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PROJECT EVALUATION SUMMARY

1. Nission 2. Project Shumber
USAID -11-730-
30 mm !1‘“ 104.
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6. Evaluation mmber as . deriod covered by this evaluation [ B. Date of
listed in Bval. Schedule FROM: 12/76 0: 12/77 Evaluation
78-1 Mooth/ysar yoar Review
12/15/T1
mo
9. Action Declaions Reached at Evaluation Reviev, ~Ja Gificer or [11. Date actica
Unit res- to be ecom-
ponsible for Plated
The PROP Sirainn
» Logframe, Technical Assistance Contract K
with California State Personnel Board should be R et Jan.31,1978
amonded to reflsct the following:
a) Increage of 12 months of long term advisors
(2 advisors st six months each from: August,
1978 through Pedbruary, 1979).
b) Eliminate any furtkar short-tem advisors.
c) Add tvo additional MA levei participants for
o total of over life of projectof.19.
. d) Extend life of project through FéSruary,1979.
Two additional participants vill be selected from
existing CSA staff members and begin training at ok Jan. 15, 1978
Sacrsnento.
Results of the evaluation be brought to the atten-
tion of the President and his assistance sought with| USAID/CSA Feb. 1, 1978
regard to upgrading salary levels for both CSA and
LIPA professional staff and to discouraging President
- tial Commissions outside the CSA regulations.
An internal indepth evaluation be executed prior to | USAID/CSA Jan. 31, 1979
departure of the last two contract team members. .
12. Signaturcs:
Project Officer Mission Director
Signature Signature
Typed Typed
——-—-—-—-!aw 3 e Stenlag.J —Siegei—
Date +fafre <X L
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n.

14,

15.

ﬁgmm- for 1977/78 for the four classification and jiay pleas
mmmmuuwmmwmmmofm
months, with four eritical dates missed during 1977. A reviesd project

'manmmmmmmmmiﬂtmum“

mental effect to project success. Classification and pay plans Or the
clarical and administrative categories have been approved by the Presi-
deat and are being installed; for the fiscal and profersiomal category

‘will be submitted to the President by end of 197T; for gemsral catogory
are yst to be developed. Implementation of the last three will overlap

during 1978. Salary sstting system, civil service persomnsl tests,
roster and transaction system, CSA policy and procedures sasucl are all
proceeding on schedule. Of the 17 staff wembers selected for MA level
training, 4 have returned to work vith CEA, cns is on leave status, anl
12 are expected to complete their studies durimg FY 1978.

'mcsm.aviwnvinum-nmmm insure all systems

are corplstad an? installed, and to recommend ional adjustments
and supervisory assigmments. By February 1979 it is anticipated that
CSA staff will be capable of managing the system without external assist-
ance, and that Ministry of Pinance, Burean of the Buiget, ani the
Exscutive Mansion will continue the lsvel of support required for CSA
effectiveness.

Evaluation Methodology

This evaluation report covers the activities during the one year period
December 1, 1976 to December 1, 1977. The Civil Service Development Pro-
Ject (CSD), which began in September 1974 with the arrival of the first
contract team menmbers, was scheduled for completion in August, 1978. Sinece
CSD has been evaluated annually (December, 1975 and Kovember, 1976) and

no major problems aignnﬂndthemedformln—dcpthormmluviu,
this year's evaluation followed the pattern of a joint Civil Service
Agency/UBAID review for the purposes of: (a) assessing s inmeeting
targets established by the December 1976 evaluation; and (b) meking
recomnendations on a proposed six-month extension of the California State
Personnel Board contract for technical assistance.

The following participated in the evaluatica:

Hon. John Payne Mitchell (Director, Civil Service Agency);

Mr. Fred Hagel (Chief of Instituticnal Development, USKID);

Mg. Nancy Tumavick (Program Evaluation Officer, USAID);

Mr. Charles Walter (Chief of Party, Civil Service Development Project);
Mr. Gene Westlake (Financial Analyst, USAID).

