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April 8, 1993 

Mr. Donald E. Greenberg
 
Trade and Investment Advisor
 
USAID/Zimbabwe
 
P.O. Box 6988
 
Harare, Zimbabwe
 

Re: SADC Telecommunications Policy, Regulation and Restructuring 

Conference - Draft F'mal Conference Report 

Dear Mr. Greenberg: 

Enclosed please find our draft final report on the Telecommunications Policy, Regulation andRestructuring Conference held in Windhoek, Namibia on February 17-19. We look forward 
to you comments on this report. 

We appreciated this opportunity to work with you on this important assignment and lookforward to doing so again in the SADC region. Please feel free to contact me at (202) 2960800 if you should have any questions. 

Sincerely 

James Waddell 
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nhtroduction 

A. Background 

The privatization and restructuring of telecommunications entities and sectors is fast
becoming an important trend in the developing world as countries seek ways of promoting
and sustaining economic development. This trend began in developed countries such as the
United States, Japan and the United Kingdom and has taken hold in Mexico, Argentina,
Venezuela, Chile and other countries. 

Awareness of the importance of high-quality, reliable telecommunications services isincreasing in Southern Africa. Regional governments are beginning to implement key
changes such as the establishment of regulatory frameworks and bodies as in Mozambique
and Zambia and the separation of postal and telecommunications services as in Zimbabwe
and Tanzania. However, the process of formulating policy objectives, developing regulatory
frameworks and encouraging private sector participation in the sectors--whether through
privatization or other mechanisms--is still a new one. Significant additional effort is needed 
to increase public and private sector understanding of this process in order to achieve 
consensus for further implementation. 

In order to support this effort, a Conference was sponsored by the Southern Africa
Transport and Communications Commission (SATCC), the telecommunications arm of the
Southern African Development Community (SADC), in Wndhoek, Namibia from February
17 through 19, 1993. Technical assistance was provided by Price Waterhouse in association
with Intrados International Management Group (Intrados/IMG) to SATCC for the planning,
development and conduct of the Conference through funding made available by
USAID/Zimbabwe. 

B. Objective and Scope 

The purpose of this brief report is to analyze the organization and implementation of the
Conference in light of the goals described previously. In this analysis, we have addressed
agenda development, speaker identification and selection, participation and attendance,
conference related activities and logistics. In addition, we have included recommeadations 
for approaching future conference activities on this topic. 
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IL Organization 

A. Development of the Agenda 

Working with USAID/Zimbabwe and SATCC to develop the agenda for the conference,the organizers decided to focus on introducing privatization and restructuring concepts tothe audience rather than to encourage in-depth analyses of particular issues. This decision 
was taken base.: on the fact that the targeted audience for the conference was composedof high-level government officials (PS and above) and ranking Lelecommunications entity
staff such as Director and Post Master Generals. 

Wherever possible, efforts were made to include case studies of privatization, restructuring
and regulation in the agenda. The use of case studies, both from the region (includingMozambique and South Africa) and from overseas (Guyana), provided participants withpractical examples of the implementation of reform and privatization programs and offeredregional participants an opportunity to share experiences with their colleagues fromneighboring countries. Since practical, regional examples with tangible results are morepersuasive than theoretical discussions, this case study approach contributed significantly tothe success of the program in convincing some participants to reconsider previously heldopinions and to consider privatization options more seriously than before. 

Although the final program was an ambitious one which raised initial concerns among someparticipants, speakers and organizers as to the feasibility of completing the program withinthe timeframe contemplated, the entire Conference program was completed on schedule.
In some cases, discussion sessions ran into overtime. However, lost time was regained andthe schedule was generally maintained. An exception was an unscheduled session on the
privatization process which was held at the end of the first day. 

B. Identification and Selection of Speakers 

In general, speakers selected to make presentations at the Conference were well-suited totheir tasks. This was especially true in the legal and regulatory areas. Although a fewspeakers did use the Conference as a forum for marketing, this was kept to a minimum. An,,,able exception was the speaker representing Hughes Communications Company whosepresentation was focused primarily on his company and less so on the intended topic whichwas the use of cellular technology to meet rural telecommunications needs. Since theexpansion of rural service is a priority among regional governments and since the provisionof unprofitable rural services usually becomes a key issue in privatization, the lack ofappropriate emphasis on this area was disappointing. 

In view of the gaps that exist between representatives of the governments,telecommunications entities, and domestic and foreign private sectors, greater efforts should 
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have been made to include more private sector representatives in the program. This would
have provided the participants with an opportunity to exchange views with private sector
representatives and to reduce some of the misconceptions that exist between the two groups
which serve to limit private sector participation. 

