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MEMORANDUM
 

To: 	 Adrian de Graffenreid
 
Evaluation Coordinator
 

From: 	 Patsy P. Layne, HRDO
 

Subject: 	 GOL Contribution Information for Project 632-0080 Evaluation
 

Date: 	 November 20, 1986
 

The following information is for your use in finalizing the Project
 
Evaluation dated October, 1983 for Project 632-0080 (IEMS).
 

In accordance with the Grant Agreement, the GOL is committed to
 
contribute $1,851,000 over the LOP, as follows: Housing and hard
 
furnishings for Technical Advisors;
 
Equipment and furniture for IEMS;
 
TA support, increased travel costs and other facilities and services
 
normally provided by the GOL to carry out regular tasks of TAs;
 
Training support: benefits and dependent allowances'for TEMS employees
 
while they are in long-term training;
 
Land for construction of facility;
 
Maintenance and utilities; and seven new IEMS staff positions to be
 
funded jointly by AlD and GOL.
 

No records are available from the GOL to compute exact amounts of
 
contribution. The estimated contribution from the beginning of the
 
project through the date of the .evaluation October 1983, follows:
 
1. Housing: 95 months 0 M900 	 M 85,500
 
2. IEMS furniture, supplies, books 	 110,000
 
3. TA support: 95 months @ M200 	 19,000
 
4. Training support: 107 mo. @ 14500 	 53,500
 
5. Land value, estimated: 96,000 M2 @ M2/M2 192,000
 
6. Maintenance, utilities, other operating costs 108,000
 

@ M3000/month
 
7. IEMS staff: 60 mo @ M1200 72,000
 

M640,000
 



PART TWO: PES 632-84-7
 

lu2r'VlI;UII. OF L.XTU 14 --Jt UrLTLlJ, wal i' L ul,4U;JUsiTy Op LSC/fl j 

13.0 juli-2dLty 

- This project is aosiyjned to increase the capacity of theL
 
lrntitute of hytra 
Ltiral LttuiLs (11u.b) of the L atiotial Unliversity of
Le Wt) Co (N-UL) to eXtenld UovdojaIcm-ital adult educiation to rural and urbanU
1,julnciolls. Tiotal estilatL csts To Leu blicateci over four years wsere 

;7,.~ LO, with: te j-.Jnc~y for international 1;evelo'I'rit. (Alb.)
con:triLutin~j up to z,2U th0 LCverIn~.ent Lesctl~o (WL) theO~,and of 
rei..aincer. hlL,'.- colntrikiticrI covers tecliiiical assistance (estimated at
hl~ iesor:nUis), local i.rojucL sul4 ort, traii.:j (upl to '476 person
rxon~h;), tclz.~hary iuznuinc', for sewnz staff lcsiticis, 1-ro)Ect

CC,1 .(f/itiU, thiree -Vehicle-, alld one classrc~n/of fice Lbilcting. 'Me WL


iCnnIiriiutil;( Izare L'Juijl~a nt and i.aintenazce for the Luildii(,, 1Lousiny
101 the .1trzLctu !(,visorl, fulsuing for buven iiw staff positions Luid
SUJ I orXt I C)1 r., irnnl Conf~urun3Cus. -hjiroject '%,as to hlave Lemn 
cL1i,-.-f;Leu Ly) uwiv, I'tLU, Lut is sonu%,at Lehir,6 ischedule, due itainly to 
CCIII -t ill CLA, ,truICt1:U the! iarLw an.us, in oryllli ziiiq a revised 
J 11t-0i.e StvuLi~c. ,..rc(,rwii, ann( 3.n CStabliShiln~ the JJlanneCd rCCJionlal
Ceniten'. ,Cxj 1 ries sLinae on the 1.aseru czmn.pus,, fair proxjress

arLt.1~uStuiet, jxrc littlecu hu rzu, and if an:/ j:rcrLSS (Al the
1c ,iiail cc~itcin. utheur ulu~ints of the 1;rc~rznit are proceedling

bLt~fcc ilI), dl( L-ranis izi(, the adniinistraticin of llU-b, roialincj
lot.~-.:ne ji~a~sciw~aim. in}:lnni a~d-oliy-oie tedIusearch,

ruv\Iilnc, the Lusinless curricula, traili9 La.-otho staff ir~mhers to 
r(2JiahCL Couterp~Art L-NJertu, Lrca:dwiiinyj the co:vure of III.S 1.rogjrat.- to
iilcluceu r.ort-, CituL~cit (although, aIS poinitd Cut alxive, niot nore
(ccArIajiCiAl aYLEIL), au~d I- rticipz-tiix, inl regjional discussions of 
11011-furlal and adult eciucaticti prcjraims. 

'M evaluation tean finis the 1.-roiect o-n traci;, although
1:ehiI4d the lrojcect I-roposal. (PI-) i.~ilesi..ntation schedule. 



h 'ACD extension of up to one year is recourinveded to renit all nVjor 
project activities to e caipleted. Io additional funding will be
£iccessary. 

14.0 LVij%.LUivI',L -..ITi,UWJLY 
'ii ',asi it Su-j-roject evaluation, designmd to aid the project

ill iden1tifyily, revisin 9 and achieving its coztls in the renaining time. 
Uriginjally it had Leei intendeci that the evaluation would require 4-6 
weelks, but in the eCno c ily t\.o ee}s \.erC available. To counlterbalance 
t]he bhort time available, te tean, cnsistei of three 1;crscni \who were 
fud.liar 1xth \with Lesctho u d %,iththe lU prcgrui. 'ihe team visited 
the L;ascru iad, , cu, u{uses Of the University. '11ere were discubuions 
%,it],,UL and 11ThL aw,inistr~tors, project clnsultants, Ubdlb officials 
anu t.o UL the thiree coordiators of reyiozil centers. 'Ihere %zis close 
consultaitiul, throughout the evaluation exercise Letween the te ui, ULnlb
 
staff, ib, jCid staff, the there a
';ta.f IiUL :o that ill end .as broac
 
x.casure of zsreu;.ent on the conclusiois reache-d by the teua.
 

15.6 5 ±imrsj jh1- S . Tree iaor external factors have affected the 
pro3jct. lirut, Lesuiio is incruasingly w-er uconiodc pressure, due to 
drCughC, ui.[J-lou' 1,ct, .C.i.ulaticn Lrcwtii zand te ecuonouic: state of southI 
),fricak, ad as a result l'L , aloux, with all other covrnr.-ental 
illstituticns, has LeuII forced to live withi severe Ludrcuary constraints. 
!eccrnu, several other institutins have entered th e field of assistance 
to nro-fonwl uvucaticn, .jarticularly the Lesotho Distaice 1'eac]diing
Ccnter, %withthu colisequencu that I .. has Leon forceu to tailor and 
cwordiniate its planns to accord .ith, those of sister inistituions within 
the country. 'Allirm, exI.uctLc funding by Ow( n donors for the regional 

,center h,:s not Leen fcrtLcirii;, L-cuiriitj ll- anid its tk IlD advisors 
to lwxuif), ]lans for tU.e-se resicnal centers. 

16.C li1iIj',j'. I.ith thu, exceipticn of Lesotho tovernnent contributins to 
thIe conutrLctiori of tliu Lascru ccaw.us (a ]roblin, ev.ntually solved 
through currectiu of an adilnistrative error), all inputs have beel 
roviueu oun tii,. (, the othr 1LLnd, t]e budget lneeds revision and, 

correction un the basis oZ the initial two sears of exj:erience. The 5 
tecJhical assistace auvisors have buen on site, as j.,laiced, and have 
contributeu in their fielcis of expertise what %,asexi.ected of thmi. 
lang-tur. training, to tie i level ill the United htates has Leen 
satislactor., but £i.or-eegrec tlainin, .hether in the LUsi, in a third 
couuntr3 of ill Lesothjo itself, has not procced accoraing to sc1ieoule. 
' he Le.sothuo cverjuiot has kepqt its jart of the barcain, by establishing
five posts. it is exi.ectte that two ,Lreposts will Le added to the 
establi.s-auIrt list. i;us far, few Lxiicity inputs havve been supplied,
;;riiarily because of the delay in constucting tUie Lasuru celter. 11iree 

h iurc.ascovelicleu L.:vu en for lUS. Construction of the L.aseru site 
setx! to be jroceuei,.5, w.ell, alLeit late, and bhould b,-a great benefit 
to the LiversiTy, to lU.L anou to those who are trained by 111b ill 
Liseru. Tnhe lac]k of prcx.)rcss on the regional centers is a serious 

iaidlcai, ano it is recuuh~nued that LkiJb provide construction fLvjds for 
thuse centers. 