The documents to be revised to reflect decisions noted pajels:

Project Paper (PP) Logical Fremework
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EVALUATION REPORP
SIVL, SERVICK DEVELOPMENT PROJECT
Apgtxodyction

nhmmlonnportmutbmivitmdmnmmm
December ;., 1976 to December 1, 1977. The Civil Service Develogmeat Pro-

Agency/USAYD review for the purpose of: (a) assessing progress in mesting
targets established by the December 1976 evalustion; sad (b) meking re-
wmmn.m.ummumcaummm
Personnel Board contract for technical assistance.

The following participated in the evaluation:

Hon. John Payme Mitchell, Director General, Civil Service Agency

Nr. Fred Hagel, Chief, Office of Institutiomal Development, USAID
Ns. Nancy Tumavick, Program Evaluation Officer, USAID

Mr. Charles Walter, Chief of Party, Civil Service Dewvelopment Project
Mr. Gene Westlake, Financial Analyst, USAID

A) ¥roject out for 1977 terns of systems designed and procedures
m%m end found to be behimd of

——

ave
four monthS. Although four critical dates relative to classification and
Pay plans vere missed during 1977, & revised project work scheduls has been
developed to telescope activities without detrimental effect to the pro-
Ject. A discussion of project outputs appears in Section IV.

at six months each from August 1978 to February 1479) for the following
reasons:

B)<Animmmof12muthloflongumﬂeldulvuouum(2nn

1. Assist in full implementation of the position
classification and pay plans;

2. Provide on-the-job training for four participants
~ returning in August 1978 and one in January 1979;

3. Assess staff members yotential for supervisory posityong
and make recommendations for organizationmal structure of
the Civil Service Agency (CSA);

4. Supervise the second complete cycll. of the salary setting
system recoumendations for the President's review in
February, 1979; and
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c)

D)

E)

r)

G)

H)

5. cme.meonmopmmmmr
the Fiscal and Professional enployes category.

S\'\
Ituwmtgmrm;};n MM*WM
mmwwmﬁﬁ“dfiﬁm%ﬂﬁ’ﬁh. Agreament
mwmmomnmauu»hummwmhuum
consultants was sufficient to meet project targets.

A review of participant training indicates that emd of project status of

17 MA level graduates working with CSA may not be met. (See Tentative .
Staffing Pattern Attachment B.) Two participants who have completed traini
msummmtonth.iobfﬁm'“ﬂtim for a year and de-
parted tbrth-mu-nndomiconinfbmlluwotcbm in the States.
Mumtoncm:mitionhdmmmmnrctmmvmbabhmtu
second. Additionally, marginal academic performance of a student may result
in no degree avarded. To assure an adequate mumber of professional start 1s
available to C3A, it is recommended that two additional MA participants be
trained. Mr. Augustus Weh-Dorleee and Mr. M:Donald Reed who have worked vith
CSA for over one year are the candidates.

Amendment to the AID contract with tho..-hlifbmit—stmmhuggg}_‘m
should be executed to reflect the_above recommendations. In accordance with
the financial analysis contained in Attachment C, the amount prograsmed for
FYL978 will be adequate to cover the costs of the contract extension.

e
It is recommended that the results of this evaluation be brought to the

attention of the President and that his assistance de solicited in two areas:
1. Supporting both CSA*M Liderian Institute of Public
Administration in attempts to retain trained professional
staff by providing salary and position for
personnel Euivahntjo _Other Wﬂ‘m&hl.
2. Adherence to Civil Service regulations by discourbéging

Presidantial commissions for individuals who do not meet
established job requirements.

The PROP should be amended to reflect the gix Ject extension and the
above adjustments to project inputs. The revised Project rx
(Attactment A) should also be incorporated into the PROP. Life of project
contributions by AID will not exceed the $1,856,000 that was progreamed .

It is recommended that an internal indepth evaluation be conducted in Jamary,
19!9prlortothdopsrturnottho miungtweontncttmmn» The
evaluation will focus on end of project status.

