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ABEVIATIONS USED
 

BUCEN 

CAS 
COP 
DIlL 

GRZ 
G.'; 
r4AVD 
MO'. 
MOF 
MSB 
MlAM4Board-
HiCDP 
PASA' 
PiEC 
PD 

1DSB 


TA 

tfJZA 

.IJ(

U.SAID/Zarribia 

UW 

VPI

ZArPID I 


ZATPID II 


Bureau of Census, United States Department of Comnerce 
Comprehensive Agricultural Survey
Chief of Party
Direct Eandling Ltd. 
Government of the R[p'Iblic of Zambia
General Servico Administration of the U.S.A.
Ministry of Agriculture and Water Development 
Ministry of Cooperatives 
Ministry of Finance 
Managtement Services Board 
National Agricultural Marketing Board 
Hational Cor:iniss'Lon for Development Planning
Participiating Agency Service Agreemnt

roject Executive Cofrijttee . 
Planning Division (MAWD)
Rural Develorpment Studies Bureau 
Technical AsrjisLance
Universi.ty of :iZambia 
Uri.tcd StaLtez O. Amen-rica
United Stal:. , Agency for International Development/
Mission to the Republic of Zambia 
University of Wisconsin
 
Virginia Polytethnic Institute and State University
Zambia Agricultural Training, Planning, and Institutional-

Development Project Phase One
 
ZATPID Project Phase Two 
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The maourable outpu' oMtepoetae 

(1) collaborative policy studies;. 

(2) an, improved system for Collecting policy-related informat ion 
(3) plans for improved management and instit-utinal :collaboratlrit; 
(4) trained personnel inkey ankiysis, management and policy infauencing 

positions. 

C. Project Implementors 

A consortium of Robert R.Nathan Associates (the primary contractor) 
Viriginia Polytechnie Institute and State University (VPI), UnivernI ty of
 
Wisconrvin (Uw) and the Equator 
 lank was awarded the comp'etitive proJ,!cL 
-contract inJuly 1987. 
 The project also islinked to the U.S. Burzitl of
 
Census (BUcEr) through a Participating Agency Service Agreement (PA~:rA)
 
contract to provide training and technical assistance to Cu..
 

The lead GRZ institution responsible for implementation and or-eraition of
 
ZATPID 
 II is the M4AWD/PD which coordinates project activities with MCDp, MOC, 
MOF, CSO, t IABoard, and PDSB/UNZA. GRZ management of the project in through
 
the Project Executive Committee (PEC) 
 chaired by the Director of MAWD/PD. The 

PEC oversees the development an 
Pconduct of work plans, training, work

studies, provides support services, monitors the progress of project
 
activities, and participates inproject evaluations. 
The consortium's Chief
 
of Party (COP) and the USAID/Zambia project officer are members of the PEC. 

II. PURPOSE OF THE INTERIM ASSES4ENT 

The Project Pape- (PP) calls for the first annual internal review to be 
held 'in October 19o8. It was determined that, given the const&.-ly changilng 
policy and socicaeconomic environenat, internalan revie: would & needed after 
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one year. A number of issues harl arisen that threatened the vilab1.Ly 01" the
 
project. Furthermore, the nature of the difficulties encountered 
 ,Ul.ng the
 
period led USAID/Zambia and GRZ, to name an external assessment tittil for
 
identifying major problem:; and making recommendations about how bI'xii to
 

proceed.
 

The terims of reference charged the assessment team with investifJ1ling
 
specific areas such as project design, 
 project administrative and management 

issues, use of resources, contributions of individual ZATPID IIar]vlaors,
 
progress towards institutionalization of plaf'ning and .policy analyri.t3, 

- evidence of institutional collaboration, and adequacy of informatii1 

collection systems.
 

Interviews were hold with a range of individuals (see Annex 2), ind
 

relevant project documents were reviewed. was
Testimony gatherer] .i many 
fora--the entire assessment team with a group of respondants, the entire
 

asessment team with one respondent, or a pair of team members with a 
single
 
person. 
The assessment team gathered information (observational as well as
 

testimonial) from persons inmay settings with different mixes of
 

interviewers and respondants.
 

III. AREAS REVIEWED: 
 FINDINGS AND RECOMMENDATIONS
 

A. Project Design
 

The project is structurally multi-organizational, involving USAID/Zambia
 

(the donor), GRZ (the recipient) and Robert R. Nathan Associates (the
 

contractor). 
 The project design targets assistance to IAWD/PD, HCDP and CSO.
 

These are the key GRZ institutions responsible for the collection and analyses
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of data and for influencing thedete0rmination of agricultural pu],liq. J:our
 
otUer inctitutions--14OF, IQC, NAMI3oard, RDSB.--also are to benefit 01:omprojcaL. 
assistance primarily through short-term technical asSistance and traLini 

opportunities for staff. 
Fjinns 

Most people intervieweo identified the design of the project as a ';.jor 
problem, especially the multi-organizational arrangement of the projct: and 
the role of the contractor/sub-contractors in implementation. ulowver,( p4r 

probing, it wa- found that the factors being faulted tended t6 be' 
•predoiinani:ly adinistrative, managerial, and contractual in nature. 'L'ho 
arsessinont team finds the basic project design sound, even though 
environmental -or..°tons and organizational leade.r.- have chainged. -h.1 pr
role of the PEC nee.Is to be clarified to emphasize cross-organizationa) (i.e., 
multiple agency) matters and not routine operational decisions which only
 
affect individual agencies. The role of the COP and USAID/Zambia project 
officer needs to be clarified, and perhaps some language inthe Project
 
Agreement and the aplified proct description needs clarify the interface
 

between the USAID/Zambia, GRZ, CCP and the team. But these issues were not
considered faults of the basic projectconcept and design.
 

