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I. INTRODUCTION >

This evaluation of the Instructional Materials Resource
Centre (IMRC) is being done at the mid-point of the USAID Phase
ITI (632-0061) project assistance which spans the period from
FY 1979 to FY 1983. The purposes of the evaluation are to pro-
vide a general overview of the current status of the IMRC, an
analysis of the organization's focus and the direction in which
it appears to be heading and some brief recommendations on how
the institution might be strengthened and/or redirected. The
total IMRC program is stressed, rather than the AID project
per se Therefore the Project Evaluation Summary format is fol-
lowed in a separate document.

Little space has bheen used to review historical occur-
rences., It is assumed that readers are familiar with the IMRC
and have read the Project Papers on Phases I and II, as well
as previous evaluations. Past events and difficulties of the
IMRC are only included in this evaluation where such events are
significant to the present status or are necessary to explain
the current situation. The contractor's (Project Advisors')
report of December, 1981 is included as Appendix E.

The methodology used in collecting data and information
for this report was: to review pertinent documents at AID/L,
IMRC and the MOE; to interview senior personnel at IMRC, NTTC,
NCDC, MOE, LDTC and AID/L; and to hold discussions with various
representatives of the above institutions. This was done over
a three week period in March, 1982.
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I. INTRODUCTION

This evaluation of the Instructional Materials Resource
Centre (IMRC) is being done at the mid-point of the USAID Phase
IT (632-0061) project assistance which spans the period from
FY 1979 to FY 1983. The purposes of the evaluation are to pro-
vide a general overview of the current status of the IMRC, an
analysis of the organization's focus and the direction in which
it appears to be heading and some brief recommendations on how
the institution might be strengthened and/or redirected. The
total IMRC program is stressed, rather than the AID project
per se Therefore the Project Evaluation Summary format is fol-
lowed in a separate document.

Little space has been used to review historical cccur-
rences. It is assumed that readers are familiar with the IMRC
and have read the Project Papers on Phases I and II, as well
as previous evaluations. Past events and difficulties of the
IMRC are only included in this evaluation where such events are
significant to the present status or are necessary to explain
the current situation. The contractor's (Project Advisors')
report of December, 1981 is included as Appendix E.

The methodology used in collecting data and information
for this report was: to review pertinent documents at AID/L,
IMRC and the MOE; to interview senior personnel at IMRC, NTTC,
NCDC, MOE, LDTC and AID/L; and to hold discussions with various
representatives of the above institutions. This was done over
a three week period in March, 1982.
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II. SUMMARY

This section is designed to provide an overview of the
evaluation, stressing the more important events, issues and
recommendations as perceived by the evaluation team. The
section will have three headings {current status, major issues,
recommnendations), each divided into six or seven categories.

A. Current Status

This section will outline the information found in
Section III. The stress is on the present situation and
past events will only be mentioned if they are relevant
to the current circumstances. It is assumed that the
reader is familiar with the Instructional Materials
Resource Centre {(IMRC) and has already read the Phase II
Project Paper and other pertinent documents.

1. Relationships --

The IMRC will become, on April 1, a part of the
Inspectorate and will be headed by the Director of
Curriculum. The Director also heads the National
Curriculum Development Committee (NCDC). The IMRC
will no longer be a part of the National Teachers
Training College (NTTC). Day to day operations will
be in the hands of the IMRC management with financial
and managerial decisions made internally. It is ex-
"pected that the IMRC will work much more closely
with the NCDC and with curriculum development efforts.

2. Organization and Staffing --

The IMRC has a staff of three professionals and
eleven technical workers. These are permanent staff
assisted by four expatriate advisors. The permanent
staffing complement is one-half of that reguired.

The work flow and decisions made are formulated through
a group consensus process. Major decisions are made

by the advisors, Coordinator, professional staff and
the Production Supervisor. The advisors have plavyed
the dominant role in decision-making. Training of
staff has proceeded in-house, but long-term outside
training has been curtailed because of a lack of staff
available for taining. Many staff members have been
scheduled (eight) for training, but the manpower short-
age at the IMRC won't permit long absences for train-
ing purposes.

3. Production and Services --
Printing jobs have increased greatly over the last
two vears, especially for clients other than the NTTC.



All clients have expressed satisfaction with the LS
quality of workmanship and the prompt response to
requests for assistance. Photocopying has remained

at a high level since the acquisiton of a new machine.
Silk-screening operations have produced some 8,000
charts for use in primary schools. These charts

were (and are being) designed by the IMRC and selected
NTTC faculty. The designing of instructional mater-
ials has progressed slowly, due to shortages of personnel
and the emphasis in the past on technical services,
rather than efforts to initiate and create new mater-
ials. More design work has been done recently and a
changing emphasis is apparent. Since the departure of
the audio-visual consultant, little audio-visual work
has been done. Shortages of personnel and expertise
have been the major causes. A long-term audio--visual
technical assistant/advisor is arriving in June to pro-
vide support for a period of two years.

4. Infrastructure --
This section outlines the status of all the "fixed

assets" and facilities of the IMRC. The IMRC is in

-y the process of relocating all offices and workshops to
i its new building, constructed under the USAID Grant.

This move is more than one year late, delays being
caused by changes in designs, procedures, by building
errors and by some design mistakes. The townhouses
being built for the IMRC are nearing completion, which
shculd be accomplished in one to two months.

P T,

The production equipment, including machinery for
printirg, silk-screening, photocopying, audio-visuals
and art work, are being provided by USAID and consum-
ables used in production have been provided by the Gov-
ernment of Lesotho (GOL) throughk the NTTC. The IMRC
owns no furniture and is using loans from the NTTC.
Furniture, as well as production equipment, is on order
L (since May, 1981), but will not arrive for some months.
L Most fixtures are in place in the building, although

eli several additions and changes have to be made. The
IMRC owns a Toyvota pickup truck and will soon take de-
livery of an Isuzu 4WD vehicle. The control and usage
of these vehicles should now be in the hands of the
IMRC.

5. USAID Phase II Project --
The USAID Project is not a separate entity from the
IMRC per se, yet the Project is viewed in a somewhat



different context. Those elements controlled by USAID
are reviewed in this section. The Phase II Project

has placed four technical assistance advisors at the
IMRC (Senior Advisor, Production Advisor, Instructional
Materials Design Acdvisor and Graphic Arts Advisor).

Two additional Advisors (Materials Design/Editor and
Audio-Visual) will arrive in July and June respectively.
These personnel are viewed as competent, hard-working,
accepted by their colleagues and well-adjusted to
Lesotho. The new arrivals have also worked in Lesotho
recently.

The USAID funding for the IMRC totals U.S. $3,281,000,
of which U.S. $2,360,894 has been obligated and
U.S. $1,654,805 has been disbursed. There have been
no difficulties with timely funding and resources are
adequate for project completion and for some project
extensions as well.

The commodities (equipment, supplies, furniture,
vehicles) to be secured through USAID funding have
only been partially delivered. Major delays have cccur-
red, caused by AID/W inadegquacies and the contracting
for services with an incompetent purchasing agency.

Training has been provided through the USAID Project
for some eight staff, six long-term degree courses
and two short-term technical courses. In-gservice train-
ing has taken place. Additonal outside training has not
been possible because cof shortages of staff. There are
not surficient staff to go for training and to also per-
form the work required. Training seminars done by the
IMRC staff and advisors are in the design phase and are
contingent upon the work time available to do such sem-
inars, as well as the normal work of the institution.
Therefore both training probrams will proceed only if
the full staffing complement is reached.

B. Major Issues

This section will delineate problems, perceptions and
issues of major significance. This will encompass Sections
IV and part of V in a summary form.

1. Goals and Relationships --

The major goals of the IMRC have not changed, although
where the institution fits in the MOE effort is not
totally clear. The emphasis of effort is still on the



improvement of the educational program, with a focus »
on the improvement of instructional materials and
curricula. This lack of clarity concerning the posi-
tion in the MOE hierarchy is & major concern. The

IMRC is (as of April 1) no longer a department of the
NTTC. Therefcre they are not managed by, supplied for,
nor responsible to the NTTC. The IMRC will still assist
the NTTC, but will be directing its own affairs to some
extent.

That extent is not yet clear. The Director of Curric-
ulum of the NCDC/IMRC will be the chief executive
officer of the IMRC, but his functicns and authority
with the IMRC are nct known.

The IMRC has been responsive to requests for service,
without emphasizing its "design'" capabilities. More
efforts are being made to pursue a substantitve input
role in instructional materials design efforts.

2. Reorganization --

The separation, both geographic and in management,
from the NTTC is necessitating some basic changes in
the IMRC. Major concerns are the ability of the IMRC
to manage its own purchasing and accounts, whether the
institution will have its own budget and whether the
IMRC will determine its own priorities on assistance
efforts.

3. Production and Services --

This section of the report was hindered by the ab-
sense of an evaluator/expert in printing production
and technical matters. An effort has been made to
overcome this weakness, but more general observations
and fewer specific points are made than might have been
desired. :

The major problem in the provision of various ser-
vices, both in production and in consulting, has been
the lack of personnel (trained and untrained). The
"freezing" of vacant posts by GOL, the prior lack of
interest by the GOL and the intransigence of govern-
mental bodies have meant that the IMRC has been opara-
ting with one-half of its required staffing complement.

Although output in printing, photocopving and silk-
screening has remained high, full staff complements
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have meant higher production and increased assistance
to clients for their design needs.

4., Infrastructure --

The infrastructure or USAID "“commodities”" at the
IMRC include buildings, houses, equipment, furniture
and vehicles. All these items are in the pipeline, and
when delivered and installed, will be appropriate and
adequate for the needs of the IMRC. Some new produc-
tion equipment may be required within one year, but
only if staffing levels are sufficient for £full utili-
zation.

Most equipment and furniture ordered through USAID
Phase II assistance has not yet been delivered because
of inadeguate AID follow-up and the incompetence of
the purchasing agent. This delay has nct caused major
disruptions because there has been a lack of staff to
use the equipment and because of the delays in construc-
tion of the new building there has not been adegquate
space to house all equipment and furniture.

Recommendations

The recommendations have been divided into the follow-

ing sections: Relationships, Staffing, Training, Finance,
Production and Services, Commodities and Instructional
Materials Testing and Research. For full details refer to
Section V. '

1. Relationships -~

a. AID/L should prepare a Project Implementation
Letter (PIL) which updates portions of the Phase II
Project Paper, namely those portions which should
reflect the changed position of the IMRC within the
MOE, changes in staff positions required, both per-
manent and advisory, a new time line projection re-
flecting the realities of the situation and a re-
statement of certain items in the PP logical frame-
work.

b. The GOL/MOE should be encouraged by AID/L and
the IMRC to clarify the role and position of the
IMRC.

c. AID/L should consider extending the assistance to
the IMRC beyond the project completion date, if the
staffing complement and budgetary needs are met by
the GOL. This extension would include advisory and
financial assistance.
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d. The IMRC should begin to develop an informa-
tion package describing its technical capabilities,
design consultant services and procedures for secur-
ing assistance.

Staffing --

a. AID/L should strongly pursue the issue of compli-
ance by the GOL in providing the required staff to
the IMRC, at the highest level with Cabinet Person-
nel (Prime Minister's Office}), Ministry of Finance
{(MOF) and MOE.

b. The MOE should also strongly pursue the matter
of securing the required personnel for full opera-
tions, assisted by the IMRC,.

c. If these efforts (a and b) are not successful
within this fiscal year, it is recommended that USAID
withdraw most, if not all, of its financial and
advisory support of the IMRC.

d. The IMRC should formalize its consensual mode of
decision~-making and clarify the responsibilities
of the technical assistance advisors.

Training --

a. Even if full staff complement is available, long-
germ training for Phase II by AID/L should not begin
for any participant beyond January, 1983.

b. The IMRC should formalize its in-house training
program for future replication and refinement.

c. Assuming a full and qualified staff, the IMRC
should begin to design, organize and conduct workshops
for clients in curriculum content, field trials, uses
of the IMRC staff and facilities and design of in-
structional materials.

Finance --

a. Assuming that USAID is continuing assistance to
the IMRC, AID/L should provide a discretionary fund
for the use of meeting worthwhile emergency and repair
expense not met by the GOL. This fund should be for
about $30,000 and be available upon the signature of
the Senior Advisor and the AID/L Project Officer.
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b. The MOE should formalize the IMRC budget and
should insist that either the MOF provide a permanent
accountant to the IMRC to design and operate all
accounts or allow the IMRC to hire a person capable
of deing this work. :

Production and Services --

a. The IMRC should establish a formal policy on the
selection process for work to be done and procesdures
to be followed.

b. AID/L should consider the purchase of additional
production (printing) equipment before the end of
Phase II, if the full staff complement is in place,
if funds are available, if the work load warrants
expansion of capabilities and if old machinery is
worn out.

Commodities --

a. It is recommended that AID/L deal directly with
any purchasing agent and depend on SER/COM as little
as possible. AID/L should activelv monitor progress
of any PIO/C on a bi-weekly basis by direct communi-
cation. AID/L, as a smaller mission, should utilize
the services of the AID Supply Management Office in
Zimbabwe.

b. It is recommended that AID/L use commodity pur-
chase waivers when designing projects similar to

the MIRC in commodity procurement and allow the con-
cerned insitution and/or advisors to do the purchas-
ing.

Instructional Materials Testing and Research --

a. The IMRC should design a development plan for
field testing and research. Such a plan should in-
clude a permanent unit assisted by an advisory group
made up of key curriculum-oriented MOE departimments.

b. The permanent field testing/research unit should,
through the advisory group, conduct a survey of

data storage and retrieval capability available for
research use. The advisory group should locate ex-
perts and interested persons to work with the perman-
ent unit. A consultant(s) should be selected to work
with this unit and advisory group over a long period
of time, perhaps one - two months total per yvear for
five yvears.
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CURRENT STATUS ’

This section will concentrate on the present situation

at the IMRC (without reference to particular viewpoints) on
factual matters such as staffing levels, funding levels, train-
ing performed, production outputs and current infrastructure.
Reference to historical happenings will be kept tc a minimum
and only mentioned if they influence the current operations.

A.

Relationships and the IMRC's Role

1. National Teachers Training College (NTTC) and the

National Curriculum Development Committee (NCDC) -—-—

On April 1, 1982, IMRC will no longer be considered
a Department of the NTTC and will be administratively
part of the MOE Inspectorate which includes the In-
spectorate Section and the NCDC. The senior management
person in the Inspectorate will be the Director of
Curriculum, overseeing the NCDC and IMRC. The Minis-
try of Education has stated that operaticnally, budget-
arily and administratively the NTTC will have no over-
sight or decisional control over the IMRC. It is ex-
pected that the IMRC will continue toc support the NTTC
with instructional material design and production.

Although the IMRC will now be directed by the (Acting)
Director of Curriculum, day to day operations have been
nominally in the hands of the IMRC Coordinator and his
staff. The IMRC and NCDC are expected to maintain a
leadership role in the continuing development of cui-
riculum formulation and design of various instructional
materials.

Budgetary control and operations will be performed
by IMRC itself as a part of the Inspectorate. These
functions had been performed by the NTTC. Financial
records and books are to be maintained. It has been
stated by the MOE and the Ministry of Finance (MOF) that
an accountant from the MOF will be seconded to the IMRC
on or about April 1, 1982.

2. MOE Administration and the Government of Lesotho

(GoL) --

The IMRC will continue to be responsible to the MCE
through the Principal Education Officer (PEO), the
Permanent Secretary (P.S.) and the Minister of Education.
All communications to the MOE continue to be channeled
through the P.S. and disseminated at his discretion.

This includes any correspondence to other portions of
the GOL, unless such correspondence is in response to
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some communication made directly to the IMRC (in
which case a copy of the response 1is sent to the
P.S.).

»

Goals and objectives of the IMRC have been made
with the approval of the MOE (and GOL) and any major
changes can only be made with MOE and GOL concurrence.

Organization and Staffing
Although there have been changes since the inception

Of IMRC, there has never been a full complement of permanent
staff. Only in the provision of technical assistance have
the full needs of the centre been met.

1. Chain of Command and Workflow --

At the present time IMRC has four permanent pro-
fessional staff and eleven technical personnel. One
professional staff member will be lost when IMRC is
relocated at the newly constructed facilities. There
are four expatriate advisors (and two additional to
join within four months) currently working at IMRC.
(See the chart in Appendix A).

The chain of command, as currently perceived, 1is
very flexible and highly dependent on the nature of
the work to be performed in a given instance. TFor
major policy issues, decisions have been made by the
Coordinator, the Senior Project Advisor and MOE offic-
ials (possibly other advisors as well). Prcduction
issues have been decided by the Ccordinator and Project
Advisors in most cases. The truerole of the advisors
has not been clarified, but they have de facto played
the major managerial role in all key decisions made.
On a particular piece of work to be performed, decisions
are made in concert by advisors, professional staff
and technical staff. This concerted approach is evi-
dent in the production of mcst output.

Requests for assistance from NTTC and other insti-

tutions may take many forms. The work flow will vary
depending on the nature of assistance. Such assistance
can be for: 1. photocopies, 2. re-runs of printing

jobs, 3. simple printing jobs, 4. specialist material,
5. design of a particular piece of instructional mater-
ial, and 6. IMRC generated material. Requests for
assistance will vary greatly and the responses to such
requests also vary widely. For reguests requiring
duplication of previous work and simple printing jobs,



decisions are made by the production supervisor,
unless the volume is great. Given a large size
production run requirement, decisions and priorities
will be determined by the Coordinator, Senior Ad-
visor and Production Advisor. All other jobs (4,5,
and 6) are planned and executed by the advisors and
IMRC professional staff.

