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ABREVIATIONS USED

BUCEN

Bureau of Census, United States Department of Commerce
CAS Comprehensive Agricultural survey cie
cop Chief of Party
DL Direct Handling Ltd.
GRZ Government of the Republic of Zambia
G3A General Services ndministration of the U.S.A.
MAVID Ministry of Agriculture and Water Development
MOz Ministry of Cooperatives .
MOF Winistry of Finance
M5 Management Services Board
NaMBoard. National Agricultural Marketing Board
NChHP Mational Comission for Development Planning
PHSA

Participating Aqgency Service Agreement
PEC Rroject Executive Committee

PD Planning Division (MaviD)

PDSB - Rural Development Studies Bureau
TA Technical rssistance

UZA University of zambia

us United States OF America
USAID/%amnia

United States Agency for Internati
Mission to the Republic of Zambia
un

onal Development/
University of Wisconsin

VPI Virginia Polytethnic Institute and State University o
ZATPID I Zambia Agricultural Training, Planning, and Institutional-
S Development Project Phase One : '
ZMTPID IIX

ZATPID Project Phase Two
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Thc mnauurable ouLpuLs of the projecL are-rf

(1) collaborative policy sLudies;glfﬂi't C e .
(2) an improved sysLem for collecl ing policy-related informatiom
(3) plans for improvcd management and insLiLuLional collabora*ion;

(4) Lrained pcruonnel in key analysis, managemont and policy influencing
- positions. - '

C. *Project Implementors

A consortium of Robert R, NaLhan Associatcs (the primary contrantnr),

Viriginia Polytechnic Institute and State Univeraity (VPI) Univnrﬂlly of

WluCOﬂain (Uw) and the Equator Bank was awarded the comratitive pru\ncL

-contract in July 19687. The project also is Iinkod to the U.S. Bureday oE

Census (BUCEM) through a Participating Agency Service Agreemmnt (PAHA)',‘
contract to provide training and technical assistance to ¢, |

The lead GRZ institution responsible for implementation and operil.ion of
ZATPID II io the MAWD/PD vhich coordinates project act1vxtins with Ncop, MOC,"

MOF, CsO, HAMBoard, and RDSB/UNZA. GRZ management of the projec“ B through

the Project Executive chmittee {PEC) chaired by the Director of MAWD/PD., Theff
PEC oversees the development ana conduct of .work plans, training, work

studies, provides support services, monitors the progress of project

activities, and participates in project evaluations. fThe consortium's Chief

of Party (COP) and the USAID/Zambia project officer are members of the PEC.

II. PURPOSE OF THZ INTERIM ASSESSMENT

The Project Paper (PP) calls for the first anrval internal raview to be
held 'in October 1008 © was determined that, given the constenzly changing

policy aré socicacoromic environ:ent, an internal reviey would :-a nceded after
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one: year. A number o[ issues had arieon that Lhreatened Lhe viablllLy of thao
project. Puthermore, Lhe nature of Lhe difficulties encountercd uring the
period led USAID/Aambia and GRZ, to name an external aasessment team for

identifylng major problem: and malfing recommendations about how brout to
proceed

The terms of reference charged tne assessment team with investiqnting |
specific areas such as projecL design, project administrative ‘and mnnagement
‘isoues, use of resources, contributions of indiV1dual ZATPID II advlners, .
progress towards inotiLutionalization of planning and_policy analjnio, '
evidence of 1nsL1LuLional collaboration, and adequacy of informaiion
collection systems,

-

Interviews were held with a range of individuals (see Annex 2), and
relevant project documents were reviewed, Testimony was gathered in many
fora-~the entire assessment team with a gtoup of respondants, the entire

ascessment team with one respondent, or a pair of team members with g single’

person. The assessment team gathered information (observational an weli as

testimonial) from persons in many settings with different mixes of
< .
interviewers and respondants.

III. AREAS REVIEWED: FINDINGS AND RECOMMENDATIONS

A. Project Desicn

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

(the donor), GRZ (the recipient) and Rocert R, Nathan Associates (the

contractor)., The project design targets assistance to MAWD/PD, NCDP and CSO.

These are the key GRZ institutions responsible for the collecticn

- e

and analyses
{ U e
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‘ oE daLa and £or influcncinq Lhe dLLerinaLion of agriculLurdl po]i:y, pour‘ ;

—alo are to benefit firom pzojncL'{
iqLance primarilj through shorL—term tnchnical assistancn
opporLuniLie, for staff,

oLer inutituLiona--Mor, WJ:, NAMBoard, RDQB

oleif
uu

and tralning

Findings

Most people interviewed identified the design of the project as

A major
problem,

specially the nmlti—organ*zational arrangnmcnt of the projnuL and

the role of Lho contractor/sub-contractors in implementation, Huwovar, upon

prohing, iL was found that the factors baing faulted tended to be”

wprpdomlnenlly admxnxutratxve, managerLal, and contractual in nature,

©oassessiment team finds the bhasic project design

They

sound, even though

environnental ﬂoru:tlons “and organizational leadzrs haye changad

They propor
rcle of the PEC nzeds to he

clarified to emphasize cross-organizational (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 ke clarified, and perhaps some language in the Project

