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MEMORANDUN

To: Adrian de Graffenreid
Evaluation Coordinator !

From: Patsy P, Layne, HRDO G?
Subject: GOL Contribution Information for Project'632?0080'EVaiﬁ§£16n‘
pate: 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 suppert: 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:

N

1. Housing: 95 months & M900 M 85,500
2. IEMS furniture, supplies, books 110,000
3. TA support: 95 months @ M200 19,000
4. Training support: 107 mo. @ M500 53,500
5. Land value, estimated: 96,000 M2 @ M2/M2 192,000

6. Maintenance, utilities, other operating costs 108,000
@ M3000/month ' .
7. IEYS staff: 60 mo @ M1200 72,000

H§401000



PART TWO: PES 6.32-84-7

PIOJLCT' LVALUNTION LULEARY L
ILSTIWULT, OF EXTI TLIel, STULLLS, Lo IGEAL URIVERSITY OfF LESUTIO -

13.0 SULLAIY

- This project is cesigned to increase the capacity of the
lnstitute of kxtra tawal Stucies (1M S) of the Naticnhal Lniversity of
Lesotlo (LUL) to extend developnental acgult eGucation to rural and urban
populations.  Total estiated cests to Le obligated over four years vere
7,080,000, vithi the sgyency for lntermational Levelopnent (AIL)
contributing up to L4, 240,000, and the evernrent of Lesctlo (Wil) the
renaincer,  All's contributicon covers technical asuistance (estinuted at
1o persen nenths), local project supjort, training (s to 4706 person
ronths), tongorary funaing for seven staff positions, project
comicaities, three velideles ad one classrocn/office Luilaing. The WL
iv centributing lard, eguipient ad raintenance for the kuilaing, housing
ior the erpatriate auwvisors, funding for seven hew staff lositions end
sl port for regional conicrences,  ihe project was to have Leen
cengletea Ly vune, 1806, Lut is sonevliat Lehing schecule, due nainly to
celays in cuhstructing the iaseru canpus, in orqanizing & revised
part-bine studics precran, ana in establishing the planned regional
celiters.  Good prwgress s being nase on thie Laseru canpus, fair progress
G the pert-tine studres progran, and little if any progress on the '
regiciel centers.  Gthier elaments of the prouran wre procecding
satisfacterily, including reorganiz g the administration of 1LES, raking
lang-ringe plans, ongacing in planuing-end-jolicy-criented researd,
revasing the Lusiness curricula, training Lasotho staff menkers to
rej-lece counterpart esperts, breadening the coverage of 1LES proyrans to
incluce nore students (althcugh, s poitted out akove, not nore
cewraghical arcas), and participating in regional discussions of
non—fornal and adult caucation progrims,

The evaluaticn team finds the }Froject cn track, although -
Lehind the Froject Lroposul (Br) dplenentation schiedule,



4 PICL extension of up to one year is reconmended to perndt all major
project activities to be coupleted. Mo additional funding will be
LeCussary., .

14.0  LVALUNTICN FRTHCLOLUGY .

ihls was & nid-project evaluation, designed to aid the project
in 1dentifying, revising and achieving its ¢oals in the remaining time.
Criginally it had Leen intencea that the evaluation would require 4-6
veeks, Lut in the ena ouly wo weeks were available., ‘o counterbalance
the shert tinme available, tlie tean consisted of thiree perscns vho vere
fauliar Loth with Lesctho and vith the 1ML progran.  ‘The team visited
the faseru and g carpuses of the University. 'flere were discussions
with LLL and db aandnistrators, project consultants, UsALL officials
ana to of the three cwordinators of regicnal centers,  ‘there vas close
consultation througlhout the evaluation exercisce Letween the tea, Ussdl
starf, LUL stalf and 145 staff, so that in the endg tere was a broad
neasure cf dgreenent on the conclusicns reachied by the tean,

5.0 LWvLN«L FaCivhkS.  Thwee rajor external factors have affected the
project.  prirst, Lesclio is increasingly under ceorondc pressure, due to
dreughit, unanployrcnt, populaticn gradth and the econonice state of south
Africy, and as a result L, along with all other governmental
instituticns, Las keen forced to live witly severe Ludgutary oconstraints,
becenu, several other institutions have entered thie field of assistance
to nen-fonal wiucaticn, | particularly the Lesothio Listance Teaching
Center, vith the conseqguence that 168 hos keen forced to tailor and
ceordinate its plans to wecord vith those of sister instituions within
the country. fShird, expected funding by Cernan denors for the regicnal
centers s not Leen fortheaning, requiring 1hS and its USAID advisors

te nodify Jlans for these regicnal centers.

16,0 H.IUIG. Lith the exception of Lesotho Lovernment contributicns to
the cunstruction of e Laseru canpus (a probles eventuzlly solved
through correctien of an aduinistrative error), all inputs have been
provicea on tine, b the otier hand, the Ludget nheeds revisicn and
correcticn on the Lasis of the initial two years of experience. e 5
technical assistance auvisors have been on site, as rlanned, and have
contributed in their rielas of expertise vhiat vas expected of thau.
Long=ten. training to the ta level in the Lnited states has Leen
satisiactory, but ran~Cegree trainng, vhether in the Loy, in a third
country of in Lesotlio itsclr, has not procccced accoraing to scleaule,
ihe Lescthio Covernient las hept its part of the targain, by establishing
five posts. It 15 expected that two nore posts will Le added to the
establishoent list. GTus fur, few conlouity inputs have leen supplied,
prirnarily because of the delay in constructing the Faseru center. hree
vehicles huve Leen jurclased for 1US5. Construction of the Laseru site
sedis tu e preceeding well, alleit late, and should 1= a yreat benefit
to the tniversicy, to 1L and 1o those who are trained by 1S in
Lascru. Ul lack of progress on the regianal centers is a serious
landicap, anu it is recdienced that UWSAIL provide construction funds for
thuse contery,