17.G ii-La's. alie cuq~letre j-rojuct evaluiAtionl (ZAttichdl.) 6iscusLe 15 
sularatu cuLj.utb, lii detil, wa ihesreo~.cnato for il".rovoil Or 
IliLi iu iil"Jexmuntatioii jxocuc~urtes Loordiniatioiji with otheir n oihfoDIol 
euucatioli prujraii is Iirjviit, Edii well, althiouch ilore fornalLd 
1,olie~s ar~e riet (u. Levelj.iait plans Laic Ludciet are be(-inrj iiidated and 
Zj~rcV(:U by U.1llb WAnnually, !,o that it bhould be 1ossible in the future 
to btrczxnline e .j.iitIALU 1;rcucurus aind btill awet Ui.dJJW'S cLflierscgie 
ooCUi.4entatiCMl reji-h~t. Jxdiiitrzitive tools, inl~udIriy a LllJCllaysrt 
ii ifunriltion sys5tu;, recarch .or prc~xrixi ,dlan.nintj and evaluaticon, ia 
iacjdiiJ..;rativte pr7cedL(ures 1waits and urban extensionpiidc Lor rural 
jru;rzd,,s Eaxu plans cur re~,cial c-,xAjeratic.n Lire j.ri:wedncj well. Plans 
for t1~u reviscu 1.zirt-ti.:e stAleS jprcy.at', %.-ore set Nack Ly the LUL, 
decisiul to sU;aadtheC eaAtir xcprr muI.enAiny fuN). review. I Uvised
curriculit for the business ecucittion Irc~rs n teiaaiaaj saal 
bUsiicsui;Lxe are Leinc lnd, Wit 11ave )lit Yet LUC-11 J9e~~itd Very
little hzas lxcei conie iso far to cyunsoliuate Lroaacast efforts, and it is 

1r1Ousthat a conisultanit I1 XCX!rosIt to .5;urVey the~ entire ia, ua jprcxjram;,
in ocxj.e-rctica %ithj di Inustri~ctioaial Letia Lesour:CQ Lenter. The idals 
to triii 1LJ.- staff atL the jiAluvU have ioved ahilicd kiell, but little 
jjrox~rcs hais beuen i.;.ue idth bhert-tern. traiidniy. l-ive'lost.s have huen
iatduue to the eLst.ELlisha..ent list as plainea. linally, coastructicni onl the 
Lziscru caijus, whireas dvla~ed, is exI.EctedI to Le oulij4cted in the near 
future. 

IL.L i I UtO(iL. Thle evaluation report listed elevezi Overall lparl.oses of 
lue jArUDQCL, %tiuca inuvitzibly overlap. withi the Ejt iruoao. 
Inl sevoral cases, it is keilccia-idud thait Ole purlose Le aiodiiieu to tZAke. 
inlto ZaCOU1at rCeAlitieS Of the present situation, it %wascx~asiuered 
uliLLalistic, in view of Ulie atuence ot staff away iln traiiint, con IA1 
prmsmruiu anu the jIrcLlesai with construction of the 1i.aeru C'li1i rucjioaua
ceiaters, icr 11ILS to C):jidnc' t,,LCCU !,tL1uentsbyeinrolled6 1,'EL,-L5. 
lLtthur it is hljud sin1 ly that tII(earolaai' Vwou !AIC~i a sUbStw'ntial 
increaSU over the lt.LG-Ll luvel. !Ailrly-, it *is not to 1he e;Xp-cted 
tllzat ILlb~cuu( exj and to ziuw iuoraphical areas, its erivisacj(ed ill the 
criy,-iial cCUren-It, be-CUaiSU of the lck cf facilitie.s anci staff. Iiia.roved 
cccruiiaticin amic,)L sectionis is Leiicj £Iciieved, throu(2ii L(tter
ZaUll1-'trtiVU pr:CeUureS, ziia pazrticularly thirouth the use of the 
Research and ivaluzAticn s-ection, Udhih is servintu a5 a coentral hocly for 
p~lannriin( and exi.an-sici. Lelaticais with other ilistitutions il, southern 
Aifrica Lave aovec! slowlJy. li particular, 1116 hLas bewn unable to serve 
as a acodc for cci.):ArAl-le ilistitutica, in oiler counatries. Tiie
evahi-tzi r!ejort LprOjCS.,; ratltcr tlhat_.Lb coojrate wih thr 

iiistjut Iliiia autual .w .~inc, oi: services,}ryriiaid ideas. '11e 
evaluatio'n lrj-Ort suc csts it a'cjcr !Adft inll the I.rcicsals for the 

1~r-t .'e±rcxyiz, u- ermCCOudtesaeaaeic discc
jrivlcu!s wid services asfoi full tiie L Udeiits, i-irt-tibie SLjC'Q~ta
bl'ouht .erel beC(jiv(.ai cicoi(t to the extviat tate~ussrCt1L~L
Staaidcius- thhrlUep.±t*'-tn ,C i~CrE, cannolt 1b. eXjCCtcd to UNpaad 
as Last its urit~inljly hopuu, .articuluarly irn thec e(,ree--kcrantirij area. 
It is, sut,(usteC6 instecau thiat the prtrCAi Le Ojeriitiial1y l.4Za
haiUrecr-i-Z~SiS Ln oiLcaiuas i'l&iJ certilicates alan jpossibly Cnaless u5ilihasis 

http:tlhat_.Lb
http:jprcy.at


degres. IS for the cal that there would Le Lroad Linistry of Wducation 
(juiUelines for coordinaticn and exja;nsion of non-fonmrdl education, Ujie
evaluatiorn te.la believes that this is an irrelevant and uwobtainable
 
goal, \,hich 6],oulu e replacL by the s-iqle ex.uctatien thiat there will
 
Le a ¢ccd \.or]..i! relations with othjer instituions, .particularlythe
 
Lesotho Listance Tieachiim, Center.
 

15.C L1,L/-ULLAOAL. 'laU evasltiion ie.Ct..1istsix I.ajJOL, naiily,
 
itioetdCv,-l4.+Iat.LusizessbprojuScts,t!atsL credit and
bt ;utlio, miun3s coul.rativus, ruralLasoth.o in, lici-evel -pos(git£iwn, ji-uucivity oSf 

i,I ... Lc.uV(Ji a ' - uvaluation ix.iist n, out, analysis ofale ACus is 
ird.-t, nia evaluation of this tyie. 

aCCU.j1lsht of tljese &oalssulI not allbrqiate at a 

20.6 LL1d1lUCl-.JdU,. T'hu ultij ite beLneficiaries of tce 1roject are to LA 
Uiwll L uj ih, busihuss assistiatb, iiwiaalye uit ,iersoin.l, colilaunity
leathars, CUd.uiaty QeLVlorLAunt 1,ersuornrel and 1.art-tiiie uipluia aiiu uecrce 
stuuults. 'ihe6e iople larely ecue fruia the ur.errivilesecd hmjority of 
the 1o;'ulatix1. it is Ce4.ectCd that more inccoaju- eIeratLny ol1p.)rtunities 
%,ill Le %cheratcd wton(, this trw, as a result of 1I.,b activities, Wua 
th+at creativity aaiu emtrepreuership will Le uCvelcj.L-d uirnor this cjrpup.. 

In fact, as the 1.rocmram iruceeos, Lore uu lore l+,cople frua this
 
ulue;,rivileLCd iajority are Lein5 servcd, althouch .th the quality of
 
the prcxrza and the aLsolute nuraers of i.cople involved hlust L jitilaroved 
in tht: future. 

The nore iI;Loiate beneficiaries of the project are those %hho 
have Lcen aa are bcii;c trainee abroad. rihus far six ier:ons have been 
seft to the Lited Ltates for ,, protrls. it is Planned that shortly 
othLr personls will Le trained in short-terna lcrl-dcree..>roarpsi.t],e. 
Unite inLsot .......t...es,inti.d-Ci..tius-and 

21.C Uid.j.U)_LI-LAA'.. The evaluation report says that there noerero 
(AScMr1ible Unh~lacuTe!cts, it Ls,y be that the cv-1luatiot, team did 
hot iotA. clo+sel k at the inci~elntal effects a orcjra,i of this ncnitude 
list lave Laa on the Lriversity itself. T'hej , are surely substantial and 
shoul, be eaaa,dzi as Fart of the filal evaluation. 