Agreement and the amplified pro@ect description needs clarify the interface

L | .
between the USAID/zambia, GRZ, COP and the team. But these issues were not

considered faults of the basic project,concept and design.,

y -

Recommendation 1:

The ZATPID II project design as currently conceived dosg
rot require medification even though the decisicn making

institutional relations reed to be clarified as describes in subzequent

structure ang
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By hdnnnieruiivn Oyguniznlnon and nanaqcmnnl S S

The gcnnra1 a pﬂclu of: AAUPIU 1 udman,LraL1v~ organis

at., iorncuwd )minaqrwm1”1
»fare ouLljnnd in the conf*acL (s chJon 2.2) bchnen USATH and Lho consor iy, -
iaand in the UJAID PrOJnct qunomvnt wiLh CRZ.‘

EMQIDixector OF MAWID/PD, as
Chairpnruon, and PIC mnmbors are ruaponaiblo for yeneral, project managesnent
vith assistance from Lhn USAID proje

¢t officer and cop representing the
conJorLJum.

Findings

The tcchnical advisors assemﬁled in-Zambia ih'AuQUSP 1987* began to daviy)op
work plana and initiated the process for GRA selection of participants. for

"Theo Dlrchor oL MAVID/PD organized a worlshop for
reprecentatives: frun Gpe institukions

long Leoin training,

to introdace Lh~ prOJucL und bulld o
foundation for guod viorking relations anong key project and beneficiaries,
The overall arrangeine

znt for administrative managerent responsibilities and |
activities as ottlined in ;hp project design appears satisfactory, Indeeal,

through the first fey nonthq Of the project, the tean building, development: of
Plans and enrollrents in loqg term training all moveq smoothly and

successfully. Major conflicts and problems arose ag comodities began to
arrive, services started to flow and work plans were undertaken,

Minutes of
PEC and correspo

ndence indicate.that administrative and managerial weaknesg
began to emerge such as: '

ZATPID II advicors! expectations on services to ke

provided by USAll'g
Project Suzgori: Unit wWere not mzt, The cop Prozozed to shift legintiag
Surrort te Equztor Bank, UGAID/Zarbia did now elcept this 1221

rsaazsse,
== The locz-

ation of the ZATSID I adninist

rative unit was “rene sterrad

N

ren
the Mizzion to 14

WD/PD vwhere its institutiona) in ecracion into L. /ED
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ST GRZ clvil snrvirn ruJod could noL ace g|drr

lng gonLtnUﬂd througl UﬁATD/Aamhla at x?ﬁ
I vaelq much higher Lhan other omplqueﬂ

ualary e/pncLaLionJ, thoir ba1ar

in MAVUL/PD

Individual tean members oELen communlcaLad directly with Lhclr v.5

SAID and Rokert R,

*ide

institutions, bypa"Qing PEC, GRZ, U than.

3 became difficult and figy utility is

httaining a euornn aL PEC meeting
‘now doubted by both tho PEC Chairper,on and the Cop,

have 1nd1cated that at times the agnnda vicre of marginid dnterast

=~ The Director of MAWD/PD relakted to the ‘COR a

home agoneles

- !

a ling £Unctinnax9, vho'

reported through his Zanbian supervisor, rather than oy an

advinor
reporking directly to the: 1Ma/eD Director;

. In February and again in MaLch 1988 the RoberL R

» Nathan reprezentative
in the vu,s, travnlled to Zambia to counszel indiV1du

al advisors aboyt
performarnce, ‘
The USAID project officer had to moderate many disputes ang
misunders;andlngo amoqg ZATPID II advisors and naxe decisiong
concerning minor matteru vihich should have been handleg by the cop,

Individuals on the ZaTPID IT team expressed concern they were not

achieving detailed ang ambltious work plans.
their time acrozs many different agencies,

The U.S. milti-oraznizational consortium and the Separate BUCEN PaSy make

Scme advisors spread

this a aifficul: Froics: to Rerze2 and adminighae La

(o]

Yy
[
-

cearc all parties
felt zimo1p IT we

:1d ¢ ith an administrative icture similar to the
one in 2aT2ID T, fenc?, inciafficient effort vies deveted by po

ZC, the advisory

Al
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ad Usarn OoCew n.: e ".;Cc..i‘.la.Sﬂ...ﬂg c..d Caryvine oul
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solnt znTzin-zng
“pEnent activibion
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- relationship the PEC Chairperson.

Tho PLC has not funcLionnd as specificd in uecLion C 1 SlaLemenL of WorP

in the contracL. The Prc musL (l) serve as Lhe chier policy deciaion body on -

isuuea that involvn multiple GRZ aqencies or GR?Z and USAID/Lambia, (2) menL

: when there are subotantive policy issues that must he addreqsed, (3) esLablish'

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

members communicate its actions to their superiors and subordinates.
The COP has not provided adequate administrative and management leadership

for the ZATPID II team nor established a-prqfessioﬂal and harmonous working

‘The COP must have (1) skills and.