¥#* These matters were already pressnted to the President by the Director-
General of the Civil Service Agency week of Jamary 9,

UNCLASSIFIED
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In o ion.
The ) evaluation report contained a seriss of eight issuss and
recommended actiocns as a result of the revinw. Status of each item in

as follows:
1{ Coopergtion of OOL Ministries with Civi) Service Agency
D « Attachment D, letter dated November 23, 1917

from the Director-General of the (ivil Service to the USAID
Director outlines the situation. Buresu of the Budget has

Iiuntry'nw to allow eupunoo\dthth .approved
salary schedulss for Clerical persomnal. Secondly, although
there has been a delay of five months, approximste of

the GOL Ministries and Agencies (11 of 71 major ercas) have

the .
(PAN) for clerical persomnel to the CSA and all are expected

contimes as a metter of principle (albait no longer megnitude)
and the matter should ba brought to the attention of the
Executive Mansion. '

3. Eringe Benefit Progrea.
Effective July 1, 1977, frings benefits were discontinued as
a separate form of compensation and the salary of each position
was increased by a corresponding smount. Thus, the objective

of basing benefits on dut responsibilities has
achieved since that is the basis om vhich s are set by

CSK,~

4, Vehicles.
In Hovember, 1977, the CSA received four new vehicles to re-
place those that had worn out. Funds for an additional two
vehicles are included in the FY1977/78 budget. With this in-
creased mobility, CSA personnel are able to maintain more
regular contact with Ministry persounel responsidle for sub-
mitting PANs, to respond to Ministry inquiries, amd to
administer Civil Service tests in the counties.
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5. Civil Service Staff Develo .
As planned, the advisory team prepared a timstadble
for the Civil Service Agency staff assumption of
respcnsibility for operation and maintenance of pro-
grams. The timetabls appears as Annex B to the oom-
tractor’'s Quarterly Report ¥o. Q-10. The delrys
encountered in approval and implementation of the seversl
classification and pay plans (sse Susmary of Project Status
in Section IV) has had an impact on the timeteble. A dis-
cussion of staff development appiars in Section V below.

'$. Modification of the Logical Framswork.
The changes in the framework, essentially minor input adjust-
meuts and a restatement of ocutputs were made in Jamuary 1977
and the revised logframe was submitted as an attachment to
the 1976 evaluation. The new logfreme (Attachment A) will
be incluied as a PROP amendment.

7. Budget Analysis.
Suggested adjustments to the California State Persounnel Board
Contrect were accomplished in early 1977. Ths current
recomendation for an increase in long-term sdvisors elimina-
tion of any further short-termn consultants, and the sddition
of 2 NA degree participants will require further line item
adjustments in the contract when FY1978 funds are added.

8. AID/L Suppory of Contract Team.
According to the Chief of Party there are no aspects of the
ares that are current problems. USAID/L mada representations
to AID/W on behalf of all contract employees with respect to
hbusing support.

IV Raviey of Project Outpyts.

The project logical framework revisioa of January,1977 divided outputs into
eight categories which are addressed below: The Sumary of Project Status
Tedle, Attachment E, is a graphic presentation of the narrative.

OUTPUTS #1 & 3 Position Classification and Pay Plans.

The project implementation plan divided civil service positions into four
categories and scheduled activities accordingly: clerical, administrative,
fiscal and professional, and general.

The clerical classification, pay plan, and Civi) Service rules were approved
(tgthe?xuidnnc in August 1976 with full implementation expected by July
s 197T7. On November 17, 1977 USAID sest a letter of ingquiry to the Director-
General of the CSA with regard to delays in implementatiom. The Novexder 23
reply (both letters appear as Attachment D) indicates the positive ateps

UNCLASSIFIED
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takan to procsed with implsmentation. Bureau of the Budget has
W“‘M ot
funds to the i the *ngp‘. "'Ii"!!
ﬂ!tmﬂ%m Wm—s%m by staff to have

all Ministries and Agencies submit the required Farsomnel Action Noti-

fications (PAN) by the end of December. While Ministries and Agencies
have sutmitted PANs to the CSA for all clerical perscanel changes (1.e.
transfers, separations, appointmsnts, salary changes) the PAlNs reflscting
changes mmmmumnm“nnnmmmmw
almost 5 months.

The gininistrative classification and pay plans were approved by he
President in August, 1977 approximately four months behind schedule and a
month past the eriti~al date. The delay was

Judged detrimental to meeting end of project targets. Howe ver, similar
extensive delays in approval of the two remaining categories will create
‘confusion in implementing the two plans simultaneously.