Recommendation1: 
The ZATPID IIproject design as currently conceived does 
not require modification even though the decision making structure and 
institutional r,2.-ations need to be clarified as escribe- in subz.uent 
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*B,*?vl.rai~ltra1-1i . oi: .JaiI~iA~t ion and][1l; eln -. 

'1'he g n6raj, a:pec1:us of /AIIIr. II rjarr~ah:Lor) adrnld.r.ratlven i W rl,1. 
are Oulined *1in the coritract (.uctlion 2,.) )etw:oen TSAI; arid the Con;orJJ.J1 ,

and in the U~sAI) Project Agi'eelwn 
 with cRZ. The J)irector or ioAWD/nD, an 
Chairperson, and PJ C melrrXrs are responsiblo for yenural poject iranzvjor'oII ,

with assistance from the USAID project officer and CO|? repr-Serting the
 
consor tium.
 

Firildinqn
 
The techi.cal advi.sorr; assembled 
 in Zambia in Aujst 1987, began to dev,'oP

work plans and initiated the process for GRZ se.ec-ioh o PuLicipant3..Jor
 
long term training. The Director 
of MM*D/PD organized a work1hop for 
repre,'entative" from GPZ iJn-ftitu:ions!3 to intr',!irce th, project wn1 buL.1.wii
foundation for gqod working relations among key project and beneficiaries. 

The overa].l arrangement for administrative managen-ent responsibilities ,rld
activities as outlined inthe project design appears satisfactory. 
Indeed,

through the first few months of the project, the team building, developnti. of 
plans and enrollments in long term training all moved smoothly and

successfully. Major conflict6 and problems arose as camodities began to 
arrive, services started to flow and work plans were undertaken. 
Minutes of 
.PEC.and corresrondence indicatethat administrative and managerial weaknes 
began to emerge such as:
 

-- ZATPID II advisors, expectations on services to he provided by USA]I)'S 
Project .o Unit were not et --The COP prol-oza d to shi.ft !c;:Vi. 
su-oFrt to Ecuntor Ban.. USAID/Zcbia did not Ecot this r..

-- The location of the ZATpID I administrative unit was tPs~e'red 'fIr 
MijT:j',.) to 7D .here
its i.stjt:tion, intea:ion v;
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-- 

..
and the. rtatus t~of! II-sG fae.,rinlr.hi;L'. ivo .Lffhe b'..en cj .....
,taiir 'v:"
 .
IWO 1,,(-.n 1!I oi,i-GRZ civil G rvicr' rules o n00 coudc u not accomny]t M 
Qi~h~'a:v
1.:N 

saliary ezr/ctationu, their cotiuer throUgh 


ulvels much hicjher than Other 


Aarie Ui AI]/Z aih:a at 

eiploees in MAWID/p.
 
"- Individual teaq mer,rs 
often ComMUn iCate4 directly with their u.s 

inttituLorn';, bypasing PEC, GRZ, USAID and Robert ]I, J'athan. 
-- Attaining a qutorum at PEC meetings becime dlffiU.t it,. ui'iIl E 

now doubted by byoth the PEC Chairperson and the COO? "YA08Qgorc-e; 
ilave indicated that at tLimes the agenda were of marq.I,;.Inirv(ilt. 

- The Director of MAWD/?D related to the -COP as a line £unctLoinary, who'
 
reporl:ed through hiS Z/mhian supervisor, rather than -v; nn vi.-:o
repor:i.ng dir.c.y to li ei'Aw)/pJ) JJ.rector.
 
In February and again 
 in March 1988 the Robert R. Nathan repre-en tat ive 
inthe U.S. travelled to Zambia to counsel individual advisors about
 

pe-rformance.
 

The USAID project officer had to moderate many disputes and 
misunderstandings 
amoqg ZATPID II advisors and make decisions 

concerning minor mattert which should have been handled by the cop.-- Individuals on the ZATPID II team expressed concern they were not 
achieving detailed and ambitious work plans. 
Scme advisors spread 
their tite across many different agencies. 

The U.S. lI---ora-ai'tonal consortium and the separate P3CEN PASA make 
this a diffic1- Ond ond itin-5r,vimi it: ape-,rz all parties
felt Z;Jp)z II wczAJd c.
*:rte wit-h an almninistrauve structure similar to the
 
one in ?ID 7. ..i enc:, ihnifficient effdrt was devctc3 by P-C, the a.dvisory
term annd UI' " ,', 
 . .l ;z g a 
- a ~ u i c .. -
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'RiePEC has not functioned as specified in Section C.2, Statement or-Work 

in the contract. ihe PEC must (1) serve as the chief policy. decision body on 

issues that involve multiple GRZ agencies or. GRZ ahd USAID/Zambia, (2) meet 

when there are substantive policy issues that must be addressed, (3)'establish 

priorities for projects, studies and training, (4)insist that all committee 

members counrunicate its actions to their superiors and subordinates. 