The requests for assistance may come at an insti-
tutional level, from a particular department or from
an individual in IMRC or to the institution as a whole.
Generally the Production Supervisor will circulate
requests to the appropriate person or section, as will
an individual receiving a request. A request may there-
fore be circulated to the art section, design, audio-
visual or to production. The IMRC has recently de-
signed a work order form and now logs all work reguests
in a master work order file.

2. Staffing Complement --

In initial project design efforts, as shown in the
Phase I and II Project Papers, the staffing require-
ments were given in some detail. These requirements
were also spelled out in the U.S. - Lesothc bilateral
Project Agreements. In Phase II it was agreed that
the IMRC permanent staff would be increased by 12980)
to twenty-one (21), six professional staff and fifteen
technical staff (P.O., pages 11-12). Additionally it
has been agreed that cleaners and security staff (these
are called office assistants) would also be needed
when IMRC is relocated in the new facilities.

The MOE has agreed to a further increase in these
complements and has submitted its budgetary requests
(shown in Appendix. F under MOE budger submittal for
IMRC personnel). This request shows a further increase
of required personnel by five, for twenty-six profes-
sional and technical staff. As stated previcusly, at
the present time IMRC has only fourteen staff members
{the Audio-Visual supervisor is remaining at NTTC).

3. Training --

Under the training rrogram for IMRC and NTTC staff,
six people have received long-term training, one per-
son is undergoing long-term training ané two technical
staff have received short-term training. Of six people
to have received long-term training (Bachelors or
Masters Degrees), three are lecturers at NTTC, one is
the Acting Director of Curriculum and the two IMRC
staff trained are serving as Coordinator and Instruction-
al Materials Designer (see Appendix B).

Seven staff members are scheduled for long-term
degree training starting in 1982, yet fcur of those
rositiors are currently vacant. Applications have not

11



yet been submitted for the three staff members scheduled.
Nine technical staff positions are scheduled for short-
term training (1 week to 6 months) during 1982 and 1983,
Four of those positions are now vacant. On-going in-
service training for all staff is continuing and is he-
ing carried out by the various project advisors. Formal
programs are being done in the graphic arts section and
in printing.

C. Production and Services

This section has been divided into certain functional
categories for convenience. These categories overiap in
most cases and are very general in scope. Prior analyses,
evaluations and reports have not included output figures and
those given have been consolidated from records provided
by the IMRC staff. The production categories used in this
evaluation are: printing, photocopying, silk-screening,
designing of instructional materials and audio-visual
tasks.

1. Printing --

Printing jobs for NTTC, as logged by the IMRC, have
totalled nearly 2,000 separate tasks since April, 1980
(see Appendix C). Fcr FY 80 - FY 81, the monthly aver-
age was 143,with 476 sheets average per job. In FY 81 -
FY 82 (through January) the moathly average was 106,
with 656 sheets average per job. Overall sheet output
has increased only slightly. Examination printing for
NTTC totalled 172 from 11/80 - 12/81, with an average
of 120 copies of nine pages each being nroduced for the
various departments. Printing jobs for non-NTTC clients
showed greater increases over time, the majority being
done for NUL, NCDC and the MOE Administration. A total
of 94 separate printing jobs were logged for the pericd
of 1/80 - 3/82. Fifteen different clients were served
during this period. The number of sheets done in each
printing job is not known.

2. Photocopying --

The number of photocopies done by the IMRC has in-
creased greatly since procurement of a new photocopy
machine in 1980. 1In 10/80 - 3/8l, 25,496 separate
photocopies were made, for a monthly average of 4,250.
From 4/81 - 1/82, 40,981 copies were made, a monthly
average of 4,100 copies (see Appendix C). The great
bulk of these copies were made for NTTC.

3. Silk-Screening --

The IMRC is the second GOL entity capable ¢of doing
silk-screeing operations. The silk-screening aparatus
has been used to produce original charts used in primary
schools around the country. Chacts have been desiygned
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by IMRC and NTTC staff on science, math, mapping and
general educational subjects. Fifteen different charts
have been designed and produced and over 8,000 copies
have been distributed so far in Lesotho. Additional
charts are being designed and should enter production
soon.

4. Designing Instructional Materials --—

Design input by IMRC into printing and other opera-
tions has been difficult to put in quantifiable terms.
It is estimated that IMRC design input has been
made in roughly one-quarter of the printing work
for NTTC and one-half of the printing jobs done for
other clients. - This input could be simple editing
or complex organization and substantive changes in
output. The silk-screen charts were designed by
IMRC in collaboration with certain NTTC faculty
members. The absense of trained IMRC instructional
materials designers has limited the input the insti-
tution has been able to provide up to this time.

5. Audio-Visual Tasks --

The audio-visual (£film, sound, video tapes,
photography) work done by IMRC has been limited be-
cause of a lack of trained staff and a lack of equip-
ment. Output has consisted of some slide presenta-
ions, sound films, video tapes and photographs for
some of the printing done. These jobs have not been
logged and no real record kept on them. The only
known list was included in the Audio-Visual consul-
tant's report of 23 June 1981,

Infrastructure

This section includes the status of all physical
facilities and assets in the IMRC, divided into the
following categories: buildings, production equipment,
furniture and fixtures, and vehicles.

1. Buildings --

IMRC has just taken possession of the new office
and production building (built through the USAID Grant)
during the evaluation period. Handing over by the
censtruction contractor was done on March 23 and moving
in is still taking place. Two of the townhouses {also
built through the USAID Grant) have been completed and
one has been taken over by the IMRC. The additional
three townhouses should be completed within the next
three to six weeks.
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2. Production Equipment -- . .
This category includes all machinery and consum-*
ables used in production. All major equipment 1s pro-

vided for under the USAID Grant and consumables have
been provided by the GOL through the NTTC. The equip-
ment now in possession of the IMRC is shown in Appendix
D. Most of these items were purchased under Phase I

of the USAID Project. In addition to the production
equipment purchased under Phase I, hand and power
tools have been purchased under Phase II funding.

Miscellaneous office and audio-visual equipment
have been on order since May, 1981. The purchasin
agent{s) has not yet purchased the equipment and no
shipments have yet been made,. -

Two printing machines and other production egquip-
ment are now out of order. Repairs of existing equip-
ment have been delayed because of a lack of funds from
the NTTC to pay for such work.

3. Furniture and Fixtures -- .

The IMRC owns no furniture at the present time.
All furniture being used is the property of NTTC and
on-loan to the IMRC until such time as their own
furniture arrives. Furniture was ordered in May, 1981,
but the purchasing agent{s) has yet to procure or ship
the furniture. This furniture is to be used in the
new building for offices and work shops.

Most fixtures are in place in the new pbuilding, and
although some additions and alterations will be made,
the building is operational and available for use.
Only the slippery glazed tile floor constitutes a rzal
safety hazard. As the IMRC is in the process of re-
location in the new building, the full status won't
be known until that relocation effort is complete.

4. Vehicles --

The IMRC, under Phase I of the USAID Project, pur-
chased a Toyota pickup (1979). This vehicle has heen
managed by NTTC and has been used by both the IMRC an
NTTC. 1Its usage will be determined by the IMRC once
relocation and the transfer tc the Inspectorate has
taken place.

Under Phase II, an additional vehicle has been or-

dgred (ip 1981). This is an Isuzu Trooper 4WD “Jeep"-
like vehicle and its arrival is expected momentarily.

14
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E. USAID Phase II Project

Although all elements of the Phase II project overlap
with those of the IMRC, they have been separated in this
section. As the implementing agency is USAID (and not
the GOL), the project is viewed in a different context
and therefore reviewed as a distinct entity. Where an
"overlap" with the overall program is most apparent, the
status report will be highly summary in nature.

1. Personnel --

Although there have been delays in securing the
services of gqualified advisors, currently four
advisors are assisting the IMRC. They are the
Senior Advisor, Instructional Materials Design Ad-
visor, Production Advisor and Graphic Arts Adviscr.
The services of two additional advisors (Audio-
Visual Advisor and an Instructional Designer/tditor)
have been secured and the contracted individuals
will be arriving in June and July respectively. Cur-
rent advisory staff contracts will be renewed as re-
gquired to complete the Phase II timeframe.

2. Funding --

Under Phases I and II a total of U.S. 83,381,000
is granted for the life of project. According to
the Controller's figures (AID/L), as of 3/82 obliga-
tions totalled U.S. $2,360,894. Expenditures total-
led U.S. &1,654,805, with U.S. $706,089 in the pipe-
line (see Appendix F). This means there are U.S.
$1,020,106 in funds not yet obligated and available
for new activity or project extention.

3. Commodities -- .

Under Phases I and II a large number of items were
to be procured (see Appendix D). Procurement has not
been completed, as the bulk of furniture, office eguip-
ment and audio-visual equipment have yet to be pro-
cured and shipped. Orders were placed in May, 1981,
but have not been processed by the procurement agent(s).

Major production equipment has been secured (dur-
ing 1979 and 1980). An additional order for produc-
tion equipment will probably be made during 1982Z.

4, Training --

As shown under Section III B3, long-term training
has been provided for six people through the project
and short-term training has been secured for two staff

15
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members. There have been significant delays in lont-
term training for numerous staff members, caused by
a lack of staff at the IMRC and a reluctance to send
essential staff abroad without some back-up manpower.

NTTC staff who have received training under Phases
I and II have not been available to assist at the IMRC
in the preparation of instructional materials because
of a lack of direction and also the heavy workload en-
countered at the NTTC has made it difficult for teachers
to assist, even if incentives were present.

16
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Iv. PERCEPTIONS AND PROBLEMS N

This section will review the perceptions (on various
issues) made by concerned individuals and institutions and
the impact of such perceptions on operations. Major problems
that are currently being encountered will also ke identified
and explained in this section. The evaluation team's own
perceptions (conclusions) will be found in Section V.

A. Goals and Objectives

The overall goal of the IMRC remains consistant from
the institution's inception to the present. This goal,
expressed by the USAID Project and by the GOL through the
IMRC, is "to assist the Government of Lesotho, Ministry
of Education in developing an improved educational program
for both primary and secondary levels..." That assistance
was to be focused on the improvement of instructional
materials and curricula. This focus is generally agreed
upon and understood by the Project advisors, GOL officals,
USAID personnel and IMRC professional staff.

The USAID Project is not perceived as having the devel-
opment of curricula (the organization of course content)
as its goal, but rather the assistance with the preparation
of instructional materials used in the curriculum and in-
structional process. This perception is shared by most
informant groups (NCDC, NTTC, MOE Administration) although
the IMRC's exact position cor location in the curriculum de-
velopment hierarchy has not yet been formulated.

The purposes of the IMRC are undergoing a number of
changes. Until now the IMRC has been seen as a department
of NTTC, used to "develop instructional materials and
curricula" for teacher training and, with others, develop
materials for the schools for trial through NTTC intern
and inservice networks". This productive scope has been
broadening for some time and, as of April 1, 1982, IMRC
will not be operating as a department of NTTC, but will
serve NTTC and a number of other clients as well.

The IMRC staff had adapted a strategy of respcnsive
service to NTTC and other agencies of the MOE. This
strategy was somewhat restrictive and has been technical
rather than creative (printing and simple copyving). IMRC
has not agressively pursued "salesmanship" of its capabil-
ity of doing improved instructional materials design, but
rather has created a place for itself as a skilled, quick
and reliable printing operation. Yet, more and more, IMRC
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has helped clients to design their instructional materials.
This change has not been immediately apparent in clients'
responses to the question "what has IMRC done for you?",
but it is apparent to clients when the nature of IRMC
assistance is probed into and more precise detail requested.
IMRC has felt that a technically responsive strategy has
been essential to MOE acceptance of the institution. From
this base more substantive relationships to clients have
been fostered. In very practical terms this strategy has
also been required, as IMRC has not had (nor does it have)
the full complement of qualified staff needed to support a
full range of assistance in instructional materials design.

B. Reorganization

The IRMC is to be placed under the Inspectorate Pro-
gram, with command being placed in the hands of the Director
of Curriculum. This change, due April 1, may have many pro-
found effects.

1. Chains of Command -~ )

The direction of the IMRC will soon bhe led by the
Director of Curriculum (who, incidentally, was the pre-
vious IMRC Coordinator). The IMRC will no lenger be
under the NTTC and is expected to do less NTTC work
(especially of an emergency, rush nature) and be more
responsive to other MOE programs. Principal among these
programs are the NCDC and NCC, where it is expected that
the IMRC will be assisting with the design and prototype
production of new instructional materials, as well &as the
Textbook Supply Program.

The present chain of command within IMRC is not clear,
as the IMRC Coordinator appears often to take a role cf a
lesser participant tc that of the Project advisors. This
is perceived by officials in the MOE and the NTTC and
is understandable, as the Coordinator has only recently
assumed his position. Many decisions are made in a
consensual mode, by the professional staff and advisors,
rather than in a hierarchical fashion. This mode has
served well, but consideration should be made of its
future applicability and whether procedures can be formal-
ized to strengthen readiness of Bosotho staff to assume
full management.

‘ The duties and position of the IMRC under the new
Dlre;tor of Curriculum have not been spelled out in any
detail. The authority of the advisors in the new admin-
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istrative arrangement has also not been officially

clarified, and since they constitute one-guarter of the
staff, the issue could become significant.

2. Responsibilities --

The lack of clarity in the roles of various major
personnel in the IMRC has led to confusion as to the
responsibilities and authority of some people. The
perceptions of the MOE Administration and many others
differ greatly on the roles of various IMRC staff, i.e.,
that the responsibility of the advisors in some function-
al areas is not well understood. Some brief recommenda-
tions will be made in the following section regarding
this lack of clarity.

3. Budget -- :

As stated in Section II Al, budget control and
operations are to be performed by the IMRC. Yet there
is no authorized budget to date, the IMRC has not es-
tablished a system, the IMRC has no accounting/bookkeep-
ing staff, no buying (or selling)} system or operation
has been established and the MOE and MOF have failed to
assist with creating the necessary capability with the
IMRC.

The budget request as submitted by the IMRC for FY
1982 - FY 1983 (shown in Appendix F) was reduced drastic-
ally by the MOE. Personnel emoluments were reduced from
M 106,734 to M 100,442. No capital budget was submitted.
Operating expenses were reduced from M 88,524 to M 46,000.
This reduction of M 48,816 is 25% of the toal submittal.

The Ministry of Finance did not react to the budget
submittal of the MOE for the IMRC, but for the entire
Inspectorate only. The Inspectorate, (including the
Inspectorate Department) the NCDC and the IMRC, was allo-
cated M 920,130 for FY 1982 - FY 1983. This constitutes
a cut of M 246,384 from the MOE budget submittal. Per-
sonnel emoluments were cut M 220,584 and operating ex-
penses were cut M 25,800. No explanation for the cuts
has yet been made nor has the separation of funds for
the three institutions been made.

Production and Services

The perceptions and problems in production have been

grouped in the subheadings as given in Section III C. The
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absense of a technical (production) expert on the evaluation
team has limited the scope of this section of the report and
some problems may have been overlooked and no subsequent con-
clusions reached.

1, Printing --

Output 1n printing has been limited by the lack of
technical personnel, lack of funds for repair of machin-
ery and periodic shortages of input supplies. It has
been indicated that additional machinery will be ordered
when staff levels rise. It has been projected that
production will not be able to meet demand, even with
additonal staff and equipment and that a certain selec-
tivity will be required. Those factors which have his-
terically limited printing production are seen as major
problem areas, i.e., funding, inputs, staff shortages
and printing job selectivity. The lack of personnel
also should preclude any consideration at this time of
a consolidation of printing functions of the Exams
Council, LDTC, NUL or other MOE Departments.

2. Photocopying --

There has been a great demand for photocopying ser-
vices. The problems have been staff to operate the
machinery and supplies needed to make copies. An addi-
tional photocopy machine will be ordered when staff is
available to operate it.

3. Silk-Screening --

There has been a tremendous demand for additional
charts, both for those already designed and alsc for new
material. Again the major constraint has been the lack
of staff. The procurement of additional silk screening
equipment has been planned, contingent on staff increases.

4. Designing Instructional Materials --

The perception of many individuals within the large
groups of IMRC institutional clients as to the capabil-
ities of the IMRC has varied greatly. This perception
has depended upon the type of assistance offered by
IMRC to that client. This diversity of perceptions has
limited the requests for assistance in the design of in-
structional materials, as individuals have frequently
not been aware that the IMRC was and is capable of pro-
viding that type of assistance.
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This lack of perception, limited requests and short-
ages of staff have lessened the IMRC's input in design
efforts. This perception has been slowly changing. A
continuing increase in design work is fundamental to
the achievement of one of the IMRC's purposes, but is
contingent upon the availability of qualified staff to
carry out such design work load increases.