2X.-.6 LLLUb LU.1+4hLU. There were sui benefits uerived fron naliely, nore 
airect contract Lut%,eex ULadb and UbL at the adailistrative, 
staff-sUluctin andlersornel- anabun.aat levels. liowever, the \,rkload
increase ior the bJ-J1, staif i.-kes this a sosjt ulzte iable arramcmmlit, 
fru , LA1D's viL'.loint. Other lesuons incluuud the necessity of 
e.tUdlishini ae.dnistrative ami researcl 1prucL'ures fruit thie start, as 
.ell as a li(aeiunt inioriticix s!staj. 'he difficulty raised by having
Ia)st-coutxy staff absent for lolai 1.ericxs of trainiacg, th:e necessity of 
a uifire .hysical plant for" the \:ole 1,rch~~Iojr, ajo the difficulty of 
ctmi'uiaticn %.ithi other a ,encies unrzagjeu in sinilar activities should be 
Luisidereu .,en any iroject of this nature is plannAe. 

is rejou-t 
I' toL oLsOj'I'ul6 O thib suL n.y. 
.. LttacUd the full of the Lvalutinl tela,, a%ilu -. ctors 
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14.0 Evaluation Methodology
 

The evaluation was a mid-term "Formative* evaluation. Since no
 

Project Evaluation Summary (PES) was written at the end of the first year of
 

Phase II, the Project team decided (with the concurrence of the Human
 

Resources Development Officer (HRDO) to use the PES format, with additional
 

recommendations for directional or operational changes to be presented
 

orally and in supplementary memos for the use of USAID/Lesotho.
 

Formative evaluation was to take place in mid-term, approximately 2
 

years after the Project started. This would have been about February 1983.
 

Since the Project agreement was not 
signed until August 1981, October 1983
 

is approximately mid-term.
 

The evaluation plan called for a 2 or 3 member team for 4-6 weeks.
 

USAID/Lesotho requested Jim Hoxeng of Science and Technology/Education
 

(S&T/ED) and Frank Method of PPC/PDPR/HR as members of the team. Dr. 
za
 

Mats'ela, formerly Permanent Secretary of the Ministry of Education and
 

Culture (during Phase I and including the period during which Phase II plans
 

were developed) and currently on the faculty of NUL, 
was the third member of
 

the team. 
 Since both Hoxeng and Method had previous experience in Lesotho
 

and background knowledge of IEMS and other nonformal education (NFE)
 

organizations in Lesotho, a shorter evaluation visit was judged feasible.
 

In addition, it 
was desirable to coordinate the IEMS evaluation with a
 

separate evaluation of Project 931-1054, Structuring Nonformal Education
 

Resources and for the reports of both evaluation teams to be available as
 

soon as possible as part of USAID/Lesotho's review of a PP for Basic
 

Education and technical training. 
Thus, for a variety of reasonfs, only 2
 

weeks were available.
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The evaluation was conducted from October 24 
to November 4, 1983.
 

This was a minimum time for evaluation and did not allow for field visits
 

other than 
to the Roma and Maseru campuses. However, it was adequate given
 

the background knowledge of the evaluation team and the extensive
 

documentation of the IEMS activities, including several thorough summaries
 

of implementation actions and progress indicators prepared by the Project
 

Coordinator, Donovan Russell, and other IEMS staff. 
Most of these summaries
 

and background documentation had been provided to the team a month or more
 

before arriving.
 

During the first three days of the Project evaluation the team met
 

with the staff of each section, with the Vice-Chancellor and IEMS Director,
 

with 2 of the 3 coordinators of regional centers (except Thaba Tseka), 
and
 

with 3 of the 4 Project Advisors. 
 The team met on 10/31 with Hlushang Bahar
 

(Part-Time Studies Advisor) and Dawn Cooper Bahar (Consultant for Community
 

and.Leadership Development). 
 The fourth day was spent writing and reviewing
 

IEMS documentation.
 

On the fifth day the team met in a plenary workshop session, with all
 

staff of IEMS invited and most attending. In this meeting the team reported
 

overall impressions and reviewed each EOPS indicator and Output statement,
 

giving its preliminary findings and tentative recommendations. Each of
 

these was discussed in the open forum and findings and recommendations
 

modified on the basis of the discussion.
 

Days 6, 7 and 8 were spent developing drafts of the Purpose, Output
 

and Input Sections which were distributed and reviewed item-by-item in
 

another plenary session with IEMS Staff.
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On Thursday, Day 11, the major findings and recommendations were
 

presented and discussed with the Vice-Chancellor, Pro-Vice Chancellor, IEMS
 

Director and USAID/Lesotho Director.
 

Though the time available was very short, it was possible to obtain
 

what the team feels are reliable findings, reflecting consensus views of
 

most close observers of IEMS. This is due to three main factors:
 

(1) The three members of the team had substantial background
 

knowledge of IEMS.
 

(2) 	There was very substantial documentation of IEMS activities and
 

plans the Project Coordinator had done an unusually thorough job
 

of synthesizing material on progress toward log frame
 

indicators. This was provided to the team approximately one
 

month in advance of the evaluation. This documentation was
 

extremely useful (accurate, complete and objective) and the team
 

greatly appreciates the assistance of the Project Coordinator.
 

(3) The plenary discussions with IEMS staff were very effective in
 

eliciting comment on sensitive issues and in getting agreement on
 

findings and recommendations.
 

Finally, the team had excellent logistic support from IEMS, including
 

transport and the services of Ms. Likhapha Mokhele, who did an excellent job
 

of getting papers typed, revised and distributed. The team wants to note
 

her efforts with special thanks.
 

'p
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EXTERNAL FACTORS
 

15.0 Four external factors inadequately anticipated in Project design have
 

affected the implementation of the IEMS Project.
 

15.1 First, the present socio-economic condition in Lesotho of increasing
 

unemployment and population growth, without a similar increase in economic
 

development is an adverse factor. Government has had to place top priority
 

on agriculture and related industries in order to decrease undue reliance in
 

this area on its neighbor, the Republic of South Africa. It has also had to
 

adopt stringent budgetary measures, including a freeze on civil service
 

hiring. This has left little discretionary budget room and has mfsde it
 

di.ficult to establish the posts for IEMS (though GOL has eventually done
 

So).
 

15.2 Second, there has been greater than expected growth in the number of
 

organizations assisting adult and non-formal..education in Lesotho. lEMS is
 

one of about five or so insjtitutions [along with the Lesotho Distance
 

Teaching Center (LDTC), Lesotho Family Planning Association, Lesotho
 

Opportunities Industrialization Center (LOIC), Institute of Development
 

Management (IDM) and Lesotho Institute of Public Administration (LIPA)]
 

which are the best organized and possess the best qualified staff in the
 

specialized areas. The coordination of the efforts and overall plans of
 

these organizations would, therefore, yield great benefits for Lesotho, and
 

should be encouraged.
 

15.3 Third, the expected funding of IEMS regional centers by other donors ,,
 

did not materialize.
 



15.4 Fourth, extra-mural studies programs in other Southern African
 

countries have not matured as rapidly as assumed, due in part to the same
 

economic problems which have affected Lesotho and to the many uncertainties
 

that affect countries in the Southern African context. 'This has made it
 

difficult to achieve the objective of 6sing IEMS as a model'or-resource for
 

sister institutions.
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16.0 	 INPUTS
 

16.1 	General Finding, and Background
 

Both GOL and.U.S. 
inputs have been provided in the anticipated
 

quantity and with expected quality. The main deviation from PP input
 

schedule is some delay in participant training starts (due to a delay i]

signing of Project agreement) and in start of construction for the Maseru
 

campus (due to a delay in release of GOL counterpart funds and a consequent
 

renegotiation of 'the construction contract). 
 Neither delay has seriously
 

affected Project outputs and both elements are now being implemented
 

smoothly against a revised schedule.
 

Project analysis gave inadequate attention to the fac that certain
 

inputs, particularly the release of key staff for participant training,
 

would 	lead to reduced implementation capacity during the first 2 years of.
 

Phase 	II. Thus, though the input schedule is being met (after the delays
 

noted 	above), the output assumptions are not fully valid in the short term.
 

An important assumption for the achievement of Project purposes was
 

that two regional centers would be funded by a German Poundation. This has
 

not happened.
 

