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EXECUTIVE SUMMARY 

The Project 

In 1965 the Special Committee on Government Operations (SCOGO) 
rcco:nmended 

"The establisrunent of a center for Liberi a-. staff develop­
ment, appropriately housed and equipped. for a,sLsting 
government departments 1n ~anagecDnt, supervision and 
clercial skills; providing assistnnce and advice to 
asencies facing ngency-specific training problems and 
performing other coordinating and central .ervice func­
ti.ons," 

In liay 1969 the Liberian Institute of Public Administration (LIPA) 
was created by an Act of Legislature. The subsequent yeAr. the 
Ministry of Planning and Economic Affairs was chorsed wi th the 
fo rmulation and design of an institutional dovelopment projoct 
i n order to so licit and secure foreign .s.istonce in support of 
the newly-created Institute. As a pAr 11el undertaking in support 
of overall civil servico refort!) from a system based on patronage 
and nepotism to one b sed on merit , the Civil S rvice Agency 
(CSA) wa s to be revamped so that improved performance by civil 
.ervant. wo"ld be reflected in proper recognition. leAding to 
promotions and .alary incrooso. ftS part of A structured career 
development pattern. 

Th. shortage of effectively ol'c:ftting And adequatoly motivatod 
public servants hod beon oinglad out .. a major cOOItuint upon 
greater and more r apid socio·oconomic dov lopmont in Liboria. It 
"'n' found that the public .ervico ""a. op01'lItin<; poorly becau.e of 
inadequately trained peraonnol and a. a ro.ult. ~ini.trio. And 
Agoncios of Govornmant war~ unable to provide adequato rvico • . 
do velopmant project . '" to implemoncod t . ub-oDtu. 1 10"01. . nd 
the impact of public loctor invo.tmont in ~I,h·prio~ity pro,r.~. 
and projocea WAi sreotly roducod. r ... ult i .. In "Alta of .co.,ca 
ro.ourcol . 

Tha In.tituto of Public Admini.trAtion projoct 'J .. jOincly ' 
. pon. orod by th U. S. Agency fo r IntornAtiona 1 Dovo 10pr.Jont •. nd 
tho Covernm nt of Lib rl~. CurinS th lifo of proJ ct (1972·1978) 
AID providod over $3 million i n gunt fund. whilo tho COL providod 
councorl.rt !undinS ouc of curronc ravenue. of coro chon $2 ml11ion. 
Tho pro ace ou.ad t t h dovalopm nc ond oHocci'lo oporation. of 
tho LIP. by m Ann of Itatl devalopm nt follow.hlpl .• hor torm 
prAccical crainina. dvi.ory .arvic D. and c~dLcy . upporc . 
Tho. "'oro co bo providod br AID . Tho COL for ie. port wAI to 
prov id ooilic!o. nd uCil.tio,. COunC rpor p r.onnal nd 
in.tieu ion 1 .upport .tlf!. quipc nc And .uppliol. othor 
c~oditio. , ~nd in o.ootion41 rlvol CO.CI ror parcicipAnt croln1n 
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Planning the Institute's broad functional responsibilities/as 
we ll as for the implementation of this institutional development 
project took place a t three l ocations: the Ministry of Planning 
and Economic Affai rs (MPEA -- where the project was initially 
located), USAID, and the LIPA Board of Directors. Even though 
the target group consisted of the approximately 2,000 mid-level 
civil servants in the then 18,000 person public service, this 
group was apparently not consulted about programs being designed 
fo r their benefit, nor were representativp. members of this 
group brought into the planning process. In essence, the refon 
and performance improvement programs were prepared for them 
rather then with them. 

The grant agreement between USAID and GOL called initially for 
a host country contract; USAID and GOL jointly sel~cted a pro ­
fessional contractor whose work in project implementation was 
overseen by LIPA, its Director -General and its Board of Directors, 
and more gene r ally by HPEA. In April 1973 a cont~act between GOL 
and the Institute of PubU.c Administration of New York (IPA/NY) 
was sign ed. It ou t lined the various means by which the objectives 
or the project -- to provide the LIPA with the r~quisite technical 
knowhow and organizational s tructure - - were to be achieved. 
The contract also specified GOL re sponSibil ities. Over time the 
host -country contracting mode proved to be unsatisfactory from 
the contractor's and USAID's point of view, and the contract was 
changed to a USAID contract in early 1976. 