-

qualificatlonv in interpersonal relations that promote interactions,

“ecounseling, communications and respect from team members and the PEC

Chairperzon, (2) zensitivity to the implications of organizational,

administrative, commodity and service actions on Zambian agencies and y
.

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 quide

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

an anchor point for all communications 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. tio member of the current ZATPID II team possesses the skills

and qualificaticaz outlined,

Tnes2 administrative/nznagemenc probiems have causes many

misunderstandings, conflicts, ill-feelings and éda2lays. Scme ezanples are:

misinteroretzticns of vroject dzsign; incocrect expeccations on the abilities,
roles ard title:z <iven tazchniczl waviscrs; changed evrzstaticons on th2 imeachs
of outputs; GIY usz

atd

¢t cormedities (vehicles, supplize, zquipment, service

etc.); undefirzd lircs of ros@q;ﬁibilt*ioﬁ and communication wichin and amnong

' i BLE COPY
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all parLicipaLing groupa and unifﬂ- undefined relaLionJhipg buLwcen lhe

conLractor, Lochnical advisors and Lheir Eponsoring insLituLtons- and Jack of

guidelines for integrating Z2ATPID staff and services into GRZz units. Thesze

seriously threaten the project's ability to succeed,

Recommendation 2:

The PEC myst be structured as outlined in the contract so

that it serves as a vital communication 1ink to all organizational units on

project activies and actions; as a policy decision body on issues that invélve

multiple GRZ agencies or GRZ and USAID/Zambia; and as the planning, and S

priority setting forum for ZATPID-II. .- ) .

Recommendation 3: Pecruit a cop who has demonstrated strong managament,

administrative, cunmunications and leadership ekills in a multiple dimension

activity like 2zATPID II and interpersonal skills and qualifications that match

- those required for ZATPID II as well as a thorough knowledge and understanding

of economic development (in the African context).

ﬂ\‘
L ]
Recommendation 4:

2 regularly scheduled 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

Scme of these might even include advisors from other donor agencies when
appropriate,

C. Technical Assistance

The provision of soun3i technical asaistance is critical to tha achizvemant

of project guals a=d objactives., All advisors are expectad to take a

wesraRuATuc come  BEST AVAILA™! = ~noppmienT
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*jcollaboraLive problem uolving approach and work cloet]y with Zambian

counterparLe in conducLing studles, ueminars, Lrainlng workshops, and othop

audignmcnts.

The long term technical aqaistance under the project calls for six

poeitione. Three resident advisor positions will he located in the MAWD/DD,

one in NCDP, and two in the CS0. 1In addition, short-term technical assistanco

is budgeted to complement the long term tcchnical asairtance as the need
arises,

-

Findings
) The technicdl-assistance tean possesses a satis fattorj level of analytli:al
capability, more than adequate technical knowledye and

a remarkable breadlh of
elparienca,

They should ke able to make major contributions to the work ol

the respective GRZ agencies, However, instead of functioning as a unifieq,

productive team, individuals have behaved in independent vays,

reflecting
p=rsonal,

career, 1nst1tutiona1 interests rather than project goals.

Collaboratlve consultation has not been a hallmark of the ZATPID IT team.

Many have expres:ed concerns thét the team has not performed well,

A partial listing of other oboervations includes;

~- a large allocation of advisor time for routine administrative tasks;

=- allocation of an individual's time to an unrealistically large number

of agencies or tasks;

== amisjudeizg of the type of work required by the section (or the

thz crgrnizatioral unit) in which the vork was being

== unrealistizzlly hich ¢

-

-~ F 44
lezdershiz ¢

[ 1]

done;

ciipectations on the inmpact a proiect mey have on
GRZ policies

inccmplets communications ketween relevant parties;

3 o dpaldonion
.oo-..' cobate ABE «ooi o v 5 dpalinin,
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" 'reports of tusk duﬁiicétibﬁ}f L

,_some individual discrepenciés betveen assigned activities and

previously utilized skills and experienceq.

A& Was previously noted, the management and administrétion 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 ParLy -(CORY and PrOjocL Analysis & Implementation Advisor (MRYID/PD)

The COP i" to viork direcLly with and advise Lhn Director of MAVID/DD on |

mwnagcmont and agricultural policy 1sgueﬁ and to gerve as a technical advisor
in the Project Analysis and Implerentation Section. The COP position carries

many diverse duties which include: supervising of project staff; coordinating

and communicating project actiVLties 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 agvisor in the Project Analysis and

t. .
Implementation Section, the techrical 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
peeduce the sa

M2 zaaatity of technical output as a fulltime project advisor,
The advicor has wrist

e !

n policy issue papers, contributed to a naticnal
monitorirg systzan

¥ &gricultural projects, prepared and reviewed project

BEST AVAILABLE DOCUMENT Lk
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C o

' propoual documnnLo, and conLribuLnd (o wor?shopg and other traininq cffor!