5. Audio-Visual Tagks _ ‘

In this context audio-visual tasks' refers to film,
sound, video tape and photographic aids. There are no
records of output by this division, except during a
period of consultancy in 1980 - 1981. The bulk of the
audio-visual equipment (ordered in May, 198l) has not
yet been procured or shipped. There is only one ver-
manent staff member (audic-visual assistant technician)
but additional staff are scheduled for hiring and a
long-term advisor is due to arrive in June, 1982. The
major problems faced are the non-arrival of commodities
ordered and the lack of trained personnel. There are
orders for assistance in the production of films and
video tapes from the MOE, Ministry of Agriculture, Focd
and Nutrition Coordinating Office, Office of Information
and Ministry of Health.

D. Infrastructure

The infrastructure is categorized in this evaluation as
the buildings and houses, production equipment, furniture and
fixtures and vehicles. Many of the difficulties ercountecred
have been resolved, but other still remain. As USAID has been
the organization which has or will provide most of the infra-
structure inputs, most issues concern that organization.

During the performance of the evaluation, the IMRC took
possession of the new office and production facility. There
have been numerous delays in the construction and significant
modifications in the building itself, but possession has been
accomplished. One townhouse built under the Project has been
occupied by an advisor and the others (three) should be com-
pleted by the end of April, 1982.

Production equipment purchased under Phase I and some
items purchased locally under Phase II of the USAID have
been delivered and are in use. Major items ordered under
Phase 1II as audio-visual equipment have not vyet been purchased
(although ordered over 10 months ago). Graphic arts equip-
ment, a photocopy machine, office equipment and silk-screen
- printing equipment were also ordered 10 months ago, but have
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not yet been purchased. This delay has been caused, in _
large part, by the non-performance of the purchasing agent -
and the lack of follow-up by SER/COM in AID/W. These delays
have limited output and services.

No furniture has yet been delivered, although ordered
10 months ago. The NTTC has expressed a willingness to
loan office and workshop furniture to the IMRC until the
ordered articles arrive. Given the delays encountered, it
is unlikely that all furniture will arrive within the next
four months. Major fixtures in the new building are in
place, although there have been complaints about placement
and design {see the contractor's Progress Report,
Appendix E, pp 17-18).

The IMRC has had considerable difficulty with its own
vehicle usage, as the control has been in the hands of NTTC,
This prohlem should be resolved with the relocation of all
IMRC assets, although certain budgetary problems involved
with vehicle operations may still exist (see Section V D).

A new vehicle has been procured, and has been shipped and is
in transit. These two vehicles are to be operated and con-
trolled by the IMRC. A motorcycle (Yamaha) has also been
purchased and is in transit and should also be used and con-
trolled exclusively by the IMRC.

E. USAID Phase II Project

This section on perceptions and problems concerning the
USAID inputs into IMRC will be divided into the sections
Personnel, Funding, Commodities and Training. USAID was the
major initiator and designer of the IMRC and has been respon-
sible for most of the external inputs made in the insitution,
both in commodities, traning and advisory personnel.

l. Personnel --

Under the USAID Project, qualified personnel have been
provided in a timely fashion through New Transcentury
Corporation, the contractor. All contracted perscnnel
have performed their duties well, have greatly enhanced
the capabilities of the IMRC and have been essential in-
gredients in the progress achieved.

AID/L staff have shown a lively, concerned interest in
the project and in the IMRC as a whole. They have pro-
vided support in discussions and communications with the
GOL about the IMRC and have tried to help with the diffi-
culties encountered with securing needed commodities.
Yet assistance has been given on an ad hoc basis and cer-
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tain pressing issues have not been pursued as vigor- .
ously as they could have been. Compliance on the

part of the GOL for certain agreed-upon actions has
not been followed up substantially and pressure has
not been put to bear on the GOL in terms of staffing
of the IMRC and certain duties of people trained
through the project (such as NTTC instructors).

2. Funding --

Funding of the IMRC project by USAID has not been
a problem. Payments have been made on time, a budgetary
flexibility has been demonstrated where it was warranted
and no complaints have been registered in terms of
USAID funding.

Funding of new personnel (local staff) by the GOL has
been a major problem. Positions created for new staff
have not been funded and the IMRC has been greatly
limited in its ability to operate and expand its ser-
vices as a consequence. The responsibility for this non-

‘action lies with the Cabinet Personnel and with the

Ministry of Finance. Non -compliance with the U.S. -
Lesotho bilateral agreement has been a major stumbling
block in the progress of the IMRC.

3. Commodities --

As mentioned previously, USAID though SER/COM in
AID/W has been very inefficient in following up and mon-
itoring the progress of the purchase of commodities.
When it was realized that an unreliable, inefficient pur-
chasing agent had been hired to secure commodities for
the IMRC project, SER/COM should have either changed con-
tractors immediately or at least pursued compliance vig-
orously with that contractor.

The commodities that are now in use have been used
fully and to apparent good effect. They have not been
kept in good repair and no spare parts were ordered as
part of the purchase of equipment. The equipment pur-
chased and on order appears to be appropriate for the
needs of the IMRC and its clients and suitable to the
Lesothan situation.

4, Training --

The training program for the IMRC staff and NTTC
teachers has proceeded as well as might be expected.
Most senior staff have received training and some tech-
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nical outside training has been provided. In-service’
training in printing and graphic arts is continuing on
a regular basis. A training schedule has been proposed,
but has not been updated.

Yet the training program as proposed cannot be ful-
filled. The lack of personnel has precluded further
training at this time, at least from within the ranks
of the IMRC staff. There are nine different training
assignments for personnel not vet on the staff of the
IMRC. The scarcity of replacement backstopping st&ff
makes it very difficult to send the few staff that there
are for training. Again the crux of the problem is the
incomplete staffing complement at the IMRC.

The IMRC could alsoc supply training courses in certain
materials to selected people from other institutions
in the GOL or even private organizations. No such
training program has been devised or implementead to date.
Such a program would cover basic design and layout, use
of audio-visuals in education, printing capabilities
and any other services in which the IMRC staff could help
train personnel.
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v. ISSUES AND RECOMMENDATIONS

In order to provide a background for recommendations to
the IMRC, we have attempted to identify the issues within
which perceptions, expectations, and actual behaviors might
be judged. The issues noted are not mutually exclusive but
may be useful to help focus both policy and implementation
attention,

The issues identified for particular attention are:
A. IMRC Relationships - Political and Professional
B. IMRC Staffing

. Training of Personnel - IMRC. and Other

9 0O

. Finance - Budgeting and Financial Management
. IMRC Production and Services

Commodities - Acquisition and Use

Q = om

Instructional Materials Testing and Research

A. IMRC Relationships - Political and Prcfessional

1. Dependencies -~

The IMRC was originated through bilateral agreements
between the governmments of the United States and Lesotho.
In large part the IMRC performance is dependent upon the
compliance of the GOL with fiscal and personnel agree-
ments pertinent to the IMRC and the perforirarce of USAID
in timely provision of facilities, technical assistance,
training and commodities required to meet Project ob-
jectives. Important lapses in GOL compliance have oc-
curred in the creation, funding, and staffing of posts
for the IMRC. USAID attempts to foster GOL compliance
have been less timely and sustained than they might have
been. Recorded delays in construction of facilities
and commodities acguisition have been beyond the control
of the IMRC. The IMRC, as a direct consequence of these
problems, has not met targets which appear in the Phase
ITI Project Paper. The direct support of the IMRC
Phase II Project is scheduled to terminate well before
projected accomplishments can be expected.

There is no document which reflects the realities of
delays, changes in agreements, and relocation of the
IMRC in relation to MOE. As a consequence the existing
measures of IMRC Project accomplishment are unfair and
do not teach one anything about the implementation
process or the overall success of the Project.
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To date the IMRC has been located on the NTTC
campus and considered to be a part of NTTC. . That
placement gave the IMRC a base from which it has
developed technical capacities, collegial relation-
ships, and practical experience with materials. NTTC's
network of interns and inservice teacher clients pro-
vided open doors to understanding needs and opportun
ities in schools. At the same time that location tend-
ed to limit perception of the IMRC role in the total
curriculum effort. Even more important to the IMRC
was the parallel development of the NCDC under a
Director of Curriculum appointed in October, 1278.

The IMRC and NCDC were kept parallel for nearly three
years and potentially productive cooperation was not
encouraged. USAID considered the IMRC as the primary
body in developing and testing of instructional mater-
ials. The GOL/MOE did not share that view of the IMRC's
role in curriculum development, having assigned the
central role to NCDC. That lack of understanding sug-
gests that some of the performance expectations of the
IMRC were unrealistic.

As of April 1, 1982 the IMRC will ke an integral part
cf the Curriculum Directorate of the MOE. It will share
that Directorate with NCDC. Further, the Project will
occupy a new site adjacent to the NTTC and near the de-.
veloping Maseru campus of the NUL. It will be expected
to relate to those institutions, to LDTC, to new pro-
grams such as the Textbook Supply Proiect, and to ad hoc¢
demands for service from administrative units of the
MOE beyond its primary purpose of serving its sister cr-
ganization, NCDC.

Looking ahead to improvement of relationships per-
tinent to Project success in areas of the IMRC's depen-
dence upon others, the following recommendations are
made. ) :

Recommendations

USAID/L should, in consultation with the IMRC staff,
prepare a Project Implementation Letter (PIL) which
brings certain portions of the Phase II Project Paper
up to date. The PIL should contain the following sec-
tions: (a) a new statement of the formal relationships
of the Project within the MOE with particular emphasis
upon the potential for positive impact on curricular
change and an expanded influence sphere for the IMRC;




(b) new descripticns of staff pecsitions for the IMRC”
which reflect recent agreements on number and role of
additional staff, including advisors and permanent
personnel; {(c) a new time line projection for perform-
ance and output which recognizes the delays to date and
establishes new guidelines for assessment of Phase II
Project performance over the remaining life of the
contract; and (d) a restatement of items in the Log
Frame of the Project Paper for Phase II.

The GOL/MOE should clarify its expectations of ser-
vice by the IMRC to other MOE departments and the impact
of the new heirarchical placement of the IMRC. That
clarification is particularly important in reference
to the work of the NCDC and its committee structure z2nd
to expectations of service to the new Textbook Supply
Project.

The delays in full implementation of the IMRC opera-
tions should be acknowledged by USAID/L and the pro-
ject completion period should be beyond termination
dates now recorded. The need for extension of assist-
ance is an outgrowth of the late entrv of the IMRC into
its new facilities and separation from NTTC, delayed
audio-visual production capability, the delay in pre-
paring Basotho staff for the assumption of certain man-
agerial and technical roles and the increasing need of
the IMRC to assist with the design of student and class-
room materials. Two advisors hold contracts which will
extend their tenure beyond official terminzticn dates
and past econcomies in Phase II expenditures should per-
mit continuing some other advisors' services as well.

2. Client Relationships --

It is stated by representatives of USAID/L, MOE, LDTC,
NTTC and various donor groups that they view the IMRC
as an effective professicnal organization. Its advisory
personnel are perceived as ccmpetent, sensitive to cul-
tural differences (important to personal relationships
as well as to the design and content of instructional
materials) and willing to be of service. Basotho pro-
fessional staff are characterized as competent, as effect-
ive advocates of the IMRC within the MOE structures, and
as dedicated to the continued growth of the IMRC. Tech-
nical staff are described as increasingly able people

with already high levels of skill in machine use and main-
tenance,
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staff,

It is time for the IMRC tco emerge from its deliberate
policy of maintaining a low "design" profile and to
begin promoting its value in production and technical
terms. By mid-July to early September the IMRC should
be fully staffed and equipped to begin ocffering the
complete range of activities originally planned. Time
is short if the important impact of the IMRC on
instructional materials development and design is to
be realized effectively within the Phase II Project
period.

Client groups' perceptions of the services provided
by the IMRC tend to be that IMRC accepts what is given
them and needed copies are produced guickly and the
materials are attractive. Further questioning results
in acknowledgement that the client also received design
advice. Other groups which have not worked with the
IMRC tend to feel that it is a technical print shop.
Given the ability to improve the quality of instruction-
al materials for a variety of client groups, the "tech-
nical'" image is no longer of special value. The ser-
vice-on-request strategy did bring many people to an
appreciation of the IMRC on one level, and, given the
isolation of IMRC from influential associations in the
MOE, the strategy was well advised. Appreciation of the
full range of service potential must now be develorped.

Recommendations

The IMRC staff should develop (as soon as it is con-
sistent with ability to deliver services descriked) an
information package which describes (a) technical capa-
bilities, (b) design consultant services, and (c) pro-
cedures for utilizing IMRC services. This package
could consist of a booklet, newsletters, posters or a
film and should pay particular attention to specific
modes of working with different interest groups. In-
formation should include descriptions of training work-
shops specific to various potential client groups and
which IMRC is prepared to conduct.

The IMRC should canvass potential client groups in
order to determine training needs which may be met.
Data gleaned from this process would permit planning of
a series of training programs for a range cf clients in
administratively economic formats.

IMRC Staffing

One of the major weaknesses of the IMRC is the lack of
both for performing required professional and technical
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work and for entering into long-term training. This lack.
of staff has plagued the IMRC since its incepticn. The
IMRC now has 14 staff (one will be leaving soon) and re-
quires a full complement of 26 staff. Therefore the IMRC
is operating at one-half the required complement.

Continual efforts have been made by the IMRC staff
{this includes the advisors) to secure clearances from the
GOL for the hiring of additional staff. The MOE and AID/L
have given some assistance to this effort, but efforts have
not been sufficient to date. The situation is critical, as
further progress is not possible unless additional staféf
can be hired and trained. It was less important to the IMRC
in the past when most services were of a more technical
nature, but with the increased materials and the approaching
time of lessened advisory assistance, the unavailability of
sufficient numbers of gualified professional and technical
staff will greatly inhibit the short and long-range effect-
iveness of the IMRC.

Given this critical, pressing situation the following
recommendations for immediate action are made. )

Recommendations

It is recommended that AID/L vigorously and strongly
pursue the issue of compliance by the GOL in providing the
required qualified staff to the IMRC. This effort chould
be made at the highest political and civil service levels of
the MOF, Cabinet Personnel {(Prime Minister's Office) and
the MOE. The central points to be emphsized are that the
provision of staff was aygreed upon in a "binding"legal bi-
lateral document between two independent nations and that the
IMRC cannot succeed in meeting its mandate or the Project's
objectives without a full complement of staff.

If this effort by AID/L (which should solicit assistance
from the IMRC, MOE and any clients willing to help) is not
successful within this fiscal year it is recommended that
USAID withdraw most, if not all, of its support for the
Phase II Project, both financial and in advisory personnel.
It is hoped that this measure will not be required, but it
is felt that USAID should be willing to take these steps if
the GOL is not willing to meet its committments and thus

demonstrates little interest in the IMRC and the Phase II
Project.

It is recommended that the IMRC advisory staff assist
AID/L by also pursuing compliance of the GOL and by locating

candidates for vacant positions and presenting them to the
GOL.
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In terms of the technical assistance/advisory staff pro-
vided to the IMRC through Phase II by USAID, the following
recommendation is contingent on GOL compliance with staffing
requirements. If the full staff complement needed by the
IMRC is achieved, then it is recommended that USAID con-
sider a continuation of expatriate technical/advisory assist-
ance beyond the Phase II period. At present Phase IIL
should terminate at the end of 1983. Yet assistance, es-
pecially in audio-visual materials design, overall materials
design and development and IMRC management will probably
still be required. If funds under Phase II are not available,
additional grant funds should be requested.

The Phase II technical assistance/advisory staff have
done a fine job in creating an environment for IMRC growth
and development. The managerial and technical inputs, as
well as materials design, have been fundamental to the
progress made so far. Yet the true rolesof these people are
not reflected in any organization chart or document. Up to
this point, the lack of role definition has not been sig-
nificant, as most work decisions have been made by them or
through a group consensus process. This rather cpen and
loose mode of operation has been suitakle and farily suc-
cessful to date, but has not received any major chsllenge.
It is recommended that such a system of ccnsensual decision-
making, which includes technical assistance experts who
are not Lesothan, be formalized in some fashion. The
method by which this might be achieved should be decided
by the IMRC staff (including advisors). The technical as-
sistance/advisory staff have filled significant positions
of responsibility and authority and this should continue
and be made more formal in structure.

Training of Personnel - IMRC and Others

1. Participant training has not resulted in a manpower in-
crease for IMRC. As Appendix B indicates, returning long-
term trainees have tended to be committed to NTTC. Given
the short period of time remaining to IMRC as an externally
funded project and the importance of having in place a £fully
prepared cadre of Basotho personnel, attention must be given
to training for the rcles now plaved by eaxpatriates.

Recommendations

To the extent that degree programs are necessary, partici-
pants to be trained through USAID assistance should be in
training by January, 1983 at the latest. Participants chosen
should be sent for preparation in instructional design and
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audio - visual instruction. Third country training should
be explored for short-term participant training in specif-
ic skill areas needed in IMRC. Where possible, in-country
training should be used and IMRC and USAID should pursue
efforts to strentthen the capability of existing institu-
tions in Lesotho.

2. In-house training has been underway for some time and
the evidence is that it has been effective. Machine oper-
ators are seen as skilled and growing in skill, technical
personnel appear interested in their specific tasks and
have adopted attitudes of helpfulness to clients. The
arrival of the new staff graphic arts advisor and the soon-
to-arrive advisors in editing and audio-visual aids creates
btoth needs for in-house training and the capacity to do
more of it.

Recommendation

Contingent upon the presence of a full compliment of
staff, IMRC should continue in-house training at increasing
levels of sophistication. The training program should be
formalized and put in writing for reprlicability.