17.¢0 ouiiWls, e occigdete .rojcc.t_ evaluation (attached) discusses 15
suparate cutjuts i Cetail, wnd nakes reccunendations for injroved or
nxdifice dnplemcentation procedures.  Coordination with other non-fornal
caucation prograns is noving along well, although nore fornalived
policres are necued.  Levelcprent plans ana Ludget are being udated and
approvea by ULalb antwally, so that it should be possible in the future
to streanline ehpenuiture procccures and still neet Lbalb's clibersoue
gocuientation reguirenerts.  sdudnistrative tools, including a nanagenent
infornation systan, rescarch for program danning and evaluaticn, an
awdnistrative procedures hamdbook, plans for rural and urkon extension
prograne ana plans {or regional cooperaticn are proceeding well,  Plans
for the reviscd part-tine studies progran were set Lack Ly the LUl
decisian to suspend the entive progran pending {ull review, Kevised
curricula for the husiness ceucation progran and the training of skall
Lusinessren are Leing planned, but lave not yet Leen implenented,  Very
little has been cone 5o far tu consoliuate Lroadcast efforts, and it is
propes ca that a consultant be Lroucht to survey the entire neaia proyran,
in oocperation wvith the Instructicnal Ledia besource Center.  1le plans
to train 1LLS staff at the 1a level have noved ahead well, but little
pProgress has been Lade with short-term traindng,  rive josts have Leen
adecd to the establisluent list as planned, 1'.1nu] ly, constructicn on the
Laseru canjus, vhereas delayed, is CM ected to ke cungaleted in the hear
future,

lL.U BURFOSLE.  the evaluation report listed elew.n overall jarposes of
the project, which mev.n,ubl) cverla). with the ouq uts described alove,
In several cases, it is recairended that the purpose Le nodified to tule
into account r(_ull‘l_lt.b of the present situation. 1t was consicered
wincalistic, in view of the alsence of staff awvay in training on ba
prograns ana the preblens vith construction of the Laseru and regionisl
centers, for 148 to expanc to L, (WU airolled stucents by 19is-45.
hather it is hejed .,ml ly that the enrodllient woule show o substantial
increuse over the 1800~ lewel, Sinilarly, it is not to lLe CX} ected
that 1klb coulu exjand to nev geographical wreas, as envisaged in the
criginal doeunent, becuase of the lad: of facilities any starf. Inproved
ccordivation anong IilS secticns is Leiny acnieved, through letier
aandnistrative prececures, and particularly through the use of the
Kesearch and Lvaluaticn sgction, vhich is servinyg as a cenvral Lody for
Plannivg and expansion.  lelations wvith other institutions in southern
Africa Lave roved slouly.  In particular, 1US hes been unable to scrve
as o neeel for cagarakle instituticns in otler contries. The
evaluation report projcses rather that 1l4s cog)c erate witl, other
Cinstituticng in a rutual sharing ox ~,<_x:v1u_.,, preyrings. und ideas. The
evaluaticn rejort sugeests o lu_;or shift in the jrejcsals for the
part-tine proegrane Instewd of Leing, accorded the sane acadendc
privileges and services as for full-tine students 1(111_—1:_.'1__11'(-: students
should nerely Le ¢ given credit to the extent UldL-Ult.l.LCbUl’.:Lb Lect_LhUL's
standards.” oin aluxl), e p,.n.-t_n € Projride canliot le expccted to ezlund
as fast as oricinally hoped, jarticularly in the degrec-cranting area.
It is sugeested instenu that the provran Le garaticual by 1945, Adth—
Lore: ul;}"slb cn u:q lenas and certiticates anu jossibly less ux\l.lxz:lsis on
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devrees.  hs for the goal that there would be kroud Linistry of kducaticon
guidelines for ccordinaticn and expansion of non~fonnd, education, e
evaluation team believes that this is an irrelevant and wcktainable
goal, vhich slculu ke replacca by the single expectation that there will
Le a ¢eod verhing relations vith othier instituicns, particularly the
lesotho Listance 'eaching Center. '

L.C Wl/eUluunl, The evaluaticn rejort lists six najor. ceals, nanely,
hore Lusiless stally by Lasotho, credit unions and cooperatives, mural

develo ot prejeets, Lasctio in high-level [Ositions, productivity of
Lasctlic-laker Terce "and” cegpieratiun in rescar@h’ oh nanj el Gevelo nient,
it seuthern ffvica. hGwver, as the evaluation joints, out, analysis of
accaplistaart of tliese Jouls ana sulgoals is not apprgeriate at a
ma~-ter evaluation of this type.

0.0 LelkbPICIAIILS,  Yhe ultinate Leneficiaries of the project are to Le
thall Lusinessien, Lusiless assistants, nanigencent personnel, coinuanity
leaders, connuity vevelyent persounel and part~tine wiplcia anu uegree
stucents.  Yhese peoile largely cone fram the underprivileced nejority of
the jojulation, 1t is espected that nore incore-generating opportunities
vill Le generated ancng this ¢roy) as a result of lklb activities, ana
“Wat creativity ana entrepreunershij. will Le wevelcped aiong this groug.
In fact, as the pregrali proceeas, Lere ana nore poople frau this
wderprivileced najerity are Leing scrved, althougli both the quality of -
the prograde and the aksolute nunbers of pecple involved nust e ingroved
in the future.

. “he nore immediate beneficiaries of the project are those o
have Yeen whu ave being trained abroad. 9lus far six persons have Leen
sent to the lnited Ltates for ba programs. 1t is plenned that shortly
otler persons wvill Le trained in short-term uen-degree | regrans, in. the..
Unitea Stites,”in tilvd cowitrics and in lesotho.

