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EXECDTVE SLMAP.y 

Th-s paper reports the results of a NASPAA team activity in Mali todeveloc a strategy for the develognzh of management capacity with threecbjec ives: better inplantation of policy changes, part-icularlyadninistrative reform, stimulation and promotion of t~he private sectorand i=,rovment in the use of resorces by agricultural instituticns fordevelc2 ent functicns. The plan of work for the team centered on thedevelcpment of a managmnt training program that would support the presentUSAID mission prc-ram, suqplement and complement the ongoing coun zydeve!oTnt strategy, and gport key managerial and institutional chargesand develornent activities proposed within the mission program. 

Managerial probl~ms in Mali seem to fall severalinio major areasrelated to decision making; resource constraints, Changing environments andanT -istrative philcp,y. These prolems are pervasive and are found atall levels in both public and private sector organizations. At the lowestmanagent levels in Malian orcanizations there is a need for irprovedte=:-nical training in managmnt and manageent tools needed to prcvidedata and other material necessary for effective management. At the mid­level there is a need to davelop the capacity to analyze data, posealternatives, develop programs, and car-ry out the daily functions ofmanager.nt. In fororder these individuals to be effectively utilized,there =ust be a change in the approach to management taken by decision
makers at the highest levels. 

Malian public sector organizations are hampered further because theirmanagers tend to take an administrative orientation which restricts theirability to respond to the rapidly changing envirorent. As resourcesbecczn more scarce ard emphasis is placed on develoment of a privatesector orientation, public sector managers will be forced to iiprcve theirabiIity to respond to environmental change. Serious problems exist instate ran enterprises due to a lack of trained managers. Educational
4.rst---tions are having difficulty placing graduates due to the lack of 
managen-ent training in their programs. 

In programs to promote the private sector, emphasis is being placed onenmloyment generation and industrialization; but this sectortraditicraily been dcainated by erchants 
has 

rat-her than by manufacturers.This has not stimulated the developent of new industy but has encoiragedthe izortaticn and resale of manufactured goods. Transformation of localraw materials and other local manufacturing activities remain extremelylimited. The creation of employment will require a change in managementphilos~chy in the private sector and improved technical c¢petence inmanagement for these who are considering entering private sector 
activities. 

Poor knowledge of management and marketing have been cited asmajor reasons for failure of Malian enterprises. This is comrauxled 
the 

by thelack of management support services. Three organizations, IPGP,SNED, andCI, provide the bulk of consulting assistance, but they are expensive anddo not have the confidence of the business Cxzmity. Malian educational 
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in-titutions do not at the present offer effective training in management,
althcu, they are very interested in developing their capacity. 

USAID has supported management training in the past and has
effectively developed a core of well tLained individuals. In order to best 
deal with current problems, these individuals must be integr7ed into 
existing or. nizaticns in leadership positions. Future training activities 
must be bet-er adapted to the Malian context, using Malian materials and
trnainers. These programs rust be done in conjunction with local
institutions to insure their continuation beyord the pericd of donor 
financing. 

Several Malian institzricns have the potential to support management
develcument, but they are not serving in that capacity at the present time.
ENA and !PR provide good technical trainrng, but are no lcnger able to 
place their graduates. ECICA and EMT are currently prcpsing changes in
their curricula to make them more relevant to local management needs, but
those changes have not yet ban implemented. PI and SNED provide
expensive managLnt support in some areas, but provide very little 
managenent developmnt. IPGP currently provides good quality management
training, but targets relatively low level personnel. 

The optimal approach to the development of iproved mnagement
capacity in Mali is an institutional development approach, building on 
previotL t-aining and supported by strig links with local institutions. 
Such a program could be implemented in three steps. Step one would involve 
technical interventions focused on ircreasing management training and 
assistance capacity in private enterprise management and project
management. This would utilize the skills of personal drawn frm Malian 
institutions and USAID t-ined ranagers. By working with these individuals 
in a training of trainers format, their capacity to transit their 
management knoledge wil be improved. The se&_rd step would consist of the 
irmlementation of tr, workshops: one on project management oriented toward
the p.blic sec or, and one on enterprise management oriented tward the 
private sector. By offering workshps on these topics during the practical
training for the trainers, management can be increased at the same tire 
local instituticns are strengthened. Step three imld consist of a two
week intervention in which tedinical assistance wold be provided to teams
of trainers working with organizations to impleent material learned in the 
serranar and to provide training in consultation approaches. 

By the end of the first year, improved management training capacity should 
exist at local Malian trainrq and support institutions and at associated 
organizations. During the second year, seminar for top managers would bea 
conducted by these organizations with the surt of USAID to sensitize 
them to management issues. Based on input form these managers, local 
trainers would then develop a program of additional management training
interventions for thaL year. At the erd of the second year there will 
exi-st in Mali a g of trair management support personnel, organized as 
the Malian Ianagement Association, capable of training additional
individuals as neeed ard of supporting institutions trying to iqrove the 
quality of their management. 

5
 



A major effort in manageunnt develop has been made by USAID in 

Mali as part of its training program. Project management, private 

enterprise managemnt, devwecpment of the capacity to i~lement 

adini-strative refon, arz promoticn of the private sector have been major 

.oci in the USAID program in Mali. To assist in these efforts, NASPAA 

proposed sending a team of management specialists to Mali to assess 

margement trairing and irpit for the ofneeds provide devel-oment the 

mission trainir-r plan and the CSS. When the Mission accepted this 

p.opcsal, a team consisting of Dr. James McOllough, Head of the Marketing 

Departent at Washinrtn State University and Dr. Richard Vengroff, 

Dire-ctor of International Programs at California State Polytechnic 

Live.sity, Prcra, was sent to Mali during the period 13 to 26 Mar 1988. 

Dr. James Weidman of the Agricultural Business Management Departwnt at Cal 

Pol.y was sent as an additional member of the team under Cal Poly's matching 

support grant. Mr. Daouda Cisse of LMMI was engaged as a Malian consultant 

to the team.
 

The team was carged with the task of proposing a strategy for the 

deve1cnpnt of management capacity with three objectives: better 

i'.amentation of policy changes, particularly administrative reform; 

stimulation and pr=mtion of the private sector; and improvement in the use 

of resacu by agricult ral instittiLons for developrent furtions. The 

plan of work for the team aentare on the develpmrent of a management 

training program that would suport the present USAID mission program, 

stM1iment and ccl~ent the ongoing country deveopuient stratey and 

stport key managerial and instit&iona. changes and development 
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activities, prosed within the mission program. 

In order to determine the appropriate courses of action to be 

recmmnde under t"e aPPrcved sN of work, the team met with Mission 

officialls, reviewed documr-rs, coructed interviews with irdividuals in 

management related areas and visited Isalian instbituiOns oorere with 

tr-aini-g and developing capacity in management. Fortunately, durinr, the 

period of the visit, the Mission was developing the revised CSS, and the 

team was able to obtain and review a draft cO" while developing their 

rec=. rdations. The team was able to meet with the Peace Corps management 

traiLners and their Malian counterparts during a seninar on their small 

business managrent program, ard also had the opportunity to visit an 

accounting training activity at A completeIPGP. list of individuals and 

organizations contact-e is attached. The remendations in this report 

are based on the team's evaluation of the results of those activities. 

The JSPAA team would like to express its thanks to USA= Mission 

Director, Mr. Euger Chiavaroli; Deputy USAZD Mission Director, Mr. Thomas 

Wilbur; USAID Human Resource Development Officer, Ms. Sherry Suggs; her 

assistants, Mr. Boubacar Diallo and Mr. Manlafi Keita, and the many other 

USAID Mission staff personnel, without whose help this project would not 

have been possible. We would like to thank the many Malian officials who 

gave their time graciously to support this activity. 