The COP has not provided adequate administrative and management leadership 

for the ZNrPID II team nor established a professional and harmonous working 

relationship the PEC Chairperson. The COP must have (l)"skills and 

qualifications in interpersonal relations that promote interactions, 

counseling, communications and respect from team members and the PEC 

Chairperson, (2) sen:.itivity to the implications of organizational, 

administrative, cw'odity and service actions on Zambian agencies and 

USAID/Zambia and, (3)effective perception and vision (keen political antenna)
 

for charting a safe course for a complex project like ZATPID II and to guide
 

it through minefields that arise in all cooperative projects. The COP must be
 

an anchor point for all communkcations related to ZATPID II managment and 

administration and a catalyst with the PEC Chairperson and USAID/Zambia
 

project officer. The COP must constantly counsel the advisors to establish
 

realistic work plans and expectations and exercise patience in pursuing
 

project goals. 1'o member of the current ZATPID II team possesses the skills
 

and qualificatis.z: outlined.
 

These jain.- n-gement problems have caused many 

misunderstandinzs, conflicts, ill-feelings and d.lays. Some exanples are: 

misinteroretaticn- o j~c dasign; incoiuect ex ctiois on the abilities, 

roles ... ti -,- Ztat0o1- 0.,.nic.1the-'en udvisc-s, chang:IcY on impacts 

of outputs; (T , ¢c._ (vecles, s, ie coirmcdities; 

etc.); iindef ined,: 1in~frx e ibijiic C'Clnunicatiori wirthln and Fonong 
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all Participating groups and uiitS; undefined relationships between the 
contractor, technical advisors and their sponsoring institutions; and lack of 
guidelines for integrating ZATPID staff and services into GRZ units.. These 
seriously threaten the project's ability to succeed. 

Recommendation 2: The PEC must be structured as outlined in the contract so 
that itserves as a vital ccmmunication link to all organizational units on
 
project activies and actions; as a policy decision body on issues that involve
 
multiple GRZ agencies, or GRZ and USAID/Zambia; and as the planning and 
priority setting forum for ZATPID.II. 


PRCCOMMfndatiorn 3: Pecruit a COP who has demonstrated strong management,
 
administrative, counmunications 
 and leadership skills in a multiple dimension 
activity like ZATPID IIand iiterpersonal skills and qualifications that match
 
those required for ZATPID IIas well as a 
thorough knowledge and understanding
 
of economic development (inthe African context).
 

Recommendation 4: A regularly sceduled team forum should be conducted by the 
COP to enunciate operating policies, encourage team participation, share
 
successful experiences and elicit ideas that will help the project succeed.
 
Some of these might even include advisors from other donor agencies when
 

appropriate.
 

C.Technical Assistance
 

The provision of sound technical assistance is critical to the achievenmnt
 
of project goals and objectives. All advisors are expected to take 
a 
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collaborative problem solving 'approuch and work closely with Zarbianj 
counterparts in conducting studies, .seminars, trainJing workshops, and olh(o 

assignments. 

The long term technical assistance under the project calls for six 
positions. Three resident advisor positions will be located in the MAWm/p1), 
one in NCDP, and two in the CS. In addition, short-term technical assiSbMIco 
isbudgeted to complement the long term technical assistance as the need 

arises.
 

F~indig 

The technicdl assistance teamn possesses a satisfactory level of analyt!i':jl 
capability, more than adequate technical knowledge and a remarkable bread:kh of 
experience. They -:hould he able to make major corntributions 1:o the work of: 
the respective GRZ agencies. However, instead of functioning as a unified, 
productive team, individuals have behaved in independent ways, reflecting 
p-rsonal, career, institutional interests rather than project goals.
 
Collaborative consultation has not been a
hallmark of the ZhTPID IIteam.
 
Many have expressed concerns that the team has not performed well.
 

A partial listing of other oblervations includes:
 
- a 
large allocation of advisor time for routine administrative tasks;
 
- allocation of an individuai's time to an unrealistically large number 

of agencies or tash:s;
 

-- a misjudg4_.c of the type of work required by the section (or the 

..... s'hi. c! r,:..-niztional unit) in ,hich the work was being done; 
-" unreali %t"-,, high e::p3ctazions on the impact a project may have on 

GRZ policies; 

-- inccmplete ccrriunications between relevant parties; 

BEST-AVAILABLE DOCUMENT [',1/ALASLE COPY 
9ii ,, . ..... 

' %, •
 



--. reports of tak duplication, 

-- sone individual discrepencies between assigned activities and 
previously utilized skills and experiences. 

As was previously noted, the management and administration of the projoct did 
not adequately deal with the problems as they arose. The difficulties have 
increased, and the project now is in'serious condition. 

Observations about individual advisory positions are as follows: 
1) Chief of Party -(COP) and Project Analysis &Implementation Advisor (MA/D/PD) 

The COP is to work directly with and advise the Difrector of MAWD/PD on 
management and agricultural policy issues and to serve awi a technical advisor 
in the Project Arialyris an,3 Implementation Section. The COP position carries 
many diverse duties which include: supervising of project staff; coordinating 
and communicating project activities with the PEC; managing the procurement of 
commodities, training and logistical requirements; administering project
 
funded studies; and liaising with USAID/Zambia on special project 
implementation issues. 
As an Nvisor in the Project Analysis and 

Implementation Section, the tech4 ical advisor assists in: (1)implementing a 
system of agricultural project monitoring and evaluation; (2)project 
identification and design appraisal; (3) planning of donor expenditures; and 
(4)analysis of investment alternatives. 