The weitings and papers rnviewed exhibit a marked'degree of professional
- coinpetence and ability, |

HoWever,'the role of administrator/manager haé not been performad
satisfactorily. Leadership and supervison has not heen provided in

controlling and guiding the Leam members, developing a cohesive vorking team,

and counselling team members in developing realistic work plans and

ezpectations has not been providcd- Some of the actions taken have not °

prqnoLod gond vorking relations with Zambian colleaquen, Thc PIC ha not been
properly utilized in managing Lhe‘pr03ect, and few consultations have been -

held with its Chairperson and members, Communications within the team dnd

anong the various Zambian agencies have been very poor. It has heen difficult

cisions regarding advicsory personnel, training,
adininistrative services and work plans.
]

for the CC? Lo make hard de

Recommendation 5: Because of these ﬂifficulties,

it is clear to the assessment

team that a stronger candidate,eeeds to be recruited for this position.

(see
Reconmendaton 3) .

ii) Production and Marketing Advisor (MAWD/PD)

The duties of the Production and Marketing Advisor include: assisting

MAVID/PD in develcoing and implementing agricultural pcpulation survey
programrs; idantilving (in esllakorzticn with Gz collzecues) policy izsues for
studizs aad analiaas; and working closaly in a collaborezive manne

nannar with the
Project Analysis and Implenentation Advisor. Tne terms of refererce for this
Fosition siere errznded by the primary contractor to include the dutizs of

)

Deputy CC2 ard Trzining Cocrdinator,
BEST AVAILABLE DOCUMENT
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Lot

' onm disruaqions with uavD/PD and U&AID/lambla project ataff mémbhra, it 4y
evidont the advizor has established good working relationships with high leve)

personnel in MAVID and otlwer agencies. The advisor has established clos

interpersonal relationship with management and assumed many responsiblite

‘that should have keen handled by the cop., The lack of COP leadership, already

‘pointed out, made it easy for a person of zeal and energy to assume additiona),

responsibilities. While this may be professionally -satisfying, it can

seriously und<1m1n° the authoriLy of a superior and get out of control, rhia .

1s of concern to the assessment team, Advisors should only perform

responqlbilltleu blelo oc1aLed with thelr Job description or those that are

assigned to them by superiors,

The training comnonent of the project, with which the advisor has heen

closely associated, has been the most impressive output of the project to

date. However, on technical assistance in the Production g Marketing Analysig
[}
Section, there is little evidence to connect the position with significant

analytical achievements., With more effective team leadership, the assesczment

team feels that much more canhgf accomplished, This advisor has been given

MAWD/PD section head responsibf&ities until a Zambian, now in training,

returns to assume those duties. This makes it even 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.

Racemmendatzion 6:

The title and functions of the Deputy COP should be

eliminated frem this position and the responsibilities as a technical advisor

emphasized,

~12 -
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ffriiii) Sectoral Policy Analysis Advisor (MAWD/DD) |

F

| The dutios of the Sectoral Pollcy Analysio Advxsor include: analysis of key

sectoral po1icy isgnes hegun under ZATPID I; identification (in collahoration

with GR% colleaguee) sectoral policy i 3sues [or studies and ana]yoes,

epreparation of detalled plans and proposals for such work; maJntenance of |

regular contacts and periodic assistance in policy analyuea-

and assistance
with in-country training. |

There has been a mismatch ‘between the advisor's background and position, °

_,lhe advisor's _skills and training are focused more on pKOJPCt ana]y is Lhan

po]icy analysis. Consequently; no substantial amount of policy analy

-

sis has
Leen done. Being familiar with the Zambian environment, the advisor has

cistahlished good viorking relationshipc with his GRrz colleaquee In contra,t,

good working relationships with some other team members and USAID/Zambia sLaff‘

have not been established, .

Recommendation 7:

The team feels a need stiil exists for a policy analyst in
the Sectoral Policy Analysis Segtion. If the project is to achexve its stated
objectives, a skilled policy anaryst has to be recruited

iv) Sectoral Planning Advisor (NCDP)

This advisor counsels the Director of the Sectoral Planning Divison on

agricultural rescurca allccation. The first two duties specified are to: (1)

Wwork with staff economists

(l

in analyzing and reccmmending resource allocations
Lo the agrienltural s2ctor, and (2) assist with improverent: in data quality

for sectoral planning., 2additional duties specified include interaction with

MA¥D/PD, prepara:ion and presentation of studies, and icentification and

rarticipation in trai ing activitizs,

sssuvmuate DOCUMENT =~ 7 .
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‘he incumbenL is Lhe source of many new ideaa, has producnd or col1aborated

wiLh sLaff in Lhe production of a number of studiea, .and hau qood

inLerperaonal working relationships with operating staff,
The expectalions of senior NCDP staff are for a more quantative approac to

analyzing problems than that used by the incumbent., The quantative analylical

methods employed by YATPID I'staff appeared to have been anticipated Ly the.

