Mlambe).

Proposals from WICO, MIDCOR, Air Malawi, MDC, Tobacco Control
Commission (all commercial statutory bodies), Reserve Bank,
SEDOM, and the Ministry of Works and Supplies were declined or
deferred.

Other issues discussed included the question of covering costsfor the UCE program incurred before proposal approval, local
currency costs, appropriate project size, and the importance ofadherence to the decision process as it was intended to operate.

The third meeting of the PCC was a watershed point in the
evolution of the HRID Project. Activities funded had consumedsubstantial resources, had deviated from the foci established indesign documents, and had been decided without careful adherence
to criteria and quality standards. In short, the demand for
funding and the applications for funds had raced ahead of thestructuring and organization of the project to deal effectivelywith its numerous constituencies. Expectations far exceeded the
ability of the project to responct and the project was in dangerof losing its public credibility. The project was unfocussed and
it lacked sufficient quality controls.

For these reasons the third PCC meeting undertook to refocus theHRID Project and agreed on five objectives to guide the project.
The revised objectives were:

Strengthen the existing post-secondary institutions (focus
on the University of Malawi and support advanced degree
training overseas for this audience only);

Increase public sector planning, financial management,
management and management systems capacities in the critical
development Ministries (curtail professional and technical
training, emphasize inservice management training, add a
focus on management systems);

Increase the number of women in professional, technical and
managerial fields (support pre-service training);
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Develop the capacity of DPM&T to plan, manage, and utilize
personnel efficiently and effectively (MIS, Common Service,
staff development, BA program in Public Administration at
Chancellor College);

Provide interim institutional support for SME (bridge
funding to READI II).

The PCC meeting continues with a discussion of HRID principles
and assumptions giving special attention to organization-centered
activities that lead to organization improvements, human
resources development (as opposed to commodity procurement),
sustainability, multiplier effects of projects, complementarity
with other donor activities, and cost sharing.

Structural decisions were made at this time as well. the
subcommitteees were put into limbo and the PCC was directed to
take a more proactive role in the project. The Field Office
assumed more responsiblility for project implementation and took
on tasks originally intended for DPM&T. The incremental funding
nature of the project was explained to PCC members and they were
informed that nearly half the project funds had been committcd.

While several old items of business were also handled at this
meeting, the significance of the scope of the project redesign
was a critical step in the evolution of HRID.

In the fourth meeting of the PCC in November 1989, four proposals
were reviewed and approved in whole or in part. They were:
0 Bunda College of Agriculture, training and technical

assistance;

0 DEMATT, training and technical assistance;

0 National Commission for Women in Development, training,
workshops and materials development; and

a Associated Chambers of Commerce and Industry of Malawi,
commodities and staff development.

Again old items of business arose--the committee discussed the
need to program health account funds.

The most recent meeting of the PCC was held in March 1990 and the
evaluation team was in attendance. Proceedings consisted of
customary business. The Evaluation Team noted the consistency
with which members understood and applied their knowledge of
project criteria and participated quite effectively in the
proceedings. By this point in the project's life the substantial
funding decsions have been made and the project will move more
towards organizational strengthening and monitoring and
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assistance to current projects.

At the time of this writing, the HRID Project focus has been
refined and the following end of project indicator for the
decision system, as it is understood by the Evaluation Team, is
proposed. At the end of the HRID Project:

Within project guidelines, decisions regarding USAID funding
of local projects made by Malawians through a collaborative
and participative process.

8.4. End of Project Indicators

The end of project status, stated above, is defined in this
evaluation as the attainment of a single outcome. The sole
indicator for the successful achievement of the desired end of
project status is:

HRID has institutionalized a funding decision system that
relies on majority Malawian participation. The system isbased on clear critieria and the decision process is public
and open to scrutiny.

8.5 Measures of the End of Project Indicator

At the end of the HRID Project, relevant measures will include:

Assessments by the participants in the decision process to
rate that process on the bases of 1) extent of
collaboration, 2) extent of participation, 3) openness of
the process, 4) fairness of the process.

Assessments by participants and others to determine the
extent of their understanding of project criteria and the
extent to which those criteria continue to be applied in
decisions such as those that were made under HRID (eg
decisions regarding training).