21,6 ULFLAdikb BRRECTS. Yl evalustion report says that there vere no
discernible unplanncu eficets. 1t ray ke that the cvaluaticn teum did
not lodk clesely at the incicental effects a prograw of this nagnitude
hust have haa on the Undversity itself, They are surely substantial and
shoulu e esandnied as part of the rinal evaluztion,

22,0 LiLluls Lheddieb.  Shere vere scie Lenefits derived rran nanely, nore
dircect oontract Letween Usndb and LUL at the wGndnistrative,
staif-gelection and jersannel-ianagenent levels., lLiowvever, the workload
increase ior the LddL stuif nakes thls a nost untenable: arrangement,
fraw Lwdb's viagoint, Guier lessone included the necessity of
estidlishing addnistrative onc reseurdr procecures fran the start, as
Well as a nanocenent inforinaticn systau, “he difficulty raised by having
lost-country staff absent for long jeriods of training, the necessity of
4 wiified physical plant for the wlole progran, ana the difficulty of
coordinaticn with other agencles encagea 1n sindlar activities sliould be
casidered wheh ey jroject of this nature is planned.

.0 attadhied is thie full report of the Lvaluction ten, wids secticns
Plilcles W cortis) et w thls swaary,
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14.0 Evaluation Methodology

The evaluation was a mid-term "Formative” evaluétion.' Since bo‘;;-
Project Evaluation Summary (PES) was written at the end of the fifst yéar of
Phase II, the Project team decided (with the concurrence of the Human ‘
Resources Development Officer (IIRDO) 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}1935;_
Since the Project agreement was not signed until August 1981, October’1953;
is approximately mid-term, ‘ -

The evaluation plan.calleé for a 2 or 3 member team for‘446:weekg.
USAID/Lesotho requested Jim Hoxeng of Science and Technblogy/aduéati;h
(SQ?/BD) and Frank Method of PPC/PDPR/HR as members ofithe_team. ﬁf1 éa
Matg'ela, formerly Permanent Secretary of the Ministry of Educatidn and
Culture (ddring Phase I and including the period during whicﬁ ?hase’ilfplaha
were developed) and currently on the faculty of NUL, was the third membériof
the team. Since both Hoxeng and Method had previous experience in Lesotﬁé_
and background knowledge of IEMS and other nonformal education (NFE)
organizations in Lesotho, a shorter evalvation visit was judged feasible.
In addition, it was desirable to coordinate the IEMS evaluation with a
separate evaluation of ProjecF 931-1054, Structuring Nonformal Bducation
Resources and for the .reports of both evaluation teams to be available as“,

 soon as possible as part of USAID/Lesotho's review of aJPP'fbr Edsic, T;'
_Education and technical training. Thus, for a variety of.fé;saﬁs;:éhlf 2

- weeks were available.



The'evaluation was conducted from October 24 to November 4, 1983,

This was a minimum time for evaluation and did not allow‘fot_fieié visits
other than to the Roma and Maseru campuses, However, it was adequate given
the background knowledge of the evaluation team and the e&tensive
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 sumharies'
and background documentation had been provided to the team a month or mqfe
before arriving.

puring the first three days of the Projéqt*evaluution the team met
with the staff of each section, with the Vice-chaﬁcellor‘and IEMS Director,
with 2 of the 3 coordinators of regional centers (e#cept Thaba Tseka), and
with 3 of the 4 Project Advisors. The team met on‘10/31 with Hushang Bahar
(Part-Time Studies Advisor) and Dpawn Cooper Bahar (Consultant for Community
and ‘Leadership Development}), éhe‘fourth day was spent.writing and reviewing
IEMS documentation, .

On the fifth day the team met in a pleﬁary vworkshop session, with all
staff of IEMS invited and most attending. 1In this meeting the team reported
overall impressions and reviewed each EOPS indicator and Output statementf
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 spént developing drafts of the Purpose, Output
and Input Sections which were distributed and reviewed item-by-item in

another plenary session with IEMS Staff.



On Thursday, Day 11, the major findings and recommendations'were

presented and discussed with the Vice-Chancellor, Pro-Vice Chancello;,]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;

(1) The three members of the team had substantial backgtouﬁd“

knowledge of IEMS, o -

{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 toyard 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 agteemeﬁt‘bn
findings and recommendations. |

Finally, the team had excellent logistic support ﬁgom IEMS, including
transport and the services of Ms. Likhapha Mokhele, who did an excellent‘jdb
of getting papers typed, revised and distributed. The team wants to note

her efforts with special thanks.



EXTERNAL PACTORS

15.0 Four external  factors inadequately anticipated in Project. design have
affected the implemenfhtion of the IEMS Project.

15.1 Pirst, the present socio-economic conditiop in Lesotho'ofnin¢r¢asing»
unemployment and population growth, without a similar increaselin economic
development is an adverse factor. Government has had to placé top priority
on agriculture and related industries in orde:.to decrease undue reliance in
this area on its neighbor, the Republic of South Africa. It has also had to
adopt sgringent budgetary measures, including a freeze on civil service
hiring. This has left little discretionary budget room and has made it
diificult to establish the posts for IEMS (;hough GOL has eventually done
s0). k

15.2 Second, there has been greater than expected growth in the numbe;:ofvi
organizations assisting adult and non-formal. education in Lesotho. IEMS is

e e

one of about five or so_institutions [along with the Lesotho Distance

s e

—

Teaching Center (EEEF), Lesotho Family Planning Association, Lesotho
Opportunities Industrialization Center (LOIC), Institute of Development

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

PSS —————

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

- —— o

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

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 SOhthérn African
countries have not. matured as rapidly as assumed, due 1n part to the same

economic problems which have affected Lesotho and to the many uncertaintiea

R

that affect countriea in the Southern African context.

difficult to achieve the objective of using IBMS aa a model or resource for'

sister institutions.