11. CUT MANAGMMn SIqT=ON IN MAI 

Management is ncomonly thought of as an assortment of tools and 

techniques used to reach the cbjectives of organizations. Good anagement 

practic provide a base for decision making, which seeks to most 

efficiently and effectively use the available resources to achieve the 
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goals and objectives of an organization. Problems occur when an 

organization lacks sufficient tedunical exper-ise to res rd to 

opprtLnities, & llenges, and threats frOM the darging environment, or 

when it is unable to manage its resources and fails to achieve its 

objectives. Problems also arise when the decision makers lack the 

perspective need to "manage" the organization correctly. Improving the 

quality of management requires identification of the scrcs of management 

prcbleis ard the irpleientation of appropriate interventions to increase 

the te-hnical expertise of managers and change the philosopy of the 

decision makers. Mznagent trainirg provides a starting point for 

improving the f-nctioning of organizations. However, any attempt to 

develop an irproved managent capacit-y in Mali requires identification of 

the managerial envi=rnt in which problems must be solved. 

Managerial Problems seem to fall into several major areas related to 

decision making, resource "cnstraints, mnging envirozmnts and 

administrative philosophy. At the lowest levels of management in an 

organization, there is a need for inproved tecnical t-aining in management 

and management tools. This is needed to provide accounting data, sales and 

revene figures ard other raw material necessary for effective operations. 

Same of the needs for this type of training inMali are currently being met 

by the SRFMP and the Peace Corps managemnt taining program. By 

increasing ccuretences at this level a base can be provided for the 

analysis and decisicn-makirq needed for effective management. A great deal 

more trainrg is needed in these areas than could ever be provided by 

external thnical assistance, especially from any single donor. 

At the next level there is a need to develop a middle-level managmnt 
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capablegr . of analyzing data, posing and evaluating alternatives, 

developing program, and carrying ot the day-to-day ftmctions of the 
organization. These individuals are currently being trained at the MBA and 

MPA level under the DUTP. In order for these individuals to be effectively 

utilized, there needs to be a 
change in the approach to management taken by
 
decision-makers at the highest levels. Unless the managerial climate can 

be changed to facilitate the utilization of trained individuals at middle 

and lower levels, it is unlikely that the performance of the organizations 

will irrove significantly. Training for top managers is not currently 

being provided in Mali. 

Public Sector Managnt 

Management problem are pervasive and are found in both the public and 

private sectors and at all levels within those organizations. Public 

sector enterprises and organizations in Mali are harpered even more than 

private sector firms because their managers tend to take an administrative 

orientation, which restricts their ability to respond to the rapidly 

changing envirorent. By training and experienc, Malian ,managers, prefer 

to "ad'mster" their organizations through reliance on formal rules and 

regulations. This leads to a lack of flexibility and an jIlbility to 

respond effectively to changes in the organizational climate. As resources 
beccMe scarce and greater emphasis is placed on cmpetitiveness, public 

sector managers will be forced to iprove their ability to respond to 

envlrcnt change- This will zreiire changing the perspective of the 

top managers and will rmuizm greater managerial and tecica skill theon 

part of middle and lower level managers. 

Previous studies of the public sector have indicated serious 
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maragement prcbl1m in both state-n= enterprises and in other governmetal. 

crganizations. Mr. Oumar Sako, a USAID sponsored DLTP stdelt, in hi.s MPA 

thesis; cites Poor planing, financial mismanagement, over-staffing, and a 

lack of trained managers, as reasons for the poor economic perfo:mance of 

Malian public sector enterprises. There appears to be a generalized lack 

of trained managers and middle-level management staff, poor organization 

and role specificaticn, and a lack of accounting data and other information 

for making decisions. In the past, public organizations utilized graduates 

from Da to provide continually upated skills in administration. With the 

imperative to reduce public sector employment, this is no longer possible, 

and skills will have to be improved through in service training which is 

now only beginning to'be considered and integrated into ENA's prtx=rm. 

Reduced funding by external donor aqencies, such as U&AI, .­

increased pressure for governmnt efficiency by external leIers, requires 

better management to reach the objectives of projects and government 

institutions. This inproved management capacity must cue fraM within 

Malian institutions. 

Public sector training institutions are having in sing difficulty 

placing graduates. This has resulted from limitations placed on public 

sector employment imosed by international lendilng institutions, and the 

inability of graduates to effectively couplete for positions in the private 

sector because of a lack of practical marnemnt training in their program. 

r ingly, as graduates of these institutions seek em1cyment in the 

private sector, they will cx.ete with more experienced individuals who are 

seeking private sector cpportunities due to voluntary early retirement. 

Menbers of both these groups will need management training to prepare them 
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for possible erployment in the private sector. For example, new graduates 

will need to receive more practical management training since it is riot 

currently found in the curricula of the major training instituticns. Early 

retirees will need to be retrained in private sector management proedures 

to develop a more cametitive perspective than is normally found in public 

sector institutions. 

Private Sect= Man t 

To irportant goals of the Malian government are inreasirg private 

sector erployment and creater industrialization. Traditionally, the 

private sector has been dominated by merchants who trade in products. This 

orientation has discouraged investmnt in the develcpent of new industry 

while enr2raging the importation and resale of mnufactured goods. 

Transfor-aticn of raw materia.ts and ot.ier local manufacturing activities 

renain extremely limited. The creation of employment and e in 

manufacturing require a change in the management philosophy of the 

decision-makers in the private sector, and development of .improved 

technical capetence in management for those who are considering entering 

private sector activities. This is particularly true in the areas of 

marketing and market assessment, and in the effort to obtain cdit and 

other financial support. It is unlikely that new entrants to the job 

market, particularly recent administration and technical school graduates 

and former civil servants, can offer the skills needed to change this 

sector without additional management training and the associated 

development of improved managerial capacity. 

In a USAID supported study of Malian business f 'aituresreported on by 

Mr. Issa Konda in his MA thesis (funded by the DLTP), the following 
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managerial prblems .re cited as principal causes of business failures: 

Involved in Failure 

Azoarent Problem (%reportin problem) 

Poor Khnoledge of Management 92
 

Poor Kowledge of Marketing 77
 

Poor Market Assessment 68
 

Poor Financial Managant 67
 

In addition to these managerial problens, his study found that firm failed 

because of undercapitalization, lack of aggressive selling, and most 

significantly, a lack of qualified management personnel. nhese firdings 

point clearly to the need for improved managert training to inease the 

av-i' ble stock of managers; and to the need for management support and 

cnsulting to help the business cmunity ovexca its managaeent problems. 

Mr. Modibo Dian Sidibe, in his MBA thesis, also comprleted at the University. 

of Southern California, reports the major management problems of small 

Malian businesses are poor sourcing, poor financing, production, and 

strategic plannirg, poor cash flow management and lack of effective 

nrarketirg. 

This lack of management skill is c=qmunded by a reluctance to seek 

outside management assistance. Even when such support is sought, the basic 

internal data necessary for business decision-making are inacuar-ate or non­

existent, makirg effective oonsultation imssible. In Mali, thre 

orzganizaticns; IFGP, SNED, ard CEPI, provide the bulk of consulting 
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a-sistance. According to Sidibe, however, they are unable to effectively 

perform t-his role and do not appear to have the confidence of the &ar! 

business camizuy, These organizaticns, however, do appear to have the 

potential to play significant roles in the development of ranagerial 

capaci ty in Mali and should be included in any development program. 

The focus of most management development activities has been on 

training progrars designed to improve the skills of the irdividual 

participants. These training programs have produced a significant number 

of individuals who are familiar with management concepts and who have had 

scme experience in the use of modern management techniques. However, it is 

apparer that the impact of these workshops on the practice of management 

in most organizations has not significantly improved. 

Since management is the effective and efficient use of resources to 

achieve -he objectives of an organization, management training that 

heightens awareness and interest in managerial technqua can be an 

inportant part of the develcOTent of managerial capacity in an 

organization, but it is not sufficient. Management problems usually become 

evident wher, firms, projects, and organizations fail to reach their 

objectives. The causes of these problems are usually less apparent. 'In 

evaluating training and development needs, it is important to consider the 

different places for management activity in organizations. As mentioned 

earlier, at the lowest level in organization management, there is a clear 

need for improved technical training to provide adequate data for effective 

management. Development of a middle-level management group capable of 

analyzing data, posing and evaluating alternatives, develoing programs and 
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carrying ct the day-to-day funticrs of manageme t is essential. In order 

for these individuals to be effectively utilized, there needs to be a 

change in the approach to anagement taken by decision-make-s at the 

highest levels. Unless the managerial climate can be changed to facilitate 

the utilization of trained individuals at middle and lower levels, it is 

unlikely that the performarne of the organizations will improve 

significantly. 