8.6. Early Indicators of Progr'ess and Related Evidence

The primary sources of data used to assess progress towards
achievement of this indicator include:

Review of project documents and minutes of PCC meetings;

Observation of a PCC meeting;

Interviews with applicants for funding under 1RID and with
attendees at proposal writing workshops;

Interviews with members of the PCC.
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An analysis of these data follows.

Sources differ somewhat in their perceptions of the functioning
of the PCC and the HRID decision process in general. Early
indicators, however, point to the strong possibility that the
institutionalization of an effective decision system will not be
achieved by the end of the project. The evidence is this:

First, the project has achieved some measure of collaboration,
but, as the Field Office has taken on increased responsibility onbehalf on USAID, DPM&T believes that it is a lesser partner inthe process. There is the perception on the part of DPM&T that
they are not valued as an equal partner that has valid
information to bring to the table. Activities opposed by theDPM&T were approved without regard for their opinion. Outside ofDPM&T, DPM&T is seen as not having the capacity to participate inHRID to the level that they were intended to participate.

Second, the HRID Project was designed to encourage a broad base
of participation through committee memberships. Several
interviewees used the word "rubbcr stamp" when describing thecommittee's decision making process. In the early stdges of the
project, the process was well regarded, but participants
increasingly believe that major decisions are made outside of theprocess by USAID and brought to the committtee. The PCC is not
expected to disagree, although polite discussion will occur.
These same critics would question the openness of the process,
and would contend that most of the project's business is
conducted outside the public forum.

Third, the HRID decision process has generally been considered
fair in terms of final outcomes, but perhaps less fair in theprocess of submitting and screening proposals. The rules of thegame were changed according to some, and a project that was veryopen to applications at the start severely limited participation
by statutory bodies and the private sector later in the
implementation stages.

Finally, the HRID Project depends substantially on the
articulation, application of and strict adherence to project
approval criteria. The criteria are extensive and complex andthey are not well understood either by the applicants or the
decision makers. Insufficient attention was given to
disseminating and "teaching" the criteria and applicants rushed
to HRID with little understanding of the expectations. Later
project applicants have done somewhat better in reflecting theproject criteria in their bids, but still fall short of adecltuateanalyses. It is fair to say that everyone has learned a greatdeal about institutional development and is able to view training
and technical assistance in a broader and more developmental
context. This learning, however, has come too late to make asolid contribution to the I{RID participants, perhaps the payoff
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in this regard will come later.

8.7. Conclusions

The intention of the project to foster collaboration,
participation, openness and fairness is laudable and has beenachieved to a lesser extent than key players would have hoped.Solid decisions have resulted from the process, but the sameoutcomes could have been achieved with a far less cumbersomeaparatus. The decision process has lead to awards and projectimplementation, but it has not been successful in fostering
instuitutional development as it was intended to do.

Explanations for the disappointing progress of the HRID decisionsystem have been offered by interviewees and can be substantiatedto some degree by documentation. Several explanations follow:First, a project of this type requires careful structuring fromthe start and substantial and widespread agreement on rules,criteria, procedures, "givens," and amount and availability ofresources. The HRID Project failed early on to ensure thatparticipants knew how to use the process and that deciders reallyunderstood decision criteria. Therefore, the project had to stopand restart in midstream at the cost of credibility, especially
outside the University.

Second, the decision apparatus was far too cumbersome for theresources about which to decide. Once it was apparent thatsignificant funds were to go to overseas training and
commodities, then the process simply could not respond
effectively to high demand.

Third, very high expectations genlerated in the project forceddecisions too early and confused the project's focus and intent.

Fourth, rather than receiving a charge to establish needs and setpriorities, subcommittees began operating by reviewing proposals.
They were not ready to do so effectively.

Fifth, hasty implementation made genuine dialogue amcng the keyplayers impossible. The priority-setting and planning (front-end) of the project was effectively set aside by the tide ofevents and this most important potential outcome of IIRID became alost opportunity for the most part.

Sixth, in the decision structure, Government agencies sat on topof the statutory bodies and private sector. According to some,
this fact damaged the process.