C. Conference Related Activities 

In addition to the sessions, three social events were held during the Conference. These 
we!*. two receptions sponsored by Telecom Namibia and Alcatel and a luncheon for 
participants also sponsored by Telecom Namibia. These events provided participants with 
the opportunity to share experiences on an informal basis. 
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IM] Participation 

A. Attendance 

Attendance at all the sessions was between 90 and 100%, attributable to the high level ofparticipant interest in the topics under discussion. The conference was attended by 41participants of which 8 were observers. The majority of the paiticipants came from eitherthe telecommunications entities from each of the countries or their parent ministries.Attendance among speakers was 100% with a few late arrivals. In the original planning ofthe conference, attempts were made to draw participants not only from thetelecommunications entities and their parent ministries, but also from external ministriessuch as the ministries of economic planning, finance and similar portfolios. This was partof a conscious attempt to broaden the support base for telecommunications restructuringand privatization within each of the countries; unfortunately, this effort was not successful.Invitations issued to representatives from thcse ministries were either referred back to thetelecommunications entity or its parent ministry or representatives were unable to attend 
due to other unscheduled commitments. 

If a conference's success can be measured by participant attendance of sessions (especially
unscheduled evening sessions) and the amount, length and enthusias n of discussions, theconference in Windhoek was a success. Sessions generated a significant amount ofdiscussion, some of it emotional, to the credit of the speakers and the interest and 
enthusiasm of participants. 

B. Logistics 

The Safari Hotel in Namibia was a good choice of location for this forum. In addition toits convention facilities, it was situated away from downtown Namibia, providing theisolation necessary to encourage participants to focus on the Conference Agenda and tospend time with other participants to share experiences and information. Unfortunately, dueto previous commitments, the main conference room that was made available for theconference was smaller than originally planned. On occasion, the room became crowded
and stuffy since attendance at all the sessions was high. 

Most of the arrangements for participant travel were made in Washington D.C. with logisticsupport in preparing and distributing per diems arranged by the PW office in Windhoek.
Making travel arrangements from Washington for participants through the purchase of prepaid tickets proved to be more difficult than anticipated. The only country in the regionthat allowed pre-paid tickets to be issued through the reservation systems in use in the U.S.was South Africa. This meant that all tickets had to be sent by international courier to
participants almost a week and a half before the conference. This made it difficult for last
minute changes in schedule and replacements to be implemented. 
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Another difficulty was in arranging appropriate routings for participants. Most of the 
available routings entailed connections through Johannesburg which required overnight
stays. Since most of the participants were either unable or unwilling to pay these costs,
separate arrangements had to be made to accommodate participants in Johannesburg.
Fortunately, we were able to respond to this need through our office in Namibia. 

The distribution of per diems and the collection of receipts was efficiently conducted by PW 
Namibia. Although there did exist instances of disagreements with participants as to the 
amount of per diem expected, these were minor. 
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IV. Recommendations 

A. Information on Privatization and Restructuring 

Restructuring and privatization of telecommunications are new concepts in the SADCregion. With a few exceptions such as Tanzania, Zambia and Mozambique,
telecommunications entities that are members of SADC were unfamiliar with ormisinformed about the privatization process and how to successfully implement it within thetelecommunications sector. This conference was clearly an important step in improving the awareness and understanding of the participants. It was most interesting to observe the process of change in participant attitudes and approaches to privatization over the courseof the three days. Additional research and dissemination of relevant information is neededespecially in specialized areas such as regulation, a pre-requisite for increasing private sector

participation and bringing about ownership changes and competition. To build on theprocess started during this conference, further opportunities for sharing information and
expertise on a regional basis should be considered. 

B. Public/Private Sector Dialogue 

For telecommunications privatization to succeed in Southern Africa, greater efforts should
be made to encourage and establish on-going dialogues between the public and privatesectors. While the latter understands in principle the importance of the private sector in
improving the efficiency of the telecommunications sector and the need to establish solidworking relationships between the public and private sectors, there is reluctance--sometimes 
bordering on distrust-that discourages closer collaboration. This situation can changed onlythrough increased interaction and it is critical that this foundation be established before
privatization programs are formulated or implemented. Future forums should encourage
increased private sector participation as appropriate. 

C. Public Sector Support Base 

Finally, there is also a need to widen the base of public sector support for
telecommunications development in the region. Most of the participants who did not attend
the conference were those invited from ministries outside of the sector, such as Ministries
of Finance, Economy and Planning. While greater interaction is needed between the publicand the private sectors to support privatization, it is also necessary to build consensus within
the public sector beyond the telecommunications entities and their parent ministries. Futureefforts should focus on encouraging participation in similar forums from the non
telecommunications public sector audience. 
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D. Conference Site 

Most of the logistic issues that aros.in the organization of this conference were related to
travel arrangements especially since these were made through U.S.-based reservation 
systems which did not have access tokthe full routings available in the region. In considering
future conference sites, careful attention should be paid to the selection of a site that is
easily accessible to many of the Tarticipants and also allows for flexibility in changing
itineraries and passengers. 
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