3. Training of Personnel for cther MOL agencies should be
undertaken in those cases in which primary IMRC interests
are at stake. The ultimate success cf IMRC is in large part
dependent upon the degree to which it influences others
whose roles are in the curriculum and instructional

areas. Influence should be applied to improve both its
product and the effectiveness of its use in instructional
settings. A simple illustration might be the following:

if a map is placed too high on the wall to avoid touching by
children or is not appropriate to the experience level of the
children it matters very little how well done the IMRC
product is.

[ USRI

Recommendations

To the extent possible, IMRC should design, organize and
conduct a series of workshops for persons in the following
organizations or groups. The order of the list suggests
probable priorities for training attention: content curric-
ulum committee members in NCDC, NTTC professors, NTTC in-
erns engaged in field trials of materials, school managers,
headmasters, supervisors and inspectors. Some examples of
workshops that might be held, with different emphasis for
different audiences, are: conducting field trials, curric-
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ulum content, uses of the IMRC facilities and staff, de-*
signing instructional materials, use of audio-visual equip-
ment, helping teachers improve instruction, etc.

D. Finance- Budgeting and Financial Management

The IMRC has been funded through USAID and GOL support.
USAID has provided funding for training, commodities purchase
and technical assistance/advice. GOL support, through the NTTC,
has funded local staff salaries and operating expenses. USAID
financial support has been adequate in most instances and has
been provided on a timely basis. GOL financial support has not
been adequate and has caused numerous operational difficulties.

The GOL has never provided a budget to the IMRC for its
operation. A full staff complement has not been funded, nor
have funds for needed eguipment and vehicle maintenance, re-
pairs, and operations (POL, spares, supplies). There are in-
dications that the relocation of the IMRC within the Inspector-
ate will mean that some changes take place. A budgst will be
used by the IMRC, the financial records will be maintained by
them and an income and expense account for GOL work done by
the IMRC will be a part of that record. Expenses for material
used and other inputs can be charged against income. This in-
come 1s from budgetary transfers of various GOL bodies' print-
ing and stationary expenses.

As discussed under Section V B (IMRC Staffing) the GOL has
not funded all the staff positions required for omperations at
the IMRC. They have not provided a budget, although a lump sum
for the entire Inspectorate is provided. This lump sum is a
20% reduction of the submittal made by the MOE. WNo explanation
or breakdown has been provided.

To assist with the clarification of the IMRC's financial

position, its budget and operation, the following recommendations
are made.

Recommendations

It is recommended that USAID, from Phase II Project funds,
provide roughly $30,000 per annum to a discretionary fund
for miscellaneous IMRC operations. These funds, which
would be available upon the signature of the Sr. Project
Advisor and AID/L Project Officer, could be used for the pur-
chase of vehicle and equipment spares, payment for repairs,
private vehicle useage allowances and other worthwhile op-
erational expenses. This would eliminate delays and shut-
downs due to inadequate budgeting by the MOE and/or the non-
availability of funds from the GOL.

w
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It is recommended that the MOE formalize the budget
as a document of the IMRC and that the submittals reflect
actual income and costs as closely as possible. Essential
to this effect will be the creation of a revenue and
expense account, allowing production to increase with
demand as required. The MOE should insist that the MOF
provide the IMRC with a gqualified accountant (or allow
the IMRC to hire its own accountant) who can maintain the
books as well as design the accounting system for the
institution. The financial management of the IMRC is very
important and without proper staffing and a financial
control system, the IMRC may well face major problems in
the near term.

It is recommended that USAID consider utilizing Phase II
funds for the support of training seminars (using IMRC
staff), for technical assistance beyond Phase II if it
appears warranted and to purchase additional equipment (as
mentioned in Section V F and Section VI D) if full perman-
ent staff strengthis reached. These are suggested uses.
The basic point is that the funding provided in the future
by USAID should not be bound by the budgetary items shown
in the rather dated Project Paper.

IMRC Production and Services
The major issues were raised in Section IV C and will not be

repeated in any detail.

Recommendations

The printing operation has suffered because of a lack of
material at times, shortages of staff, financial shortages
and outside prioritizing of the printing jobs. Some of these
problems may be eliminated with the relocaticn of the IMRC
and the independence that should be fostered by that move.
The IMRC (it is recommended) should establish a formal policy
on the selection process for work to be done and shculd de-
termine a system of priorities for performance. If AID/L
allows a discretionary fund account to be established, funds
can be used to purchase materials if needed in an emergency

and to pay for repairs in such cases where COL fando are not
available.

It is recommended that AID/L consider {during the current
fiscal year) the purchase of additional printing and silk-
screening equipment, if the demand for services continues to
grow, if the IMRC staffing level is increased ufficiently to
allow full operation of any additional equlpmert and if current
production equipment wears out and is beyond its econcmic life.
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Some questions have been raised about the relevance
of the audio-visual material production capability now
being developed in the IMRC. Nationwide distribution
of such items as films, video tapes, slides and sound
recordings is beyond the capability of the GOL at this
time. Yet the very real value of audio-visual productive
capacity can be found in the area of teacher and staff
training (staff of IMRC and other institutions). There
have already been a great number of requests for audio-
visual services from many different Ministries.

In light of the great demand and a potentially wvaluable
training capability, the following recommendztions are
made. The IMRC should establish a clear system cf pri-
ority access to services in the audio-visual categories.
Preference shculd be given to MOE curriculum efforts and
priority should be given to training programs whiclh best
utilize IMRC creative services and technical expertise.
The IMRC should assist the field research and testing
effort (Secticn V G), through training films and tapes
used for training teachers, interns and others in field
testing and research data collection.

Commodities: Acquisitons and Uses
The procurement of commodities and their delivery has

proceeded very poorly. Slow and uncaring responses to prob-
lems have increased the difficulties that the shortage of
needed inputs has caused. The lack of consistent follow-up
by AID/W and the selection of a poor purchasing agent have
weakened the IMRC. Orders placed in May 1981 will probably
not be delivered in Maseru before August, 1982.

Recommendations

It is recommended that AID/L and the supply manage-
ment officer located in Zimbabwe deal directly with the
purchasing agent selected (some other than the one usad)
and that AID/W rot be relied upon, at least at the present
time. Active monitoring of progress by both AID/L and
the IMRC is considered essential.

Whenever possible it is recommended that purchases be
made locally to save both time and funds. Such purchases
should be made by the concerned institution (in this case
the IMRC through the advisors) when it is possible.

It is Fecommended that AID/L cecnsider the ourchase of
the additional production equipment shown in Section VI D,
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when it appears warranted by demand and the needed staff
are available. Additionally it is recommended that the
purchases include normally required spare parts for this
same equipment.

G. Instructional Materials Testing and Research

The expectation that the IMRC would "develop and field
test" materials is apparent in all documents representative
of Project and USAID viewpoints. GOL documents are not so
clear or explicit. They usually state the IMRC role as being
one of develorping materials for testing in schools. Inform-
ants in offices and agencies of the GOL and other expatriate
groups do not recognize a research role for IMRC (unless one
considers the use of IMRC materials by instructors at NTTC
and by interns in the schools as constituting field research).

The desire to learn from the Project and from experience
with its products in the field is understandable and import-
ant. Yet such a desire is faced with a dilemma which has
several characteristics. Among them are:

...At the NTTC the improvement of instruction and the

development of instructional materials is not institu-

tionalized or formalized, but is dependent upon the
initiative of individuals. Both heavy teaching loads

and the lack of incentive for improvement keep individual

initiative to a minimum. There is an apparent lack of

a research-oriented atmosphere.

...Instructional materials of any kind are sc scarce in
schecols that their mere presence creates excitement

among teachers and students. The real gquality of an item
and the impact of its content on learning are very diffi-
cult to measure.

...The NTTC interns are not truly interns in the usually
recognized sense. Except in rare instances they are full-
time replacement teachers. Furthermore, they have minimal
formal preparation and no organized way of observing the

impact of the materials they take with them for use in
the schools.

...Field testing of materials is usually related to spe-
cific materials and items within a reasonably well under-
stood instructional environment. It is unlikely that the
circumstances in schools in Lesotho lend themselves to
study of the impact of specific materials. One would ex-
pect materials to complement syllabi. Yet the current
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syllabi have not been completed, the curriculum committee
has not designed a uniform structure or format for the
syllabi presentation and all potential assistance has not
been called upon. A minimally prepared teacher may have
to deal with all syllabi for a standard and may teach
multiple standards. The teacher must cope with a wide
range of philosophies as well as content specifics and
with the use of disparate materials. Field testing, if
one were to learn much about the impact of a particular
item, would need to deal with a very complex set of fac-
tors.

...A set of syllabi tends to account for all the time
available for a school day - school year. Certain condi-
tions (transient nature of attendance of boys, physical
conditions of schools, rote learning techniques, admin-
istrative inefficiences) limit effective learning time
(in a 6-hour school day) to 2 or 3 hours per day. If
materials are specifically developed to support syllabi
the chances are they will be related to content which is
never offered because of time constraints.

At the present time there are no plans tc employ a research-
er at the IMRC, but it is acknowledged that there is a need
for greater design and editorial capability. The change in
the relationship with the MOE and the gradual emergence of the
IMRC from its low profile. technical-service posture will in-
crease the design and development work load. While ncne of
this suggests that field-testing and research should he aband-
oned it does indicate that the IMRC should not be the primary
locus of a testing effort and that a "researcher" post should
not be required at the IMRC itself. The IMRC materials should
be tested and researched, but under a separate structure,

Recommendations .

The IMRC should design a development effort for the
establishment of a research/field testing unit under the
administrative direction of the Director of Curriculum,
MOE. A research group should be created which is repre-
sentative of key curriculum development units: IMRC, NCDC,
and the Textbook Supply Prcject. Additional representa-
tion of NTTC, IEMS, and LDTC cculd provide access ko the
networks essential to national coverage. The MCE Planning
Cffice should also be represented to assure that the
Resecarch Group continues to be informed about planned
future events and programs. The Research Group should
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then consider the performance of the following activi- +
ties:

...The Group should recommend that a research adminis-
trator he employed to serve the research/field testing
plans and activities of the Group. Additonal staff
will be required for data recording and secretarial
services.

. » «The Research Group should conduct a survey of data
storage and retrieval capability available for research
use.

...The Group should conduct a survey of persons whose
training and interest are associated with research de-
sign, field test technigues, and data analysis. If avail-
able, these people should be utilized to carry cut the
design and implementation efforts as members of the perm-
anent unit in a professional capacity.

...The Group should select materials for field testing.
It is recommended that selected syllabi be tested as the
first exercise, that the subjects of field tests be
teachers, and that emphasis be upon the teachers' under-
standing of the syllabi, their acceptance of the syllabi
as a guide to teaching, and then upon their ability to
manage the content.

...A consultant{s) should be identified and contracted
to serve the Research Group over a long period of time--
a minimum of one month per year for 3 -5 years. In the
beginning IMRC consultant monies might be used anrd,
later, USAID/L could include research support in its
plans for education sector support. The Group and its
consultant (s) should design a series of field projects.
The field projects should be characterized by their (a)
simplicity, (b) focus upon specific questions, (c) use
of large numbers of teachers, interns, supervisors, and
volunteers who have received very specific programmed
instruction in carrying out simple but coordinated field
study tasks.

...IMRC materials, particularly those developed in support

of the Textbook Supply Project, should provide the primary
items for nationwide analysis.
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APPENDIX B

TRAINING SCHEDULE

PROPOSED TRAINING

M. Educatien (U, Mass.)

M. Education (U. Mass)

M.S. Education (S. ILL. U)

M.Education Media 12-18mths
B.A. Production Mgmt. 2 yrs
M.Education (Lesley College)
M. Ed. (Language Instruction)
E. Michigan University

B.S. Agric. Educ. (N. Carolina
A&T) - 2 yrs. :

M.S. Elem. Educ. (S. Illinois
U) - 18 mths.

M.Ed. or B.A. (Educ. Media)- 1-2 yrs.

M.A or B.A (Educ. Broadcasting) -
1-2 yrs

M. Ed or B.A. Design ) - 12-18 mths.

Publications Editing course - 6-12 mths.

TIME SCHEDULE

Done

Done

Done

1982-19837
1982-19837

Done

Done

Now attending

Done

19827

19827

17827

19827




TRAINING SCHEDULE (Cont)

NAME _ POSITION PROPOSED TRAINING TIME SCHEDULE
M. Phakisi Artist Graphic Arts - 1 yr. 19827
1. Bulane Artist Graphic Arts - 6 mths 19827
Vacant Artist Graphic Arts - 6 mths 1983
R. Molise A.V. Assistant A.V. Production Techniques - 1983
1 mth.
Vacant A.V. Technician Equip. Repair and Maintenance- 1982
6 mths.
Vacant Workshop Technician Construction of teaching aids - 1982
1-Z mths.
Vacant Jr. Executive Officer A.V. Production Techniques - 1982
(A.V.) ‘ 1 mth.
M. Maichu Composer Operator Operator's Certificate (Photo- Done
(Printing) type setting) - 1 week
£. Ramakatane Composer Operator Operator's Certificate (Photo- Dane
(Printing) . type setting) - 1 week
T. Mabote ' Sr. Printing Assistant Machine Maintenance - 3 mths 19827
M. Tlaitlai Printing Assistant Machine Maintenance - 3 mths - 1982

Vacant Printing Assistant Machine Maintenance - 3 mths 1982



PRODUCTION STATISTICS

Appendix Co

Printing and Photocopies for NTTC- ﬁ/80-3/81

(Printing)
Department Photocopies Printing Jobs No. Sheets
Administration {(NTTC) 5,346 (6 months) 200 59,400
Agriculture Studies 1,023 " 101 49,300
Arts and Crafts 58 " 33 15,000
Commercial Studies 379 " 7 300
Elementary Technology 234 " 17 3,600
English 1,814 " 181 91,500
Health Education 42 ! 41 23,600
Home Economics 311 " 55 21,000
Inservice Program 2,416 " 84 70,000
Internship Program 2,530 ! 169 71,400
Library 979 " 40 10,400
Mathematics 3,249 " 205 132,900
Music 235 " 47 21,500
Physical Educatien - - -
Professional Studies 2,223 " 183 108,000
Religious Education 276 " 38 8,200
Science 2,425 " 135 41,700
Sesotho 460 " 105 46,700
Social and Devl. Studies 583 " 54 22,100
IMRC 848 " 19 9,200
Others 65 " 10 10,300
Total 25,496 - " 1,724 816,700
Average per month 4,250 143 68,100

Averagc printing job was 476 sheets.



Printing and Photocopies for NTTC 4/81-1/82

Department Photocopies Printing Jobs Printing Sheets
Administration 10,243 - 151 37,800
Agriculture Studies 983 64 37,700
Arts and Crafts 144 11 12,300
Commercial Studies 511 3 200
Elementary Technology 37 - -
English 5,745 S5 40,400
Health Education 36 9 5,400
Home Economics 1,157 31 1,600
Inservice 3,099 43 45,600
Internship 1,748 65 206,800
Library 970 17 6,700
Mathematics 2,892 101 76,800
Music 899 26 9,400
Physical Educatfon %0 - -
Professional Studies 3,725 120 52,300
Religious Education 1,002 35 26,800
Science 4,132 157 57,200
Sesotho 1,294 65 27,200
Social & Development Studies 791 56 16,100
IMRC 955 7 23,900
Others 528 8 14,500
Total (10 montls) 40,981 1,065 698,700
Annualized Totals (12/10) 49,176 1,272 838,400
Monthly Average 4,098 106 69,900

Average printing job was. 656 sheets



OTHER PRODUCTION

Examinations (for NTTC) 11/80 - 12/81

Average Pages Average Copies Total Exams
9 120 ' 172

Printing (non-NTTC)  1/80 - 3/82
Institution Printing Jobs
UNICEF 4
National University of Lesotho 17
National Curriculum Development Committee 17
Ministry of Education (Administration) 10
Ministry of Agriculture 3
Lesotho Distance Teaching Centre 1
USAID 1
IBRD (Training for Self Reliance Project) 3
UNESCO 2
WHO 1
Ministry of Education (Inspectorate) 1
National Association of Lesotho Teachers 1
Lesotholi Technical Institute 1
Danish Volunteer Service 1
Inservice (NTTC) 3]

94
Charts (MOE) 1980 - 1981 2,000 (approx.)
Science 2,000
Math 2,000
Maps 2,000
General 2,000



Type Description

Audio High Speed Cassette Duplicator
Audio Cassette Recorder

Bind Stitching Machine Hohner Economy
Bind Collator Ordinella

Bind Perfect Binder Bindo-0-Mat 200
Bind  Paper Cutter Ideal 521/2 18 INCH
Bind Paper Jogging Table

Comp  Qume, Sprint 5/55 Printer
Comp Stabilization Processor
Comp  Comp/Set 5404 Terminal

Comp  Selectric Composer

Comp Comp/set 560 Phototypesetter

Office Electronic Desk Calculator
Office Water Cooler

Office IBM Selectric Typewriter
OFfice Correcting Selectric Typ. IBM
Office Electric Typewriter - Olivetti

Cffice Correcting Selectric Typ. IBM

Photo Process Camera Vert. Eskofot 5000
Photo Processor PMT ESK 531
Photo Dry Mount Press

Print Offset Press AB Dick 367A
Print Offset Press AB Dick 367A
Print Offset Duplicator AB Dick 310
Print Matermaker AB Dick 675M + 167

INVENTORY BY TYPE

Appendix D

Frod Photocopier UBIX-100

Cost Funding W  Vendor Date Received
2,183.04 USAID D 3M - JNB 79/
627.84 USAID D 3M - JNB 79/
7,810.68
73,362.91 USAID D Press Supply 79/
4,083.84 USAID D AM International - Bloem. 78/12/
1,094.40 USAID D Press Supply 79/
2,160.00 USAID D AM International - Bloem 78/11/
437 .84 USAID D AM International - Bloem 78/11/
11,138.99
9,825.00 USAID X AM International - USA 80/09/26
1,152.80 USAID X AM International - USA 80/09/26
13,597.80 USAID X AM International - USA 80/09/26
8,833.27 USAID D 1IBM -~ Bloem. 79/
21,444 .70 USAID X AM International - USA 80/09/26
54.853.57
162 .49 USAID S Lesotho Business Service 80/
369.47 USAID S Lesotho Business Service 80/
640.35 USAID S Lesotho Business Service 80/
800.00 USAID S Lesotho Bisness Service 80/
822.17 USAID D Olivetti Bloem 78/07/06
7,79%.48
800.00 USAID S Lesotho Business Service 80/
800.00
3,444 .48 USAID D AM International - Bloem 78/11
449,28 USAID D AM International - Bloem 79/02/13
529.92 USAID D  Recordia - JNB 79/
4. 423.68
"11,572.50 USAID D Mercedes 79/
11,572.50 USAID D DMercedes 79/
5,068.80 USAID D Mercedes 79/
3,795.84 USAID D Mercedes - 79/
32,009 64
5,239.12 USAID D AM International - Bloem 79/12/

5,239.12




Silkscreen Cleaner System 500

Type Description
Silk Washing Stand
€ilk Vacuum Frame
Zilk Drying Rack
Silk

Tools

Wall Toolbox

Appendix D (Cont)

Date
Cost Funding W  Vendor ‘Received
493 .47 USAID D Screenmore - JNB 80/
2,277.54 USAID D Screenmore - JNB 80/
759.18 USAID D Screenmore - JNB 80/
695.92 USAID D Screenmore - JNB 80/
4,226.11
147.98 USA1D D Mendelsohn Hardware Bloem 80/
147 .98

118,444

.45




APPENDIX D (Cont.)