Project resources have been carefully and prudently managed. 
The
 

budget is fully adequate for all remaining scheduled inputs and should allow
 

room for some additional Inputs to be considered. However, the Project
 

budget is unlikely to be fully expended by the planned PACD of 3rd quarter
 

1985. USAID/Lesotho may wish tc consider a revised PACD for one year, or to
 

cime date mutually agreed with IEMS/NUL on the basis of their revised budget
 

and implementation schedule
 

I3
 



There are numerous inconsistencies in the PP budget and financial
 

plan. Considering the changes in implementatiof schedule, additional inputs
 

noted by this evaluation as needed and possible modifications (i.e.,
 

reductions) of some inflation assumptions it is recommended that IEMS review
 

its budget, re-prioritize needed inputs and present a new budget and
 

expenditure projection for approval by USAID/Lesotho.
 

16.2 Technical Assistance. 
Please see table on following page.
 

16.3 Training
 

PP Actual to 10/83 Allocated 

Number Person Number. (See rotes) Person 

Months Months 

M.A./U.S. 8 192 6 (1) 107 

Non-Degree/US 14 68 - (2) 

Third Country 2 12 - 13) 

In-Country 6 204 1 25
 

Training Seminar: z x z 
months each 8 x 2 weeks-(4)
 

NOTES:
 

(1) The long-term training emphasis has changed from the PP,
 

reflecting delays in Project startup, changes in staff available
 

and difficulty in releasing staff for training. 
While training
 

to date appears relevant and needed, most training needs
 

identified in the PP remain valid. 
-Anew training plan with
 

allocation for 84 starts should be prepared and agreed with
 

USAID/Lesotho. 
A suggested training is under discussion (see
 

10/5/83 Russell memo to Mahanetsa). Training expenditures to
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16.2 Technical Assistance
 

PP 7/81-10/83 Expended Remaining 

Person Person 
 Person
 
Technical Assistance Months Months 
 Percent Months
 

Project 	Advisor 
 48 28 58% 20
 
Academic Planner 
 48 20 42% 28
2.8:Research/Evaluation 

Advisor 48 19 
 29
 

Part-Time Studies
 
Advisor 24 
 18 75% 6
 

Community Development

Advisor 
 12 -- i 0% 12
 

Short-Term Consultants 18 10. 56%
 

*NOTES: 	 Community Development Advisor being provided as sh0t-term eon
sultant 7/83 - 1/84, with probable extension. 

Local Project Support
 

Admin. Secretary 
 48 16 33% 32
 
Secretary 
 48 26 54% 22
 

*NOTE: 	 Secretary was actually recruited 7/81, but paid from Project
 
Advisor's personal salary .7/81 -9/81.
 

-44
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date are substantially below budgeted projections. Thus, total
 

person months may be increased without increasing,the budget.
 

Expanded training may require allocations for prospective as wal
 

as current IEMS staff.
 

(2) 	Non-degree training is not in great demand; since M.A. training,
 

averages 18 months, it is judged cost effective to have 

concentrated on degree training nn the first priority. However, 

greater priority for short-term (up to 12 months) training and 

practicums shojuld now be considered. 

(3) Relevant Third Country training sites have not been identified.
 

(4) Training seminars were provided for 8 IEMS secretarial staff in
 

Lesotho and Botswana. Additional seminars in areas such as
 

instructional materials, media and research/evaluation
 

methodologies appear needed.
 

16.4 	Regional.Conferences/Consultation
 

The PP provided for IEMS sponsorship of a Southern African Regi0nal 

Conference and training on Communityan,.Adult Education. These have not 

taken place. They remain a valid objective. Having the Maseru Campus will 

give 	IEMS a facility of its own it 
can use for such a conference. IEMS has
 

sponsored IEMS participants for 7 conferences with regional participation
 

and has participated with other institutions in. Lesotho in 12 conferences on 

aspects of community and adult education in Lesotho.
 

16.5 	Staff Positions
 

Project funds are to support 7 staff positions for up to a total of
 

168 months. These posts are to be established as permanent IEMS positions.
 

with regular budget allocations after 24 months. To date 5 new posts have
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been established (research/evaluation, community development, part-time
 

studies, business education and media). 
 Posts remaining to be established
 

are in Business Education and Adult Education. The Adult Education position
 

is particularly critical and it is understood that this may be established
 

soon. Progress on this element is fully satisfactory.
 

RECOMMENDATION
 

If IEMS requests support for additional established posts and NUL and
 

GOL indicate willingness to establish and to budget for such posts,
 

USAID/Lcaotho should consider such requests favorably. 
Additionally, use of
 

project funds to provide full or partial support for non-established posts
 

during the interim created by long-term training appears consistent with
 

Project purposes and should be considered by USAID/Lesotho if requested by
 

IEMS.
 

16.6 Commodities/Supplies ~~.~~y 

Commodity expenditures have been minimal to date ($1,600 of $71,000
 

budgeted) due in part to lack of safe storage. 
With the completion of the
 

Maseru Campus, purchases of badly needed equipment are expected to increase
 

and to require the full budgeted amount. This input appears to be under

budgeted. Reallocetion for additional equipment should be considered, but
 

only after firm plans for use of the current allocation are in place.
 

16.7 Vehicles .
 

Three vehicles have been purchased and 2 were damaged and repaired.
 

Subsequently, one of the above was stolen. 
Claims and litigation are in
 

process. 
A third vehicle was purchased in September 1983. An additional
 

K)
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vehicle could be justified, mainly if it were determined to be needed and if
 

it would be used for additional outreach. It should be considered as part
 

of any plans for the establishment of additional regional centers.
 

16.8 Construction
 

16.8.1 	Maseru Campuu
 

The architectural and engineering design and planning were completed.
 

in July 	1981 and a bid accepted in December 1983. Start of construction of
 

the Maseru Campus was delayed until March 1983 due to delay of the first GOL
 

contribution of M25,000. Though this was a minor part of the total
 

construction budget (M.948,000) and of GOL counterpart contribution,
 

USAID/Lesotho considered it essential to establish the precedent for holding
 

to the funding schedule. (Note: The problem resulted not from GOL
 

unwillingness to honor its commitment but was due mainly to an NUL
 

administrative error in neglecting to include a specific line item in its.
 

budget 	as approved by the Ministry of Education and appropriated by the
 

Ministry of Fihance). The Maseru Campus is approximately 50% completef.,,
 

completion expected mid-1984. Twenty-five percent completion payment was
 

made in May 1983 as provided by agreed procedure. The construction budget
 

is well 	within the authorized total of $1,448.000.
 

In general the Maseru Campus appears to the evaluation team to be
 

appropriately scaled, sited and designed. Construction appears to be
 

proceeding rapidl., and the expectation is that it will be completed well
 

within budget. Completion of the Maseru Campus will be of great benefit in
 

consolidating programs and program management. 
It is viewed as a critical
 

End of Project Objective (EOP). Modifications which may yet be necessary
 

include specialized media facilittes and addition of a PABX telephone system.
 

1 



16.8.2 Regional Centers
 

A major construction need is for facilities at one or more of the
 

regional centers such as Mahobong or Ramabanta.. The PP included an
 

important purpose-level assumption that construction of 2 centers would bi
 

provided by German Foundations (Misereor or Friedrich Ebert Stiftung).
 

However, IEMS proposals were not accepted and hoped for funding hasnot been
 

obtained.
 

16.8.3 RECOMMENDATION
 

Allocation of Project funds for construction of one or more regional
 

centers should be considered. Conditions for such allocation should be (1)
 

assurance that IEMS has established or will establish a full-time staff 

position for each center and (2)that IEMS will budget for basic
 

furnishings, equipment and maintenance as necessary. (Also see
 

recommendation under staffing.)
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17.0 OUTPUTS
 

17.1 Output 1: An institutional plan for extension of IEMS pogrrams and 

integration/coordination with other NFE activities according to Ministry of 

Education (MOE) policy. 

17.1.1 Finding: Slow but steady progress.
 

17.1.2 Discussion:
 

Reality appears to be ahead of policy with regard to this point. 

IEMS staff tell us that NFE practitioners in Lesotho are working together, 

but not under any stated policy guidelines. The naming of LDTC in the COL's 

five year plan as the lead institution for nonformal education comes closer 

than anything else to stating an NFE policy. IEMS recognizes LDTC's charge 

and expresses its willingness to work together with LDTC and any other 

organizations to maximize availability of educational opportunities. 

We suggest that IEMS staff become more familiar with LDTC's role and
 

capabilities in order to take fuller advantage of what is available in the
 

way of material development expertise, etc., both for IEMS's program and for
 

other programs whose field staff people are receiving training from IEMS.
 