The evaluation tesm explored possibilities for condensing the Executive re-
viewv and approval process with no success. Rather than curtail implementa-
tion, it is recommended that the Director-General's request for a six month
extension of two member: of the contract team be approved. At least the first
three montha of the oxtension will be a to the installation of the
classification and pey plan for fi professional anl general employee
categories.

The development of the figeal and professional classification and pay Plans
has been completed and the plans vill be forwarded to the President prior
to the end of Decamber, 1977 at which point attention ean be focused on the
general classification and pay plans which should be forvarded to the
President by April, 1978, albeit six months behind schedule.

OUTTUT #8 A

In conjunction with the classification and pay Plans, M A
Board mphmodtohearandms.?ﬁmtoncivﬂum grisvances.
Although the critical date for Presidential appoimtment of the Bosrd mambers
was met in July 1977, a chaiman was not Lumediately sele~ted. The Board's
first meeting was schoduled for December 2, 1977 80 no feedback from this

-initial organizational méeting is yet avallable. "It is anticipated that the
C8A will mmtimuatmtotmnommnmmmionofMl
brought before the Board. CSA will also be responsible for publicia g the
Board's existence and its operating principles.

UNCLASSIFIED
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OUTFUT #h ting S
The President agreed that all salary increase for civil ser-
vants be directed to the Civil Service Agsacy (CSA) for analysis sad
recommendations before final decisions are made, and he also approved the
commitise proposal that annual salary increase recommendstions be male by
the CBA. A proposed executive order to implement the former Jecision vas
sent to the President in July 1977 and subsequently approved. Recommends-
tions are to be sulmitted to the President in Pebruary esch year. The CSA
staff has coupleted the salary survey for the curreat year and (s om _
_scheduls in preparation of the first annudl report dus in February, 1978
which will theoretically determine FY1979 salary levels.

OUTMUY #2 Fe 1 Testing S
Civil Service tests for clerical and administrative positions, vhich have
been in develomment and! yse since 1975, contimued to be administered during
the review period. All clerical tests are completed and en estimated 90%
of the development works on the adninistrative tests is completed. In —
‘addTtion to Monrovia, tests were aiministere’ at all county sests of govern-
ment at least once each year - in Voinjmma, Zwedru, Bomi Hills, Bobertsport,
Buchanan, Saniquellie, Harper, Greenville and Gbarnga. A total of 1,853
tests, mainly clerical and administrative, were administered (35% eligibi-
11ty resulted) during the period January, 1977 through September 30, 1977.
At the end of March 1977 testing for Clerk I, Clerk II, and File Clerk was
closed to non-government employees hecause more than 600 individuals had
passed the examinations. All ministries have been instructed to jire from
thie pool of qualified eligibles.

Tests for the fiscal and professional occupational family are under develop-
mont with a goal of core tests for evury entry level clerical and adminigtra-
tive class. CQuantitatively, this would be about 75 tests completed by
October, 1978. 27 testc have been developed and sdministered to date. An
additional 15 tests including a few replacement tests, ar~ ready for use.

OUTPUT #5 Roster Transection 8
Of the estimated 20,000-22,000 GOIL Civil Servants, a total of 13,568 (62!:)
are now included in the roster maintained by the CSA. Additions to the r
normally come from three gources of informstion: Personnel Action Notice
(PAN) filed when an 1ndividual's stetus changes; personnel 1lists submitted
by Ministries and Agencies prior to implementation of the classification and
pay plans; and documentation associated with the approval process by Bureau
of the Budget at the time of implementation. The ongoing process is aimed
at listing 90% of the civil servants by the beginning of 1979 including
fiscal, professional, and genersl category employees.

OUTPUT #6 CSA Policy and Procedure |
As of December, 1977, a total of 25 sections of the CSA manual have been
completed out of an anticipated Ll over life of projéct. -Asiigmments hive
been made to the CSA gtaff members for the remaining sections. Rstimated
completion date is December, 1978.