?Thia has made it ‘

S



16.0 INPUTS

16.1 General Findings and Background

. Both GOL and. U.S. inputs have been provided 1n the nnticipated
quantity and with expected quality. The main deviation from PP 1nput i
schedule is some delay in participant training starts (due to a delay iL»
signing of Projeet agreement) and in stert of cohetruction for the ﬁasetu'
Campus (due to a delay in release of Goﬁ counterpart funds and a censeqﬁent
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 fact 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 (aftcr‘the éelaye”>
noted above), the output assumptions are not fully valid in the short term,

An 1mportant assumption for the achievement of Project purposes was
that two regional centers would be funded by a German Poundation. This hae
not happened.

Project resources have been cerefully and prudently managed. ihe‘
budget is.fully adequate for all remaining scheduled inpits and should allow
room for some additional lnbugs 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

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

and implementation schedule

| %



There are numerous inconsistencies in the pp budget and finéhciali
plan. cConsidering the changes in implementation schedule, additional ihbﬁﬁg
noted by this evaluation as needed and possible moéifications (1.e., '
reductions) of some inflation assumptions it is recommended that IEMS réVié@'
its budget, re-prioritize needed inputs and present a new budaget and

expenditure projection for approval by USAID/Lesotho,

16.2 ‘Technical Assistance., Please see table on following pége.

16.3 Training
PP Actual to 10/83 ~ Allocated

Number “Person  Number (See notes) | o Peraonvf
M.A./U.S. 8 192 . ¢ (1) 107
Non-Degree/Us 14 ) 68 | i '{ ,(ij ‘ =
Third Country 2 - 1?. - ‘{ﬁi» 1jf5
In-Country 6 ‘20{_ .;ii o ~é$i
Training Seminar: ¢ x z‘ﬁﬁﬁehs:éééi”é€x 2Aﬁéeksii4iif 5

Nores:
(1) The long-term training emphasis has changed from the pp,
reflecting delays in Project Btartup; changes in staff availabler
and'difficulty in releasing staff for training. while trainiﬁg
to date appears relevant and needgd, most training needs
identified in the PP remain valid. ‘A new traininq'plan with

allocation for 84 starts should be prepared qnd»égpeedmyith”ﬁ

e

USAID/Lesothq. A suggested training is under discussion {see

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

|y



7A .

16.2 Technical Assistance

PP ... 7/81-10/83 . Expended Remaining
Person - Person e o Person
Technical Assistance Months k.Hontha' “Percent’ Honths
Project Advisor 48 28 20
Academic Planner 48 . 20 28
Research/Evaluation S LR
Advisor 48
Part-Time Studies o
Advisor .24
community Development L
Advisor 12

568

Short-Term Consultanta 18

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

Local Project Support

Admin, Secretary 48 v16v 33y 32
Secrctary .48 ?61 548 .22

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



,date are substantially below budgeted projections. Thue, total
‘person months may be increased without increasing the budget.
Expanded training may require allocations for prosoective as wel
as current IBMS 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 28 the first priority. Howeveri

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

———————— e oAb e e s P et e mrmem e by

practicums should now be considered.

(3) 'Relevant Third Country training sites have not been i3cntified.

_ e 0 ntiin 6 it s

(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 Regional

Conference and training on Community and Adult Education. These have not
- —_—

e o e e s

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

N
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

..

JENSNSUEE S

168 months. These posts are to be established as permanent IBMS positions,-

[ U S, - roe e e e

with regular budget allocations after 24 months. To date 5 new posts have:



been established (research/evaluation, community development, pert-time

studies, business education and media). Posts temaining to be establiuhed
—

s —

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

e ot A S
e

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 poste and NUL and

GOL indicate willingness to establish and to budget Ffor such posts,j

USAID/Le3otho 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 }7,5"{'_‘) Py, %’;‘d" 'JC&“J A s

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. Reallocction for additional equipment should be considered, but
only after firm plans for use of the current allocation are in place.

J

16.7 Vehlcles Py, ,,»,\,,p-._,-)

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 1963, An additional

- ———
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vehicle could be justified, mainly if it were determined to be needed and if
» > € » be needed and 1f

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

of any plans for the eatablishmént'offaddipional’regidnal’deﬁtera{

16.8 Construction

16.8.1 Maseru Campus

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 (M948,000) and of GOL counterpart contribution,
USAID/Lesotho considered it essential to establish the précedent for hol@ing
to the funding schedule. (NMote: 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 1tsf 
budget as approved by the Ministry of Education and appropriated b& the:
Ministry of Fihance). The Maseru Campus is approximately 50% complete;;"fpu
completion expected mid-1984. Twenty-five percent completion payment‘yas/;.
made in May 1983 as provided by agreed procedure. The construcéibh bqueE -
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 |
pProceeding rapidl, and the expectation is that it will be completed weli
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 facilities and addition of a PABX telephone system,

K
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16.8.2 Regional Centers

A majdr construction need is for facilitiea'at one or mofe'nf‘the“
regional centers such as Mahobong or Ramabanta.. The PP included an
important purpose-level assumption that construction of 2 centers would b
provided by German Foundat1ons (Misercor or Priedrich Ebert Stiftung).
However, IEMS proposals were not accepted and hoped for funding has-not beeni

obtained.

16.8.3 RECOMMENDATION

Allocation of Project funds for'construction of one ur more regiondl'

———

R R e e

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 cach center and (2) that IEMS will budget for basic

furnlshings, equipment and maintenance as necessary. (Also see

o JURpIEY

reconmendation- under staffing.)

19
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17.0 OUTPUTS

17.1 Output 1: An_inatitutional plan for extension of IEMS programs and

integration/coordination with other NFE activities according to Ministry_of;
Education (MOE) policy.