Most management training fccLses on either general principles of 

management at a conceptual level, or on particular individual management 

techniques. n Mali, for ex aple, the 1984 USAID sonsord seminar on 

project management intrdiaced basic management principles and same useful 

tools of management. individual participants developed a heightened 

awaess of management approaches and learned same new techniques for 

solving problems in their organizations. What continues to be lacking is a 

mechanism for changing the managerial envirorment to allow for imprved 

per-formare. 

Management training cannot improve performance unless members at all 

levels of the organizational hierarchy are initiated in and became 

camitted to change in the operation of the organization. Most training 

has been aimed at middle level managers, rather than top management. The 

result has been a general lack of implementation of change. A second 

problem arises fram the generic nature of most management training. By its 

vexy nature, maagement seminars must either focus on broadly applicable 

management principles or on narrow management topics, which are broadly 

applicable. In either case, the training addresses general problems rather 

than the specific needs of a particular organization. To be effective, the 
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proram should concentrate cn developing a structure to sucport 

irstitutions and devecp improved maragempnt capacity rather than 

ccncent-rating on generic manageent training. 

Manaet, Taining and M=I Strategy 

Developent of management capacity was a central part of the last 

USAID C[S for Mali. The CCSS, for FY 1985, stated thkit one of its overall
 

emhas ;as "to increase adninistxative and financial management skills 

and improve GRM planning, execution and evaluaticn systems". This is 

supported by activities on three strategic fronts: the use of technical 

assistance perscnel to insure more effective management, until moi 

effective project management personnel can be developed; administrative 

reorganization and reform to improve the provisicn of services at the 

national level; and, long-term management training to increase the number 

of qualified ersonnel, and short-term financial and project training to 

up-grade the tenical ccmpetence of managers. The new CDSS calls for 

"mre efficient resource allocation" and "inceased rural agricultural 

prcdux-ion, prductivity and ircne". Neither of those goals can be 

accrlished without effective management of the sarce resorces available 

for the irplementaticn of projects. Develoent of an improved management 

capacity is vital to meeting the needs of the "private sector entrepreneurs 

ard institutions", which ccnstitute one of the major target groups of the 

CMBS. 

The imortanc of management, to a wide range of LSAID-sponsored 

projects and activities, has led to activities such as the Developnent 

Leadership Trainigq Projet, the Sahel Regional Financial Management 

Project, and the Peace Corps Management Taining Activity. These 
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activities provide both general and highly specialized management training. 

Scme of these activities are short term, in country activities, while 

others rely on long term participant training in the U.S. Although t of 

these project-s have sucessfuly accomplished their objectives, their 

impact on the managent capacity of the country has been limited. DLTP 

has effectively trained a relativaly smal! number of personnel who have 

been used in limited capacity, while SRFT- has provided only a narrow range 

of trainirg alte-rnatives. The Peace Corps activity offers prmdse for 

developing capacity in the private sector to generate managerial 

hinformation and to i=rcve mnagent skills at the lcwer levels in the 

private sector. Even that program does not address the issue of changing 

the management climate. The coponent lacking in each of these programs is 

an effective link between training in management and the development of 

improved managerial capacity. Training in management alone will not 

address all of the management prblems in Mali. These problems are too 

broad and too pervasive to be solved without an interated program of 

activity aimed at developing managerial capacity. Management is not simply 

a set of tools which can be used to solve problems. It is an approach to 

developing organizational effectiveness which reuires an active approach 

to prolem solving and avoidance of a static, administrative perspective. 

Improvement in the managerial climate in Mali will not cane easily, and it 

cannot be cbtaird by running a fpw seminars or training some managent 

personnel. It will only oar when the orientation of training in existing 

institutions and the actions of managers at all levels within organizations 

support efficient and effective operation. 
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Rm.ining Prclw Areas 

The absence ot managerial practice in organizaticns will not be 

cverc r- until managers at all levels in organizations receive sane 

sensitization in management. This will require a great deal of 

intr-0ductory managemnt training with scm of it targeted at the highest 

levels within organizations. Due to the large amount of general training 

required, it is unlikely this could be provided under prgrams relying 

exclusively on external teduncal trainers. 

'The generic nature of most management training makes it difficult to 

inplarent in organizations not oriented toward modern management. Each 

instituticn has its own particular characteristics and idiosyncratic 

problems to utiah management must adapt. Similarly, most management 

training is heavily based in western or European approaches. ese need to 

be adapted to the loca. context through the development of local materials 

and the use of local examples. 

The most serious problem is the sustainability of management support 

efforts. The Malian public sector is oriented taard administration and 

operation within a rigid structure of rules and administrative guidelines. 

Management requires a change in that orientation to beccme more dynamic, 

responding to changes in the environment and adapting to new oportunities 

and constraints. To attenpL changes of this magnitde rquires an 

integrated approach over a relatively long period of time, perhaps longer 

than is feasible in a program of external technical assistance. It would 

appear that the strengthening of local resources to support the development 

of improved managerial capacity is the most viable approach. 

The lack of adequate support for problem solving and training requires 
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strthg'denL-'g of existirg suL;.r, and training organizations, or the 

development of these capacities, in new organizations. Tere are cu_.rently 

no inisttuticns in Mali with the skills and rescyarces necessary to 

effectively develop and support improved managerial czapacity. ENA isan 

too academic and lacks the practical orientation necessary to provide 

managers for the private sector. Opportunities in the public sector for 

E2M graduates no longer exist. In the agricultural sector, similar 

problem exi for IFR since that organization provides essentially no 

management trzatning, and none of the tralnng in marketing that would make 

their graduates useful in the development of the private sector in 

agricultare. CEPI performs studies and consulting activities in the 

industrial sector, but does not provide training in management. It has 

several staff members who were trained in managanlnt under the DLIP and who 

represent a potential support resource for development of management 

support capacity. SNED is concerned with the coruct of a variety of 

feasibility studies but does not have the capacity to provide adequate 

managerial development support in other areas. EHEP has proposed a new 

curriculum designed to more effectively train technicial personnel in 

management, but their program has yet to be approved.
 

IPGP appears to have the most 
 pr=is as a suporting institution, 

since it currently provides lower level management trainin, and has 

several DLTP alumni on its staff. At the present time, huwever IPGP lacks 

the necessary resources and direction in its programs to effectively 

L-tervene. 

Developing managerial capacity for the public and private sectors in 

Mali reuires activities designed to deal with three mjor problem area. 
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First, exisnir managerial talent mist be effectively integrated into 

the management of public and private se..tor institutions. No matter how 

well individuals might be trained in management, unless their skills can be 

put to use in organizations, that training will have only very limited 

inpact. 

Second, in order to be effective, managerial training must be 

implemented in Mali and adapted to the Malian context. This requires 

participation by Malians in the development and presentation of manageme-nt 

training prcgrars. Because management training is almost alwrays generic, 

it is inportant to establish a mechanism "or the inplementation of 

management proga in local organizations. That is, a program of trainir 

ard assistarce must be develcoped which will answer questions and provide 

guidance beyond the. basic tra.ning courses. 

Third, canging the managerial orientation of a commirty reqires 

significant investment in time. To be effective, management development 

must continue beyond the tire likely to be allocated to ary donor sponsored 

management training activity. The program should develop the capacity to 

provide support with local resources after external funding has been 

exhausted. 

Managerial proble in Mali are found in all sectors and at all levels 

in both public and private sector organizations. Training in management is 

necessary, bt! is not sufficient to solve all the problems. It is 

important to develop the capacity to train and support managers and 

effectively implement management prjrans in local organizations, in order 

to improve the managerial effectiveness in Mali. 
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c 

overview 

Me Five Year ont=y Develoment Stratey Statement for Mali, 

lete in January, 1983, state as one of its goals is to inzrease the 

absorortive capacity of the c=nt-zy, "in order to irease institutiona) 

capabilities to carry out projects in the public sector, better rin 

para--atals, and the private sector." The latter includes both the 

existing private sector and public officials, who may exit from the 

overstaffed public sec-cr to establish private businesses. In line with 

th's, one of the major stategies was to izprove management and planning 

by: 1) management training, 2) by better use of technical assistance, and 

3) realigned organizational structure and functions. Improvement of 

absorptive capacity was included in two other areas: accelerated policy 

reform, which included improved agricultural organizational management, and 

strengthen research, extension, training, farmer network, by improving 

input delivery and extension systems in project areas. 