Given the demands of the COP role, the incumbent could not be expected to 
p.cduce thsci of technical output as a fulltine project advisor. 
The advis.r ha .i---tn policy issue papers, contributed to a national 
monitoring systsn7i for agricultural projects, prepared and reviewed project 
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propo,.al do.xurments, and contribuL:ed to workshops and 'other training efforts. 
'I'ho wctingy, and papers rreviewed oehibi.t a marked degree of professional 

competence and ablity. 

However, the role or administrator/manager has not been performed
 
satisfactorily. Leadership and supervison has not been provided in
 
controlling and guiding the team members, developing a cohesive working team, 
and counselling team members in developing realistic work plans and 
ezpectations has not been provided. Some of the actions taken have not 
promoted gockl working relations with Zambian colleaguen. The P13C has. not been 
•properly utilized in managing the project, and few consultations have been "
 
held with its Chairper-son and members. Canmunications within the team and 
aiong the variou; Zambian agencies have been very poor. ithas been difficult 
for the COP to make hard decisions regarding advisory personnel, training, 
administrative services and work plans.
 

Recommendation 5: Because of these difficulties, itisclear to the assessment
 
team that a
stronger candidate,eeds to be recruited for this position. (see
 

Recommendaton 3)
 

ii)Production and Marketing Advisor (MAWD/PD) 

The duties of the Production and Marketing Advisor include: assisting 
IWAD/PD in develcoing and implementing agricultural population survey 

this 

programs; (in colatoraticn with G7Z .all-acez) policy izuez for 
studi-.s. am'-e ; and working closely in a c borzt-va manner with the 
Project Analysis and Im-lei-entation Advisor. The terms of reference for 
position were e::cn y th- prLi,,y cortractor to include the d-ties of 
DepUlty CC? zu-,3 ? ini-. Corcrinahor. 
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From dificssions with 14AWD/PlD and USAID/Zambla project staff members, it if 
evident the advisor has established good working relationships with high level 
personnel in 14AWD and othur agencies. The advisor has established close 
interpersonal relationship with management and assumred many responsiblites 
that should have been handled by the COP. The lack of COP leadership, already 

'pointed out, made it easy for a person of zeal and energy to assume additional. 
responsibilities. While this may be professionally.satisfying, it can
 
seriously undc-rnine the authority of a superior and get out of control. 
 This 
is-of concern to the -ssessment team. Advisors should only perform 
responsibilities associated with their job description or those that are
 
assigned to them by superiors.
 

The training comporient of the project, 
with which the advisor has been
 
closely associated, has been the most impressive output of the project to
 
date. However, on technical assistance in the Production &Marketing Analysis 
Section, there is little evidence to connect the position with significant 
analytical achievements. 
With more effective team leadership, the assessment
 
team feels that much more can., accomplished. This advisor has been given
 
MAWD/PD section head responsibilities until a 
Zambian, now in training,
 
returns to assume those duties. 
This makes iteven more difficult for the
 
incumbent to be Deputy COP. As a project policy, the assessment team feels 
these types of assignments should be minimized and always be temporary in
 

nature.
 

R-ccrnendation 6: The title and functions of the Deputy COP should be
 
eliminated from 
 this position and the responsibilities as a technical advisor 

emphasized 

J 2 
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I.)seetotal Policy Analy.gis Advisor. MW/D 

The duties of the SecLoral ]?olicy Analysis Advisor include: analysis of key 
sectoral policy issues begun under ZATPID I; identification (in collaboration
 
with GRZ colleagues) sectoral policy issues for studies and analyses,
 
preparation of detailed plans and proposals for such work; maintenance of
 
regular contacts and periodic assistance inpolicy analyses; 
 and assistance 

with in-country training.
 

There has been a mismatch between the advisor!s background and position: 
.,The advisor's skills and training are focused more on project analysis than
 

policy analysis. Consequently- no substantial amount oC policy analysis has
 
been done. 
 Being familiar with the Zambian environment, the advisor has 
(stablished good working relationships with his GRZ colleaques. In contrast, 
good working relationships with some other team members and USAID/Zambia staff
 
have not been established.
 

Recommendation 7: 
 The team feels a
need still exists for a policy analyst in
 
the Sectoral Policy Analysis Sqtion. 
If the project isto acheive its stated
 

objectives, a skilled policy anal~'st has to be recruited. 

iv)Sectoral Planning Advisor (NCDp)
 

This advisor counsels the Director of the Sectoral Planning Divison on
 
agricultural resource allocation. 
The first two duties specified are to: (1) 
work with staff economists inanalyzing and recomending resource allocations 
to the ag.iculturai sector, and assist with(2) improvement in data quality 
for sectoral planning. Additional duties specified include interaction with 
MAWD/PD, preparation and presentation of studies, and identification and
 

participation in training activiti,:s.
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The incumbent is the source of many newideL, has pruc ! or couluoratea 
with staff in the production of a number of studies, .andhasi .od 
interpersonal working relationships with operating staff. 
The expectations of senior NCDI? staff are for a more quantatve approacl, t6 
analyzing problems than that used by the incumbent. The quant:ive anallytical 
methods employed by ZATPID I staff appeared to have been antic Lpated by 1:he
 
senior NCDP staff rather than the institutional-functLional 
 approach employed 

'by the advisor in ZAPID-II. This -discrepency, together with adinin~i.jt.1ve 
problems characterized by a
lack of commncaton between ZATJPI:D1 IIand tho 
Aleadership'of-NCDP, has resulted in the advisor being asked to concentl-at|
 
efforts on tasks for the RDSB/UNZA. The assessment team has concluded 
 thtI
 
this proce.ss by which th2 action was taken was not handled well by any or. the 
individuals concerned. At this point in time, the assessment team fols the
 
advisor can no longer functioh inNCDP.
 