senior NCDP staff rather than the institutional-functiona] approach cmployed

"by the advisor in ZarpiD II. This discrepency, LogeLher vith adinintetr

problems characterized by a lack of cmnmUhfbaLon betwccn

loadership Of -NCDP, has

abtlve
ZRIPID TI and the
resulted in the advisor being asked to concenly

nlrato
efforts on tasks for the RDSB/UNZA. The assessnient team has concludeq that

this process by which the action vas taken was not handled woll Ly any of the

indlviduals concerned. At this point in time, the assessment team £eels the

advisor can no longer function in NcDP,

-

Recommendation 8:

The work of this COmmission is very 1mportant to GRZ and to

the project. An advisor shoulézbe placed in this position as soon as

possible. Therefore, the advisor to be recruited should have the ability to;

work and perform in philosophically varying environments; have long-term

achievement expectations rather than immediate or instant success : and

demonstrate and apply some quantitative analytical skills,

V) Agricultural Statistician Advisor (CSH)

The technical advizor in the Agriculture Division of cgo is designated ag a
Survey Manager/Censor advisor to work with counterparts for Planning,
implementation ag anal»zis oI agricultural and demograchic Survays and 1990

BEST AVAILABLE COPY
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Population Cénsus, The currenL advi 50K as an analyLiCal e.aLi Lician has a

. depth’ o£ e/perience ln Lheue areas and hae as ssisted in developing a
Comprehensive Agriculture survey (CAS) for estimating vutput for crops;

“tabulating and analyzing data from the commercial and non-commercial farm

surveys; publishing the most recent Agricultural Statistics Bulletin; and

organizing in—country'trainiug. The advisor has integrated himself into
activities of the divisior and-has es tablished on going contacts with manj

colleagues. The Pnowledge and expesrience brought to the position could bn

tapped moré effectively by reducing the scope of contacts and as

signments« -
- This would

allow more time to ba spent working directly with professional
colleagues, Good progrese has been made in strengthening the Zamhian

Pnpﬂbl]lL] 5 and caoa01tio' for 1mplemenLation and analy:es of cucrent

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

in sample and survey design will be required, | .

Recommendation 9: ZPTPID IT and CSO should seek the assistance of a

mathematical statiotician/methodologist to advise and coursel management on
1t :

efficiencies it can achieve and to strengthen the Zambian capabilities in

sample survey methodology when this need occurs.

’

vi) Data Processing Advisor (Cs0)

The TA position in the CSO Data Processing Center is for overseeing the

estadlisnment of z fully Sunctioning data proce csing and

centzr and halving ézfine

W
ty

ccmauter requirerznts n2aded to process the 1990 Populatisn and acriculteral

Censuses, This advisor position is now vacant. It iz anticipated that

US$375,000 worth of equirment will be required for th's elfcrt, Sgeaial

yantuss da b

. s
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' onVLromnonLa] condltions surh an sLabLe elechic suppllcs, dust cohttol and

rigid Lemperature/humidity levels must he maintained £or it to funclion

properly. Even if this equipment is purchased directly from the US ¢

oheral
arvices Adninistration (GS

A) Catalog, Lhere are still many decisions that
must be made on capacity, auxillary cquipment and features,

and operiting
- options,

Lead times for all.such rcquirements are significant for thiy
activity ‘move rapidly over the next 18 months.

-

Recannendat ton 10 :

Steps should be taken immediately to £il11 this position

sincé it's now time to start procarement £or the minicomputer needed (.o )
process the 1990 Population Cenoua.

D. Training

In ZAT2ID II development of GRZ staff is provided through (1) collaboration

between the longterm technical advisors and Zambian colleagues in MAWD/PD,

NCDP and €SO, (2) interaction between short-term consultants and GRry staff A

working together on specific asslgnments, and (3) formal training. The pp

describes 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 is accomplished by ZATPID II advisors working collaboratively

vith their superiors ang colleagues in GRZ agencies, The PEC reviews ang

agoroves candidatzs for

A LT3

‘ngterm training and may recommend specific typ

2s of
training and training sises,

FINDINGS

A training assessment was conducted by a short-term consultans and a ZATPID

II adviscr in January 1983, The report of the assessment does not indicate
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how erinjng needs . were prjorilized or doarrlbo Lhﬂ oompnlIlee ptocuduvﬂuba“?‘
Lo clecL longLerm partlc1paan.. Thc dOVPlOmenL of tralnlng planﬂ andl qu of

lraining coimnittees for selecLing particlpaan wiLhin var Leals GR agenclos hag

not been conzistent, On geveral occaoion varlouu team advlisors have ntopped

. inLo the administrative/mnnageman void to assume these renpongibilition, The

Training Coordinator in particular hag devoted an eztraordlunry amount of time

on, Lraining matters and maintainu weekly Lelephonn and DIIL contact .with VI'T or