When and if LDTC's networking function becomes more fully developed, lEMS
 

should play a major role in bringing together all organizations wofking on
 

NFE in Lesotho.
 

Among the other organizations with which IEMS needs to coordinate
 

are the Instructional Materials Resource Center (INRC), the Lesotho
 

Education Research Association (4EA, the Lesotho Association for Nonformal
 

Education (LANFE), the Institute for Development Management (IDM) and the
 

Institute of Agriculture and Rural Training Centers.
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17.1.3 RECOMMENDATIONS
 

The immediate output and the long-range objective should be
 

considered as two distinct items.
 

a. 
IEMS will have an effective planning process for expansion of its
 

activities which takes into account the activities of other NFE
 

organizations in Lesotho, avoiding unnecessary program
 

duplication.
 

b. IES will be making effective use of specialized expertise and
 

technical facilities available through other NFE organizations in
 

Lesotho and will be offering its own specialized assistance to
 

these and other NFE organizations.
 

17.2 Output 2: Updated annual development plans.
 

17.2.1 Finding: Fully satisfactory progress. 

17.2'.2 Discussion: 

IEMS is already quite near having a mechanism for producing an 

annual development plan which reflects the objectives of each section fo

the coming year as well as budgetary needs linked to planned activities.
 

This output should be well in place by end of Project. (See discussion
 

under EOPS items 3, 5, 6 and 10.)
 

The evaluation team has noted that IEMS procedures currently involve
 

their requesting a USAID advance approval for even very small expenditures
 

which are clearly in support of Project activities. We have discussed with
 

the HRDO a possible modification of this practice: once the mechanism for a
 

budget-linked annual development plan is in place, IEMS should..be-able to
 

forecast with fair accuracy at least threeinonths ahead of the activities
 

and expenditures it anticipates. Clearing such a plan with the HRDO and then
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going ahead with disbursements in support of the accepted plan should free
 

both IEMS administration and the HIRDO from what seems to the evaluation team
 

an excess of paperwork with very little direct benefit in terms of-more
 

efficient or effective use of Project funds.
 

17.2.3 RECOMMENDATION
 

IEMS and.USAID/Lesotho should work out a procedure for anticipating
 

Project expenditures by category which reduces or eliminates the need for
 

USAID approval .
of routine..Project-..expenditures. Specific USAID approval
 

should be required for external participant training, vehicles and major
 

capital expenditures such as buildings or equipment.
 

17.3 	Output 3: A Management InformationSystem
 

17.3.1 Finding: Satisfactory progress,
 

17.3.2 Discussion:
 

The Research and Evaluation Section is coordinating the testing and
 

revision of a management information system. The pilot activity is being
 

carried out with the Business Studies and the Community and Leadership
 

Development Sections. 
The system should be debugaed_..ndoperational in 1984,
 

The same caution is appropriate for this administrative tool as was
 

voiced earlier in this report with regard to the Administrative Procedures
 

Handbook: 
 Unless the utility to each section is clearly explained and
 

understood by the parties involved, the system will never amount to anything
 

beyond a paper scheme. The Research and Evaluation Section as well as IEMS
 

management must budget time and opportunity for full discussion and
 

acceptance by each section.
 

17.3.3 	 RECOMMENDATION
 

No specific recommendation is made at this point.
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17.4 Output 4: A research methodology for program planning' evaluation and
 

institutional development.
 

17.4.1 	Finding: Satisfactory progress.
 

17.4.2 	Discussion
 

The Research and Evaluation Section has worked hard to produce a
 

large number of questionnaires, feedback and evaluation forms, planning
 

tools and other documentation formats which when fully used will standardize
 

the information available to management on the intent and outcomes of the
 

numerous training activities underway at any given time. What must be
 

assured is that all sections make use of these tools, in order to eliminate
 

information gaps. IEMS management has this heavy responsibility.
 

17.4.3 	RECOMMENDATION
 

No specific recommendation is madeat thispoint1 however, see the

discussion and recommendation under EOPS 4.
 

17.5 Output 5: A revised part-time studie....
 

17.5.1 Finding: Satisfactory progress with plani but actual program not:
 

yet implemented.
 

17.5.2 	Discussion:
 

The Part-time Studies Program remains an integral part of IEMS's
 

development plans and may be essential to defining IEMS as an integral part
 

of NUL. USAID should continue to stress its importance but should also be
 

patient. Part-time studies growth is likely to be slow but steady for
 

several years. 
When the PP was written it was not known how complete the
 

revision of the part-time studies plan would have to be. As it turned out,
 

NUL decided that the entire program should be suspended until a thorough
 

analysis of the program's many problems had been completed and a new program
 

;3
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designed. 
That process has taken about two years, and approval of the new
 

plan is now in process. The team accepts the opinion of IEMS staff and the
 

NUL Vice-Chancellor that the new plan is likely to be accepted by the
 

Faculty 	Senate in late November 1983. We have urged earlier in this report
 

that close attention be paid to the survey results already furnished to IEMS
 

by the 	Research and Evaluation Section with regard to the need and effective
 

demand 	for course offerings under the Part-time Studies Program.
 

17.5.3 	RECOMMENDATION
 

No specific recommendations made at this point.
 

17.6 Output 6: Consolidated plan for business education.
 

17.7 Output 7: Revised business curriculum.,
 

17.7.1 	Finding: Satisfactory progress on both objectives.
 

17.7.2 	Discussion:
 

Earlier this year a consultant examined the prospects for
 

consolidation of the two business programs. Consensus for the time being is
 

that they should remain separate. They serve different client groups, and
 

the involvement of the Ministry of Commerce and Industry in the BTC would
 

make any merger awkward.
 

17.7.3 	RECOMMENDATION
 

The output statement should be revised to read: 'Improved
 

management dur swill1be inplace for botlithe Business-studies and 

Businessmen's Training Center (BTC) sections."
 



17
 

17.8 output 8: An Adult Education.teaching curriculum and metbodolog:
 

17.8.1 Findin: Satisfactory progress in planning; program not yet
 

implemented.
 

17.8.2 	Discussion:
 

Even though this output is behind the original schedule stated
 

the workplan, it is now well along. The evaluation team agrees with the
 

high priority placed on this section's program by NUL leadership, and urgef
 

that the useful steps taken to date (draft of summary course offerings and
 

statements of emphasis on teaching of adults as approach with its own
 

special characteristics) be followed up with the additional work which will
 

be necessary to have at hand a well-develop.ed curriculum and methodology.
 

17.8.3 	RECOMMENDATION
 

Adult Education should be given priority as one of the early
 

offerings for-the part-time studies program; additional short-term training
 

and Technical Assistance should be provided as needed.
 

17.9 Output 9: An Administrative Procedures Handbook.
 

17.9.1 	Finding: Fully satisfactory progress.
 

17.9.2 	Discussion:
 

IEMS has contracted with the Institute of Development Management for
 

a consultancy to develop the above handbook. A meeting with the consultant
 

last week indicated that it will be ready for use in January, 1984. By the
 

end of 	 the Project it should form an integral part of IEMS's operations. 

17.9.3 	RECOMMENDATION
 

No specific recommendation made at this point.,
 

2 

http:well-develop.ed


17.10 Output 10: Consolidation of broadcast efforts.
 

17.10.1 Finding: Very little has yet beenaccomplished toward achievement
 

of this output.
 

17.10.2 Discussion:
 

Key staff have been absent for training, and part of the current
 

broadcasting effort is carried out in collaboration with an external agency,
 

making consolidation difficult. The consultant foreseen by the Project
 

Paper has not yet been contracted because staff have been ;ibsent for
 

training. The team agrees with IEMS's position that this output statement
 

should be revised to include the entire media program, not just radio
 

programming, and that a :onsultant should bb brought in for three months,
 

not for one month as was proposed in the PP. We see great-untapped
 

potential in the use of media in Lesotho, as well as considerable
 

locally-available talent which could be put to use if IEMS uses care in
 

designing a program for the Media Section.
 

Each of the sections needs help in identifying ways to use media
 

more effectively in implementing their respective training programs; the
 

Media Section could assist the other sections with training and feasibility
 

studies on the use of basic media. 
 Another task for IEMS and the consultant
 

is to look at the need for e iipment as well as the possibilities for
 

sharing the facilities of other GOL institutions. The most salient
 

suggestion in this regard is possible use by IEMS of the Instructional
 

Materials Resources Center (IMRC) broadcast studio.
 