Recommendation 8: 
 The work of this Commission isvery important to GRZ and to
 
the project. 
An advisor shouldbe placed inthis position as soon as
 
possible. Therefore, the advisor to be recruited should have the ability to:
 
work and perform inphilosophically varying environments; have long-term
 
achievement expectations rather than immediate or instant success; and 
demonstrate and apply some quantitative analytical skills.
 

v) Agriltural Statistician Advisor (CSO)
 

The technical advisor in the Agriculture Division of CSO is designated as a
 
Survey Manager/Censbr Advisor to work with counterparts for planning,
 

implementation ard anal'y-is of agricultural and demographic survevs and 1990
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]opulati.on Censur. The current advlsor as an analytical statistician hos a
 
deptI of experience in these areas 
and has assisted in developing a
 
CUvprehenoive Agriculture Survey (CAS) for estimating uutput for crops;
 
tabulating and analyzing data from the commercial and non-commercial farm
 
surveys; publishing the most recent Agricultural Statistics Bul.letin; and
 
organizing in-country training, 
The advisor has integrated himself into
 

activities of the divislo and-has established on going contacts with many 

colleagues. 
The knowledge and experience brought to the-position could be
 
tapped mor6 effectively by reducing the scope of contacts and assignments.. 

- This would allow more time to be spent working directly with professional
 

colleagues. Good progress has been made 
 in strengthening the Zambian
 

cpabilities and capacities for implementation 
and analy: eN of current 

surveys. 
As these activities are completed during coming months, refinements 

in sample and survey design w11 be required. 

Recommendation 9- ZATPID II and CSO should seek the assistance of a
 

•mathematical statistician/metIologist to advise and counsel management on
 
efficiencies it
can achieve and to strengthen the Zambian capabilities in
 

sample survey methodology when this need occurs.
 

vi) Data Processing Advisor (CSO) 

The TA position in the CSO Data Processing Center is for overseeing the 
establishment of - fully functioning data processing cent:r an- o ,c f ine 
ccm'uter recui rents nea.ded to process the 1990 PoplA -n anra A -icult-al 
Censuses. This advisor position is now vacant. It is anticipated that 
US#375rOOO worth of equient will be required for th's ef-crt. 4.ecil 
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elivirounna, conditlons 1uch an stable electric suppli.eu, dust corit,:-o and
 
rigid Leinperature/humldifty levels 
must be maintained for it to func:t-on
 
proprly. Even if this eqlipment is purchased directly from the US (;oneral
 
Services Administration (GSA) Catalog, there are still many decision:1 that
 
must be made on capacity, auxillary equipment 
 and features, and oPerAting
 
options, Lead 
 times for all.such requirements are significant for t:1,j 
.aqtivitymove rapidly ovnr the next .18.months.
 

Recommendation 10: Steps should be taken immediately to fill this po'ttion 
- since it-Is now time to start procairement for .the minicomputer needed to 

process the 1990 Population Census.
 

D. Training
 

InZATPID IIdevelopment of GRZ staff isprovided through (1) collaboration 
between the longterm technical advisors and Zambian colleagues in MAWD/PD,
 
NCDP and CSO, 
 (2) interaction between short-term consultants and GRZ staff 
working together on specific asignments, and (3)formal training. 
The Pp
 

4describes the number of person years/months of training allocated to agencies 
and indicates general areas for training. The identification of particular
 
skill and knowedge deficiencies, development of training plans, and nomination
 
of participants isaccomplished by ZATPID IIadvisors working collaboratively
 
with their superio.s and colleagues in GRZ agencies. The PEC reviews and 
a-oroves candidat', for ngterm training and may reco-nm.end specific types of 
training and training sies. 

FINDINGS 

A tra-ining assessment was corducted by a short-term consultant and a ZATPID 
IIadvisc inJanuary 1968. 
 The report of the assessment does not indicate
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n~eed: •
how trailnng:~~ were prJ.oriitized .. L 01edor describe the coml rv roc,01.1,j'Alv P
 
to select longterm participants. The development of tra.riliir,; plans anud:ll. of 
training cofni£t:ees* for selecting participants within varitrj ctZ agen(:l(, has 
not been consistent. On several occasions various team afdvl.hos have 11Lopped 
into the administrative/management void to assume these reflponsibilitl. The 
Training Coordinator inparticular has devoted an extraordl.ilry amount oI tme 
on training matter,, and maintains weekly telephone and DIlL rconItact -wi(.h VI,I or 
UW. This has curtailed the time the advisor has had for. ri,rillarly as. .,i31i 

duties. In addition, some agencies have complained that ',lime ninor 
training issues (e.g., approval of a three month eZtension l'oi a gradui;iL 
itudent) have represented a disproportionate share of PEC mooI,ting time.
 