17.1.1 Pinding: 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 LDIC in the GOL's
e

five year plan as the 1ead institution for nonformal education comes closer
than anything else to stating an NFE policy. IEMS recognizes Lqu'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

capabilitieu in order to take fuller aéGéhtagé of what is available in the

way of mater1a1 development expertise, etc., both for IEHS 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, Iang_

should play a major role in bringing together a11 organizations working on

NFE in Lesotho.

——— o e

Among the other organizations with which IEMS needs to coordinate
N ———— .

are the Instructional Materials Resource Center (IMRC), the Lesotho
Education Research Association (LERA), the Lesotho Association for Nonformal
Education (ébygp), 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 cffective pilanning process for expansion of its

L a—
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activities which takes into account the activities 6f other NFE

T L N T e s 8- i 0

organ{zations in Lesotho, avoiding unnecessary program

R e et TR L TR

dablication.

b. fgﬁgiwill 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

s

these and other NFE organizations.

17.2 oQutput 2: Updated annual developmehﬁ plans, .

17.2.1 Finding: Fully satisfactory progress.

17.2.2 Dbiscussion:

IEMS is already quite near having a mechanism for producing an

————

annual development plan which reflects the objectives of each section fo-

e -

the coming year as well as budgetary needs linked to planned activities,
e+ ot S e

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 procgdures currently iavolve
their requesting a USAID advance approval for even'very small expenditdres’
which are clearly in support of Project acti?ities; We have discussed with
the HRDOAa possible modification of this practice: once the mechanism forvg

et cme et

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

PR s e o X

forecast with fair accuracy at_least three months 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 acceptcd plan should free
both IEMS administration and the HRDO 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

1EMS and USAID/Lesotho should work out a procedure for anticipating

Project expenditures by category which reduces or eliminates the need for

oo e g Y SO R St 18kt A 1o g ¢ e e . 1 0 e

USAID approval of routine Praject.expenditures. Specific USAID approval
should be required for external participant training, vehicles and majorr

capital expenditures such as buildings or equipment.,

17,3 Output 3: A Management InformetioanYstem,

17.3.1 Pinding: Satisfactory progress.

17.3.2 Discussion:

The Research and Evaluation Section is coordinating the teating and

. e e e et e s s sy @ T

.
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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 debugged and operational 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 keseatch and EvaluetionvSection as well as IEMS
management must budget time and opportunity for full»diecussion and
acceptance‘by each section.

17.3.3 RECOMMENDATION

No gpecific recommendation is made at this point.

/7



17.4 oOutput 4: A research methodbiogyjforﬁprogram‘plahning;»evaluation‘and

institutional development.

17.4.1 Finding: &Satisfactory progress.

17.4.2 Discussion

The Research and Evaluation Sectien has worked harq.to produce a
large number of questionnaires, feedback and evaluation forms, planning
tools and other documentation formats which when fhlly'used will standardize
the information éﬁailable to management on the intent anq outcomes of the
numerous training activities underway at any given.time; What musﬁ Be
assured is that all sections make use of these tools, in order to eliminate

information gaps. IEMS" management has this heavy reaponsibility.:

17.4.3 RECOMMENDATION

No specific recommendation is made at this'point; however,:see. the.

discussion and recommendation under EOPS 4,

17.5 Output 5: A revised part-time studies wiau.

17.5.1 Pinding: Satisfactory progrehé“with blah;tbugﬁaqtqdlfptegfemfnetj;t

yet implemented,

17.5.2 Discussion:

The Part-time Studies Pfoqram remains an ihtegral paft 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 yecars. 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 guspended untii a thorough .

analysis of the program's many problems had been completed aﬁq a8 new program

.
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designed. Thut process has taken about two years, and approval of the new

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

A ettt ton b 1. 1ttt oo ]

NUL vice-chancellor that the new plan is likely to be accepted by the

A v vt s e et o

Faculty 3cnate 1n late November 1983. We have urged ecarlier 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 specificlrecommeﬁdati¢ns mad§ at.tbis:égiht.‘

17.6 Output 6: Consolidated plan for business education.

17.7 oOutput 7: Revised business curriculum.‘

17.7.1 Pinding: satisfactory progtess on both objectives,

17.7.2 Discussion:

Barlier this year a consultant examined the prospects for

consolidation of the two business programs. Consensus for the time beinglis

that they should remain separate. They serve different client groups, and-
o ————— R

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: 'Imptoved
- LTI e

-~ o e

management procedures will be in place_ for_both the Business- Studies and-

Businescmen's Traiq}ng Center (BTC) sections,"”

e S o e e
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17,8 output 8r An Adultiﬂduootion.teaching,curriculum and: methodolog

17.8.1 Finding: Satisfactory progress in planning; program not yet

implemented.

17.8.2 Discussion:

Even though this output is behind tho,original‘schedule atoted e
the workplan, it is now well along. The evaluation team agrees with tho
high priority placed on this section's program by NUL leadership, and urgéa
that the useful steps taken to date (draft of summary course offerings and B
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-developed 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 A351stance should be provided as needed,

17.9 Output 9: An Administrative Procedures Handbook.
— e et o=

17.9.1 -Finding: Fully satisfactory progress.

17.9.2 Discussion:

IEMS has contracted with the Institute of Development»ﬁanagemeot: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

.. -

i reemt e e

end of the Project it should form an integral part of IBHS'B operations.‘m“

e e b et e s o
o sy -

17.9.3 RECOMMENDATION

No gpecific recommendation made at this point,.

%


http:well-develop.ed

18

17.10  Output 10: Consolidation of broaocest efforts,

17,10.1 Finding: Very little has;yet{been;accompiished‘towérd;achievenent
of this output.

17.10.2 Discussion:

Key staff have been absent for,training;‘and part‘of‘the corrent:
broadcasting effort is carried out in collahoretion with an external egency,
making consolidation difficult. The consultant foreseen by the Project
Poper has not yet been contracted because staff have been iibsent for |
training. The team agrees with IEMS's position that this output statement f
should be revised to include the entire media program, not just radio
programming, and that a <onsultant should be 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 IBMS uses care in -
designing a program for the Mecdia Section.