17.10.3 RECOMMENDATIONS
 

a. 
That an advisor for the Media Section be contracted for a
 

minimum of 3 months in 1984.
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b. 	That IEMS meet with staff of IMRC and LDTC to review options for
 

collaboration and sharing of production facilities.
 

c. 	That IEMS review, perhaps vith the help of a consultant/advisor,
 

the need for production equipment at IEMS (considering what is
 

available through IMRC a-id other resources in Lesotho) and
 

include such equipment in its plans for 1984/851 Anymajor
 

investments in media facilities or equipment should be with the
 

prior approval of USAID/Lesotho.
 

17.11 Output 11: Needs assessment and plan for rural an6 urban extension

programs.
 

17.11.1 Finding: Satisfactory Progress.
 

17.11.2 Discussion:
 

The Research and Evaluation Section is assisting two of the other
 

sections with needs assessment exercises. The concept is becoming well
 

accepted. Plans call for increased involvement of the remaining sections.
 

17.11.3 RECOMMENDATION
 

No recommendation is made at this point. 

17.12 Output 12: Trained Basotho staff at IEMS,
 

17.12.1 Finding: Very satisfactory progress.
 

17.12.2 Discussion and Recommendation: See InputsSection on -staff
 

positions.
 

17.13 Output 13: Improved regional cooperation, coordination and,sharing
 

of adult and extension resources.
 

17.13.1 Finding: Satisfactory progress, with level of activity expected to
 

Increase substantially before PACD.
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b. 
That IEMS meet with staff of IRC and LDTC to review options for
 

collaboration and sharing of production facilities.
 

c. That 	IENS review, perhaps with the help of a consultant/advisor,
 

the need for production equipment at IEMS (considering what is
 

available through IMRC and other resources in Lesotho) and
 

include such equipment in its plans for 1984/85. Any major
 

investments in media facilities or equipment should be with the
 

prior approval of USAID/Lesotho.
 

17.11 Output 11: Needs assessment and plan for rural and urban-extension 

programs. 

17.11.1 Finding: Satisfactory Progress. 

17.11.2 	Discussion:
 

The Research and Evaluation Section is assisting two of the other
 

sections with needs assessment exercises. The concept is becoming well
 

accepted. Plans call for increased involvement of the remaining sections.
 

17.11.3 	RECOMMENDATION
 

No recommendation is made at thispoint.
 

17.12 Output 12: Trained Basotho staff at IEMS.
 

17.12.1 	Finding: Very satisfactory progress.
 

17.12.2 Discussion and Recommendation: See Inputi
 

positions.
 

17.13 Output 13: Improved regional cooperation,',coordination'and', sharing 

of adult and extension resources. 

17.13.1 Finding: Satisfactory progress, with level of activity expected to
 

increase substantially before PACD.
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17.13.2 Discussion: See the Purpose Section,*.EOPS No.% 7. 

17.13.3 RECOMMENDATION 

No recommendation is made at this point. 

17.14 Output 14: New IEMS staff positions established Dy nub. 

17.14.1 Finding: Five of the seven target posts established ; the other two 

to be established by the PACD. 

17.14.2 RECOMMENDATION 

If funding adjustments are made..to'further IEMS outreach programs, 

there may be need to consider establishment of additional posts. If this is 

the case, IEMS should define and submit Its requests a. soon as possible. 

17.15 Output 15: An operational classroom/office complex for IEMS in 

Maseru. 

17.15.1 Finding: Progress slower than expected, with the building to be*, 

completed in mid-1984, some 19 months later than stated in the PP. 

17.15.2 Discussion: 

Early counterpart funding questions which delayed construction 'have 

now been solved. 

17.13.3 RECOMMENDATION 

IEMS should carefully examine the need. for additional inputs 

make the building functional., Chlef among these will be a telephone 

system. (See discussion under Construction lnputs.), 

to 

7?/ 
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18.0 PURPOSE
 

18.1 EOPS 1: IEMS enrollment to be increased 
 5,000 to 8,000
 

1984-85.
 

18.1.1 
Findng: Progress satisfactory toward expanded training capacity
 

and adding programs for additional clients, except for the Part-time Studies
 

Program.
 

18.1.2 	Discussion:
 

The EOPS needs modification for at least two major reasons. 
First,
 
the 5,000 1980-81 enrollment figure is only an estimate and is difficult to
 

verify. 
Second, aggregate enrollment figures include both certificate/-.
 

diploma training and participants in short courses, seminars and
 

conferences. The categories differ so widely that total figures can be mis

leading. Any comparison must consider which elements are changing as well
 

as the changes in aggregate enrollment.
 

The IEMS 1979-80 Annual Report lists the following enrollments:
 

Number of
 

ParticiPants
 

Short courses/seminars/conferences 
 3,235
 

Business Studies 
 292
 

Part-time Degree 
 94
 

Businessmen's Training Centre 
 157
 

Regional Centres 
 .192
 

Annual Report Total 3,970
 

Miscellaneous short courses not mart
 

of regular IEMS program 
 445
 

4,415
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An enrollment of 8,000 by 1984-85 would thus represent more than a
 

100% increase (the PP mistakenly stated that the target 3,000 increase would
 

be a growth of 40% instead of the 60% it would actually amount to).
 

Besides the fact that the predicted increase was very optimistic,
 

the Project has required long-term training of 6 IES staff. Their absence
 

from the program has meant that the number of active program staff has been
 

reduced, and that some enrollment categories may in fact have decreased
 

since the Project began. The estimated enrollment for 1981/82 was 3,724,

with 374 in the Certificate and Diploma Programs.
 

The evaluation team feels that the.original projection was imprecise
 

and too optimistic. Whatever short-term enrollment sacrifices have been
 

madL are expected to be more than offset by the long-term program benefits
 

from participant training.
 

18.1.3 RECOMMENDATION
 

The EOPS should be restated as follows: *Overall training capacity
 

has increased, with participation in short-course prqorams at least at the
 

1980/81 level and enrollment in certificate and diploma programs increased"
 

substantially over the 1980/81 level." See the discussion under EOPS 9.
 ....... .... ...... -. .
................ , 


18.2 EOPS 2: IEMS programs and services extended to several new areas.
 

18.2.1 Finding: Progress in extending programs and services to new areas
 

has been slower than expected.
 

18.2.2 Discussion:
 

Effective planning for extension to new areas and progress is
 

expected in the next 2 years, manpower and building funds permitting. At
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the beginning of IEMS II, operations were concentrated in Maseru and Roma,
 

with one regional center operating in Mafeteng. Thaba-Tseka's program
 

wasbeginning operation, although no tegional center had yet been
 

constructed. 
Since then, work has started in Mahobong with outreach to
 

Leribe and Butha-Buthe (inclusive of'Malibamats'l) Districts, and a program
 

has been started to serve the Roma Valley. However, only Thaba-Tseka has
 

adequate instructional facilities. Strenuous staff efforts to extend IEMS
 

programs to new areas have often been frustrated by lack of access to
 

centers in which to hold their courses and workshops. This problem has
 

affected the Institute of Labor Studies Program, the Businessmen's Training
 

Center, and the Community and Leadership Development Section.
 

Staffing of regional outreach programs is also a problem. Mafetena
 

has had no full-time coordinator since he was transferred to Roma as IEMS .
 

Director. The Mahobong program's ambitious plans will likely exceed what
 

its current director can handle on his own.
 

The Project Log Frame included the assumption that other donors.
 

would provide resources to construct two new regional centers. Those funds
 

have not, however, been obtained. Mahobong activities are being carried out
 

without a building and the Mafeteng Center is in need of reconstruction or
 

replacement. 
The IEMS staff requested that the evaluation team consider
 

recommending that funds be made available for construction of a traininq
 

facility at Mahobong as well as improvement of other centers.
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18.2.3 	RECOMMENDATION
 
USAID/Lesotho should consider favorably r st from IES/NUL for
 

use of Project funds to construct one or more regional centers. This
 

requires that IEMS review its funding needs and determine either that there
 

is budgetary room for such centers within authorized Project funding levels
 

or that such centers should have priority over other uses of Project funds.
 

See discussion of construction under Inputs.18.3 
EOPS 3: Improved
 

coordination among IENS sections.
 

18.3.1 	Finding: Satisfactory progress.,
 

18.3.2 	Discussion:
 

The evaluation team finds a number of efforts underway to assure
 

that coordination will be achieved. 
Among these efforts are: a management
 

information system is being developed, and should be operative by early
 

1984';-mproved-budgeting procedures have been initiated 
in the Community and
 

Leadership a. b. d.o.pted by other sections; an
Section... a. 


administrative consultant is developing an Administrative Procedures
 

Handbook which should be in place before mid-1984. Each section now has
 

stated objectives and a program management plan. 
Staff meet regularly and
 

there is increased sharing of personnel and data among sections.
 