The project became operat ional at a time when Congress evolved 
the New Dirp.ctions Policy in its foreign assis t ance programming , 
which directed AID ' s mandate to helping "the poorest of the poor." 
Even though the ultimate benef iciaries were to be the large masses 
of impoveri shed Liberi ans who would receive better quality 
government services and would benefit from better designed and 
imp lemented development projects, the immediate beneficiaries 
were the professional staff a t LIPA and the mid - level civil 
servants. And even though the USAID mis sion in Liberia wa·s well 
along in its planning and design for a three-year extension of 
the project, pressures on and within AID/ Washington caused the 
pr oje ct to be prema,;urely terminated by AID in 1978. The Lib erian's ' 
in terpreted this as a vote of no-confidence in the LIPA on the 
part of the U.S. go vernment and this unilateral action greatly 
undermined the viabil ity of the Institute. Ei ghty percent of the 
U.S.-trained profes s ional staff had departed LIPA by 1980. 

During the li fe of project, contractor per formance wa s found to 
have been on ly of II verage" quality" while USAID monitoring and 
ove r sight wa s j udged to have been 'mar ginal - co-poor" . USAID 
cla ims t o have followed the Project f·! anagemen c Handbook-Technical 
Assistance to the lette r. On the Liberian s ide, the project 
suffered from lack of political support a t t he top , lack of • 
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supportive civil service training policy, poor quality leadership 
of the Institute, and a largely self-inflicted institutional 
"credibility" problem. 

An Institute of Public Administration was established, staffed. 
equipped and made operational . Twenty-eight Liberians received 
masters degrees in the U.S. and Nigeria under thi s project. Two 
hundred and fifty man- months of advisory services and consultants 
were provided. In all , about 600 mid-level public servants, staff 
of public corporations and members of the security services 
participated in various levels of programs and courses at LIPA 
during the period under review . Participant fol-low-up surveys 
conducted by LIPA indicate that in the aggregate, ?articipants 
felt they had benefitted from their LIPA training and felt it had 
equipped them better to carry out their various functions . How­
ever, the Liberian civil service proved to be very res istent to 
change and improvement in the quality of services provided. As 
a result, participants in general were not in a position to effect 
mean ingful changes in the way things were done. The system did 
not allo"' this. 

General !moact 

o What was learned at LIPA wasn I t always pertinent to the problems 
at hand, given conditions and attitudes in the Liberianpublic 
service. 

o LIPA itself didn't ?ractice what it preached; this added to a 
''credibility '' problem. 

o Training at LIPA took -- and continues to take -- place in a 
policy vacuum; successfully completed civil service training 
is not .taken into consideration for career advancement or 
salary increments. 

o The experience of the LIPA project may to some extent have 
served to discredit the not ion that in Liberia public service 
training can help improve the capability of the service. 

Politica l and Pol i cy Imoact 

o The realization by the Tubman admini s tration t ha t there is a 
direct linkage beL~een better trained and motivated civil 
servants and the improved quantity and quality of services 
provided , and to create LIPA, was an important political as well 
as a policy event . 

o The events leading up to the creation of LIPA (and the sub ­
sequent reo r gani:ation of the Civil Se rvice Agency), and the 
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implied rejection of the patronage system, were also seen as a 
political victory for reform-oriented Liberians. 

a The commitment of sizeable budgetary allocations and the 
assignment of well-trained scarce manpower to LIPA are signifi­
cant indicators of political commitment. vfuile the political 
actions creating LIPA must be recognized as an important 
victory for those Liberians who recognized the constraints to 
development of the then existing system. Yet, in retrospect, 
it was a hollow victory, as these very same constrainGunder 
a different guise still exist. 

o Once created, LIPA itself became a forum for advocacy of 
further reform, as well as a pressure group for policy imple­
mentation. Its limited success should not detract from the 
fact that an official voice was added to the public service 
reform ,movement. 

o Some observers note that the Institute's continued existence 
to date in itself signals a Significant achievement, 

o The LIPA project also c-reated some unintended political, side 
effects; 

its first Director-General used it as an operational 
base and as a political spring-board for elective 
office; 

- it has subsequently been used as a backwater to which 
to "retire" flawed leaders who hadn't yet reached 
retirement age; 

- because of the ethnic affiliation 
Directors - General, two Chairmen 
Directors and mid-level personnel 
is perceived as a "Vai institut.e" 

Economic Impact 

of three successive 
of Board of 
at the Institute, it 
-- a tribal preserve. 