Uw. This has curtailed the time the advisor haz had for. Ko

-

ularly a;qlqnﬂd

duties, 1In addltlon, some agencies have complalnpd that Humnlimna mjnqr i

training 1s"ueo (e.qg., approval of "a three month eztension For a graduata
student) have represented a disproportionate share of ppRe meting tim

Min2 long-term trainees have leen placed, ten nendnated, and six are o ba
identified. In many cases the PEC or the trainee's agency recommends toples

for thesis research. Most 1ong-term participants return to %ambia to collect

data, A few students have arrived with the thesis topic ouly partially

developed or have just conducted research with secondary data, For the most

part, in-country research appeQ{s to be a positive aspect of the training
program. Thirty-nine {39) persén‘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 orcanizations. Tnese courses have Leen develesed by the

ianagarent Ssrvicae 2o

s}
"~
s

L (115B) which, in saveral inskance, has hired ouksids
censultants to tezn with 153, Thace two and thres waaj frearams bring
togather cersons from mere or liss similar rank in GRZ and parastatal

Tuture programs will move beyond this horizontal staff

Lt G]nlng Alr08s organizati

ﬂs--l-d

crganizations,

tious and enzoll persons verticnliy within and among

et = 19 @ - e
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kagdnéigs; 'Tﬁféé in-country BUCEN courses have been conducted and atmed at

improving staff skills in general areas like questionnaire design} uamplé

survey methodolbgy; and data edit and summarization, This has improved skills

for a broad segment of GRZ staff, However, the duration of Eraining doas not

allow follow-up contact by participants with BUCEN resource pergons nr for

direct application ezperienceé in the Zambian contezt.

Recomnendation 10: The admlnierative/managemonL arrangements for Lratning

-

should be coordinat@d by the cop and PEC, and -care-must be taken to .Bee that -~

all ‘cross-organization training plans come to the PEC,

Pecommendation 11t Pricrities 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 §brvey needs and targeted on statistical
methodologies.

E. Commodities and General Resource Use

The ZATPID II project commodities to be provided include computers, hooks

and learning materials, somne audis/visual equiprent, data procassing
equipment, and veiislag, counterzart furds (i.2,, lecal currency

budiget),
2neratec under creogram eszsi

stance commonents of USAID/Zambia portfolio, ara
for direc: support of precram activities, Dishbursenent of counterpart Ffunds
for local eperetiza coste dtuiniztration ars to be made in
conformity with the preeadures zcread upon by the GRY

and USAID on tiarch 27,
1938,
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uhe Lerms of refnrence did not reque L Lho ags esament Lean to investigate

matters relaking to commodities and general Lesourse use. However, a

reference vas made to ezamine and review other concerns that appear Lo be

hampering effective project implementation.

Findings

Although the project is reported to have started relatively well, problems

began to arise when cummodities actually.began to arrive and services started

to flow. A mnjority of the people interviewed idpntif'ed administration

rlating to cominodites and general resource uae as a sLlch issue which has

adversely affectnd pronncL 1mp1ementation.

- -

Questions were raised about how

camnodities are procured distributed, used and controlled, The
Aissatisfaction was nLtrLbutrd to the lack of conzultation regarding

procurement of camcdities and their use. Especially troublesome were the

vehicles controlled by USAID and 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 2ATPID II adminiéumative staff and drivers under procedures
Q

which conflicted with GRZ's condiéions 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 commedity assistanca.
The assessment L2am dess not feel the problems emanate from projact

2 7xin problem arezs. Firzz, <alays ‘n poc ceizing

sgacially conoutars, from abroad was elpressed by all the thres
GRZ agenciss, cord, MATY/PD and NCDP are concarneld arsut lack of diras: and

€3Sy accass to prolect coTncdities, pacticularly vehiclas

=~

cr o
zzsiznad direcily to

Tl -
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g lLam udvi,oru. Ihis complaint was not expressed by €S0, another beneﬁiciary
_ ok the progect. C has two project vehicles for departmental use in addition

Lo the usual vehicle assigned to a LNIPID adviuor. Third, the counterpart

funds used to pay salarles for ZATPID T adiministrative staff and drivers al
MAWD/PD. The salaries proposed, and now paid, are at levels much higher than

can be justified under GR7 salary scales, and the staff is now conzidered

direct hire employees of USAID/%ambia, 'They are not likely to rave

rt to GRrz
conditions of service whqn the project ends,

This mcanc it is unlikely that
they could be intﬂgratpd into MAWD staff under GRZ conditions.