OTHER ASSETS PURCHASED

Hand tools and power tools U.S. 8 6,425

Toyota Pickup 6,650
EQUIPMENT, FURNITURE ORDER ' EST. COST
OFFICE

FURNITURE ~ 28 desks
24 desk chairs
40 arm chairs
19 misc. chairs
12 stools
50 stacking chairs
1 conference table
13 misc. folding tables

SuUB TOTAL 3 13,765
WORK ROOM
FURNITURE - 6 trucks
2 tables
5 carts
4 workbenches
6 cabinets
3 counters
SUB TOTAL g 3,730
MISC OFFICE EQUIPMENT AND FURNTTURE 27,360
AUDIO ~ VISUAL EQUIPMENT 77,290
ISU7ZU TROOPER 4wWD 11,835
SUB TOTAL 116,485

TOTAL ORDERS U.S. g 133,980

EQUIPMENT TO BE ORDERED

CFFSET PRINTING PRESS (ES)
COLLATOR/STITCHER

TYPE COMPOSITION TERMINAL
3 KNIFE PAPER TRIMMER
PERFECT (GLUE) BINDER
MASTER (PLATLC) MAKER.
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INTRGDUCTION

The idea of establishing an Instructions] Matenials Resource Centre (IMRC) for Lesotho
was first considerad in 1875. At that time the Government of Lesotho (GOL) and the United
States Agency for International Development (USAJD) entered into discussions concerning
the possibility of starting a joint project io establish such a centre at the Nationa! Teacher
Training College (NTTC) in Maseru. After the initis] discussions 2 project feasibility study
was conducted and over the next year severzl project review papers were written.

The scope of the ¢nvisoned project was to be guite extensive and would have had
considerable impact on the educational system of Lesotho. Therefore, with dus regar: 1o the
size and the importance of the undertaking it was azcided that the IMRC Project would best
be accomplished in phases. It would begin with an 18-month pilot phase during which time the
establiishment of the IMRC would be initiated at the NTTC. Simultaneously. the Ministiv of
Educction (MOE) would develop a comprehiensive program of curriculum reform and
determine the future role of the IMRC in that program.

It was intended that a second phase of the Project would be considercd at a later date,
based on the progress made during the pilot phase and the future role determined jor the
IMRC by the Ministry of Education. In this way the concerned parties would have an 2arly
opportunity to assess the worth of the projectand alter its direction to conform to any changes
which might have matcnalised in the long-range plans of the Ministry.

After agreeing on a phased approach for the establishment of the IMRC, a pronosal for
Phase 1 was supmitted in April 1977, This proposal wes later accepted znd 5 project agreement
for Phase 1 was signed in September 1977. However, because of unavoidable delays in the
recruitment of the technical assistance team, the project did not officially get underway until
Avpril 1978 when the Senior Project Adviser arvived. In the interim per: 2, pregresswas made
towards the implementation of the project in that three Basotho educaters were identiiied for
the IMRC s1aff and sent 1o the United States for training.
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PHASE I

(The Project Description and Project Components stated below are excerpts from the IMRC
Project Agreement for Phase I).

PROJECT DESCRIPTION

The project is intended to assist in the establishment of an Instructional Materials
Resource Centre at the National Teacher Training College for the purpose of developing,
testing, and producing learning materials that reflect the socio-cultural environment of
Lesotho and that will be responsive to the particular learning needs of Basotho youth. The
primary task of the IMRC is to provide the NTTC with the capability of creating, preparing.
and testing of learning materials for use by the NTTC in the pre-service training of primary
and junior-secondary teachers. The IMRC will also develop professional personnel whose
skills may also be used for developing and producing prototype materials for other
instructional systems in the Ministry of Education and other GGL mindstries.

The establishment. on a pilot basis, of an Instructional Materials Resource Centre forms
a part of the larger curriculum reform effort in the MOE for the primary and junior-secondary
schools. This effort requires the development of a network of appropriate and effective sub-
systems which will include the following: (1) materials research, design, and development; (2)
production of materials and teaching aids: (3) distribution of materials and aids; (4) utilization
of materials and aids. (teacher training); and (5) evaluation. These sub-systems are interrclated
and interdependent with the totai MOE curriculum and instructional design effort. However,

they will be administered within the framework of the IMRC and the MOE/NTTC total
program of curricuium reform.

PROJECT COMPONENTS

(a) Technical Assistance

USAID will provide the services of two full-time curriculum and materials development
specialists for a period of eighteen months each. The two specialists wili have the expertise to
establish and operate the five Project sub-systems described above and will assist in the
establishment of necessary and appropriate linkages of the IMRC to the MOE ard to the
MOE curriculum unit. They will also provide in-service training for the IMRC staff and MOE

curriculum personnel, and will assist the MOE to identify qualified candidates for the
participant training component of the Project.

Additionally, up to four months of services of short-term consultants will be provided in
such areas as graphic arts, audio-visual skills, printing, instructional design, and evaluation.

(b) Basotho Staff

The GOL will provide counterparts for the two technical advisers to serve as Coordinator
and Assistant Coordinator of the IMRC. The GOL;MOE will also add the required positions
for clerical staff, graphic artists. il'ustrators, and other positions identified in the required
staffing pattern of the IMRC. The NTTC will make available the services of up to five lecturers

on a half-time basis to assisi the IMRC staff in the design and preparation of materials in the
IMRC.

’l
US AT will provice two-year training opporturities for six IMRC staff ard relatzd
persorni i A total of up t four man-years of short-term technical training will be provided.
This wiliinciude specific tramning in graphic ants, printing. crafts and audio-visual technology.
Also, the US. advizors widl provide in-service iraining for all IMRT personnel on a

contineous and svtleraang Fas,



(d) Equipmeny and Facilitics

The GOL wili provide the space required for the IMRC and equipment and materials, as
are available, for its operation. The Learning Centre at the NTTC is the logical place, both in
terms of physical facilities and institutionalization possitiiitics, for the IMRC to begin
opergtions.

In order to bring the equipment inventory at the NTTC to the level required for the
initiation of the IMRC activities, additional commoditizs will be purchased for the Project
with USAID funds. This will include the following types of commodities: photography,
graphic arts, television, audio-visual, printing and library, as well as a vehicle and
demonstration supplies. :

PROGRESS AND PROBLEMS - 1 April 1978 1o 31 December 1979
The Establishment of the IMRC

Significant progress was made in Phase I towards achieving the goals and cbjectives of
the Project. However, the process of establishing the IMRC as a new and vigble institution in
the evolving cducational system of Lesotho has proved tc be an arduous task reguiring
consicerable flexibiiity.

The Project was initiated by the Senior Adviseron ] April 1978. The other member of the
adviscry team for Phase 1. the Technical Adviser, arrived in July. A large part of the advisers’
time in Phase 1 was spent in laving the necessary institutional foundations for the IMRC and
establishing working reiations within the NTTC and the MOE. Early in the project. problems
of acquiring the necessary space and staff toenable the IMR.C to begin to operate caused delay
and consumed a great deal of time and effort. Eventuallv, nine months after the project
officially began. adequate space was made available in the Learning Centre building at the
NTTC and a small core of Basotho staff was provided. During the period wheaspace and staff
were being sought, the U.S. advisory staff undertook a dctailed survey cof the existing
equipment at the NTTC and began to order additienal cominodities necessary for the
functioning of the IMRC. In addition. they attempted to assess and clarify the role of the
IMRC in the light of recent changes in the MOE.

It happened thai several significant events had cccured between the time the IMRC
Project was planned and the time the Project actually began. One such event was a change in
personnel at the upper levels of the NTTC and the MOE. Unfortunately. the newly appeinted
officials had not been directiy involved with the Project planning and negotiations. As a resulit,
they were not thoroughly familiar with the proposed goals and objectives, nor with the role
that the IMRC was intended to cerform within the MOE. And, one would suspect that they
were not quite as supportive of the Project as vvould have been those persons who were directly
involved in the original planning.

However. a s«cond and more important event had taken place shortly before the Preject
began which could potentially have a serious effect on the role and scope of the IMRC. This
event was the negotiation of a new project between the GOL and the World Bank to establish
in the MOE a Nzuenal Curriculum Deveiopment Centre (NCDC). The establishment of an
NCDC brought inte question severai of the agreed objectives of the IMR C Project and caused
considerable confusion within the MOE concerning how the d2velopment of curriculum and
instructional materials would be conducted and by whom.

From the time that the INRC advisory staff learned of the pending establishment of the
NCDC they have sought 2 clurification by the MOE as to the respective roles of both
institutions. Considening the enormous task at hand in the developmernt of curriculum and

invrestionzlwotrnals for the seheals of Lesotho it was (lozr there wonld Be ne lack of work
e gy teteiel L pi. . LR : S L7 i T
for carermstitinions However 1o avoid dupiicntion of effort and unntvos,ury comnetition



among the various bodies involved, a comprehensive program for the curriculum
development process was required. Unfortunately, throughout Phase I no such program was
developed by the MOE.

Production of Materials

As soon as space and staff were made available, the IMRC bzgan to function. The first
task was to assume the responsibility for the producticn of instructional materials for the
NTTC. New production equipment was installed and staff trained in an effort to expand the
existing production capacity and increase the quality of the materials produced. The
mimeograph machines on which most of the college materials had been produced were
replaced with more efficient offset printing presses. The time consuming process of collating
and binding materials was improved with the addition of an automatic collating machine and
a power stitcher.

The different tvpes of materials that the IMRC was able to produce were atsc expanded.
A vertical process camera was purchased for the Project which enabled the enlargement and
reduction of print2d materials and graphic art, as well as giving a new capacity for maxing
_offset printing plates and transparencies. Silkscreen printing equipment was also acquired io
enable the production of large posters, charts and maps. An IBM Electronic Composer was
installed so that the IMRC could do book-quality typesetting.

As Phase I progressed the production capacity of the IMRC continued to increase asa
result of the on-the-job training of the staff, the acquisition of additional equipment. and
refinement and organization cf the production process. Therefore, the IMRC was able 1o
cooperate with the NTTC faculty to produce a wide range of materials for tiie pre-service ang
" . in-service training of teachers. These matenials included lesson notes, course outlines, subject
guides, self-instructional units, syliabi, exams, flash cards, posters, charts, maps,
photographs, video tapes, and audio tapes.

Other departments of the MCE have also come to rely on the IMRC services for the
production cof materials. Most of these matenals were reports, chars, and statistics that were
necessary 1o the functioning of the MOE. but were not instructionzal materials as such.
Assisting the MOE in the production of such maierials is useful but shouid be carefully
limited. If not, the IMRC could easily become so overburdened with adrainistrative printing
for the MOE that they would not be able to meet the mzin objective of the Project, whichisto
produce instructional materials.

Staffing

One serious problem that continued to confront the Project throughout Phase I was the
lack of staff, both professional and technical. The provision of Basotho staff was to be the
major GOL centribution to the Project, but the commitmeats called for in the Phase I Project
Agreement were never fully met. This proved to be a great handicap to the project
implementation. Not only did a shortage of staff limit the level of production in Phase I. it also
disrupted the planned out-country training program. With only a basic core of staff available
to carry out IMRC activities it was virtually impossidle to free anvone for overseas training.
This disruption of training was not only an immediate problem, bui it was one that would have
a definite effect on the future of the Project.

During Phase 1. in addition to the two full-time advisers, the Project had the services of
threc shori-term consultants. In March 1979 Mr. Robert MacMalin worked with the IMRC
and the MOE fortwo werhsas aconsultant on production. Later that vear. in June, Dr. Patsy
Lavne corducted a two-week workshop on instructiconal materials for NTTC zouhty
members Then, in Auguest Dro Mitchell served for three weeks as a consulant on
admicerretton 0 the JMRC and NTTC. Each consultant submitted a final rennrt of his

it Adjthres



exceptionally well. In addition, the catalytic effect of the cutside consultants proved to be a
valuable asset. This enabled the IMRC to gain the attention and interest of the NTTC and the
MOE so that important issues could be raised and dealt with.

Proposal For Phase I1

In spitc of the considerable problems confronted in establishing the IMRC, substantial
progress had been made by the time of the first Project Evaluation in March 1979. During this
evaluation the GOL and USA!ID officially recognized the success of Phase 1 and agreed ihata
proposal be prepared for Phase 11 of the Project. A USAID design team visited Lesotho in
May 1979 and assisted the IMRC staff and MOE officials in developing a detziled proposal
for Phase 1. The proposal was based on the progress made in Phase I, the new developments
that had taken place in the MOE, and the resulting changes in policy and planning concerning
the development of curriculum and instructional materials. After extensive discussicn and
some revision, the project preposal for Phase Il was judged satisfactory by boththe GOL arnd
USAID. The Project Agreement was signed in August 1979 for Phase II to begin in January
1980.

TRANSITION TO PHASE 11
Staffing

One outcome of the initial Phase I Evaluation and the project proposal for Phase 1l was
the acknowledgement that the present staff of the IMRC was insufficient to cope with the
increasing work load being imposed on the Project. 1t was clear that the technical staff would
have to be increased even before the beginning of Phase 11. Since the GOL was not able o
supply the staff necessary during the current budget vear, USAID agresd to make avaiiable
some other Project {funds to enable the immediate hiring of four additicnal technical staff for
the remainder of Phase 1. This was done with the agreement that these four persons would he
absorbed by the GOL at the beginning of Phase II along with the other Project staff from
Phase 1.

The first two of the new technical staif were hired in Auzust 1979 and the remaining two
the next month. Their full salaries were paid by USAID until the start of Phase 11 in January
1880 when they were to be employed by the GOL. The addition of these necw staff members
helped to relieve the pressure of work during the remainder of Phasc I and provided the
necessary continuity of staff for the beginning of Phase 1I. Also in August, the IMRC
administration presented to the NTTC and MOE a detailed list of the staffing requirements
designated in the Project Agreement for Phase I1. The request for these posts was made this

early to allow sufficient time to create the posts and include the necessary funds in the 1980-8
GOL budget.

In September, the Phase I technical assistance team was reduced to one member when the
Senior Project Adviser's contract ended and he returned to the United States. Due to this
departure the Phase I Technical Adviser was designated as Senior Project Adviser for the
transition from Phase 1 1o Phase 11, and continued as such in Phase I1. At the same time efforts
were being made towards the early recruitment of one of the additional advisers required in

Phase I1. A candidate for the position of Production Adviser was selected and negctiations
were started {or his emplovment.

Pre-consiruction Activities

Other plans were also made which were intended to speed the transition to Phase 11 by
mitiating some carly actions. One was that the preliminary arrangements for the construction
comporent of Phase o the 1MRC building and stzff houses, would be started as socn as the
Project Ayreement was signed in August 1979, According 1o the implementation plan for
consirucioen dravn-up by the USATD "Lesotho Engincer, the plans for the IMRC building
wouid b started in PRise Tand completed early in Phase 1 This would ajlow the actual



construction to begin in March/ April 1980. As it materialized. however, USAID was unable
to complete the pre~constiuction work according to the impiementation schedule. There were
delays in preparing the statement of work and, later, in the selection of the architectural firm
which was to design the building. These caused an eight month delay in the start of the
construction on the building. '

For the staff housing it was originally intended to build four houses using a standard
Ministry of Works design. By using an already availablc plan it was thought that construction
of the staff houses could begin at the very start of Phase I1. It was important that the houses be
completed as soon as possible because of the existing scarcity of housing in Maseru.