Managemoit training needs are linked with two other areas of 

agricalture reform. The first is the reform of the parastatal organization 

which 'Aad previously had a monopoly on the marketing of cereals. In 1982 

it was agreed that its morpoly should be abolished along with a gradual 

phasing out, ow ompleted, of its price guarantee policies. Because 

cereals marketing would be transferred to the private sector, it was felt 

that this would necessitate increased management training. The second area 

is the reform of the rural development organizations which provide services 

to farmers. These are poorly managed and lack managerial and financial 

accountability. Training would alleviate these problem. In accordance 
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with this training emasis the Sahel Manpoer Develcpnnt Plan Ii, the 

Deve2cpnent Lederslhip Training, and the Sahel Human Rescurces Develoent 

Plan III were insteittad. 

Although the preliminar draft of the new CCSS does rot list 

management training as a major area, the need for it permeates mxh of the 

ns and is found in such areas as mission strategic program objectives: 

a) more efficient resource allocation; target g , b) private sector 

entrepreneurs and instititicns, and principal conslraints governing the 

problem, c) technolcgical and institutional deficiencies and, d) 

underdeveloped human resources. It is specifically mentioned in the area 

of human resource develcment: e) training, and as a specific potential 

program; participant training. 

Sahel Maor Devek nt Project 3 

The Sahel Manp7er Development Project II (SMDP II) was authorized in 

1983 in response to the cS rern about a serious need for skilled 

marpmaer, with the specific intention of providing academic and tech.nical 

training in the United States, in third countries, and by the use of in­

country and regional training seminars. 

Develcpmt ad3ership Training Progrm 

The DLTP was initiated under the auspices of SMDP II. This project 

has sent sixty Malians to the United States for graduate degrees in such 

diverse fields as business administration, pjblic administration, public 

health, ero=ic planning, education planning prgramming and evaluation. 

The participants' programs were made as relevant as possible by requiring 

that their theses deal with Malian problems. Oversight and candidate 

selection were the responsibilit-y of the Project Steering C=ittee which 
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was made up of representatives fram the various Malian Mjnistries, as well 

as USAID. (See Anex for a list of participants' degrees and present 

eiT1yaers. ) 

Sahl Human Res=rce Deelpnt Poject I1 

The emphasis on management training was continued in the Sahel Human 

ResDrces evelopment Project, lase III, the successor to SMDP II. The 

typs of training include: 1) long- and short-term academic and technical 

in the United States and third countries, and 2) in-country semninrs, 

workshops and special courses. The latter includes short-term workshops, 

as well as the training of trainers for the "greatest nmiltiplier effects". 

Training covers the areas of econn~c planning, management, agriculture 

policy, research and education, private sector development, and health and 

forestry (including administration and management in this field). 

Participation of wanen and private entrepreneurs is encouraged. 

Training strategies to achieve these were set forth in the 1986-1990 

Five Year Countzy Training Plan. It placed more emphasis on short-term 

non-academic t.-aining: because '"undueweight in the past to academic higher 

education sponsorship, to the detriment of uraing the skills of civil 

service employs", had occrred. The Plan recrmteded that the SHRDP 

finance long- and short-term training activities: 1) in marketirg, 

management, cormeroe, and labor related topics for the private sector, and 

2) in suport activites beg= by the Economic Policy Reform Project (EPR), 

by sponsoring in-country business managemnt trainix-q seminars throuqout 

Mali. 

Sahel Pagia1 Firorril A t Project 

Currently in phase II, this proram trains Malians in L= project 
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financial methcds. P-°resent subjects include internal control and 

preparation of periodic reports. 

Peae Corps/Mali Sim1l DTertrse Devlopment Projects 

SED was established to provide small business traid, in conjuncticn 

with the regional branches of the Chamber of Cmrerce, to increase the 

capacity of the regional C7ambers to meet the needs of small businesses. 

Peace Corps Volunteers with business derees, working in conjuction with 

their Malian ccanterpatts-t-he regioal Chatber secretaries, develcp 

materials and h--e Malian teachers for the courses. The teachers are paid 

by the Peace Corps for both teaching and the provision of consulzing 

services to Malian small enterprise managers. The initial target gr 

were busineswn with sufficient funds to irorove their managerent 

practices without borrowing. 

An evaluation copleted in 1987 revealed that: 1) 150 Malians had 

coapleted courses, 2) at least a sa-venth to eighth grade education was 

neczssary to successfully complete the cou-jes, and 3) the most popular 

courses were: accounting, stock management, ccTir-rial law, and econaic 

reulations. Two recnendations were rade which might be iportnt for 

future management training prcgrz-s. The first was that the Peace Corps 

shiould icrease it- interaction with its local counterpart. (A later 

conversat3 on with the volunteers and their regional Chamber counterparts 

revealed that the central Camber in Bamako interacted muinimally, at best, 

with the regional offices. This may explain the seemir lack of 

interaction between Peace Corps and the Chamber.) The second was that the 

fees charged for the core ou.rses, 10,000 CA, was insufficient to cover 

the costs if the Chamber were to Lcertake full responsibility for these 
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carses. However, those who took the corses thouht that the value of the 

ccurs-as exceeded the charge and that they would be willing to pay more for 

them. The question of cost recovery is an important consideration in 

insuring the long-run s inability of any training program. 

Other Projects 

There are also sam USAID projects, while not directly mentioned under 

the aus-pices of human resources development, have potential tie-ins with 

any proposed training program. The Cereals Marketing Economic Policy 

Reform, and the Operation Haute Vallee P.ase II program, provide for 

enterprise reform as well as the privatization of goverrmnt run marketing 

channels. As a result, training will be needed to increase the capacity of 

private sector owners and managers to undertake these activities. The 

Livestock Sector II program provides for improvements in this sector, 

including that of livestock administration. The Semi-Arid Tropics Research 

II program, provides for the development of drougt resistant varieties. 

(A conversation with one of the participants in this program - who was from 

ICASAT - revealed that interest in management training was present among 

the members of his team. Most of them are educated in the agricultrual 

scienc, but uLch of their work involves project management. In fact, he 

stated that same of the team menbers on the project use their sabbatical 

leaves to study management principles and techniques. Although these are 

primarily nan-Maliars, these cld be future recipients for management 

training provided by Malians.) 

The Integrated Family Health Services Project is a six year project to 

strergthen and integrate services in fifteen maternal, child health and 

family (MUVFP) cmplexes, located in Bamako and the Operation Haute Valle 
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regions. The mail eNhasis is on service upgrading and support efforts 

including a Social Marketing Feasibility Study to examine the possibility 

of private caercia-l marketing of varicus birth control devices and cra. 

dehydration salt packets. If a positive result is obtained, a pilot 

project may be undertaken to directly test the approach. 

(Althouih not stated in the document, there are implications here for 

priate sector training. Training may be needed for private entrepreneurs 

who take over these functicns if the produc't is feasible.) Areas of 

training include clinic ranaganent, supervision, information system 

develcpment, firancial accounting, c=mdity management, and statistics. 

Before training is finalized, needs assessment for training is required. 

IV. ESTGM MALIAN ISTIriiONAL CAPACITY 

There are a significant number of existing Malian training and support 

institutions which c.urrently are involved with the develcgient of public 

and/or private sector managenent capabilities or related activities. Those 

instiattins involved in training, find themselves in a period in which it 

is necessary to reorganize their prograns in the face of significant 

governmnt policy shifts. In the past, virtually all graduates of the 

higher education system were guaranteed jcbs in the public sector. This is 

no longer the case. In fact, with a hiring freeze in effect, almot none 

of the new graduates can expect to become functionaries. However, all 

graduates of Mali's secodary schools are still guararteed access to higher 

education. Thus, enrollments in the institutions of higher learning are 

rising, while opporunities for graduates of these same institutions have 

all buxt disappeared. 