UNCLASSIFIED
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of C8A
8

Wmﬁ #&W‘m

Under the techmical services contract with the California Stste hrlo:l
CSA staff members have complsted or are currently enrolled

a M%Wpﬁir_& st the University of California &t Sacremento.
The psrfomance record amd rate of retum of participents has been .
ressonabls @nd selection procedures for the sseond growp of participents
TOFAItAT In higher quality candidates. In reviewing the dropouts” both
dnd.ngnﬂ.ﬁartbﬂmgmtuporummm/ormm

rate emong wvomen staff members is evident. Of the 19 individuals selected,
5 (261) have been vomeg who \mara selacted on the bases of academic records,

Two wonen have successfully completed the MA programs but are not currently
working at CSA, HMs. Hall returned to Liberia to work with CSA for one

year. Although hee September, lmmfbrhavaotmmmt

granted che discontinued work. Dr. Mitchell has written Ms. Hall in the
U.S. reminding her of her obligation to CSA with no results. Ns. Fhodes
Wa3 granted her MA in August, 1mmmmtm3tm.onmmrom
le;wotahaeneevithanctw. Herratumtomuexpectod. The
firth woman, Ms. Fredricks, is enrolled in her second year at Sacrsmento.
Her poor academic performunce in not caintaining & 2.0 average ‘may result

in her termination.

To insure the full complenent of MA level staff and in viev of the proposed
staff increase of 2 proressional positions (See Section V below) it is re-
commended that. 2 wdditional MA participants be funded by AID. Mr. Augustus
Weh-Dorlese and Mr. McDonald Reed, who have proven their potential over the
past year of CSA eaployment, are the candidates. Sufficient funds have
been programmed mmeorthispurpouandﬂneontnctbuchtapofﬁecr
is exploring the possibility of enrollment in Jamuary, 1978,.

On-ths-job training contimmws. As of Jaouary, 1978 ten of the participants
willbeatworkwlthCGAwithanotherhdmtoretum in August and one in
January, 1979, While the academic training izmparts management and adming-
stpative skills required by CSA staff, the on-the-jodb training by the con-
tract staff is essential to produce a functiouing agency. Sinoe full
implementation of the classification and pay plans will probably occupy the
advisors' time through October, 1978, it is recomsended tha TS
Temain-through February, 1979 to complete in-service training of returned
participants. oTua. rvio foe

URCLASSIFIED
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(») Minigtries and Agencies
In conjunction with the installation of the classification and pay plans
the C3A staff conducts treining sessions for the Ministry Persomnel, =~

Officers and Personnel Clerks. A one day session wvas held during Deces-

ncies participated. A second training session is scheduled for July

Unplanned Outputs CSA Services vided to GOL and other ncies
In aggition to the above outputs during the reviev period, the CSA has
provided, on request, a variety of services to GOL Agencies, the Executivd
Mansion, and the African Development Bank:

(1) At the request of the Deputy Minister of Finance,
the CSA made recommendatiocns on the functions end
organizational placement of a proposed new Office
of Financial Planning and Analysis in the Ministry.
Recomsendations were also made for the classifica-
tion, salary and recruitment of staff for the new
Office.

(2) At the request of the Director of the Hational
Police Force, the Civil Service Agency agreed to
Prepare an entry level lav enforgement aptitude
test and tests for Patrolmen and officers through
the rank of Captain. Fifty policemen from Patrol-
man through Captain were interviewed and a tentative

exanination plan was developed and approved. Since
September, 1977 the National Police Forca hes gent
‘patrolmnen candidates to CSA for testing. Those who
pass are hired. About LOO people have been tested to
date. A consultant from the National Police Force
prepared approximately 60 questions for use in
technical subject-matter areas. Work on this project
vas coordinated with IPA, vhich was requestad by the
Baticnal Police Force to holp prepare a job-related

training progrem.

(3) At the Director-Genersl's request, the advisory team
developed a proposal for Govermsent -sponsored group
life, accidental death aud medical insurance for
Govermment employees. The cabinst Committee assigned
bythaPnsidonttonvintbGApmdeed
rejection on the grounds that it would overlap vith
thnSOeulSnnritmelMMtobegin in September
1977.

(4) CSA provided recruitment services for the African
UNCLASSIFIED



MOMROVIA TOAID A 00 UNCLASSIFIED 12

Y.