All the above innovations should help IEMS leadership work with the
 

sections on a more coordinated and coherent basis. 
They will (!nly be
 

effective, however, to 
the degree that they are understood, accepted and
 

used. 
That will happen only through assiduous attention and effort by
 

management. Completion of the Maseru Campus in 1984 will enable'all
 

sections to work together and coordinate more effectively.
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18.3.3 	RECOMMENDATION
 

No specific recommendation is made at this point. Much remains to
 

be done but IEMS staff and leadership are fully aware of the needs and are 

addressing them as time and staff resources permit. 

18.4 EOPS 4: 
 Research and Evaluation Section to contribute to
 

rationalization and more effective use of program and staff.
 

18.4.1 	 Finding: Satisfactory progress, limited mainly by staff shortaAn. 

18.4.2 	Discussion:
 

Utilization of the Research and Evaluation Section's assistance by
 

the other sections is on the increase. Previous feelings that Research and
 

Evaluation involvement in other sections' activities amounted to meddling
 

are largely dissipated. The problem now seems to be that the demand for
 

help has outstripped Research and Evaluation's ability to respond promptly.
 

Research and Evaluation staff work very hard and have helped produce a large
 

number of needs assessments, proposals for external funding, workshop
 

evaluation formats, questionnaires, and the like. However, because other
 

sections now recognize Research and Evaluation's critical importance to
 

their programs, great demands are being placed on the Research and
 

Evaluation staff, with the result that they are measured by more rigorous
 

standards than anyone else in IEMS.
 

Research and Evaluation faces several pressures. For one, local
 

staff of all sections want and need training in research and evaluation
 

techniques, so that when the advisor leaves they will be able to carry on.
 

Training takes time, however, and thus limits Research and Evaluation's
 

capacity to satisfy IEMS's growing needs for research tools. Formative
 



26
 

assessment tools for monitoring implementation problems and identifying ways
 

to 	improve course quality and instructional effectiveness appear to be'
 

particularly needed.
 

Also, it must be kept in mind that the Research and Evaluation
 

program 	is relatively young; time is required to build the data sets,
 

monitor 	programs over time and acquire the habits of posing research
 

questions and using empirical data in training program design and imple

mentation.
 

18.4.3 	RECOMMENDATION
 

a. 
Training for current Research and Evaluation staff is needed,
 

as well as staff augmentation.
 

b. 	In-service training is required for staff of other sections in
 

the use of formative assessment tools in the design and implemen

tation of specific training.programs.. IES management should
 

look for ways to ensure increased acquisition of guch skills.
 

18.5 EOPS 5: IEMS to implement the proposed reorganization plan.
 

18.6 EOPS 6: IEMS to systematize and upgrade administrative and clerical,
 

operations.
 

18.6.1 	Finding: Very satisfactory progress for EOPS 5 and EOPS 6.'
 

18.6.2 	Discussion:
 

There is evidence in all sections both of organization planning and
 

of the use of clerical support. Detailed plahning is underway for
 

systematizing administrative and clerical operations. 'More precisely, IEMS
 

is in the process of establishing an organization, rather than reorganizing,
 

and 	is establishing new administrative and clerical support functions, which
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were minimal at the beginning of Phase II. Full implementation of these
 

plans and upgrading of the operations depends on completion of the Maseru
 

Campus, acquisition of commodities and equipment for-the new offices and
 

full staffing of the Administrative Section. Positions for an
 

administrative-assistant and a secretary have been established and a
 

training workshop has been held for IEMS administrative staff. There is
 

need for training or recruitment of an additional administrative
 

assistant.Establishment of the Deputy Director position in the next year
 

appears very important to enable the Director to concentrate on program
 

planning and leadership functions while delegating administration and
 

operation functions to the Deputy Director.
 

18.6.3 RECOMMENDATION
 

No specific recommendation is made at this point,
 

18.7 EOPS 7: IEMS to assist sister institutions In UhOnAfr4e-n
 

replicate its services and programs through seminars,,conferences and
 

training.
 

18.7.1 Finding: 
 Little progress on the objective of establishing iznD au 4
 

*model* or 
"resource' for other Southern African countries, but satisfactory
 

participation by IEMS staff in regional conferences and seminars.
 

18.7.2 Discussion:
 

"Replicatem should not be the operative word in this statement.
 

Rather, IEMS is interested in assisting other countries to make use of
 

Lesotho's experience and insights to develop institutional capabilities
 

appropriate to their own needs. The institutions may or may not be very
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similar to IEMS. Also, the contacts should be reciprocal. with TRMR
 

learning from the %ALJWLJL.UIIUUU VI rFj=eK uisIUrIons, particularly those in 

Southern Africa.
 

Considerable activity is underway in this area. 
 A meeting of
 

University Vice-Chancellors from Botswana, Lesotho and Swaziland this week
 

is hearing Mr. Sets'abi, NUL's Vice-Chancellor, offer IEMS assistance to
 

Swaziland and Botswana as part of Lesotho's contribution to inter-university
 

cooperation. A team of adult educators from Tanzania will visit IEMS in
 

November to become acquainted with the program. Invitations are in hand
 

from Kenya and Zimbabwe for IEMS staff to present papers at international
 

adult education workshops.
 

IEMS staff expressed satisfaction at the experience to date with
 

outreach, but also stressed the need for working together and sharing
 

experiences with sister institutions within Lesotho, to improve adult.
I, ... ...
 

education and training opportunities for as many Basotho as possible and to
 

encourage cooperation and reduce unnecessary program duplication.
 

18.7.3 RECOMMENDATION
 

The EOPS to be restated to read: "IEMS will have collaborated
 

through seminars, conferences and training with sister institutions in
 

Lesotho and Southern Africa to make its services, programs and program
 

experience more widely available as well as to learn from the experiences ,of
 

sister institutions."
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18.8 COPS 8: Part-time students to enjoy the same academic privileges and
 

services as full-time students.
 

18.8.1 	 Finding: Little progress.
 

18.8.2 	Discussion:
 

The EOPS is inappropriate as stated. The team agrees with the ZEMS
 

staff that this point should be restated. While part-time students deserve
 

the same status and academic respect, some of their needs are different from
 

those of full-time students. For example, most cannot use the University
 

library facilities regularly, unless they live in or near Roma. Part-time
 

students do not receive scholarships to offset the high cost of full-time
 

attendance at the University. Many part-time students need services which
 

provide direct labor market linkages. Others need help to improve their
 

access to development programs and resources. Most importantly, part-time
 

students need flexibility in the scheduling and location of course iqork and
 

support functions such as library and bursary hours.
 

18.8.3 	RECOMMENDATION
 

The EOPS should be restated to read:
 

*(a) 	 Part-time degree students will have their course work credited
 

the same as that of full-time students, to the extent
 

consistent with recognized academic standards. Courses will
 

be designed and instructors assigned to ensure the equality of
 

courses and standards. Other course work completed by part

time students which is equivalant in content and emphasis to
 

that expected of degree students will be accepted'by NUL as
 

creditable to a full-time degree.
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Cb) 	 Further, all part-time students will have acess to academic
 

and.administrative services on as flexible a basis as resources
 

will allow.,
 

18.9 EOPS'9: Part-time enrollment to.be doubied by1984-85.
 

18.9.1 Findip: Unsaticfrctory progress to cate out reasonable'expectation
 

of progress before PACD.
 

18.9.2 	Discussion:
 

Not long after the PP was written, the Part-time Degree Program was
 

suspended by NUL authorities. Poor planning and management and confusion as
 

to which University units were responsible.for various elements of the
 

program were cited as the main reasons. IEMS was charged with taking a
 

fresh look at part-time study needs and developing a new tightly-managed 

program 	to meet them. (Meanwhile, other part-time studies such as the
 

diploma 	program in business studies were maintained.)
 

As a result of intensive planning and internal IEMS staff debate as 

to program emphasis and management, the new plan for the Part-time Deqr~e
 

Program is now being presented for University approval. One more .-.
 

committee's concurrence is needed before the plan is presented to 
the 	 * -

Faculty Senate on November 24, 1983. IEMS and the Vice-Chancellor expressed
 

confidence that the plan, which incorporates numerous suggestions made by
 

University bodies during the review process will be approved and the
 

Part-time Degree Program will resume in mid-1984.
 