The crisis posed by this situation is quite real. Emphasis mist be 

25 



placed on job opport nities in the private sec-tor. Several major 

cons-traints exist: 1) the private sector is relatively sall and not able 

to absorb all of the expected graduates; 2) potential private sector 

erplvers often cmlain thmat Mali's schools have not provided their 

students with the kind of practical training which makes them useful to 

their businesses; 3) there is little credit available for those individuals 

who wish to establish their awn small businesses; 4) new graduates xzt 

ccz.ete with older more experienced furmntionaries, who aro leaving the 

public service under early retirent program and taking advantage of 

private sector cpporzunities; 5) neither the recent graduates nor the 

former funzrtionaries have the skills and experience necessary to establish 

successful private sector enterprises; and 6) Malian institutions have been 

slow to establish in-service training programs for their past graduates. 

The ozranizations and trainiug institutions visited by the NASPAA team 

include E21A (including CEPAG), IPR, ECICA, EHEP, IPGP, CEPI, SNED, IM2' and 

the Chamber of Ccmerce. The Cove. nment of Mali, along with the donor 

ccmmunity, has made a considerable investment in the development of these 

institutions. Unfortunately, the eriasis on personnel at the expense of 

operating costs, in the preparation of budgets for Malian institutions has 

led to a situation in which potential action is quite limited. In some 

cases, I-PR is a good example, the physical plant has deteriorated to the 

point at which a major investment is needed in order to make the 

institution fully functional again. 

On the positive side, sce organizations are looking at reform of 

their czriculae, teaching methods and staffing patterns in relation to 

changing needs. M, traditionally one of the main sources of 
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functicnaries trained in adinistration and law, is exmining the 

establistmnent of a program of in-sexvice training through the creation of 

=AG. With suPort fram the UNDP, C-2 will be conducting a full 

training needs assessrnt before initiating its "recyclage" p-ror-am. The 

main weakness at the nmnt is the shortage of Malians assigned to this new 

unit. It is currently staffed by foreign experts whose mubers are 

eXPected to increase in t-he immediate future. Placment of s of the 

DLTP craduates in this unit would be very helpful. 

=, which trains middle level personnel, is in the process of 

redesigning its basic training program to include more relevant materials. 

The administrative secretary proram is being transformed into a bilirual 

secretary degree. The accounting and mangement tracks are being merged 

and a new track el-hasizir =mmrrcialization and marketing is being 

initiated. New staff with specialization in this area is needed. The new 

d=rector appears to be quite dynamic, bu.t the institUtion suffers from a 

small Malian permanent staff (7 permanant faculty) utLich is supplrennted by 

32 part tiMe Malian and 13 French faculty members. It is at the middle 

levels of management (the level addressed by EHEp) that the needs of the 

Malian economy, especially the private sector, are likely to be greatest. 

This institution is worth considering as a target for future training. 

ECI , which is attached to the Directorate of Technical Education in 

the MinistY of Education, is in the process of designing new, praccical 

busines related materials for inclusion in the secorary school curriculum 

thra cut the country. The materials that this team was able to review 

left a very positive -pression. Their efforts are quite serious, and they 

are systematically testing tnd perfecting their materials. Penetration of 
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the secondary and primary sc!bl sys-,m by relevant business and 

entrepreneurship related aterials, should be considered an integral part 

of any effort to stimulate interest in, and eventual improvement, in the 

quality of the Ma-lian private sector. This presents an oppor=unity for 

USAID to wrk directly with the Ministry of Education. 

IPGP has been using American trained MBA graduates to support action 

training programs in a variety of areas. Althog this institution was 

initially established to provide support and training for enterprises, it 

has greatly expanded its activities. The trainig program wiich this team 

cbseried appeared to be well conceived, well organized and employed modern 

management training techniques. The director is a dynamic irdividual whto 

appears to be among the more capable potential Malian cordinators of an 

USAID sponsored management improvement program. This institution has a 

good reputation among leaders of the Malian private, as well as public 

sectors. It is one of the few Malian inszituticns which has successfully 

bridged the gap between the to sectors. 

IPR, which trains both middle and upp.r level Malian agricultural 

livestock and forestry specialists, has a potentially inportant role to 

play in the development of the private sectcr in Mali. To the extent that 

much of the development of the private ser--or will either depend directly 

on or be irdirectly related to agriculture, Lividuals trained at this 

institution need to be prepared to assume a significant role. At present, 

tLain in offered by IPR, in the areas of project management and management 

of private sector agricultural ent,'rprises, is only peripheral to their 

tecnical training. 9ere is, for exa'ple, cleara need for marketing 

tzaining for graduates seeking employment in the private sector. The vital 
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role, tich could be played by this institution in research, is also under 

utilized. The direaction and faculty of IrR are interested in adding to the 

instruct.ion provided in this area. This institition should be included as 

a target for upgrading in the area of management training. 

Some of the regional offices of the Camber of C=r-rce are working 

closely with the Peace Corp on management training programs for small 

businesses in their respecItive areas. The leaders of the Camber of 

Cmnezre, and the FNEM at the national level, are very interested in 

exparding existing and creating new managempnt training opportunities. 

This organization should clearly be included in any future management 

training programs. It does not, however, appear to have the strengths and 

experience to serve as the coordinator of such a program. 

I =I, which was created by the Malian goverrxmnt over a decade ago, is 

charged with providing assistance to the development of a Malian irus-rial 

sector. Ths organization has had to zvercome a negative image in the 

private sector due to its status as a state institution. It has a large 

staff , but has only about a dozen clients at any given time. Most of its 

clients come because they are required to do so by certain banks before 

they can be considered for loans. The cost of their services is high and 

only the largest and wealthiest of Malian clients can possibly use their 

services. They are unlikely to be able to support the develcprent of small 

and medium size enterprises. 

SNED provides assistance in the form of econic and marketing studies 

crcted for both the public and private sectors, but primarily for the 

Ministry of Plan. SNED now operates as a private organization conducting 

studies, and to a lesser extent, t.aining for all sectors in the ecoxny. 
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The ccst of their services is - like those of CEI - quite high. They have 

a well traine and experienced staff, which could potentially ccntribte tc 

the managent i rrovmrent initiative. 

LMMI, whi-ch has only recently been created, is att-epting to target 

small businesses for assistance as part of an EEC sponsored project. IN1.1 

appears to be mor of a paper than a real organization. It has virtually 

no staff; and its director is generally occupied by governnmnt business. 

Whether this develops into a "real" organization, capable of providing 

assistance to the private sector, remains to be seen. 

While these organizations are trying to adapt; they often lack the 

resorces and/or the will to proceed with effective action. The 

repu.-a-ions of sare of these organizations have been severely c imprrised 

by past failures. Others retain relatively good relations with thei. 

client populations. 

It is clear that not one of these organizations can - itself - address 

all, or even a majority, of the management problers and issues which exist 

in Mali. Some form of Malian Management Msociation, linking the various 

institutions and consulting organizations in an active confederation, is 

clearly indicated. The trained personnel already are available in Mali to 

i.lement a variety of management assistance interventions. What is 

lacking is the mechanism; uieeby, close cooeration and collaboration 

between institutions and their respective staffs can be tximized; and the 

resources mobilized to address the whole range of management problems 

con-fronting both the public and private sectors. One of the principal 

objectives of any USAID sponsored intervention, in the future, should be to 

help establish such a medianism. 
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V. ALTERATIVE AP-VMA S TO MA147 T TRAINDiG IN AFPICA 

A variety of efforts, to provide for the iprovement of management 

capabilities and performance in Africa, have already been undertaken in 

Mali ar elsewhere. The activities range from the single discrete seminar, 

to the provision of a conbination of long term resident technical 

assistance, and long term participant training in the U.S. Each of these 

programs has strengths and weakesses in both substantive and financial 

terms. he success of these efforts varies; bit, there are several clear 

lessons which can be learned fron their inplentation ard inpact in both 

the long and short te.s. A brief review of these approaches is useful in 

setting the context for the selection of the most appropriate managzent 

i p-rove7ent and t-aining intervention to be undertaken by USAID in Mali. 