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

e s TPV —

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

——— e e

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

T PR

Materials Resources “Center (IMRC) broadcast studio.

———" S et e v ttomne e

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.:\Thst IEMS meet with staff of IMRC and LDTC to teview options for
¢ollaboration and sharing of production faciiitiesll
Ce. That IEMS review, perhaps v.ith 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 1984/85. Anyimajorz
- investments in media facilities or equipment_shoold-be_gith‘tﬁs?é

‘prior approval of USAID/Lesotho.

7.11 Output 11: Needs assessment;and,plan‘for fg;arTAhafa:bghgéxgénsibqe
programs.

17.11.1  Finding: satisfactory Progress{

17.11.2 Discussion:

The Research and Bvaluation 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 nadefetfthisopointsff

17.12 Output 12: Trained Basotho staff at IEHS.:

17.12.1 Pinding: Very satisfactory progress.

17.12,2 Discussion and Recommendation: 'See~InputsgSectiOnnonlstqffg

positions.

17.13 oOutput 13: Improved regional cooperation, coordination and ‘sharing. -
of adult and extension resources,

17.13.1 rinding: GsSatisfactory progress, with_ieysl"ofractivity‘expectedito

increase substantially before PACD.
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b. That IEMS meet with staff of IMRC and LDTC to review opt}ons for
collaboration and sharing of production facilities.
c. - That IEMS review, peihaps with the help of a consultanﬁ/adviso;;
| ‘the need for production equipment at IEMS (considering what is"
évailgble through IMRC and other resources in Lesotho) andv
include such equipment in its plans for 1984/85. Any major
invgstments in media facilities or equipment should be:wiéﬁ thév

prior approval of USAID/Lesotho.

17.11 Output 11: Needs assessment and plan for rural and urban extensfon '

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 wei;

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 Basoﬁh#.staff‘éﬁ;IBHS}?

17.12.1 Pinding: Very satisfactory progréss,

17.12.2 Dpiscussion and Recommendation: See Inpuf
positions.

17.13 output 13: 1Inmproved regional cooperation;acpogqihaqiaﬁ:Sndﬁéhqfiﬁgﬁh

of adult and extension resources.

17.13.1 FPinding: Satisfactory progress; wiﬁh,;eygliofzaqtiv;ty?gxpected;tp-

increase substantially before PACD.

79
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17.13.2 Discussion: See the Purpose Section,’ EOPS' Noi' 7.

17.13.3 RECOMMENDATION

No recommendation is. made at this point,

17.14 Qutput 14: New IEMS staffi positions established DY NUL.

17.14,1 Pinding: Five of the seven target posts established; the other two
L B B

to be established by the PACD.

e = SR i e
P

17,14.2 RECOMMENDATION

If funding adjustments are made. to’ further IEMS outreach _programs,

there may be need to consider establishment of addltional posts. If this 1s

the case, IEMS should define and submit its requests as soon as posaible.

e
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17.15 Output 15: an operational clasercom/office cemplex for.IEHs‘inh

Maseru.

17.15.1 FPinding: 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 constructigufheve”

now been solved.

17.13.3 RECOMMENDATION

IEMS should carefully examihefthe,needlfer?eﬁéltibnal“inputa_to

make the building functional.i Chief among theae will be a telephone

—o—

system. (See discussion under Cconstruction Inputs.) -
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18.0 PURPOSE

18.1 EOPS 1: IEMS enrollment to be increased frqmwg,ggguggwgiggp by,
1984-85.

18.1.1 Finding: Progress satisfactory Loward expanded training capacity

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

18.1.2 Dpiscussion:

The EOPS needs modification for at least two major reasohs.'“Firét)
the 5,000 1980-81 enrollment figure is only an estimate and is difficuit'tc
verify. Second, aggregate enrollment figures include both certificate/—l a
diploma training and participants in short courses, seminars and .
conferences. The categories differ so widely that total figuree th;be mig~
leading. Any comparison must consider which elements are changing;esﬂweilc
as the changes in aggregate enrollment,

The IEMS 1979-80 Annual Report 1ists the followihgvenrollmeﬁtsi

Number of
Participants
Short coursea/seminars/confctenceeji o 3,235
Business Sstudies o T C292
Part-time Degree - 94
Businessmen'e Training Centre

Regional Centres

Annual Report Total
Miscellaneous short courses not part -

of regular IEMS program U448
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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 IEMS 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
made 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

—————— Cympeasos samoeian A%

has increased, with _participation in short—course brujrams at least at the

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

— - T i o —
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substantially over the 1980/81 level. _ See the discussion under EOPS 9.

18.2 EOPS 2: 1IEMS programs and services extended to several new areas.

18.2.1 Pinding: 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 =

xexpected in the next 2 years, manpower and building fundu permitting.' At
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the beginning of IEMS ri; onerations were coneentrated in Maseru énd‘noma;
with one regional center operating in Hafeteno. Thaba-Tseka 8 program
wasbeginning operation, although no tegional center had yet been
constructed. Since then, work has gtarted 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 1nstructiona1 facilities. Strenuous staff efforts to extend IFMS

AR Ve e et L e e S SR oy e

programs to new areas have often been frustrated bj lack of .access to

B R L e

——— vt as

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

PR . P
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affected the Institute of Labor Studies Program, the Businessmen 8 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:es iEMSﬂ;f
Director. The Mahobong program's ambitious plans will 1ikely,ekcee&‘what;“'
its.current director can handle on his own,

The Project Log Frame included the assumption that other donorsr
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 training

facility at Mahobong as well as improvement of other centers.
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USAID/Lesotho should consider favorably request from IEMS/NUL for

LA BT ST

18,2.3 RECOMMENDATION

- e

se of Project funds to construcL one or more regional centers. This

~— e ANy

requires that IEMS review its funding needs and determine either that there
is budgetary room for such centers within authorized Project funding 1evels
or that such centers should have priority over other uses of Project fands.
See discussion of construction under Inpute,18.3 EOPS 3: Imprerd .

coordination among IEMS sections.