" The assessment team established that the USAID/Zambia design for resource’
distribution and use is similar to some donors in Zambia. Tt appears that

oth2r donors have not ezperienced as many problems as evid

.dznced in this
project. lor have they exparienced excessive commodity abuses that interfered

or conflicted with their projget accomplishments., The main difference lies in

interpretations atout how commodities are to be used and controlled,

example, some donors ohtain G

For

RZ approval of all expenditures including foreign

exhange purchases. Others cleaxly label vehicles to reflect that they are

assigned to a GRZ project. Some donors purchase only equipment 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/Zambia appezrs to acdopt more rigid positions in the use of canmodites

and for ac cIormedating tha needs of Gp7 aczncies,

Recomenda=ion 12:

More collakorative procedures for Procurement of

equirment, suppliszs and sarvicag shculd k2 established, GRZ au 1khorities

ehould aluzys ke consulted before cermedities and ¢

Servicas ara contracted,
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Recommendation 14

USAID/Zamblia should ba more SGnai&ive to the concerng

related to comnodities and servicoy being expreszed by GR% agencies, The

vehicle problem should be solved so the projeét can get on with it!

8 principal
tasks, |

Recommendation 15

The tensions and misunderstanding about the administrative

office currently located in MAWD/ED need to be resolved by USAID and GRZ.

'« Information Systems

- 4

- [} -

- -

The support‘for information systems was 1aig out in the PASA with BUCEW for

-

4NTPID I. That document presented a § year program which was

continued under
ANIPID I1. -

'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, it was to improve communications and coordination in data flow

between user Grz agencies, especially those participating in agricultural

planning and policy analysis, Y
L

Findings .

Since the project started there has been several accomplishments: (1) some

new reports have been compiled, (25 historical data have been gathered, (3)

crop forecasts are being done twice a Year, (4) agricultural surveys are being

done toth in the commercizl and non-commercial sactors, and (5) there has been

a increase in dacs shazing bzhwas

shiortages of resources to do printing on

time, henze a lot of thinzs are held in the pipeline; tre miniccmputer for the
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1990 Census hdﬁlhOtjyéE‘been purchased; linkages with Main imprbved, although

at timos thej both invegt resources in similar projects, thus duplicating

their efforts; some 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 ney printing

m&chine now in ¢,

Recommendation 17: ZATPID II

sﬁbulﬂ identify and'puichaSG the minicomputer for

the 1990 census a3 quickly as possible,

Recomnendation 12: 2a19TD 11 should uge counterpact funds for hiring

additional statistical assistants needed to summarize and analyze the large

volume of data that has been collected in earlier Surveys conducted during the
4

1979-86 perind.

Recommendation 19: Statistical“Q?dels for studies and analyses should be

designed in collaboration with the relevant Grz agencies in order to make them

more relevant to the Zambian situation,

G. Institutional Imorovement and Linkage

The PP asserts that GrZ institutional performance could be

more timely collazting, precessing ad an

improve3 through

3lysis of data and by erplication of
ketter survey metheds and aalytd

..... Other anticipvated arzas of
institutional enhancerent include: macrketing and pricing analysesz, hous<nhold
porulaticn analyses, oroizct monitering a-d evaluation, sectorsal »lanning.
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'Q~inyestmmnt and resoicce analyses, non-farm amall-neale enterprise analymen,
and many others. Timproved data gathering and analytical capacity 18 to

support policy studies used by GR% agencies influencing deaision making

agencies, determine policies deemed appropriate for national development, The

I'P envisions improved institutional commumications and coordination among

Seven GR% agencies, especially among Lhn three key inqtiLuLions. Thig wonld

entail conjoint planning of techn1ca1 activities, shared exccution of

assignments, and co—parLiﬂipation 1n project sponsored activities such as

in—country training,programs and seminars. Increased formal and inEormal

contact is. anticipated amony these agencles (both Americans and Zambians),”

Yhis vould lead to more co]laboraLion in Lhe plannlng of complementary

technieal activities,
Findings

Institutional capacity should be improved in the longterm after ZATPID

trainees return from academic Studies abroad and become productively engaged
in activities using skills acquired in training, Experts funded through other

donor organizations are making technical contributions to the analytical

\
assignments requested by their hogt agencies. Evaluating contributions by

ZATPID II advisors to institutionalize output enhancedment--in qualitative or

quantitative terms--is difficult, .There is evidence that some background

materials, reports and studies prepared have been included in official GR%Z's

plans or regorts., 1dees intreducad in seminars or meetinas havz eppeared in
L2E2rts written by advisors! colleacues, The introduchica of t2zinology, such
Az word rrceascoring equizaont, bis contrikutad o che peoducticn of nolicy

papars.

These contributions have been overshzlewzd by problems encounce-ad during
tie past vias, Tiase difiiculties

AV gmanated frem interparsonal
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- differences anong the advinors~themﬂclves and the inability of the PEc to
function, evyor

The development of the PRC
and the presence of some advisors 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 colleaque Gains in institutional capacity and

collaboration have been offzet by Lhc,e adminigtrative/managpmenL problens.