The Discrete Seminar 

The most ccormn means by which shortci in management performance 

have been addressed, has been the single discrete seminar/workshop. In 

thi approach a single training intervention is organized for participants 

drawn from one or more host country ministries. Participation by sm 

representatives of the private sector, and/or the PVCDs operating in the 

coutry, is also ccmon. 

Most of these workshops are conducted using an action training format. 

That -is, rather than reliance on the classical lecture format of the French 

education system for example, participants are called upon to play an 

active role in the training. Analysis of case stidies, utilization of 

simulations and management games, and the use of small groups for analysis 

and problem solving; constitute the basic activities of these sessions. 

Participation is quite animated and trainees usually enjoy this "novel" 
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approach to training. 

Activities of this type provide for high visibility through the 

cpening and clcsing ceremnes, which are often atterded by high govenmnent 

officials and donor representatives, and are covered in nedsoapers and on 

either national radio or television. These seminars, which usually cost 

between $50,000 ard $70,000, offer training to betdeen 30 and 50 host 
count y part.icipanrs. Ln most cases, the subjects treated, refer to 

generic managant issues. 

Individuals receive an orientation to U.S. style management; but, 

there is little time to actually "learn" and practice techniques which can 

actually be applied to real marnagement problems, which the participants 

face on a daily basis. Because of the nature of these interventions, 

evaluation usually consists only of responses to questionnaires filled out 

by participants. This type of evaluation elicits adequate responses 

indicative of their immediate impressions of the workshop, but it does not 

reflect any impact on actual managerial behavior and performance. While 

such workshops orient participants to consideration of management issues in 

a new way, the lack of follow up and the failure to penetrate more than one 

level of management, means that any long term impact is prd~ably quite 

limited.
 

Several U.S. institutions which provide this type of training also 

offer extended versions of these programs in the U.S. Examples of French 

language wrkshops held annually in the U.S. include; the general 

management workshop held at the University of Pittsburgh, the project 

management workshop held at the California State Polytnic University, 

Pcna (Cal Poly, Pmrna) and the health management workshops at the 
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University of North Carolina. The combination of the in-c=irity seminar 

aimed at middle Management and the U.S. seminars can have a far greater 

potential iPact than either of them in isolaticn, especially if the 

participants in the U.S. prcgrans are drawn from the top levels of the 

administrative structres. If participants are carefully selected so that 

a critical mass of modern management oriented personnel, including those in 

key P-sitions can be established, then the longer tern inplications of the 

program may be more profound. Unfortunately, the medium and longer term 

Monitoring, support and evaluation necessary, to assess program impct, has 

generally not been funded as part of these program. 

The Series of Discrete Seminars 

A variant of the discrete seminar approach has been tried in scme 

areas in Africa, most notably in the SADC countries. In this type of 

program, Lndividual seminars are organized on discrete topics for different 

economic and adMniistrative sectors, based on an initial needs assessment. 

Each seminar is designed to focus on a particular topic area and provides a 

forum for developing policy recmendaticns, as well as addressing 

immediate, visible and techniml management problems. It has the benefit 

of drawing together exectives fron diverse countries who can share their 

resPec1ive experiences. A formal evaluation is built into the program, 

both during the last days of each seminar, and in the following year. 

While this program is designed to meet clearly defined, mnagemnt 

associated problems, thrc w the participating c-untries, it has 

targeted only top level managers in the public and private sectors. Middle 

and lower level management are not directly involved. Implementation costs 

are relatively high and the sustainability of the pLogram is problematic. 
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The lcng term evaluations, Wt~ich have yet to be done, should give us a 

better feel for the sucs of the program. It appears to be a much bett--er 

vehicle for attacking problem in the managerial environment, than for 

ir--vrg mnwagent within organizations per se. 

T Integrated Sinar Series 

Another alternative is the organization of a series of incuntry 

workshops targeted at a particular audience. On the basis of a needs 

assessment, ccnducted in Chad by a NASPAA team, an integrated series of 

workshcps was designed to address issues associated with the nenagent of 

develcpmnt projects. The basic purpose was to prepare a core of well 

trained CQadian project ranagers, especially in those Ministries and 

services with which USAID has close contact and a continuing relationship. 

Mid level functicnaries were selected from the Ministries of Plan, Public 

Works, Health, Social Developent and Rral Development and other 

participants were drawn from the ?JDs and the Chamber of Ccmerce. 

The in-country seminars were directed primarily at mid level cadres 

who were directly .iplicated in project management activities. Five CG 

level individuals, draTn fram the same ministries and services, 

participated in a project management workshop offered in French in the U.S. 

In addition, two Ministers; the Minister of Planning and the Minister of 

Livestcck, were brought to Cal Poly P na for one-on-one executive 

training and study tours. In this nnemer, an effort was made to insure 

that all levels of management would buy into the utilization of modern 

management teniques, in the context of the project management activities 

of their respective ministries. 

The program was organized around a cor course in project management, 
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which add-essed all aspects of the project cycle. This c-.re worksho was 

offered twice in order to produce a large pool of irdividuals for 

participaticn in the later elments of the program. The re-maining thre 

workshops concentrated on project and program evaluaticn, finarncial and 

econaic analysis of projects and on the taining of trainers. The three 

specialized seminars were designed for pa;.ticipants who had successfully 

-- pleted the core workshcp. Each of the workshcps was evaluated 

iwmediately after cmpletion and again at three and six month intervals. 

The time allocated to the preparation of the logistical a..r-?ngavents for 

each succeedirq seri/nar, was used to cnduct individual evaluation 

interviews with past participants. Thus, the evaluation was ccmpleted in a 

very cost effective fashion, and necessary adjust-rnts in the prram could 

be made in a timely fashion. 

The overall assessment of the program was quite positive, and there 

are same indications that the training had a signifi.cant impact on 

managerial behavior. Several C2adian project managers reported that the 

intrzuction of MBO (managemen by objectives) procedures in their 

organizations had greatly increased productivity. (Many months after the 

completion of their training.) Morr than half of the participants 

indicated that dmnges in their own managerial behavior had been integrated 

in their daily activities and was continung. 

The major weakness of the program is that it has no long term 

institutional base which can be used to provide contiing assistance 

and/or training. The training of t.-ainers workshcp, at the end -if the 

program, was less than optimal because the high demand led to many 

individuals attending who had ry.,t first par-ticipated in the earlier 
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workshops. This is a tril-te to the popularity of the program and the 

acticn traJning forat in which it was =ndiucted. It did not, however, 

rake it possible co maximize the expected follow through by those trained 

in the entire program. The iltiplier effects c:ould have been potentially 

mch greater.
 

The Training of Trainers A 

A fourth approach to management improvement is to concment.rate on the 

develcament of a local training capacity. This depends on the existence of 

a core of individuals; ;,o are, presumably, technically ccrmetent and well 

versed in the substantive issues to be considered. The rain technical 

intervention is aimed at increasing ccapetence and capability in the 

design, Lrplenntaticn and evaluation of trainir proram; including the 

use of diverse, action oriented pedological tecniques. A good eample of 

the use of tlis approach is provided by work done by a NASPAA team in 

Mo.roco. 

The Moro an interventions were designed to assist the training 

directorate in the local govennt division of the Ministry of the 

Interior, to improve the quality of management in the areas of local level 

(=c z) budgeting and civil code ad inistzation. In addition, it was 

hoped that pe-mar'ent team of experienced trainers would b available 

to undertake periodic training activities at the regional and local levels. 

The technical assistance team organized several two week workshops on 

trainir techniques and all aspects of training program design, 

imleme.ntation and evaluation. The participants in these workshops were 

.upperand middle level officials in the regional admi istration. The first 

week of each workshop consisted of an action oriented workshop. The serd 
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week was dedicated to the preparaticn and testing of Laining Materials to 

be used by. the part.icipants during a follow-up practic--n. During the next 

stage of the process, training tears were cons-itItd and workshps were 

o-g-a-nized for middle and laser level functicnraries at the regional level. 