After the final draft of the Phase Il Project Paper was written, the Ministry of Works
requested that the Project not build separate houses because of the limited amount of land
available. They suggested that the construction of townhouses (semi-detached) would be a
better use of space. The Project agreed to this, although it required the drawing-up of new

~ plans which were an added expense. Also it had the ¢ffect of delaying the start of construction

by almost a year.

Training

Other more successful actions were also taken towards the end of Phase I in preparation
for Phase I1. One of these was identification and processing of four NTTC staff members as
candidates for long-term training in Phase 11. One of the participants would join the IMRC
staff in research and evaluation upon the completion of his program and the other three would
return to the NTTC to serve as resource persons for the IMRCin their respective subject areas.

Commodities

Finally, a survev was conducted to determine what additional equipment and supplies
were most urgentiv needed to begin Phase 11. The most critical of these commodities were then
ordered so as to be available early in Phase 1] to meet the planned extension arnd expansion of

IMRC operations.



PHASE 11

(The Project Description and Project Components stated below are excerpts from the IMRC
Preject Agreement for Phase II).

PROJECT DESCRIPTION

The goal and purpose of this project under the 4-year Phase I remain basically the same
as under the initial 18 month pilot phase. The project is to assist the Government of Lesotho,
Ministry of Education, in developing an improved educationzl program for both prnimary and
secondary school levels by providing instructional materials and curricula that are refevant to
the social and cultural environment of Lesotho.

More specifically. the project purpose focuses on establishinz as 2 permanent institition
within the National Teacher Training College an Instructional kMaterials Resource Centre
whicl will serve two basic functions:

I. to develop, within the NTTC faculty, instructional materials and curricula for use in
training pre-service and in-service teachers;

2. to participate with other Ministry of Education entities, notably the National
Curriculum Development Centre and its subject matter panels, in developing curricula and
instructicnal materials for use in the nation’s primary and secondarv schools. The central role
of the IMRC will be to precess the syllabi and curricula drawn up by the NCDC and its
subject panels and to develop ard field test prototype instructional materiais, These materiais
arc to be field tested by the NTTC teacher interns in actuzl school instruction during their
second year work as teachers in Lesotho's schools. The materials will also be used by teachers
in the NTTC In-service Trainingz Program and by the College Field Staff in the 35 mral
Education Resource Centers being establisned by the College, Results will be evaluated and
materials may be modified by the IMRC and;or NCDC before being introduced by the
Lesotho educational system on a countrywide basis.

PROJECT CCMPONENTS

{a) Technical Assistance

The Project will fund the services of four technical advisers: a Senjor Project Adviser, a
Production Adviser, an Instructional Design Adviser, and a Research and Evaluation
Adviser. The adviscry staff will be a critical element of the project with respect to hoth
production and training. ‘

In addition to the four full-time advisers, specialized short-term consultants will by
required from time to time throughout the project. Funds are provided for shori-term

consultants for a period of ¢izhteen man-months in areas such as audio-visual technigues,
book illustration, elementary technology. and training.

(k) Basotho Staff

The GOL will provide five qualified professional staff to serve as counterparts to the
advisory team. These will consist of the IR C Coordinator, two instructional Designers. a
Production Supervisor, and a Reszarch and Evaluation Specialist.

Also to be provided by the GOL are {ifteen technical staff for tre INMRC. These include
the fellowing positions: aix printeribinders, four artist) iust 2tors, (wo COMPOSET CRICralors,
one shop trvhrmicisn, one eudic-visual assistant, and @ secretary. Six of those positions are 10
crearnaed over from Phase Tend nineare now position.. 7z funding of (e nine new technical

5
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{c) Training

The project provides for long-term academic training in the U.S, for five participants for
about 24 months each and will emphasize Masser's level training in education and various
aspects of instructional materials deveiopment. In addition to academic training,
approximately 30 months of short-term training in the U.S. and third countries will be funded
in certain technical subject areas such as equipment repair and production skills. Extensive in-
service and on-the-job training will take place throughout the project using the services of the
technical advisory team and Basotho professional staff as instructors.

(d) Equipment and Facilities

One of the main constraints to the IMRC Phase I was a lack of adequate production
space and office facilities with which to conduct the Project’s business. Therefore, in Phase I1
the Project will finance the architectural design, construction, and construction supervision
services for a facility to house the IMRC. The establishment of permanent quarters in a
professional environment will enable the IMRC to expand its functions and realize the
operational and training objectives foreseen in Phase I1.

The GCL contribution to the construction component of the Project will take the form of
land for the consiruction of the Centre and staff housing.

With the expanded role projected for the IMRCin Phase I1, alarge amcunt of additionzl
equipment will be necessary. A considerable portion of the new IMRC building wili be
devoted to audio-visual production which requires the purchase of film, video and audio
equipment. Also, the existing equipment for composition, printing, and photography must be
supplemented to meet the increasing demand for the services of the IMRC in these areas.

PROGRESS AND PROBLEMS - ! January 1980 to 31 December 1930
Policy Developments Affecting the Project

Since the beginning cf Phase 11 several significant policy decisions have been made by the
MOE which will affect thie IMRC Project. One, of course, is the decision to make the IMRC
an independent department of the MOE. It is expected that this will have a very positive effect
on the Project. Not only will it remove some of the obstacles which have previously restricted
progress, but it will place the IMRC in a much better position to cooperate with other
departments of the MOE, such as the NTTC, NCDC, and the Inspectorate.

A second very important event in recent months was the estabiishment of the National
Curriculum Committee (NCC). This now gives the MOE a body with the potential to establish
a comprehensive policy for the development of curriculum and instructional mzterials and the
coordination of their implementation. Up to this time no such policy exists and decisions are
often made in isolation with little regard for the total situation and the eventua! goals. Once a
clear-cut policy is established by the NCC for the development of curriculum and instructional
materials, the whole process will become easier to coordinate and implement.

Staffing

Phase 11 of the Project began with the same staff that remained at the close of Phase 1.
This consisted of three professional staff, ten technical staff, and the Senior Project Adviser.
Four of the technical staff hired in Phase ] with USAID funds were to be absorbed by the GOL
at the bepining of Phase I, However, it was later discovered that funds would not be availabie
for thic until the beginning of the 1980-81 GOL budget yearin April. Because of this delay and
the dehimite need to retain the services of these four persons in the Project, USAID agreed o
extend full funding for their salaries through March 1930.

Ou the I1th of Jznuary the second member of the Phase 11 technical aesistance teem
arrived in Lesotho, This was the Production Adviser, whose carly arrival was important to the
implonentation of Phase T1 The candidate for this position had been pre-identifed and

~
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negotiations for his employment began shortly after the Project Agreement had beensigned. It
was hoped that he might join the Project even before the end of Phase I, but the employment
process took longer than was anticipated.

Recruitment of the remaining two advisers did noct actually start until Phase 11 was
underway. Therefore, the Instructional Design Adviser did not join the Project until August
1980, and the position of Research and Evaluation Adviser was still unfilled at the end of 1 980.
In general, the recruitment of advisers has proved to be a very lengthy process, and especially
50 concerning the Research and Evaluation post. A candidate was selected for the post in
August 1980, but later declined the appointment. By that time the other candidates were no
longer available so the recruitment process had to be started anew.

Staffing for the Project, which had been a problem throughout Phase I, continued as the
most serious probiem for the entire first year of Phase II. The lack of the necessary Basotho
staff greatly delaved the implementation of the Project and at times stopped forward progress
completely, In August 1979, the IMRC administration had advised the NTTC, MO, and
Cabinet Personnel of the staffinz commitments set forth in the Project Agreement. Thereafter,
unti! the end of December 1960, the Project was forced to devote a major portion of iis time
and effort to securing the staff guaranteed by the GOL. By the 15t of April 1580, the Project
was to have had !5 technical staff, but officially there were none. The staff from Phase I had
not been absorbed by the GOL as agreed, ror had anv new staff been hired, The Phase ]
technical staff were retained temporarily on a daily pay basis at a very low rate, much lower
than they had been paid during Phase }. Despite constant efforts by th2 IMRC administration
to resolve this situation, it continued through 1980. This resulted in very low moraie among

the staff, the loss of several staff members and a definite restriction of forward progressinthe
Project. .

Finally, $ morths behind schedule, the staff from Phase I were emploved bv the GOL and
some of the new posts called for in Phase 11 had been created and were being advertsed. Rut
the delay experienced in accomplishing this task caused the Project to lose time that will be
impossible to recover. One very important casualty was the short-terrn training program for

technical staff. A program of overseas technical training was not possible to undertake until
permanent staff were available to train.

Production of Maierials

Despite suffering serious staffing problems, the Project was not without significate
accomplishments during the first vear of Phase I1. The production of materials forthe NTTC
continued on a large scale and the MOE increasingly requested and received IMRC
production services. In addition to this, the IMRC began to develop some supplemeniary
materials for the primary schools.

In Phase | it was found that no offset press in Lesctho had the capacity to print sheets
large enough to be used effectively as classtoom charts. Therefore, of necessitv, the IMRC
developed a limited capacity te do silkscreen printing which enabled the production of large
classtoom chans. Early in Phase 11, additional silkscreen equipment was purchased io
increzse this capacity with the intention of producing a series of prototype charts for the
primary schools. The Project planned to develop. produce, distribute, and evaluate aset of 20
to 25 charts which could be used as supplementary teaching aids. To accompany the charts
would be a teachers’ manuzl piving suggestions for their possible use in the classroom. The
charis themseives were to be very basic in nature so as to be useful under both present and
furure svilabi

By June 19:0 the Project had developed a set of five prototype chams and 2 tcachers'
rrenczl Thrze hundred seis of the charts were produced and distribursg through the intern
supcnvisens for (riab use by the NTTCanterns, By the pnsd af the vane thena more charts hiad
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been added to the set and distributed to the interns and a number of additional charts were
under development. Feed-back for purposes of evaluaticn and revision was gathered from the
interns and the supervisors through questionnaires and personal interviews. The response to
the charts was extremely positive and requests for additional sets began to pour in from
schools. Since these were intended to be prototype materials for testing purposes, the IMRC
resisted the temptation to distribute the charts to teachers not connected with NTTC.
However, the Project did produce an additional 450 sets af eightcharts for later distribution to
teachers in the NTTC In-service program in January {981, At that time the Project will have
produced and distributed sets of charts to approximately 750 teachers, a total of about 6600
charts. It is estimated that these will reach more than half the primary schools in the country.

Considering the definite need for materials of this type in the primary schools and the
exceptionally favourable response that has been generated, the Project plans to continue with
the development of further charts. When a suitable number have been developed, tested, and
revised, they will be presented to the MOE for consideration for mass production and
distribution to all primary schools. So far the silkscreening process used by the IMRC o
produce the charts has been essentially a manual procedure, which is effective but very time
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consuming. In anucipation of the eventual mass production of these charts, the Project has
placed an order for an automated sifkscreen press that will increase the production capacity.
Of course, the future ability of the IMRC to undertake such mass production is also dependent
on having the necessary staff and the proper space in which to operate.

Facilities

The problem of production and office space for the Project is carried over from Phase |
and will continue until the new IMRC building is compieted Jater in Phase I1. However, until
that time the Project is making every effort to use the limited space available at the NTTC to
the best advantage. To that end, the Project has constructed a smail office ‘receptionareaina
relatively unused portion of the foyer of the Learning Centre adjacent to the IMRC
production room. This additional space houses the IMRC reception desk, storage cabinets.
photocopier, production f{iles and three of the production staff. It has zlso atlowed for the
reorganization of the production room to include more space for sitkscreen preduction. In
addition, the Project also had movable partitions constructed for use in the production and
office areas. Theseare intended 10 separate some of the various production functions and offe
a small degree of privacy in a very crowded office situation. While these measures are {ar from
perfect, they have contributed to a more effective use of the available space.

According to present projections, the Project will occupy the ncw IMR C building arourd
the end of October 1981. This is considerably later than was originally estimated by the
USAID engineer, due to unanticipated problems. First, there were delays in USAID's
completion of the construction preliminaries. Then. a problem was encountered concerning
the location of the building site. The architect did not complete the plans in the time expected
and the awarding of the construction contract was delayed by confusion concerning the
funding of the building. All of this will add up to at least a nine month delay in the proposed
completion of the building. This will not only slow the impiementation of Phase 11, but
because of inflation the delay will increase the cost of the building by 10 to 15 percent.

Finallv, it took longer than necessary to award the construction contract due to a shert-
fall in funding. It happened that the estimated cost of construciion which USAID agreed to
fund and the GOL accepted. was less than the subsequent construction bid accepted by the
tende: board. Later it was found that this situation occurred because the quantity suneyor's
estimate, on which USATD had bused the funding. had not included esczlation of costs ove:
the penod of construction. Since the GOL had previously agreed to absorb the costs inexcess
of the construction funds provided by USAID, it was their responsibility 1o makeup the



shortage. This was eventualiy done and the contract was awarded, but again there had beena
considerable delay.

Similar problems affected the second part of the Phase I construction component which
involved the housing for the advisory staff. While there were no problems involving the site for
the houses, a decision by the Ministry of Works (MOW) concerning the type of structure that
should be built caused an even longer dejay. Standard MCOW house plans had been proposad
for the Project houses until the MOW recommended that semi-detached townhouses be built
instead. This neccessitated a new design which delayed construction and increased costs
considerably. Then, the same problem of a shortage of funds occurred as had for the [IMRC
building. Again, this was caused for the most part by a lack of recognition that the quantity
surveyor's estimate did not take into consideration the escalation of costs over the buiiding
period. As with the IMRC building, the GOL agreed to makeup the shortage and the
construction contract was {inally awarded. However, by the time the housing construction
contract had begun it was almost a full year behind schedule.

Commodiiies

Throughout the difficulties concerning staffing and construction the IMRC adviscry
team remained optimistic with regard to the future of the project and its contribution to the
educational system of Lesctho. Efforts continued to improve the organization of the Preject
and to further increase its production capacity. In addition to the silkscreen equipment
previously mentioned, the project had purchased and put into use a phototypesetting system.
This system included two kevboard terminals, each with 2 floppy disk memory unii. 2 high-
snced hard copy printer, a photo unit with variable type styles and tvpe sizes, and a photo
processor. The addition of this equipment provides the IMRC with a capacity for top quality
typesetting superior to any which presently exists in Lesotho.

In the category of office equipment. the Project purchased a photocorpier, three eieciric
typewriters, and a calculator. A detailed survey of future equipment needs was aiso conducted.
It was intended that most of the remaining ccmmodities for Phase IT would be ordered ear!vin
1981 so that they would arrive by the time the new building is ready to be occupied. The
majority of these commodities will be purchased in the United States, so ample lead time must
be allowed for ordering and shipping.

Much of the equipment to be ordered was for the audio-visual section of the Proiect. To
assist the IMRC in determining the facilities and equipment needed in this area. the Project
secured the services of a consuitant. This audio-visual specialist was requested to assess the
potential use of audio-visual instructional materials in Lesotho and the roie that the IMRC
could perform in producing such materials. He also conducted on-the-job training for the
IMRC staff and directed the preduction of some initial prototype audio-visual materials.
Finally, on the basis of ihe future role envisioned for the IMRC in the production of audio-
visual instructional materials, the consultant recommended the equipment necessary to
accomplish that role.

Other commoedity purchases for the future included furniture for the new building. 100ls
and machinery for a small wood and metz] shop, ard zdditional printing equipment to
supplement and replace existing equipment. The purchase of a four-wheel drive vehicle is also
required. The increase in matenials production activity wiil be accompanied by a greater need
for iIMRC staff to visit schools to distribute and, or evajuate the use of those materials. The
Project aheidy has one vehicle, bought carlyin Phasz | Controversy surrounding its use hes
been present frem the beginning. mestly due 1o a lack of clear, written guidelines aprecd to by
beth poverpments. Theielore, before o second vehicle is purchased. it is strongly
recommended that acomprehensive policy beestabiishead by the GOL and USAID voncerning
the contral, v, and maintenance of the B elect vl
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Training

Another area in which progress occurred was the long-term participant training prograni.
Four NTTC facuity were identified as candidates for overseas training in Phase I, but the
necessary arrangements for their programs and university acceptance extended into Phase I1.
Thus, during 1980 each of these four candidates left for study in the United States. Upon their
return to Lesotho, one will join the [IMRC staff and the remaining three will return to the
NTTC faculty. But these three will assist the Project in the preparation of instructional
materials in their particular subject areas on part-time basis.

In the area of technical training, especially short-term overseas training, progress was
limited because of the shortage of staff. However, on-the-job training did continue and two
staff members underwent a training course on the newly acquired phototypesetting equipment
which was offered by the company that installed the equipment. Also several staff members
attended workshops given at the Lesotho Distance Teaching Centre in ‘photography and
radio.

PROGRESS AND PROBLEMS - I January 1981 to 31 December 1981
Policy Developments Affecting the Project

In March 1981 the Ministry of Educationand USAID/ L held a brief review of the IMRC
Project to assess the progress and discuss the problems which had been encountered in the first
vear of Phase II. During this review it was agreed that the Prcject had made significant
progress in spite of continuing problems with lack of staff and inadequate working space. The
MOE expressed its confidence in the Project and reaffirmed its decision to make the IMRCa
separate department at the beginning of the GOL 1982-83 financial year.