Nine lonJ-Lerml trainee have hzeon placed, 
 ten nardinatn'l, "idsix ac,I')be 
identified. In many cases the P1C or the trainee's agency recommends Lo[ics 
for thesis research. Most long-term participants return to Zambia to collect 
data. A few students have arrived with the thesis tppic only partially
 
developed or have just conducted research with secondary data. 
For the most
 
part, in-country research appe{s to be a
positive aspect of the training 

program. Thirty-nine (39) person months of overseas short-term training have
 
been funded.
 

Fourteen (14) in-country workshops have been held, six of which were
 
management courses for directors, deputy directors and section heads from MAwD
 
and parastatal organizations. 
These courses have be-en dnvelor:ed by the
 
iManageir nt Servico Roard (:'-:3) 
 which, inseveral ' has hire oil 
c .n.ultars t. 'x;'iCh iS3. T.eJ.e two .nd three P-r jrams bringwe-,. 

together erson: from ore or los similar rank in GRZ and parastatel
 
organizatio.3. uture prosrams will move beyond 
 this horizontal staff
 
t- aininq a:s 
 ..
z.... enroll p' r-ono vertIol].3 within and curong 
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'IgOnci18. Three in-country BUCON cour, es have been conducted and aimed at 
improving staff skills in general areas like quotionnaire design, sample 
survey methodol6gy, and data edit and summarization. This has improved skills 
for a broad segment of GRZ staff. flowever, the duration of training does not 
allow follow-up contact by participants with BUClE, resource persons rr for 
direct application exporience in the Zainbian context. 

Recommendation 10: The ardministrative/mranagement arrangements for training 
should be coordinated by the COP and PEC, and-care-musti be taken to.see that 
all cross-organization training plans cone to the PEC. 

1ICcornmond]a:ion 11: Priorities for remaining long and short-term training 
should be established by the PEC to ensure that urgent agency training needs
 

are being met.
 

Recommendation 12: 
 The BUCEN training programs should be adjusted to focus
 
more closely on current GRZ's s)rvey needs and targeted on statistical
 

methodologies. 

E. Commodities and General Resource Use 
The ZATPID II project commodities to be provided include computers, books
 

and learning mat.ri.als, some audio/visual equipment, data processing
 

equipiv and
ien, -.-cunt t furns (i.e., local c,rre.y buc,.),
 
generated under crccarsum sistance onents
coc ofr'ID/Za_ portfolio, are 
for direct suo-tof .cr'rctanMaci.itie3. Disbucseent of counterp rt funds 
for local op' r: -.- costs and p cja2:J Z ,c i -- - ' t, 
conformity with prcceuresthe acreed up-on by ths GRZ and USAID on liarch 27, 

19:38. 
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The terms of reference did riot request the a sescment team to investigate 
matters relating to crmodities and general resourse use. However, a 
reference was made to examine and review other concerns that appear to be 
hampering effective project implementation.
 

Although the project isreported to have started relatively well, problems
 
Iegan to arise when ccmmodities actually began to arrive and services started
 
to flow. 
A majority of the people interviewed identified administration 
relating to camnrmite3 and general resource use as a sticky issufe which has 
adversely affected project implementation; Questions were raised about how
 
cbmodities are procured, distributed, used and controlled. The
 
tI ati.aet on
L;a attributed to the lack of consultation regarding 
procurement of carjnodities and their use. Especially troublesome were the
 
vehicles controlled by USAID apd assigned to individual advisors.
 

The resource use complaint related to purposes and magnitudes of local
 
currency budget available to support local operating costs. 
This related to
 
the hiring of ZATPID II adminis%ative staff and drivers under procedures
 
which conflicted with GRZ's conditions of service and without a
well-defined
 
accounting responsibility by GRZ controlling officers. 
The people interviewed
 
attributed the problems to project design ambiquities and general USAID
 
administrative and management regulations on ccmmodity assistance.
 

The assessment team dces not feel the problems emanate from project 
desig.............
T*ir-
 -.-n proWm a_.as. , 
cey: inprcC7zIin 

CeC4 a!]y ccmc..ut-rs, from acroad %-s e -
 , 


GRZ agencies. s:ord, !a 


..re..c..:_bv11 the three
 
rA'
and ,'CD? are concer:nsd lac' and-irect of 

easy access to prcject ccd.ieip, articularlv ;,, I.ro to 
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'eain advisors. Thi-, complaint was not expressed by CSO, anot:her beneficiary 
of the project. CSO)has two project vehicles for departmental use in addition 
to the usual vehicle assigned to a
ZATPID advisor. Third, the counterpart
 
funds used to pay salaries for ZATPID IIadministrative staff and drivers at
 
MAVID/PD. The salaries proposed, and now paid, are at levels much higher than
 
can be justified under GRZ salary scales, and the staff isnow considered 
direct hire employees of USAID/Zambja. They not likely'to revert to GRZare 
conditions of service when the project ends. 
This means itisunlikely that
 
they could be integrated into MAWD Staff under GRZ conditions.
 

The assessment team established that the USAID/Zmanbia desigh for resource"
 
distribution and use issimilar to some donors inZambia. 
Itappears that 
ollrr donors have not experienced ar many problm, as evirvinced in this
 
project. for have they experienced excessive commodity abuses that interfered
 
or conflicted with their project accomplishments. 
The main difference lies in
 
interpretations about how commodities are to be used and controlled. 
For
 
example, some donors obtain GRZ approval of all expenditures including foreign
 
exhange purchases. 
Others cle, ly label vehicles to reflect that they are
 
assigned to a GRZ project. 
Some donors purchase only euipment compatible
 
with GRZ policies and ensure that equipment becomes part of the agency's
 
resources. 
Other donors carefully outline and discuss plans for support
 
services with their respective GRZ agencies to avoid misunderstandings.
 