Seventh, project funds were not allocated, assigned or lim-nited inany way from the beginning to make it difficult for applicant:;and deciders alike to know how much to invest in hat. S;omemeans of controlling spending was needed from the start and could
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have been established by USAID or a representative decision

group.

8.8. Next Steps

The majority of HRID funds have been allocated and the role of
the PCC will turn to project maintenance and monitoring. This
body can be effective if its charge is clear and the remaining
tasks for the grot1p are carefully and publically spelled out. It
is unlikely that the subcommittees will be needed, but in the
event that significant new projects and new funds were to be
allocated, the evaluation team would urge participation by a
broader constituency in the form of proposal review panels or
external readers.

The remaining HRID funds should be reserved to support some of
the twenty five projects already underway, rather than initiating
new activities. The role of the PCC will be to award remaining
funds based on review of activities in process.

The effectivenes of the PCC is currently limited by the less than
full participation by the DPM&T. It is urgent that USAID and
DPM&T have an open and thorough discussion of their desires and
expectations for the project from this point forward.
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APPENDIX 9 Criteria for HRID Activity Funding

The following is a list of the criteria for proposal guidelines
stated in the Project Agreement.

Proposal Guidelines

(i) The Need and Objective: (40 points)

This is to be stated in terms of the priority and how it will
increase the effectiveness and efficiency of the organization or
institution and how this fulfills at least one of the project's
six objectives.

(ii) Target Audience(s): (30 points)

The project emphasizes training or technical assistance that is
provided tocurrent Malawian employees. Activities should benefit
women as well as men. In general, managerial, technical and
professional personnel will be given priority. The proposal
should describe who will receive training or technical assistance
and how they will benefit from it and contribute to strengthening
the organization or institution.

(iii) Subjects of Training: (20 points)

In what subjects will employees be trained? The project supports
a variety of requests for professional/technical education or for
managerial/administrative training. Broadly speaking, the
project provides training or technical assistance that
contributes to agricultural productivity or diversification,
technology transfer, employment generation, income generation,
small and medium scale enterprise development, primary health
care, child spacing, disease prevention, transportation, and
managerial and financial effectiveness. The proposal should
describe the content of the training or technical assistance and
the knowledge, skills, or attitudes to be aacquired by the target
audiences.

(iv) Venue: (10 points)

Where appropriate and possible, the project favors in-country
training that utilizes Malawian institutions and facilities. The
proposal should describe the venue and rationale for selection of
venue and give a justification for any external training.

(v) Training or Technical Assistance Personnel: (10
points)

Wherever available, the project would like to employ Malawians to
provide some portion of the training or technical assistance.
The proprsal should identify local personnel, if known, that
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might participate in the activity. For external training or
technical assistance, provide the terms of reference for
placement of participants or the recruitment of technical
assistance. Since the technical assistance will mostly fill line
positions (OPEX) within the organization, a description of the
position to be filled including local salary to be paid and
benefits should be included.

(vi) Length of Training: (10 points)

Because the project gives priority to in-service training, it is
believaed that short practical courses and upgrading
opportunities (advanced degrees in areas of specialization where
shortages exist) will be emphasized. State the desired length of
training.

(vii) Training Curriculum and Instructional Methods: (10
points)

The project has identified a need in Malawi for training
approaches that are innovative, practical and experiential, and
specific to the Malawi context. There is a need to relate
training to the world of work. The proposal should describe how
this training or technical assistance will contribute to improved
curriculum or teaching approaches.

(viii) Pre--raining/Pre-Technical Assistance: (10 points)

Before your organization or institution receives training or
technial assistance, the project encourages thorough preparation.
The project seeks evidence that there has been appropriate and
wide involvement in planning by the organization and individuals
expected to be included in the activity. Also, the organization
is expected to orient trainees so that they will be ready to
benefit from the experience. The proposal should describe your
planning process, how employees have been prepared or will
participate, and how technical assistance will be integrated into
the work of the organization.