(a)

Wu(m..nm; and the
Ministry of Finance (sevem applicants). Recruitmest
yeograms were initisted on bshalf of the Director of
Tramsportation, Maintsnance and Procurement in the
Ninistry of Health and Sochal Welfure and fur Executive
Secretaries and Administrative Officers.

Project Status (EOPS)
%mmmummmmormmmmu the
psroject purpose level, that of staff development. In order for the CSA
mmmmmmumnnmbmtymrmemm od-
vuoudmrttunmtboumofmmrorhuvmmn.

of prujsr treining offered, and of the ability of tus CSA to retain the
staft?.

Staff Sige % ﬁgmw:g |

The staffing CE8 as projected in 1975-T8 FY anticipeted a total of 17

professionmal pocitions distributed functionally as follows:
Managemsut - (1) Assistant Director-Gemeral

Administration Division - (1) Director
Exsmination Division - (1) Director

-

1) Assistant Director 6
4) Analyst

Position Classification(l) Director

& Salary Scale Division(l) Assistant Director 7
5) Analyst

Records & Research Divi{l) Analyst 2

(1) Director 17

Bithtiuthmmm-mmmﬂqoftMommum
in Attaciment B. In.ddition,hndonthoupmneeotthmtm
mtbnhadomlopodummitimthstthnmfeuimlmutha
Exsmination Division and the Position Classification and Salary Scale Divi-
sion esach should be augmented by ons position. In the Exsmination Division,
1tmmmmmmuuimmunummrm
Development work. The current expectation that upwards of 100 exsminmstions
vill need to be created for the Fiscal and Professional Classifications
represents a significantly greater workload of both test coustruction and
test maintenance activities.

Inadditlcntovritingmvomimtiou, the staff in the Test Development
Unit will be responsible for on-going analyses and revision of all exami-
nations. The nature of this work demands professional skills aad background.
An additiomal professional position is justiffied on that basis.

In the Position Classificetion and Salary Scale Division, the current

development of staff is insufficient to provide the contiming, day-to-day

review, u*mmmmummmmmmormom.

Currently, each analyst hay respousibility for all personmel activitiss of
THCLASS IFIZD
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four Ministries and Agencies. Becmuse of the tims consuming day-to-dey
demands such processing PANs, checking eligibilities, ls helping solve
payroll problems, performing job audigs, following-up on instructions
mmmummm.mmumumwtmu
provide advice and assistance to Ministries and Agencies on their personnel
Nanagement program responsibilities. Helping the Ministires of the GOL have
effective interial personnel processes and camtrols is sn important aspect

ofa“umumpmm. The addition of amother professiomal
mummmasmwmmmwwmm

Mansgement (1) Assistant Director-General 1

Exsmination Division (1) Director
(2) Assistant Director 8
(5) Analyst

Position Classification and

Salary Scale Division (1) Director
(1) Assistant Director 8
(6) Analyst

Becords and Research Division (1) Director 2
(1) Analyst

(») As noted earlier, to insure the full complemsnt of MA level staff it is
mmmmmmmmiexm-hwwm. Stud
should begin in January, 19781tamn¢-nucanhmthmm
California State FPersonnel Board to earoll Nr. Weh-Dorlsas and Mr. Reed
at Sacrsmento. Ihahonutimwmt'hm.

Since 12 participents are expected to return during FY 1978 (four in
August 1978) 1tuwmmmmuumnummr
on-the-Jjob training and to assist CSA in organizational adjustments and
supervisory assignments.

(c)  Staff Retemtion

The CSA anticipstes problems in the MA level professiomal staff
Ei:thtf:tibiﬁft:l@!@ﬁég_ . Whils morsal attrition
can be tolerated, there 1s the adl ional Tiire of higher salaries offered to
MA level staff in ssveril other Govermment Ministries and Agencies. The
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b 1
mtr statf. It u'm that this regisst be reitersted
stressing the institutiomal impliceticns for the two agencies.

ATACHENS

(2) Reviset Project Logical Fremework

(B) Tentative C3A Staffing ¥ :tern

(C) Pinancial Analysis umsery

(D) November 17, 1977 Ltter frecu Director Siegel to CSA.
Novesber 23, 1977 response Yrom Director-Gomeral of CSA,

(2) Sumwiry of Project Status, Novewber 1977.