Recommendation 20:

ZATIRID-use of regulary-scheduled monthly seminars to

Qharo study results, ezhange views on policy analyses, discuss modnling

Confﬁptc and present papers in a forum Lhat includes ZATPID adviqors, GR&

colleagues, M7ZA ctaff and other donor advisor
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0815 houry

0825-houry

0830 hours

0335 hours

0905 hours

0935 hours
1005 u-ars
1027 Leurs
1100 hour:

AA .
12370 aanes

A THIRODUCTORY BILRE LN
FOR LHE TICERTH ASSESSMENTE TEAM
FOR I
ZARTA AGRICUL'TURAL TRATINING, PLAMIINHG
AUD TNSTLLULLONATL DEVELOPMENT TT PROJECT

MOMDAY, OCTOBER 10, 1988

Waelcoming Remarks

Mr. Leslie A. Dean
USATID/Zanbla Misslon Dlpector

Introduetion of the Zomblan Team Mombercg C
Dr. Kabeta Muleya
Directox, Planning Divislon .
Minlstry of Aprlculture and Vater Dove

Tapmunt
ond ‘
Chaiman of the ZATPIN 11 Prolect Faent Ly
Comnilton

Introduction of the USAID/Zambla Tezm Members |

Dr. William Whelan
Project Manager
Zambia Agricultural Traluirg, Planning i .
Institutional Development II Project
Project Related Issues of Concern te the GRZ
Dr. Muleya
" Dirzctor, Plannlng Division

Uinistry of Agriculture and Water Dave lopmant
and

Mr. Madubansi
National Commission for Development Planning

Project Related Issues of Concern to USAID/Zambia

Director Dean and Dr. Whalan

Questlons from the Team

,
LIS
Pazeewnant Ualatad Sdmirigevatioe TIundg
1]
£ %7y _la'. [
Leglielies, Leopz: of W07, GOC.
—-
Ly, Waelan
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NRIEA 2
THVGTITRYE (DU

ARIRID TY Tnterclm Anseo: ot

Juesday (11./10/88)
13:00-16:30

Americans on ZATRPID TT

s Dr, Richard Saundors
h. Dr. Florence Chnnowokh
C. Dr. ¥nrique valdivia
d. hr, George Mchounll

2, Mr. Al Goozner

Viednosday (12/10/28) - i

08:30-10:00 Ur. Ron Rogers, Rohert p, Nathan'hssociaues

10:30-11:15 Mr. Mukutu, Pormans=nt secretary/UAWD (with Dr, Muleya)

17:00-13:00 Beo Levoy Soheroe, 5oAIND

15:60-18:00 Pr. huleya, piceckor, MALID/PD
Mr. Soko, Depalty, DA¥D/ED
M. uanauin, inin/s0
Ur, Bondaz, MAQD/PD
Mz, Bsther Yasala, UAWD/PD
Mr. Katonio wa Katongo, MAVID/PD

Thursday (13/10/33)

09:00-11:99 Dr. Chivarg, Digecior-General, NCDP
Dr. Wwale, Ass'b. Director
Me. Mendanznda, 1709
Mr. Hamakora, Acting Director, €SO

Friday (14/10/83)

C8:30-10:15 Dr. Muleva, Direcisr, MAYD/PD

Fichari Swandizs, TATRID II

T, - - R s R [ R . ay »
$50=17:570 bonoinrd Inno paizs to dptieglan:
SANL TN LTIy 1

. Sttty TR e . . L

- EIRETEE SRS Ny ? -’..'.:.‘J:‘,/PD

o o GWLULAL DNITO TI

- TN s . doey. Y - oo ay'm ! e ‘e a oy -,

Fo 0T a0 YUdvs Tankas', aad Ciisting sSakala,
Sreupdey (03,00 BEST AVAILABLE DOCUMENT
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*rwnday (V1700788
10:15-13:00 hasns:

149

smenk Lean dividad inlo palrs to’ sntnrvlcw~‘
- WMo AL Goovner, ARIR:D T

- Mr. Abel Phicl, netg. Director, LGO/bgriru]rural Divi jonv
- Dr. Ploronce ChnnOAth, ANIPID T3 o
Dr. George Mchowell, YATPID IT
Wi, Grace Musenge, ZATPID IT of Fice
‘lﬁ§30%16§60l Mr. Hamakona, Actg Director, CSO
16:20-17:45 Intervieved by tvwo percons on the Acbescm@n1‘tcdm?hf
T o Dr. 7.7, Milimo, Dircctor (on leave), RS
Dr. C. Muila, ALLJng Director, RDuB

Wuc,duy (1P/10/88)

(8:30-10:00 Mr. Leslie Dean, Director, USAID

10:15-12:70 Azse ;umnnL divided into pﬂLEB to interview;

Mr. M=] Jones, Statisticnl Advisor, M/ (PIU?)
Uee DL Vendamenda, 1eng

., JJm Benks, Dauator Dank
Mr. Kortongo Wail Katongo, MAWD/PD

Viodaesday (19/10/

11:30-12:45 Interviewed by tvo persons on the asses

sment keam: -
Wr. Anthony Mwanaumo, MAWD/PD '
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