USAID/Zarbia aprpaars to adopt more rigid positions in the use of commodites
 

and for ac:rmodw-ing the nezds of GRZ agcncies. 

Recanmendation 13: More collahorative procedures for procurement of
 
eci.-.nent, surpl_&Z 
 and savicss s'culd ho etablished. GRZ authorities
 
rhotild al:.ys 
te consulted b.:fcfe cacrzodities and servicas ara contracted. 
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* 	11e0'mmunmndation 14: USAID/Zambia hould br more sensitive to the concearns
 
v'elated to cofwno(lities 
 and nervicej being expresced by GRZ agencies. The
 
vehicle problem should be solved 
so the project can 	get on with it's principal
tanks, 

Recommendation 15: The tensions and misunderstanding about the administrative 
office currently located in MAWD/PD need to be resolved by USAID and GRZ. 

F. 	 information Systen
 

The support for information systems was laid out inthe PASA 
 Aith BUCEN for 
ZirPID I. That document presented a 5 	year program which was continued under 
XA'L'.PID II.-


The project was to lead to the improvement of quality and quantity of data
 
collected and the timely collection, processing and analysis of data.
 
Similarly, itwas to improve communications and coordination indata flow
 
between user GRZ agencies, especially those participating inagricultural
 

planning and policy analysis. %N
 

Findings
 

Since the project started there has been several accomplishments: (1)some
 
new reports have been compiled, (2)historical data have been gathered, (3)
 
crop forecasts are being done twice a year, (4)agricultural surveys are being 
done both In 	the comercial and non-comnmercial sectors, and (5) there has been 
a increase -zn ::h.•.in hat CSC. and other GRZ agencies. 

everal ccris':ai'nts ifentij ed are 	slic:tages of resources to do printing on 
time, hence a lot of thin:s are held in 	the pipeline; the minicomputer for the 
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1990 Cen:us hals not yet been purcha!ced; linkages wil.h MAWD improved, although 
at times they both invonst resources in similar projec.cts, thus dupli catLing
their efforts; oome analytical models designed are irrelevant for Zambia. 

Recommendation 16: The assessment team recommends that some counterpart funds 
be used for inputs and manpower resources needed to operate the new printing 
mrechine now in CS. 

Recommendation 17: ZAN!PID II should identify and purchase the minicomputer for 
the 1990 census as quickly is possible. 

Reronn],ion Z1T3:ID II should use counterpart funds for hiring 
additional statistical assistants needed to summarize and analyze the large
 
volume of data that has been collected inearlier surveys conducted during the
 
1979-86 period. S 

Recommendation 19: Statistical models for studies and analyses should be
 
designed incollaboration with the relevant GRZ agencies inorder to make them
 
more relevant to the Zambian situation.
 

G. Institutional Improvement and Linkage
 
The PP asserts that GRZ institutional Ferformance could be improved through 

more time l...:-o, pcc:sZng a:d tntlysis of data and by ar.olication of 
Letter survey - sand,-Other 
 anticinate9 
areas cI
 
in3titutional enhancement include: marketing and pricing analysez, hous' hold
 
porulation ana!y'oes, monitccinmroiet a-d evaluation, 8ector:1 nann--.-
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.il,tI .:inn
and roec'Irce ana.yos, non-farm Oinall-rjaj.e arnalys~en,enterpri.e 
nand many oLhrri Iinproved datIa atherJnnj and analytical capaci.ty is to 
OupporL policy studies ujed bY GRZ agencies influencing decision making 
agencion, determine policie, deemed appropriate for national development. The 
P? envisions improved institutional cominlcat ions and coordination among 
Seven GRZ agenciesj, especl.ally among the three key institutiows. This would 
entail conjoint planning of technical activities, shared execution of 
assignm .nts, and co-participation in project spon-ored activities such as 
in-country training programs and seminars. Increase-3 formal and informal 
contact-is-anticipated among these agencies (both Ameriban's and Zambians).' 
This would lead to more collaboration in the planning of complementary 
,:ecical. acltivi Lies., 

Institutional capacity should be improved inthe longterm after ZATPID
 
trainees return from academic studies abroad and become productively engaged
 
inactivities using skills acquired intraining. 
Experts funded through other 
donor organizations are making technical contributions to the analytical 
assignments requested by their host agencies. Evaluating contributions by
 
ZATPID 
 II advisors to institutionalize output enhancedment--in qualitative or 
quantitative terms--is difficult. There isevidence that some background
 
materials, reports and studies prepared have been included in official GRZ's 
plans or reports. Ideas intrcduced in seminars meetings haveo. appeared in 
rrports written by advisors' collea ,es. The introdoction c, t,.. such 
as rd r --. : , con,_tr2te do h ptoCtchiern of solicy
 
parpers.
 