18.3.1 Pinding: 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
» M

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

e ————— .«
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1984 improved—bndgetxng procedures have been initiated in the Community and

PP
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adminiutrative conqultant is dQVeloping an Administrative Prooedures

Handbook wh1ch should be in place before mid 1984. Each section now has
e e b \—-._-...w._.....,_._q.-——-—‘

stated objectives and a program managenent plan, Staff meet regularly and
there is increasedngba;ing 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 cnly be
effective, however, to the degree that they are understood, accepted and
used. That will bappen 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 contributeito'
rationalization and more effective use'of-program and ‘staff.

18.4.1 Finding: ' satisfactory progress, limited mainly by staff shortaaes.

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.

vt ey 8 ——— i e

Research and Evaluation staff work very hard and have helped produce a large
number of necds assessments, proposals for enternal 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 rigorousl
standards than anyone else in IEMS.

Research and Evaluation faces several pressures. For one, local

e s s by e wie e SR R PR, et ¢

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

e 48 @ A At s e a8 ANV et o 4 s 2 ara

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

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

L e
i e,

capacity to satisfy IEMS's growing needs for research tools. Formative
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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 usingvempirical data in'training program design and implefi

mentation,

18.4.3 RECOMMENDATION

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

Nttt s ey oe e B e S

as well as staff augmentation.

RTINS PP

b. 1In-service training is required for staff of other sections in

the use of formative assessment_tools in_the design and implemen-

— SUUNRPPISISRROISRI S L St

tEtion_gfwgpeciﬁicmtrainigg“programs._ IEMS management should

" look for ways to ensure increased acquisition of such skills.

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

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

opcrations.,

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

18.6.2 Discusgsion:

There is evidence in all sections both of organization planning and

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

systematiaing administrative and clerical operations. ‘More precisely, IEMS

e b e ) 2 enmin ot wrarme

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

and is establishing new administrative and clerical support functions, which

25
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were minimai Af the beginning of Phase II.; Fuli implementation of these
plans and upgrading bf the operations depends on completion of‘the Hﬁséru
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
ass;stant.Establishment of thé Deputy Director position in the nexg yea#
appears very important to enable the Director to concenttaté én programi
planning and leadership functions while delegating administ;atioﬁ'ﬁnd‘ S

operation functions to the Deputy Director.

18.6.3 RECOMMENDATION

No specific recomméndagionl1s‘madgiat_th1§jbdihﬁg

18.7 EOPS 7: IEMS to assist 'sister institutions in Sonkharn Africa a
replicate its services and’' programs  through sémingts{ﬂc@nférenées and -
training.

18.7.1 Finding: Little progress on the objective of establishiny irmo as a

*model® or *resource® for other Southern African countries, but satisfactory
participation by IEMS staff in regional conferences and seminars.

18.7.2 Discussion:

"Replicate® should not be the operative word in this statement.
Rather, IEMS is interested in agsisting other countries to make use of
JLésotho's experience and insights to develop'institutional capabilities-

'appropriate to their‘own needs., The institutions may or may not be vety

Gk
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similar to IBMS, Aiso,”thé cbntécts_should be recipbrocal. with TrMS
learning fra@;fhe,ynyulxcuueu‘ur vtner 1nscltutlons, particularly those in
Southern Afﬁica.‘.

'COﬁéiderable activity is underway in this area. A meeting of ‘i‘
University Vice~Chancellors from Botsw;né, Lesotho and éwaziland éhis 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 ecducators from Tanzania wiil visit IEMS in
November to become acquainted with the program. Invitations are in hand
from Kenya and zZimbabwe for IEMS staff to present papers at international
adult education workshops. |
lﬁ IEMS staff expressed satisfaction at the experience to date with

S e .

outreach, but also stressed the need for working together and sharing
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experiences with sis-pr ;ggg{gppipns wighgpvpgfgsggLuto improve adult.

PRV v emar onn
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education and training opportunities for as many Basotho as possible and to

e St i i et gt

encourage cooperation and reduce unnecessary program duplication.

18.7.3 RECOMMENDATION

The EOPS to be restated to read: "IEMS will have coLlaboréEed
through seminars, conferences and training with sister institutions in
Lesotho apd Southern Africa to make its services, programs and program
exp;rience more widely available as weli ag to learn from the expetienéésj&f

sister institutions."”
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18.8 EOPS 8: Part-time students to cnjoy the same academic privileges and
services as full-time students,

18.8.1 FPinding: Little progress.,

18.8.2 Discussion:

The EOPS is inappropriate as stated. The team agrees with the IEMS
staff that this point should he 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 11ve in or near Roma. Part time

P e e a g b T8N B T e wp sren

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

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

SRR S R
R T bt

provide direct labor marret linPages. Others need help to improve their
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access to development programs and resources. Most importantly, part-time
students need flexibility in the scheduling and location of course work 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 vwhich is equivalant in'content and emphasis to
that expected of degree students will he accepted 'by NUL as-

creditable to a full-time degree.
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(b) Purther, all part-time students will hava access to academic
' and administrative services.on as flexible a basis as resources

will allow,*

18,9 EOPS'9: Part-time enrollment to be doukled by’ 1984-85,

18.9.1 Finding: Unsatisfactory progress to aate,butjreasonable?expectatibn
of progress before PACD,

18.9.2 Discussion:

Not long after the PP has written, the Part-time Degree Program was
suspended by NUL nuthorities. 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 Degree

)
Program is now being presented for University approval. One more ~»653?t
— e et e mes o eae e o, P - ” ‘\" "‘/
A

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

Paculty Senate on November 24, 1983, IEMS and the Vice~Chancellor expressed

e e e et L

confidence that the plan, which incorporates numerous suggestions made by
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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*éntl

~which the previous Part-time Degrce Program foundered.