The TA team was divided up and worked as onsultants and evaluators of the 

practic.-n workshcs. After each session, the aprentice trainers 

perfcr.ance was assessed by both peers and the technical assistance team 

and cos-t-ructive citicism provided. A final wrap up evaluation, including 

participant reaction and assessrent, was prCvided at the end of these 

workshcps. 

Thle final product of these efforts was a set of confident trainers and 

exierinced trainirng teans. A set of citeria were established for 

assessing the abilities and aptitudes of the trainers. '"nis checklist was 

used by the TA team during the pracicL= to evaluate the perspective 

trainers. The overall success rate was about 65%. That is, of those 

trained as trainers, about two thirds demmnstrated good capabilities to 

carry on this type of work in the future. The evaluations of the 

practicms, and the trainer interns by the traees, were very positive. 

The ove-all imac- was to produce a capability to canduct on-going training 

activities. The MOran government follawed throg on this; and as a 

result, literally hudreds of individuals .ere trained at a very modest 

cost in terms of technical assistance. The ma.n issues whid. t be dealt 

with in the Sahelian ccntext are whether or not host goverzmnts would be 

caz able of meeting the periodic costs of coructir. workshcps. However, 

this model has the advantage of - using as trainers - furctionaries, who 

are already on the goverrment payroll. They are sinply reassigned to 
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training tasks on an as needed basis. Recurrent costs are thus, kept to a 

mininm . 

LmgTer Technical Assistance and Institatiml Develcpnent 

Several efforts to inprove management in Africa involve long term 

technical assistance and institutional development. The Sahel Regional 

Financial Management Project represents one such effort. Its concerns have 

been generally limited to the area of finance and accounting, particularly 

as they relate to U.S. sponsored projects. The Senegal ENEA Rural 

Management Project is perhaps a more akppropriate model for consideration as 

a basis for management development in Mali. in this project, a well 

established training institution, ENEA, located in Dakar, was selected as a 

target for developing a management training and assistance effort. ENEA 

deals with a variety of Senegalese ministries which are involved in 

development efforts in the rural areas. It provides both training (long 

and short term) and conducts a variety of studies and technical 

interventions throughout the country. 

The Rural Management Project established a TA team at NA and sent 

ten junior faculty members to the U.S. for long term training at the 

masters level. Only junior faculty members were selected, because the 

director of ENEA felt that these individuals would be the most flexible and 

provide for a better long-term investent. Additional faculty/staff of 

ENEA were sent to the U.S. for short term training and some were involved 

in a program of on the job training in Senegal. A full and systematic 

assessment of management training nees in the rural sector completed.was 

Curriculae were revised to reflect management training needs, nmerousand 

workshp in project management and related activities were conducted in 
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every region of the ccurry. 

Literally hundres of individuals were trained; and the instuitutiona 

capacity of ENEA ura , to point, where itsthe services for both 

training and tehnical studies are greatly in demand. The overall 

evaluation of the proj et and its various training efforts was quite 

pCsitive. The long term effects of this training, on the management 

capacity of those trained, seems to have resulted in scim i.-irovement in 

perfomance. The potential for offering management training at this 

institution is aswrd for the immediate future. 

The nain weakness of such a program is the relatively high cost (about 

$1 million/year), the difficulty and time associated with getting a new 

project designed and approved, and the need to respond to existing 

ma geaent problems in Mali immediately. Another drawback of this 

approach, is that it is very difficult to identify appropriate institutions 

in Mali, which have the potential and ability to deal with both public and 

private sector management development and improvement. 

1st of Mangemt Needs in the MIaian 0mztext 

As can be seen in Section II of this report, management training and 

development needs in Mali are considerable. There is a need to train a 

large number of individuals at a number of different levels, including; 

those %ho have recently graduated from existing programs such as ENA, those 

who are opting to leave the public service, and, those in public service 

uho need to adapt to new policy initiatives. Training material must be 

adapted to reflect the Malian milieu. Existing institutions should be 

strengthened and a sustained effort launched. 

This review of different types of programs, designed to address 
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naze-in neecds in Africa, is not exaustive. There have been other 

programs tich represent carbinations of the above mentioned types. 

However, the essentials have been discusse. Given our assessent of the 

special conditions wiuh eyist in Mali today, both in the private and 

public sectors, none of these programs, in and of itself, seems to address 

all of the relevant needs and constraints. There are important lessons 

wtich have beer ].ear-Pd f-rn these experiences, which can be amlied to the 

local case so as t-o Faximize the cost effectiveness, while assuring that 

the long tenn managaer-nt needs of the courtry will be add.ressed. 

Several key factors mist be kept in mind in selecting the most 

approcpriate program for iLzlementation. Virtually all of the Malian 

institutions exxmired by this tezm (M, EP, ECICA, IR, etc.) have 

moderate to severe shcrtccings. For the most part, they are continuing to 

tr -n individuals for govexuent jobs and positions which no longer exist. 

The record of mot of these institutions, in providing the much needed in­

service training and "recyclage" of their former students, is very weak. 

Many of these institutions, not only fail to monitor the performnce of 

their formpar students, but also, have no idea of where their alumni are 

working and what they are rntly ding. Physical plants are severely 

limited, and equipment is either lacking, of poor quality and/or poorly 

maintained. Even the mt xxrxamental needs such as desks, classroom a.d 

blackboaxt-'s are often inadquate or lacking. 

There has been considr-able past investment in these institutions. 

This capital and human resource investment could easily be lost if these 

institutions are not ass iste in their efforts to adapt to changing policy 

directions and econouc conditicns. It is clear that these institutions 

4U
 



will have a vital role to play in the long tam development of the ccuntr-y 

and of its ranagement capabilities, bcth in the public and private sectors. 

Scre of these training institutions, such as EHAP, ECI. and M have 

developed serious plans for adapting to these changes. These include the 

modification of existing programs, the introuction of an emphasis on 

retraining and in-service trainig, ar a reorientation toward meeting 

private sector needs and the demands of public sector reform. 

It is clear that any management improvement effort should be geared to 

the development of new, and stre-_gthening, of existing capacities. The one 

Malian organization uhich appears to be capable of coordinating a prora, 

of ranagement training and assistance at the current tine is IPGP. IPGP 

has a history of providing short term training in a variety of fields. 

Their worksh, enploy mcdern methods and approaches and they have on their, 

staffs Malians who have been trained in the U.S. and elsewb _r in modern
 

management, in both the public and private sectors. Evaluaticn of their
 

past programs is generally positive. Our brief observation of one of their
 

training courses whichi was in progress at the time of our visit left a very
 

positive impression.
 

Te Preferre Approach: An ntitutional Dvecmt Approach to Building
 

Marageat Sprt Cpaity 

Based on this assessment, the optimal approach to USAID sponsored 

management iprovement in Mali, is one which would use = and the 

existing cadre of U.S. trained Malian MBA and MPA students as trainers and 

consultants. To maximize the iact; we propose that the initial effort be 

aimed at increasing the capacity of this institution to provide management 

training and assistance to other Malian training institutions, projects and 
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private sector organizations such as the amber of CMce. twoThe hicm 

priori-y areas for traing and inproved performance are private enterprise 

management and devel1epnti project manag ernt. 

Such a program could be izn-lemented in three steps. Stem one would 

involve a technical intervention focused on increasing management training 

and assistance capacity in the priority areas of private enterprise 

managent and project ranagement. During this phase, 12 - 15 Malians 

drawn fr-= the I-GP staff and frm the pool of returned USAD sponsored 

participants, under the Develcament Leadership Training Program (DLT), 

would be trained in the organization, design and iiplementation of 

management training prograns. 

This would consist of a two week works., during which U.S. training 

specialists (one private sector and one public sector/project management 

specialist), would assist the Malians in assessing existing, and designing 

new, training materials di-rectly relevant to the Malian milieu. These 

Malian trainers would be organized in two teams, one of which would work on 

the preparation of enterprise mmnagement related materials, and the other, 

which would concentrate on development project managent. At the end of 

the tw week worksho, a full program for the two initial "practicum" 

seminars would be capleted. 