An Ad Hoc Comnittee on the IMRC was formed as a consequernce of the Preject
Review. This Committee was charged with the responsibility of considering steps necessary
for further implementation of the Project and recommending to the Permanent Secretary
action required. It was intended that the recommendations would form the busis for a Project
Amendment which would re-direct the course of the Project toreflect changes that have take:
place since the beginning of Phase 1.

The main point of the Committec’s report are as follows:

(a) Staffing

1. It was reported that all the posts called for in the Phase II Project Agreement
had now been created and funded. but ot all had been filled. Later this was found
to be inaccurate. In fact. of the twenty posts called for in the Project Agreement,
only nineteen had been created and only thirteen of those werz funded. At the time
of the Committee’s report the Project had a total of eight vacant positicns.

2. The existing vacancies were adversely affecting the implementation of the
project so the MOE should make every effort to fill these positions as soon as
possible.

3. It is expected that the IMRC will move to its new building in
Cctober, November of 1981. At that time, in order to operzte the new facility,
additional posts will have to be created.

(b) Budget and Financing

I. Toenablz: IMRC to functioneffectively asan independent department of the
MOE. a separate budget and financial framework must be astabiished.
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2 The new financial structure should be effective from the time the IMRC
moves (o its new butlding in October/ November 1981,

(¢) Future Role of the IMRC

1. The basic role of the IMRC will be to continue to assist the MOE in the
development, production, testing, and evaluaticn of instructional materials.

2. Presently, the IMRC printing and binding equipment restricis its printing
capacity to limited quantities of both prototype instructional matenals and other
essential non-instructional materials. A desirable step towards the development of
the IMRC would be to increase its printing and binding capacity through the
purchase of additional equipment. The new IMRC facility oflers ample space for
the additional equipment necessary to increase the printing capacity to a level where
limited mass production would be possible,

3. There has been an increased demand for IMRC services in the development
and production of audio-visual instructional materials and it is expected that this
demand will continue to grow.

4. Realities of the current situation indicate that the overall role of the IMRCin
the testing and evaluation of materials will be minimal.

(d) Technical Assistance

1. In Phase 1l four advisers were designated. They were: Senior Adviser,
Production Adviser, Instructional Design Adviser, and Research and Evaluation
Adviser. The first three are presently with the Project, but 2 Resesarch and
Evaluation Adviser hzs not yet been recruited.

2. Due to changing circumstances and requirements in the Project and the
MOE. the committee recommended that the Research and Evaluation Adviser not
be recruited and that the position be changed to that of an Audio-Visual Adviser.

In May the Ad Hoc Committee met with the Permanent Secretary to submit and discuss
their report. As a result, action was initiated to fill the remaining IMRC posts and provide a
financial structure under which the iIMRC could operate when it separated from the NT1C.
However, despite continued efforts by the IMRC Staff and many mestings with the personnel
and financial depariments of the MOE, little progress was made. By the end of 1921 neither of
these very serious problems had been resoived.

The MOE announced in October that the IMRC and the NCDC would be headed by a
single Director and Mr. M.C. Rakubutu, the IMRC Coordinator, was appointed to the
position. The new Director took immediate action to coordinate the work of the IMRC and
the NCDC. Joint staff meetings of the two institutions were heid and a unified approach to
problems was discussed. Cooperation was further encouraged by joint committees and frec
movcment of staff between the IMRC and the NCDC. In only a few months. these and other
efforts had effectively broken down the barriers that separated the IMRCand the NCDCand
previousiy hindered the work cf both. This is 2 very significant advance in the development of
curriculum and instructional matcerials for Lesctho. and one that has been long overdue.

Plaraing for the Textbook Project of the 2rd World Bank Loan was carried out by the
MOE snd the World Bunk during 1931, The IMRC assisted in the planning and will play an
impartant role in the Progect, which will provide instructionai materials for the Frimury
Schocels tn Sesothe, Enzhsh and Mathematics for a five-year periad beginninz in 1983, [iis



intended that the IMRC will produce soine of the class materiais (teacher's guides, work cards,
charts, ctc.) for the Textbook Project and possibly some prototvpe textbooks for trial and
testing. This of course, will meana large increase in the presznt IMRC production load, which
will necessitate the purchase of some additional production equipment.

As part of the World Bank Project the MOE will establish a Book Supply Unit to contract
with publishers and printers for matenals, to store and distribute the matenials, and to collect
book fees from the schools. The IMRC will serve as a consuliing body to the Book Supply
Unit and assist it when possible. '

Lastly, towards the end of 1981, the Ministry of Education at the urging of the Cabinet
Personnel Department, was considering the consolidation of all printing services in the
various departments of the Ministry. It was suggested that these services could be consoiidated
at the IMRC. The IMRC staffisconcerned by this suggestion at this time. The IMRCissiillin
its formative stage and has many problems yet to be resolved — staffing and finances to
mention two important ones. But, even after these are solved and the new buildingis occupied,
it will take considerable time tc establish and organize the IMRC production orocesses. To
suddenly be burdened with what could be as much as a tnipling of the present production load
would almost certainly spell disaster.

Then, too, the intended purpose of the IMRC Project must be considered. This purpose
was to develop and produce instructional materials. If all the printing services in the MOE
were to be consolidated at the IMRC, a very large part of the resources required would be for
non-instructional materials. This could not help but subvert and delay the growth of the
IMRC's intended capacity to develop and produce badly need=d instructional matzrials. For
these rcasons the MOE should consider a decision of this magnitude very carefully.

It is understandable that for financial reasons the Ministrv would like to eliminate
unecessary duplication of equiprnent and staff, but it is questionable that a consolidation of
facilities and staff would result inany real savings. It might produce betrer management, butit
could also result in longer production queues and slower service to clients. In any case. before
any change is undertaken in production facilities and procedures of the MOE an extensive
study of the existing facilities and the present and future production requirements shouid be
conducted. '

Staffing

A critical shortage of staff continued to plague the Project throughout 1981, The IMRC
diligently pursued the staffing situation with the Ministry of Education and some progress was
forthcoming. Nineteen of the twenty posts called for in the Project Agreement were finally
established, but then only thirteen were funded. By the end of the year only eleven of these
posts were filled. Thus, two vears into Phase il the Project was attempting to operate with
approximately half the required staff. The failure of the MOE to meet its staffing commitment
to the Project is cause for considerable concern and is responsible for many delays in the
Project Implementation Schedule.

GOL employment procedures continue to delay efforts to fill posts, even after they have
been created. funded. and qualified people identificd. For example, for tae post of Senior
Printing Assistant, the IMRC put forth a very well qualified candidate. He was mature,
responsible and had extensive offset printing experience. He had beenemploved by IMRCon
a trial basis and during this period proved to be exceptional in his work. He took coraplete
charge of the IMRC printing room, trained other staff. maintained eauipment and improved
the quality and quantity of the printing outpul. He was everything the Project had hoped forin
the postef Sentor Printng Assistant, so when the post was finally created and funded hisname
was eageriy put forth fer permancent employment.
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Ine pmstry of Education Personnel Officer insisted that three candidates be submitied
for the post, so the names of two other persons from the original st of apphcants were added.
Neither of these candidatass was qualified for the job in that they had no experience with offset
printing and. in fact, very little experience with printing at ail and this was noted when the |
names were forwarded. The person the IMRC wanted was ranked first on the list submitted.

The credentials of the three candidates were sent through the Cabinet Personnel Office to
the Public Service Commission. The candidates were interviewed but qualifications,
experience and the preference indicated by the IMRC were apparently disregarded and one of
the two unqualified persons was employed. Upon his arrival at the IMRC the new ‘Senior
Printing Assistant’ could not operate an oifset printing press and couid therefore not perform
the supervisory, training and maintenance duties the post requires.

The IMRC has worked for months to rectify this mistake. The person who was employed
was put to work with office duties and proved to be quite competent in that area. The Project
would have liked to have employed him as an administrative assistant or a storekeeeper, but
there was no equivalent post available. Eventually, he was transferred to another department
of the MOE in order to re-open the Senior Printing Assistant nost. Fortunately for the
Project, the preferred candidate for the post agreed to remain on the jobona temporary basis
with the hope that he would eventually be hired. His patiencez and dedicaticn to the Projectare
highly commendable since his temporary pay is much lower than what he should be receiving
for the respensibilities and duties he 1s performing. It is hoped that he wili be permanently
emploved early in 1982. Thisis but oneexample of the difficulties that the Project continues to
face with regard to staffing.

The implementation schedule for the Project has becn serionsly affected by the shortage
of staff. Daily operations have been hindered and the Project’s overseas technical tramning
program has r.ot been able to start. Thus, staffing problems are causing beth short and long
term difficultics for the IMRC. These must be solved immediately if the Project is tc be fuliy
successful.

Throughout 1981 there were three advisers to the Project. They were a Senior Preject
Adviser. Production Adviser and Instructional Design Adviser. In thz Phase I1 Project Paper
a Research and Evaluation Adviser was also indicated but had nct yet been recruited.
Developments in the Project and in the Ministry of Education have caused a re-cvaluation of
the advisory positions. After considering the recommendations of the Ad Hoc Cormmittee on
the IMRC and extensive discussions among the MOE, USAID and the Project Staff, it was
decided to change the number and types of advisers for the remainder of the Project. In
addition to the three advisers presently with the Project, three more would be addzd. Thevare
a second Instructional Design Acdviser, an Audio-Visual Adviser and a Graphic Art Adviser.
Recruitment for these posts will take place in 1982.

In June of 1981 Mr. Robert Bergquist compleied a ten-month assignmen: as an Audis-
Visual Consultant tc the IMRC. During this period he made significant contributions to the
Project in training staff. producing prototype materials. assessing needs and recommending
equipment. His presence at the IMRC clearly indicated the need for a long-term Audio-Visual
Adviser for the Project.

In October the IMRC Coordinator Mr. M.C. Rakubutu was appointed Director of the
IMRC NCDC. This appointment was made to encourage ccoperation between the two
tnstitutions in order to facilitate the development of curricuhim and the production of
instiuctional materials. At the same time Mr. J. Mahooana was named Acting Coordinator of
the IMRT. Mr. Mahooana had joined the IMRC in June after completing a Master's Degree
in the United States.



Froduction of Materials

Throughout i93{ the IMRC continued to increase its production of materials. A wider
circle of clients was served and the range of the materials produced was broacdened. The main
client, however, remained the NTTC. The print production for the College included class
handouts, tests. self-instructional materials, workbooks. textbooks, charts and a multitude of
administrative memos and documents. With the assistance of the Avdio-Visual Consultant
and with very limited equipment, the IMRC also produced two films, several video tapes,
audio tapes, slides and photographs.

Other departments of the Ministry of Education also increased their requests for
assistance from the IMRC in the production of a variety of materials. Many of these were non-
instructional materials. but when they were essential to the functioning of the MOE, the
IMRC made every effort to assist. Numerous charts and reports were produced for the
Administration for important meetings and conferences. The primary school exam resuits
were printed for the Inspectorate. In cooperation with Education Planning, the IMRC
produced a Primary School Inventory and Directory which lists the location of scheols,
number of classrooms and teachers, enrollment, etc. Thisisa very important dccument for the
MOE and it wiil need to be continually updated as the statisticschange. The IMRCwasabieto
put this informaticn on the permanent memory discs of its photoiypesetting equipment so it
can be easily updated.

During the past vear, the Project gradually became more involved with production of
materials for the NCDC. After a long period, a number of primary school syilabi were
approved and ready for production. The IMRC was asked to do the lavout, design, copy
editing. tvpesetting. and, in some cases the printing, if the quantities were within the
capabilities of its present equipment. Syllabi for Sesotho, English, Mathematics, and Social
Studies were produced. The IMRC also assisted the NCDC Testing and Evaluation
Department in designing and producing a set of forms to be used in the evalvation of a new
series of English textbooks.

The IMRC continued its development and production of protoiype wall charts for the
primary schools. Seven new charts were developed and produced, brineing the tctal number
to fifieen. Sets of the first ten charts and teachers guides have beea distributed to
approximately seven hundied fifty intern and in-service teachers. Thus. a total of seven
thousand five hundred charts have now reached the schools cn 2 trial basis. The IMRC will
continue the development of wall charts and other class materials and this task is expected to
increase when its role in the World Bank Textbook Project begins.

Another instructional material for the schools, in which the IMRC plaved a different
production role, was the Social and Development Studies Textbook (Unit 3. The IMRC was
requested to act as production consultant to the Social and Development Studies Panel in
arranging for a revision and reprint of the texi at Mazenod. The IMRC Production Staff

conferred with the printers on specifications, layout, design, and artwork. The IMRC Ant
Staff provided revised artwork.

Requests for service and assistance in the production of materials not only came from the
Ministry of Education, but from other Ministries and some non-GQOL bodies, such as
USAID’L and UNESCO. For example, USAID/L requested and reczived help from the
IMRC in the production of several reports and a Projsct Paper. UNESCO had the IMRC
produce a manual for the intern supervisors course at NUL,

Th ;
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requests from other Ministries were often for assistance in producing audio-visual
matenials. While most Ministries have some sort of printing facilities or have access 1o the
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Government Printer. none have the facilities to produce audio-visuai materials such as over-
head transpariencies, vidco-tapes Or even siides and photographs. Thgrgfore. assistance was
sought from the IMRC. Inquiries and requests were made bx the Ministry q( Agrxc.:u.ltur?, .
Ministry of Hcalth, Ministry of Information and Broadcasting and the Prime Minister’s
Office. to mention a few. Some of these requests were able to be met, but due to a lack of
facilities and proper A-V equipment most were told tocome back after the Project had moved
to its new building and had received the equipment that was on order.

The production capacity of the IMR C has increased steadily since the beginning gf_Phasc
I1. not only in terms of quantity but aiso in quality. However, due to the present conditions of
lack of space, shortage of staff, and limitations of the equipment, this capacity seems Lo be now
at a maximum. The space problem will be solved with the move to the new building, but the
shortage of staff and upgrading of equipment are problems that remain to be solved.

Facilities

Since the beginning of the Project in 1978 the IMRC has suffcred from a lack of space.
With the expancion of the Project in Phase II, this problem has become more critical and will
remain so until the new IMRC building can be occupied. It is now apparent that the building
cannot be completed by February 1, 1982, This represents 2 year's delay in this important
element of the Project, with obvious implicaticns for setbacks and delays in meeting cther
Project objectives. The IMRC Staff has been virtually powerless to do anything atout this
situation, and has had no formal indication from cither USAID;L or the architect of a
compieteion date.

A large part of the vear's delay in the completion of the IMRC building could nave been
avoided by better planning, cooperation, and communication among those involved in the
construction process. One problem has been that the IMRC, for whom the buliding was being
built, did not always receive a response to its expressions of concern regarding construction
problems, nor was physical evidence in the building itself reassuring that the concern had not
been ignored or overlooked.

Some design features of the building seem unnecessarily complex, particularly
considerinz the level of construction capabilities of local contractors. The architect
acknowledged that the contractor’s abilities would be severely taxed by these features. but felt
this problem could be overcome through effective inspection and supervision. Part of the
architect's contract was to provide the necessary inspection and supervision. Itis not clear that
this professional and contractual obligation was met. Examples of construction difficulties
encountered by the contractor abound, as do examples of less than adequate supervision and
inspection. The IMRC advisory staff made almost daily visits to the building and often
detected ervors in progress. These were called to the attention of USAID/L and;or the
architect, but, as noted above, not always with the desired effect. Frequently the contractor

did not receive new instructions until too !ate and the work had to be torn out and re~done. in
some cases more than once.

In support of the proposition that the limitations of the contractor were not sufficiently
considered at the design stage, perhaps the roof is a good examplz. An inordinate amount of
time was needed to construct the roof, given the fact that the roof trusses were prefabricated
and breught to the building site. The placement of the trusses themselves caused trouble as did
the laying of the reefing tiles later. A simpler roof design would have saved time and money.

In support of the proposition that inspection and suparvision was inadequate, the example of
the walls of the building may be used. Some difticultics with interior room dimensions werc
observed by IMRC advisers. This Jed to the discovery by the archiiects that the exterior wails
were missing the top course of bricks. A concrete beam had by thzt time alreacy been poured

FORS
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on top of the brick wall and the roof was in place. This was an crror that should have been
caught earlier and corrected, for it then led to other problems, partucularly with exterior doors
and windows.

Most of the problems concerning the construction of the IMRC building were also
present with the construction of the Staff Townhouses. The one notable exception is that the
builder of the Townhouses was considerably more capable. The quality of workmanship is
very good though there are many faults with the basic design. This is unfortunate because if the
architect had been open to assistance and suggestions, the Townhouses could easily have been
improved. As it is now, they are inferior compared to American standards.

The question of standards has caused the IMRC Staff considerable concern with the
design and construction of both the building and the Staff Townhouses. The proolem is that
what seems to be acceptable to the architect and the builders in terms of design, function, and
workmanship often does not meet the standards of the IMRC. In cases such as this it is the
opinion of the IMRC Staff that within the limits imposed by cost considerations, their
requirements and standards should prevail since they are the end clients in the relationship.
Failure to achieve rapidly responsive interaction among architect, builder, and client has
resulted in a building with obvious shortcomings and in wasted funds and etfort.