The evaluation team accepts IEMS assurances that the new program
 

design will effectively address and overcome the logistical problems on
 

which the previous Part-time Degree Program foundered.
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We are concerned, however, that further serious consideration be
 

given to what other part-time studies need to be offered. 
 Three surveys
 

analyzed by the Research and Evaluation Section indicate that there is 
mor /
 

initial demand for diploma-level studics in selected fields with more
 

immediate employment application than for a general studies program leading
 

eventually to a 4-year degree. 
 In addition to student demand for training,
 

I.L'S should consider manpower demand factors and relate training priorities
 

to employment opportunities.
 

In sum, the evaluation team feels the Part-time Degree Program is a
 

desirable but only partial response to the demand for part-time studies.
 

One bright note in this regard is the proposed Adult Education part-time
 

diploma program. IEMS appears to have examined the potential need and
 

demand for such an offering and is well on 
the way to designing a curriculum.
 

The Business Studies Section has also identified specific needs appropriate
 

to part-time studies. The same attention needs to be paid to possible
 

offerings in other departments and subjects.
 

18.9.3 RECOMMENDATIONS
 

The EOPS be restated as: 'The Part-Time Degree Program will be
 

operational by 1985, with administrative and other services available to
 

part-ti.me students as needed, and the total number of students studying
 

through IEMS for certificates, diplomas and degrees will have increased
 

substantially from 1980/81.0 Feasible targets appear to be 150-200 enrolled
 

in part-time academic studies and diploma programs, for a total of 500-600.
 

Thereafter, total enrollment growth of 10 percent annually appears feasible.
 

http:part-ti.me
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18.10 EOPS 10: The NUL Development Plan (inclusive of adult extension
 

programs) to be updated annually.
 

18.10.1 Finding: Fully satisfactory. 

18.10.2 Discussion: 

IEMS pointed out that although the University's regulations do not 

call for an annual update, its development plan is .being reviewed and
 

revised each year.
 

The team feels the major emphasis of this point was meant to
 

underscore the need for extra-mural studies to be recognized and legitimized
 

through inclusion in the NUL overall plan, and that this point should be
 

restated accordingly.
 

18.10.3 RECOMMENDATION
 

The EOPS should be restated as: "NUL development plans (including
 

any updates, reviews and revisions) will consider IEMS programs as integral
 

parts of NUL.'
 

18.11 EOPS 11: 
 Ministry of Education policy guidelines on coordination and
 

expansion of Non-Formal Education programs to be prepared.
 

18.11.1 Finding: Achievement of this point beyond the capability of the
 

existing Project.
 

18.11.2 Discussion:
 

The team agrees with IEMS staff that the objective should be
 

restated to stress that IENS play a role in development of this policy,
 

while at the same time recognizing that other institutions, notably LDTC,
 

are also heavily involved. Further, the EOPS emphasis should be on whether
 

coordination exists, rather than on the existence of policy guidelines.
 

.......................
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18.11.3 RECOMMENDATION
 

See also EOPS 7 and output objectives 1, 8, 10, 11, 13. The EOPS
 

should either be deleted or restated as: "IEMS will have established
 

understandings and working procedures for coordinating program development,
 

minimizing overlap in program implementation and sharing support services
 

and/or facilities with other institutions, particularly LDTC, contributing
 

to the expansion of Non-Formal Education in Lesotho.'
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19.0 GOAL/SUBGOAL
 

19.1 PpGoal: 
To enable Lesotho to respond effectively to national
 

development needs through human resource development.
 

19.2 
Measures of coal Achievement:
 

1. Increased rate of Basotho business starts.
 

2. Expanslua of credit unions and cooperatives.
 

3. Increase in rural development projects.
 

4. Assumption of upper and middle level manpower positions bvauall.
 

fied Basotho.
 

5. Increased produ 
ivity--f Basotho-Iabor force. 

6. Increased regional cooperati n ilreqearqh.an___~q-~ man-_ 

power development in Southern Africa.
 

19.3 Evaluation Conclusion:
 

Time did not permit any close analysis of Goal/Subgoal accomplish

ment. 
 In any dase, Goal/Subgoal assessment is not appropriate for a
 

mid-term formative evaluation.
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20.0 	BENEFICIARIES
 

Beneficiaries of the Project will, during the duration of the Project
 

and for many years thereafter, be small businessmen, business assistantst
 

management pers6nnel, community leaders of various kinds, community
 

development personnel and, increasingly, part-time diploma and degree
 

students. 
While diploma and degree programs will be on the increase, short
 

courses or conference, seminars and workshops, can be expected to be the
 

major modus operandi of the Institute.
 

The main beneficiaries of the Project fall within the underprivileged
 

majority of the population on whom Government focuses its priority
 

attention. 
The current progressive joint-farming oper;tinis (Mants'a-tlala
 

system) need back-up education services to managers and other community
 

leaders involved in the program. Community educational programs will focus
 

on identified need areas like family planning and health improvement
 

programs, especially the development of village sanitation and water
 

supplies.
 

While basically intended to reduce over-dependence on external labor
 

markets, human resource development programs will focus on the establishment
 

of income-generating possibilities in both rural and urban Lesotho. 
 It will
 

encourage creativity and support leadership training programs designed to
 

encourage creativity and entrepreneurship.
 

Substantially morp women than men are 
involved in the IEMS program; in
 

some sections nearly all participants are women. With more and more men and
 

women seeking employment in South Africa annually, there is need to give
 

women more skills and at the same time to mount educational and training
 

programs for the somewhat neglected males, especi.lly those re-entering the
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Lesotho workforce after periods of work in South Africa. 
Any program
 

carried out by IEMS, therefore, requires a human resource development
 

orientation, with emphasis on 
basic 	skills of management, supervision and
 

industrial skills. 

Time did not permit the evaluation team to visit Project field sites
 

or to sit in on training workshops, but we are satisfied that it is
 

benefitting appropriate client populations, especially small businessmen and
 

women. If IEMS is to serve the grassroots population in the Kingdom its
 

outreach beyond Maseru and Roma to remote areas must continue to grow. The
 

University, if it is to show concern for the development of the largest
 

proportion of the population, cannot help bat continue assisting IEMS. This
 

position will ensure that the Nation will not regard the University as an
 

ivory-tower institution serving only the elite.
 

21.0 	UNPLANNED EFFECTS
 

There were no discernible unplanned effeots.",
 

22.0 	 LESSONS LEARNED
 

I. During the Project design, serious consideration was given to
 

contracting this Project with a U.S. educational institution. This would
 

have increased Project costs because of overhead, increased travel, and
 

on-campus expenses. Due to time constraints, particularly for the Project
 

Coordinator to commit himself to a follow-on contract, it was decided to use
 

the existing SAMDP contracting mechanism to administer technical assistance
 

and overseas training.
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Not having a U.S. contractor involved some initial sacrifices:
 

logistical support was not well-organized in the'Project's early stages;
 

some start-up delays were experienced while funding arrangements were worked
 

out between USAID and NUL.
 

However, as a result:
 

USAID and NUL have had more direct communication than they
 

would have had with an intervening contract.
 

NUL has been more directly involved in selection of technical
 

assistance staff.
 

Technical Assistance personnel have essentially i6een employees'
 

of NUL rather than of another institution.
 

--	 Any personnel problems have of necessity been worked out 

directly between NUL and the team. 

2. If the Project were to start over today, much greater emphasis
 

would be placed on the immediate development of administrative:jna:gment
 

procedures and on a research/evaluation capability. A management
 

information system (just now being developed) would have been invaluable
 

from day one. 
 A data base for measurement of Project achievements has beei
 

sorely missed, and would ease current evaluation tasks.
 

3. While the benefits of long-term degree training, especially ina
 

university setting, are obvious and substantial, the costs in terms of
 

program disruption are undeniable. If the participants could be absent for
 

shorter periods and their study design could be more tightly tied to Project
 

needs, much of this cost could be avoided.
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4. A unified physical facility is worth a great deal in making it
 

possible for disparate Project sub-sections to establish and maintain a
 

coherent program. Absence of such a facility has made program coherence 

difficult to attain so far in this Project. 

5. A newly created development institution will find unexpectedly
 

large numbers of individuals and groups already working on the problems th
 

new entity is commissioned to address. Problems of coordination and
 

collaboration should be addressed directly rather than lamented. A modest
 

amount of discretionary funds to cover costs of collaboration and purchase
 

of services from organizations with a particular relative advantage can
 

greatly facilitate cooperation and effectiveness of all programs concerned.
 

tIJ
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