The second stage of this training effort wuld consist of the 

izplewzation of two workshops under supervised conditicrs. The sane U.S. 

consultants would be called upon to observe and provide constant input to 

the training tears established during the first phase. The intervention 

would take two to three weeks, including the execution of the practicum 

seminars (tdo weeks eadh). This initial training effort would be targeted, 
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so as to have a maximal, m 'iplier effect. For exantle, the participants 

in the enterprise management workshop should be drawn f-an the aimber of 

Crmerce, arid fro the teaching staffs of ECICA, HP, IpR ae perhaps fr-n 

private sector ccnsultirg firrm such as I-!lI and public organizations such 

as = charged with supporting the private sector. This would assist 

these instituticns in _up-ading their respective capacities to provide this 

type of training to their members, other staff and students. The project 

management workshop participants should be drawn fr the staffs of I.PR, 

ECICA and D4A. In terms of USAITD sponsored projec=s, the managers of the 

agricltural research statiors would be a key target group. This would 

provide some support for these institutions and increase their capabilities 

to improve or reform their management practices and/or training programs. 

The third step in the process would consist of a two week intervention 

in which the TA team would work with the IPGP based training team to 

design and inplement a program of evaluation 4nd field consultancies. That 

is, these teams would be assigned the task of making site visits to the 

various enterprises and institutions, which participated in the training, 

and to assess the inpact of management training and practical interventions 

on management performance. This would also include consultancies with 

agricultural research station managers and other USAID associated Malian 

project managers. These consultancies would be used to assist managers 

and, as appropriate, be transformed into case studies for use by the 

and other training teams in futunre workshops. 

Thus, at the end of the first year of this program, the capacity of an 

indigerus training institution (either IP or same other organizations) 

to provide relevant management training for both the public and private 
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sectors, would be greatly upgraded. In addition, the capacity of other 

training institutions, which are the recipients of the seccnd stage 

training, would also be =roved. For exrmle, IPR staff who paricipate, 

would then be able to discuss these issues with their colleagues, and 

perhaps design and implement a similar course for their stdents. 

Appropriate, relevant training materials and approaches, would have been 

fully developed and be ready for distribution. Effective training tears 

(ccmbinirg IPP pexnmnent staff and individuals traine under the DLTP 

project; but, assigied to posts in other Ministries) wculd have been 

organized and prepared for future training assignments and consultancies in 

the two priority areas of private enterprise management, and develpmnt 

and development project management. As shown in the attached budget, the 

cost of the first year program would be slightly more than $300,000. 

During the second year of the program, USAID should continue to 

provide logistical support in the form of paper, markers, flip charts and 

other training related materials for =I' training efforts. This shou 

include same equipment such as overhead projectors and printing costs for 

training materials. Technical assistance should be provided in the form of 

observer/evaluators of seminarthe series, developed by IPGP, for 

implementation during the secord year. In addition, a short workshop 

coordinated by joint U.S.- Malian teams, targeted at tzp level managers in 

the public and private sector, should be organized. This would serve to 

both orient top level management to the new methods and techniques, and to 

give them a full appreciation of the strength of the Malian training tears. 

The cost of this pogram would be about $150,000 during the secon year. 

In terms of the nuber of individuals traine and the capacity developed, 
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t-his is the most cost effective approach to the prcblem. 

Alternative Aqroaches 
~t~hougt the a.oroach identified above appears to be octimal, two 

alt enatives my also be worth considerin. The first of these would 

provide for an interated series of workshops, offered by tednical 

assistance teans. in the areas of enterprise managaeent and/or project 

management. The private sector series would consist of workshops on 

general management, financial management, marketing and forcasting, human 

resource nanagment and monitoring and evaluation. This could be targeted 

at the membership of the Camber of Ctmerce and the Association of Malian 

Drployers (FNM). It could be designed to build on the successful efforts 

of the Peace Corps Management Training Project. 

This series of project management workshops would be targeted at 

existing USAID projects and trainers working in a number of institutions 

such as IPR and &4A, whitch need to address these issues in their respective 

curriculae. The series would ocnsist of a core course in general project 

management. and specialized courses in evaluation and monitoring, 

inplementation, human resource management and econic and financial 

analysis of projects. Using the Chadian experience as a model, individuals 

at higher levels could also be trained and an important impact made on the 

quality of development project management in the country. 

The major weakness of this approach, even if Malians are included on 

the training teems, is the lack of an institutional base from which to 

launch future training efforts. Its imzpact is, thus, limited to those 

participating in the entire series. In effect, the csts of this program 

(about $60,000 per workshop) would actually exceed those of the first 
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approach because of the need for a technical assistance team to participate 

in each of the seminars. 

A second alternative would be to offer a few discrete semi-ars 

target d at specific groups. For exanple, individual seminars in private 

enterprise management, project management and general management (targeted 

at top level officials) could be undertaken. Costs would not be 

significantly cut, there wculd be little if (any local) capacity building, 

and there would be no provision for medium and long term impact assessment. 

In sum, it seems that the preferred approach is one which places 

e.-r-hasis on institutional develcpment and capacity building. It is the 

most likely to have a long term iqpact, by providing for follow-up and 

continued contact with, and support for, Malian private sector firms and 

for public sector projects. In addition, it will rely heavily on an 

already existing USAID investment in human resomces. By initially 

including individuals who are associated with training institutions as 

participants in the practicum training workshops, the program will also 

serve to reinforce a number of other existing institutions. Finally, this 

also appears to be the most cost effective approach to the problem of 

increasing the management capabilities in both the public and private 

sectors inMali.
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CONCTUSIC
 

Mali is facing serious managent prblems at all levels in public, 

private and mixed sector organizations. These prcblezs require training 

and implementation activities exceeding the financial and temporal 

resorces of any single institution or donor. This paper has r mturded a 

train--- of trainers approach to the development of improved manageent 

capacity in Malian organizations. By using previously existing and 

develcped capacity, in personnel and institutions, to provide an imprroved 

Malian institutional capacity to suport training and implementation in 

management, USAID could facilitate a significant institutional improvement 

in management capacity without the expense of directly training all Malians 

in need of management training. 

USAID has made significant investments in the development of 

individual capacity in management, both throh discrete seminars and 

throurt2 long term training in the United States. These previously trained 

individuals are currently underutilized in Malian organizations, but have 

the potential to serve as trainers and consultants in programs designed to 

meet the needs of porjects, goverrmental organizatins and enterprises in 

Mali. Similarly, Malian training and support institutions represent a 

potential, bt currently unerutilized resorce for the development of 

managers. By building on the institutional base, using previously trained 

and experir-ced personnel, management training and management support for 

Malian organizations could be provided in a most effective fashion. 

The instititinalization of management training in the educational 

system, would provide a continuin sorce of individuals capable of 
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h'prroving the management of their e.loying organizations. The 

strengt-hening of support organizations would facilitate both the retraining 

of cu .eent M'Ployees and the irlempantation of ip raved maagwen: 

approaces in organizations. 

In Mali, most business is crhmctd by public and mixed sector 

organizations. Altho USAID gives priority to the developmnt of the 

private sector in its development strategy, it must be recgnized that the 

managaent prcble inhibiting private sector are found in public 

enterprises as well; that the managers of new private sector enterprises 

ray come from public sector organizations, and that the cooeration of the 

public sector will be essential to the development of a stronger private 

sector. Concentration on enterprise management in general, rather than 

specifically on private sector development, addresses more of the 

management deficiencies in Mali, and should provide a stronger base for 

building private sector activity. 

Imprvement of managerial performance is important to the success of 

development projects as well. If resorces are. not available to support 

the development of indigenos txaining capacity for project managers, the 

cost of that training will have to be borne by the projects themselves. It 

would seem more cost effective to include enterprise and project management 

foci in the development of the management training program. 

Management irprcvent in Malian enterprises and organizations is a 

difficult urdertaking. It can only be a lished by strengthening 

existaing local instituticns and building on the experienced and well­

trained core of ptential trainers already in the country. This activity 

would be enhared by the development of close working relationships betwn 
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Malian institztins and American instituticns that have strerxth in 

mnagment developent. The prqpsed activity wculd reach that goal. 
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