71
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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

“““ bl

analyzed by the Research and Evaluation Section indicate that there is more

initial demand for diploma-level utudies 1n selected f1elds with more /J

1mmediate employment application than for a general studies _program leading

eventually to a 4-year degree. In addition to student demand for training,
I.'MS snonld consldcr 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

B e LT P o E i

diplomauprogram. IEMS appears to have examined the potentlal need and
demandmfor"euch an offering and is well on the way to designing a curriculum.
The Business Studies Section has also identified apecific needs appropriate
to part-time studies. The same attention needs to be paid to poseible

offerings in other departments and subjects.

18.9.3 RECOMMENDATIONS

The EOPS be restated as: "The Part~Time Degree Program will be
M

—————,

operational by 1985, with administrative and other services available to

e e 25

part~time students as needed, and the total number of students studying
through IEMS for certificates, diplomas and degrees will have increased

substantially from 1980/81." Feasible targets appear to be 150 200 enrolled

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

S

The reafter, total enrollment growth of 10 percent annually appecars_feasible.
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18.10 EOPS 10: The NUL Development Plan (inclisive of adult extension
programs) to be updated annually,

18,10.1 Finding: Fully satisfactory.

18.10,2 Discussion:

IEMS pointed out that althougn the bnivetsity'e'tegulations 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 o

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-Fotmal Education prograns to be prepared.

P Y

18.11. 1 Finding- Achievement of this point beyond the capability of the

existing Project.

18.i1.2 Discussion:

The team agrees with IEMS staff that the objective should be
restated to stress that IEMS play a role in debelopment of this policy,
nhile at the same time recognizing that other institutiens, notably LDTC,

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

coordinatignmegiste,:rether tpen.pn“tne”exietence of poiicy guidelines,



33

18.11.3 RECOMMENDATION

See also EOPS 7 and output objectives 1, 8, ;Q, 11,‘13.f fhé‘EQPS;
should either be deleted or restated as: "IEMS w111~ﬁavé eété?iibhé&’f ;ﬁ;
understandings and working procedures for coordinatingbprogram §§§éi6pmep§,
minimizing overlap in program implementation and sharing suppqrt ée;;ié£§g
and/or facilities with other institutions,‘particulérly LDT0;3cbh€;i£dtfhé?

to the expansion of Non-Formal Education in Lesotho."” l;

17
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19.0 GOAL/SUBGOAL

19.1 PP Goal: To enable Lesotho to respond effectively to national.

development needs through human resource development,

19.2 Measures of Goal Achievement:

1'

2'

3.

4.

5.

6'

Increased rale of Basotho business starts,

Expansiva of credit nnions and Cooperatives.

A e

Increase in rural development projects.

Assumption of upper and middle level manpower positions: bv-aiali:

fied Basotho.

Increased productivity of_ Basotho- labor force.'f

Rile s DRSPS

Increased regional cooperation An research and analysls for man-'

power dovelopment in Southern Africa.

19.3 Evaluation Conclusion:

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

ment. 1In any case, 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, bueiness assistants;
management pernénnel, community leaders of varieus 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 ogerandi of the Institute.

' The main beneficiaries of the Project fall within the unde;privileged'
majority of the population on whom Government focuses its priority
attention., The current progressive joint-farming operatiois (Mants'a—tlala
system) need back-up education services to managers and other community

leaders involved in the program. Community educational programs. will .focus

e e

on identified need areas like family planning and health improvement
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programs, e»pecially the development of village sanitation and water
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suppliee.

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 more 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;“‘

Uit
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Lesotho workforce after peiiods of work in South Africa. Any prograh
carried out by IEMS, therefore, requires a human iesource development

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

industrial skills. |
Time did not permit the evaluation team to visit Project field Bités g
or to sit in on training workshops, but we are satisfied that it ig
benefitting appropriate client populations, especially smali busines§men ana
women. If IEMS is to serve the grassroots population in the Kingdoh ité‘
outreach beyond Maseru and Roma to remote areas must continue té grow. The
University, if it is to show concern for the development of ﬁhe 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  f

ivory~tower institution serving only the elite.

21.0 UNPLANNED EFPECTS

There were no discernible unplanned effects,

22,0 LESSONS LEARNED

1.” buring the Project design, serious consideration wéé‘gi§éﬁp£oe
contracting this Project with a U.S. educational institution. 7his would
have increased Project costs because of overheaﬁ, 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 dedided to use
the existing SAMDP contracting mechanism to administer technical assistance

and overseas training.
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Not having a U.S.. conttactor involved some initial sactifices-;

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

some start-up delays were experienced while funding arrangements were wotked
out between USAID and NUL.
However, as a result: =
-= USAID and NUL have had more direct communication‘than theyi
"would have had with an intervening contract.
-~ NUL has been more directly involved in selection of technical
assistance staff.
-~ Technical Assistance personnel have essentially neen employees_e
of NUL rather than of another- institution.
-~ Any personnel problems have of neceasity been worked;outi;
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[mgngggment

procedures and on a_ research/evaluation capability. A management
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information system (just now being developed) would have been invaluable
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from day one. nﬁdgtgﬂbqge«ﬁg;ﬁmgggggement of Project achievements has beel

sorely missed, andﬂgopldmease cnsientuevaluation tasks.

3. While the benefits of long-term degree training, especially in-a
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 aLtain 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
nevw 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 collabqration and purchase
of services from organizations with a particular relative advantage can

greatly facilitate cooperation and effectiveness of all programs concerned.
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