The IMRC will eventually move into the new facility, and regardless of the shortcomings
it will be vastly superior to the facilities in which it has been operating since the beginning of
the Project. But one hopes that some lessons can be learned from the IMRC construction
experience. so that the same mistakes can be avoided in future USAID projectsin Lesotho. In
this regard the IMRC Staff would like to offer several recommendations. The first is that the e
Project Staff concerned be given more responsibility and authority concerning the designand : ,"’ A
construction of their facilities. Second, that the supervision and inspection of construction be ’{1 ¥
done on a daily basis so that mistakes can be caught and remedied quickly. Third, in the
selection of architectural, supervision and inspsction services in the future that the firm’s
record of flexibility and their spinit of cooperation with their clients be seriously considered, o=

e

Commodiiies

During 1981 the Project placed orders for a large amount of furniture and equipment for
the new IMRC building. To comply with USAID regulations restricting foreign purchases,
most of the orders were made in the United States.

In preparation for placing these orders the Project had conducted a survey of needs and
had compiled specifications of the commodities required. In addition, catalogs and deailed
information, including corapetetive prices, were acquired from manufacturers and suppliers.
USAID was then consuited concerning the procedures for ordering. The Project was informed
that orders of less than 25,000 dollars did not need to be put cut for bidsand USAID/ L could
order directly from a specified supplier in the United States. Considering the variety of
commodities to be ordered. the 25,000 dollar limit seemed to pose no problem. Based upon

this information the Project Staff began to prepare the final commodity orders for submission
to USAID/ L.

The categories of the commodities to be ordered were desks and chairs, tables,
production equipment, video equipment, audio equipment, photographic equipment, and
miscellaneous. In some cases all the items in a given category were available from a single
source, but in other categaries a number of sources were required. In all, a total of fourteen
vandors could supply ail the commodities to be ordered and no single order would exceed

25,000 dolturs. The IMRC Staff was exceedingly conscious of the cost factor and made every
effori to acguire the best price available. Where passible equipment was to be ordered directly
from the m>rafacturer at the factory price. in addition, many of the suppliers seiccted had

GRA contrats and, therefore, special government prices were given.
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Because of the number of ttems to be ordered, the complexity of the specifications, and
the extensive research concerning suppliers and prices, it took the Preject several months to
finally complete the orders. The IMRC Staff had also taken the time and effert to put the
orders in the memory unit of 1ts typesctting equipment so that they could later be easily
reproduced on the forms to be used by USAID. These orders were then submitted to the
Mission on May I8.

After the orders were handed over, the Project was told that the Mission had changed its
mind and that the commodities would not be ordered directly, as was previousiy indicated.
Instead, it was decided to give the entire order to a procurement agent in the United States.
Considering that the Project had already completed the largest part of the work involved in
ordering these commodities. the reasons for needing a procurement agent were unclear. [t was
explained that such agents were specialists in the field of purchasing and shipping
commodities and that some were even ex-USAID smployees who were conversant with
government regulations. Therefore, a procurement agent could expedite the order and cave
the Project money by getting better prices. The Project Staff was willing tc accept that a
procurement agent might possibly expedite the shipping of the order, but they could not see
that much money wouid be saved. Since the prices quoted the IMRC for most of the items on
order were already either factory or GSA prices, it was guestionabie thai an agen: could do
any better. Also, the IMRC Staff felt thatany savings through better prices would probably be
more than offset by the 6 to 8 percent commission that the procurement agent would charge on
the total order. Since the reasons offered for requiring a procurement agent were less than
convincing. the situation was very perplexing. The Project Staff stated their objections to and
skepticism of this decision, but to no avail. USAID/L began the process of sclecting a
procurement agent.

From this point on, there were so many delays and crrors and such a lack of
communication that it is difficult to relate them all. First, it took almost two months to selact
and contract with a procurement agent and get PIO/ Csto him. Thenthe PIO, C that was sent
to the agent contained errors and the agent would not act until they were corrected. Ii= also
insisted that a letter of commitment be issued before going ahead vith the orders. To correct
the P10/ C and issue 4 letier of commitment took about another month.

In the meantinie. a problem had arisen over some of the audio-visual and photographic
equipment. Where U.S. manufacturers for certain equipment did rot exist, the Project had
specified Japanese equipment. Now the agent said that waivers must be supplied for this
equipment before it couid be ordered, even though the firms invelved, such as Sony(USA),
Elmo(USA) etc., had current GSA contracts. The Mission said that it weuld take appropriate
action. Then, since time was growing short, the agent was instructed that his first priority
should be the purchase of the furniture and the preduction equipment and that it shouid be
shipped by container assoon as possible. While all of the commodities were important, these
were the most urgent to the Project.

In Juiy and August some new commodiiy orders were submitted to JSAID/L by the
IMRC. The orders were for more office equipment, graphic arts equipment, tools, 2nd some
additional furniture. The same agent was given a contract te procure all of these commodities

except the tools. USAID/ L conscented tosend the tool orderdirectly to the supplier which was
Sears Roebuck.

Although progress reports concerning the orders were supposed to be regularly
subnutted by the agent to the Mission. this was not done. To get information USAID/L
usually had to phone the agent and often even this was not fruitful. Finally, word was received
frem the agent that the furniture and the production equinment had bezn ordered on
September 2ist and that they expected it delivered to them within five weeks. Thus, five full
montis had elapsd from the time the IMRC had first submitted the ordersio USATDAL until
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any order had reached a supplier. This situation certainiy did not give credibility to the
contention that a procurement agent would expedite the commodity orders.

In addition to this long delay, another problem developed concerning the agent. When
checking the order that the agent had placed for the furniture and production equipment, it
was found that he had changed the specifications of certain items. This was quite alarming to
the Project Staff and the agent was immediately instructed to correct the mistakes that he had
made in the order. He was also instructed that in the future the Project Staff should be
consulied before deviating from any of the requested specifications. Since no written response
was ever received by the IMRC, itcan only hope that the agent complied with the instructions.

At the end of September the Mission was informed by the agent that he had received the
letter of commitment for the office equipment, graphic arts equipment, and the additional
furniture. The agent asked if these commodities could be sent by container, and if sc. he
planncd to consolidate it with the furniture and production equipment order. USAID'L
advised the agent that this was agreeable and reminded him that it was in the origina:
specifications for the order.

The next information that the IMRC received concerning the commedities was fron: the
Project’s Audio-Visual Consultant who had returned to the U.S. and had on his own time
contacted the procurement agent concerning the audio-visual equipment order. He informed
the Project Staff that as of the end of September nothing had been done on the A-V order
because the agent had not vet received the waivers that were supposedly needed. USAIDL
was notified of this and the IMRC Staff was assured that it would be taken care of
immediately.

In October, the IMRC submitted another commodity order to USAID/L for U.S.
purchase. The order wasforconsumable supplies such as photcgraphic materials, videoc tapzs.
audio lapes, typesetting materials, etc. This order was sent 10 the same agent for procurement
in spite of the obvious problems which had been developing. In addition to the commedities
for U.S. purchase, the IMRC also ordered under waivers a new photecopy machinz and a
second Project vehicle from South African dealers. The phetocepy machine was delivered in
November and the vehicie, 2 4-wheel drive Isuzu wagon, was to arrive early in 1582, Because
the Project Staff was still having difficulty with NTTC over control and use of the present
Project vehicle, they were not particularly interested in receiving the new vehicle uniil the
IMRC moved to its new buildiag.

By the end of October the Project had still not received definite dates concerning the
shipping or arrival of the furniture and production equipment. Since the Sentor Froject
Adviser was returning to the U.S. for leave, he volunteered tostopin New York to contact the
procurement agent. By seeing the agent in person he felt thar he might be able to get some
accurate information and clarify some of the problems. The Mission decided that tais would
not be necessary. However, the Adviser did take it on his own to try to contact the
procurement agent by phone when he reached Washington. In several atiempis he could get
no answer. Upon contacting the Lesotho Desk Officer at AID; W it was learned that the
procurement agent's reliability and financial situation were now in question. Without notice,
the agent had closed his office and no one was guite certzin what had happened to him. Later it
was reported that he had moved his office, but over a six-wzek period the adviser was not akle
to contact him by phore. AID: W learned that the agent was out of the country for 2 month,
but could not get any additional information. However, at that time they werc not optimistic
that the agent would be able to fulfill his commitment to procure and ship the Project’s

commoditics. 1t was stated that the Project might have to place the orders again through
another agent.
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On November 20th the Mission phoned Washington to urge that action be taken from
their end to expedite the Project’s commedity orders. Aithe same ime Washingion wasasked
to evaluate the agent's ability to fulfill his commitments and advise the Mission by cable.
Nothing more was learned until December [5th, when the Mission received a copy of a letter |
that the agent had sent AID/W on November 24th. Tte letter included a status report on all
the commodity orders for the Project. This was the first such report that had been sent. The
report stated that the furniture and production equipment order was being consolidated for
contairerization and shipment on January 5ih. The order for office equipment. graphic arts
equipment and additional furniture was also to be containerized and shipped on January 5th.
However, on this order the agent was requesting amendments to the delivery and expiration
dates of the PIO/ C. Theestimated shipping date for the A-V equipment was February 25th by
air, but the agent said that he still had not received the waivers that had been requested. The
order for consumable materials was also to be shipped February 25th, but the agentagain was
requesting that amendments be made to the delivery and expiration dates of the PIO/C.
USAID/L cabled Washington on December 16th and instructed that they amend the PIG/C
dates and issue the waivers as requested by the agent. It was also stated that the Mission had
not yet received the cable that they had requested on the evaluation of the agent’s ability to
fulfill the PIQ; C's. At the end of 1981, the entire commodity situation was unresolved and the
only commodiiies that the Project had received were hand and power tools ordered dirsctly

from Scars Reebuck in August, which arrived in Maseru in mid-Cecember.

It is difficult to understand how ail the problems were allowed to develop, but once they
did, they should have been dealt with promptly. Instead, all contrclappears to have been lost.
With all the experience that USAID has had with U.S. commodity orders, it would seem by
now that they would be more effective in processing them. Inany case, the situation had been,
and still is, quite troubling to the Project Staff. I11s one more example of a problem that hag
delayed the implementation of Phase II.

Even when all the commodities that are on order finally arrive. the IMRC wili stiil be
faced with equipment problems. The work load in the productionsection has greatly increcased
since the begining of Phase [T and it will increase even more rapidly when the IMIC movesio
its new building. If the Project is to meet these growing production gemands, then additional
production equipment must be purchased. The equipment that v.as purchased in Phase i has
been well used and it is approaching the end of its use ful life. But also. it was not the type of
equipment intended to do the kind of production which wili soon be required of the IMRC.,
Thus, it is not only essential that some new preduction equipment be purchased, but also that
the level of the equipment be up-graded.

Training

In anticipation that the Project staffing shortage would soon be solved, a plan for
overseas training of staff was drawn-up and submitted to USAID/ L early in 1931, However,
the staff shortage was not solved, so the training plan never became operative. The Project
continued to conduct on-the-job training of staff, but this was not satisfactorvin all cases. Fer
example, staff involved in the repair and maintenance of equipment reaily need factory
courses in repair and maintenance on specific equipment to supplement their job experiance.

The training program is uravoidably linked to the staffing problem. The Project caanot
train personnel it doesn't have, nor c2nitsend staff for training when there is no one to replace
them. So. before a fully effective training program can be impiemented the staffing situation
must be resolved, and the sooner the better. Already, the delays in the staff training program
have ciused severe damage to the future success of the IMRC.



CUNCLUSIONS AND RECOMMENDATIONS

Although the Project made considerable progress in 1981, it continued to be hindered by
problems. Most of these problems were beyond the influence and control of the IMRC. They
included a shortage of staff. the failure of the GOL to provide necessary budgetary,
arrangements, the excessive delays both in construction of facilities and in procurement of
commodities. The Project persisted in seeking solutions to these problems, but was unable to
bring about the actions required to resolve them.

At the Project Review in March 1981, it was suggested that a Project Amendment should
be written to incorporate all of the changes which have taken place in the Project during Phase
1. This has not vet been done. The IMRC Staff recommends that the GOL and USAID
proceed with the wrting of the document. The Staff further recommends that the Project
Agreement include guarantees for full staffing for the Project, as weli as the necessary GOL
budgetary arrangements for the operation of IMRC as a separate organization.

Earlier in this Report it was stated that purchases of additional production equipment for
the Project would be necessary. The purchase of such equipment can no longer be delaved if
the Project is to continue to meet its growing production requirements. Therefore, the IMRC
Staff recommends that the following items be procured as soon as possibie: (a) one, or possibly
two, medium sized offset printing press, (b) a collating/stitching/ foldirg svstem, (¢) an offsat
plate maker, (d) an additional type composition terminal, (¢) a perfect binding machine, and
(f) a three-knife trimmer. Sufficient funds are available in the Project budget to purchase this
equipment and there will be ample space for it in the new IMRC building.

Because of the problems encountered in the first two years of Phase II, the
implementation of certain aspects of the Project has been seriously delaved. Tven if the
remaining problems are immed:iately solved, it would not be reasonable to expect the | -oject
could make up for all these delays in the remaining two years. Therefore, it should be
understood that by the end of Phase II, the Project may not have met all of its goals, aims, and
objectives. With this in mind, the Project Staff would like to recommend that the GOL and
USAID begin to consider the possibility of extending the duration of assistance to the IMRC.
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Project 632-0061, Instructional Materials Resource Center
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As of March 31,

1982 Phase 1 & 1I

Appenaix F

FIN No. Description LOP Obligation Expenditure Pipeline
PSI-01 U.S. Personnel (in 000's)
TLOO4S TCC D.0. 74 120000- -0- 120000- X
110067 " D.0. 81 130000~ 14000 116000- FX
T10068 " D.0. 82 130000~ 13000~ 117000~ FX
TOO6D " D.0. 20 160000~ 59281- 100719- FX
TO0605 " D.0. 21 119289- 123028~ (3739-) FX
T90H46 " D.0. 10 123159- 114182~ 8977- FX
790651 " D.O. 16 116230- 114311- 1919- FX
T90659 " D.0. 26 17353- 16721~ 632~ FX
T70110 I1IE D.O. 6 156407~ 131584~ 24823~ FX
T70612 AFRC 1544 Mitchell 5241~ 5241- -0~ FX
T70625 AID 8008, Househam 48433- 48433~ -0- LC
TY0658 AID 8002, Househam (Architect) 13048- 13048- -o- LC
T70618 AID 8001, Househam 509 498 11 LC
T70613 AID 7906, MacMakin 4053- 4053~ -0~
Vogeli 6265~ 6265~ -o-
Total PSI-O01 1755 1149987- 663645~ 486342~
PS1-03 Training
P90701 TCC D.0. 91 24600- -o- 24600~ FX
P70617 Potloane 12766~ 12766- -0-
P70620 Mahooana 20790~ 21987- (1197)
P70621 Chapi  NTTC Faculty 41439- 20696~ 20743~
P70623 Mokhethi " " 18342~ 18342~ -o-
P70624 Lesaoana " 32075~ 28003 4072-
PSURCH AID/W 3127~ 3127 - -o-
Total PSI-03 404 153139- 104921~ 48218-



LOP _Obligations Expenditures Pipeline

PSI-04, Commodities (in 000's)

COC713, AWI trading 115500~ -o- 115500~
C00725 25060 - -o- 25000~
C70627 USAID 6634 6634 -o-
€907225 AID/W 46500 46019 481
CY0673 AID/W 6114 6147 (33)
C90674 J.K. Foundation 500 351 149
90689 PO 10065 480 430 50
90695 7200 -0- 7200
C70600 USAID 22313 22313 -o0-
C70605 USAID 340 337 3
C70616 USAID 11351 11351 -0~
70626 USAID 11092 11092 -o-
C Closed USAID PO 199 4621 4076 545
CE0605 USAID 35739 35739 -0~
C706352 Sears 3933 -0- 3933
C70633 Am Int. & Screen Sup) 8700 -0~ . 8700

Total PSI-04 360 306017 144489 161528

PSI-05 - Other Costs

PIL-04 Consl. Houses 234080 234080 -o- LC
PIL-05 Consl. Buld. 504792 504792 ~ -o- LC
PIL-06 MOE 10000 -o- ’ 10000 LC
TA-027 Rakubutu 1150 1139 11 LcC
TA-028 Vogeli 1339 ' 1349 10 LC
77-L-17 MacMakin 390 390 -0~ LC
Total PSI-05 862 751751 741750 10001
Unearmarked 323106 -o- 323106

Project Total 3381 2684000 1654805 1029195




IMRC Budget Estimates 1982/3

Personal Emoluments
Vehicle Hire

Motor Mileage

Fares

Subsistence

Freight Charges

Equine Hire

Power

Communication

Other Office Overheads
Printing

Stationery

Maint. of Public Assets
Upkeep of Institutions
Running Costs
Purchase/Producticn of Materials
Minor ‘tiorks

Office Equipment
Non-office Equipment
Books & Publications
Special Cxpenditures

Grants and Subscriptions

M 106,734
9,000
2,000
1,000
5,250

500
100

18,000

3,600
3,500
1,000
1,224
4,000
2,500
34,000
1,000
500
400
750
200

88,524

Revised
(MOE)

100,442
5,000

46,000
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