These cDnt-ritui~on 
 hxe bon ove,:sh... cud by problems encoun e*ei during
"'- •~y . ..---.> difficulte".. i ,, '.'.f:r, te- Jfr im Jn:,: :rs-- i 
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.. ["oren.es amiiorj the adviriocrs tbcm,elvus and the inability or the PEC to 
.....
ot,, ev.n a.; an inEormatlon sharing forum. The develoAnent o. the PEC 
and the pres.ence of some advisocs have not Improved productivity of host 
agencies. Signficiant organizational efforts and attention has been devoted 
to misunderstandings within the group of advisors and between individual 

advisors and their colleagues. Gains in institutional capacity and 
collaboration have t'-,en offset by these administrative/anagetnent problems. 

Rocorwiendation 20: PTIPID-use of regulary, scheduled monthly seininars to 
share study results, exhange views on policy analyses, discuss modeling 
concepts and present papers ina
forum that includes ZATPID advisors, GRZ
 
cor..,qig'iro, TUIZA I:a-ff an'] other donor advisors. 
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1UR OD X' R "","j ,,,'TH I3 Y ' 
l J e O.J'dJI IF:Jl.J|m.J 

I:JR-O111,1 
Z104BIA AGIUCULTURAL 1RA'jIII.IIj) J3IIIIIING 

A1ND INSTITUUTION, DJhVEOJ,0 - x.I i'a(ojLCy 

MON1DAY, OCTOBEiR 10, 1913 

0815 hours Wtlcoming Remarka 
Mr. Lefilie A. Dean 
UIAID/Zatabla Mi'ji-cjn Dirt.e--toi 

0825-houru Introdnmntln of the Zambian Tuaia M;m,,rrG 
Dr. Kabeta Mulya 
Directo:, Planning Diil.on 
MinisJtry of Agriculture and Waticr Dov u 

Ch11r, a o!i the ZIJT"r) 11 Prol: E;ia

0830 hours Introduction of the USAID/Zrabia Tehn Memey-rs 
Dr. William Whelan 
Project H'anager
Zambia Agricultural Trainirg, Plannfig ,,,
Institutional Development !I P coje.t 

0835 hours Project Related Tsues of Concern to the GOZ 
Dr. Muleya
Director) Planning Division 
Ministry of Agriculture and Water D.ve.tpr42nt 
and 
Mr. Madubansi 
National Commission for Development Planning 

0905 hours 
 Project Related Issues of Concern to USAID/Zambia

Director Dean and Dr. Whelan 

0935 hours Questions from the Team 

1015 .r.a. 

C z.7L . 

11,00 hour" 
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I2(ri ;:i7j(.L1./1./88 ) 

13:00-16:30 Amnric.n. on ZA]IPI) IT
 
a. Dr. Richard ,SaundRiu. 
). Dr. Florerce chrtriowe,h 
c. Dr. .mriqueVa].divj.a
d. Dr.Gere:1c,;l 
e. Mr. Al G'yzner
 

hednor,,rl (12!.0o/8)
 

08:30-10:00 
 Mr. Ron Rogevr,, P.Rert P. HathAs'ociates 

10:30-11:15 Mr. Mukutu, Permr:r:nt Secret;Ury/MAWD (with Dr. Muleya)
 

09:00-18:00 Dr. Chi-yu, Dit /Pector,ln!ra1 
D
;1" €]0-]3:0 Mr. :.l'v. w.i,i',. , A D/PD 
Mr. , AssUt. DirecLor 
Mr. M':a- rn, 1/-

Mr'. K.atron,3o wa E;.,'trngo, mW/pD) 

hursday (13/10/38) 

09:00-11:00 Dr. Chivulnoj, rDijf c or--General, 1jCD?
Dr ,,,.<a.e, Ass 6.Director 

Mr. 1haakonal Actin.g Director, CSO
 

Friday (14/10/88)
 

08:30-10:15 
 Dr. Muleya, Diccc..r, '-
MA7D/PD
 

10:15-12:30 Dr. -Fija.  - ZA'?ID 11 

:0- 7,ai~l to n.'i,: 

*": -". , .. ..- '.,, P
 
.~.'~ .LJ"' "I-' 

* 

" " 
. 

.\. ..'-n""..... 4 
...,-.r.,.i ,,**....*,v,, 


"-........ 
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.-0:15-1.3':00 rmei rLu lvIdiopnrro irtvew 
Mr. Al Goom.-r, Z1ATp ) IIr
 
Mdr. Abol. Phuirl, .1, 'trj. 1irr~'tor, CSO/Agr~ircu.tualj i )lIon,
Dr. IVlormnce ChtwhzAI~pII) 1j.

Dr. Ce(.orcje2 McDowell.'I.TDI 11
 

M:.Grace Mu,,;erig(o_, Z1PI I oLaflico 

14:,30-16:'00 Fir. llMikonai, Actrj Dirctor, CSO 

1.6:0-17:45n~r~vi~ec.d b to pe'itcons on the ZtZsezzon: e 
Dr. T.T. Milimio, Diroxtor (on leav-) , flD~S 
Dr. C. Mwla, Aictingj Director, RDmTh 

08:30-10-: 00 Mr. Leslie Dean, Director, UPDAID 

10: 15-12:'10 Ams.rurienL rdivid~d int.o pairs Lo intervinw: 

111r. 3flbn Banl-w, LlurLor Bantk 

M'r. 1Koritoflro Wai laongjo, MAVID/PD 

11:30-12:45 interviewed by~ two persorr3 on the assessinent team~: 
Mr. Anthony Mwanaurno, 1MAVID/PD 
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