(ix) Training Support: (10 points)

While employees are away in training program, (especially long-
term training), the institution should monitor their progress,
communicate and keep employees informed of what is going on "back
home," and be supportive of the training experLence. The
proposal should indicate who in your organization will have this
responsibility for providing support for trainees and what kinds
of support will be provided.

(x) Post-Training/Post-Technical Assistance: (10 points)
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After training or technical assistance has occurred, the
orgainzation or institution should be able to use the newly
developed resources and skills. The new skills of trainees
shuold be demonstrated and encouraged on the job; the placement
of the employee should be in accordance with the training
received; re-entry training should occur; and others in the
organization should benefit, if possible, from the training; or a
multiplier effect should be evident. The proposal should
describe how the organization will ensure placement, re-entry,
on-the-job support, and a "multiplier effect" from training and
technical assistance.

(xi) Linkages: (10 points)

The project encourages linkages and dialogue between and among
training institutions and employers in all sectors of the
economy. The proposal should describe the linkages that will be
established. Also sharing training resources is encouraged.
Thus, special attention willbe given to those proposal benefiting
two or more organizations.

(xii) Cost Containment: (30 points)

Consiering the severe budetary constraints facing both public and
private organizations, the proposal's formulation should be
guided by certain cost containment criteria. These include, but
are not limited to:

a. Selection of most cost-effective option;

b. Minimization of recurrent cost;

c. Examination of ways to restructure or eliminate redundant or
low priority programs; and

d. Maximum utilization of existing resources.

The proposal should describe what steps have been taken in the
activity's design to minimize costs.

(xiii) Sustainability

Is the activity likely to continue and be institutionalized? Is
there sufficient commitment and is there a plan to provide needed
funds and resources? (At the request of the Mission this
criterion was added.)
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APPENDIX 10 Operational Experts (OPEXers)

Development of Malawian Traders Trust (DEMATT):

The DEMATT technical advisor was contracted to advise the Field
Services Manager as a counterpart. Other activities of this
advisor includes the following:

Review agro-industry projects in progress in the field to
access funding requirements;

Provide advice to three technical consultants with regard to
planning and developing self-supporting technical programs
which includes a project to train 240 rural capenters
furniture manufacturing with pine wood; and supervising
rural carpenters in supplying 22,000 desks for primary
schools for the Ministry of Education;

Conduct an advisory study with a medium scale furniture
manufacturer as a training operation for three DEMATT
regional office staff;

Assist with training and impact evaluations for business
consultants during two one-week seminars; and

Assist with the development of DEMATT's five-year plans and
budgets.

Additional activities will be undertaken by this advisor during
the next stage of the project. These activities will include
shifting the current focus of Field Services Manager counterpart
to Technical Services Coordinator's counterpart.

Through the HRID technical assistance DEMATT aims to strengthen
its institutional infrastructure and achieve the following
objectives to:

provide staff with the necessary training to ensure the
effective implementation of the planned strategy;

provide staff with opportunities for on-the-job-training in
areas related to the identification of medium-scale
businesses, promotion of these businesses and implementation
of medium-scale projects; and

develop within the organization the capacity to identify and
satisfy the human resources needs related to promoting
medium-scale businesses throughout the country.

Women in Development (WID):
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To provide strong flexible and efficient training institutional
capacity, Chancellor College has received a technical advisor in
the Sociology Department to develop course curricula for a
masters degree program in sociology and women in development.
This advisor serves as the coordinator while the counterpart is
currently undergoing long-term training in the U.S. The advisor
is assisting the Sociology Department by providing advice on ways
to strengthen the existing undergraduate curriculum; and
launching a training program on women's issues. These training
programs are well underway. A highly attended workshop on women
in development was held recently.

Electricity Supply Commission of Malawi (ESCOM):

ESCOM received a technical assistant to provide long-term expert
switchgear instruction and training equipment to develop a
curriculum and system for training technicians in switchgear
operations and to train two counterpart instructors to continue
this training. The courses developed are approximately six
months in duration.

Ministry of Works:

The OPEXer for The Ministry of Works had just arrived prior to
the start of the evaluation and it was too early to assess this
activity, although the early indications were that all was
proceeding as planned, there is the likelihood that more time may
be needed for the advisor to complete the tasks.
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