• 

a It is difficult to assess the economic impact of this project 
on the target group, i.e, the estimated 2,000 - 3,000 mid­
level administrators/managers in the public service. If 
one look5 at such indicators as increased incomes and savings 
as a result of greater productivity, it hardly applicable to 
t he Liberian public service as it exists, Improvement in 
performance and increased productivity should be important 
variables in increasing incomes and savings, but this linkage 
doe s not exist in the Liberian civil se rvice. Rather , promotions 
and increased incomes continue to be based on ',0100 you know, not 
· ..... ha t you know, 
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o The economic impact on the profes5ional staff at LIPA, 
trained as part of this project, is easier to assess, Most 

of them doubled their salaries upon completion of the training 
and their recurn to LIPA . Members of this group of people 
have also turned out to be in great demand elsewhere in Liberia. 
Once they started leaving LIPA out of frustration, they wer~ 
quickly hired for positions of increased responsiblity and 
higher income. In fact I they realized their fuller economic 
potential after . they had resigned from LIPA. 

Social Impact 

a Most mid-level civil servants who participated in LIPA training 
programs derived considerable social b~nefits through inter­
actions and interchange with colleagues from other Ministeries/ 
Agencies. For those who attended, this was the first time 
they had ever been exposed to job-oriented. on - the-job training. 

o Participants had frequent opportunities to vent their frustra­
tions in a construr.tive at~osphere of confidentia~ity ann were 
encouraged to generate solutions to common ba~ic problems; 
most eagerly availed themselves of these opportunities. 

o There was conside r able enthusiasm generated (even though it 
turned out to be short-lived) in ind ividuals and groups to 
e-::periment with innrJVation. Follow-up surveys show that about 
33 percent of past participants actually tried to reform 
certain practices after at tending LIPA courses. Most had little 
success . 

o The learning experience itself was beneficial as participants 
were exposed to new ideas. concepts and methods; they were 
encouraged to apply these in simulat ions and exercises. 
generally with positive results. 

o LIPA participants gained a greater degre~ of se lf-confidence. 
based on a better understanding of the public service system 
in which they worked. 

• 
Technologv Transfer 

o Skills transfer in training-related technoloGY wn s considerable 
and lar gely successful with LIPA professional staff. However 
no rese arch skills ar.d only limited consulting skills ...:cre trans­
ferred . 

o As for the tran sfer of technology from LIPA' s professional staff 
to the beneficiaries. thi s was more limited. The Lick of re­
ccpcivLty within " the s)'9cem" is pnrtly to blame. 
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Impact 0n women . 

o The impact on women -- both as LIPA professionals arId as course 
participants -- of this project was comparatively greater than 
their numbers in the public service would warrant. 
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1. Background 

In a 1964 report entitled Projections of Liberia's Public 
Administration A3sistance Needs, prepared by the r)Olnt us -
Llberlan) speclal Commlttee on Government Operations (SeDGO), 
noted under the h~ading of Personnel Management that: 

"Without ques tion, the absence of a well-trained a nd 
highly - motivated body of civil servants is a critical 
deficiency in the Government of Liberia -- more lawyers 
than technicans , engineers . economists and accountants; 
low priority given to vocational training; a prevailing 
attitude that a position in government is consider ed a 
gift or reward, rather than a n obligation or opportunity 
to serve; overslaffing; absenteesim; using government 
positions to furthe r personal interests; and spending 
gove r nment time to conduct private busines .... " 

These were found to be chronic problems in administering the 
governmental affairs of the country . It was noted that such 
practices were being fu rther encouraged by the unfortunate 
combination of 10\<,' gove rnment salaries and the rising cost of 
liv ing. The Commission recommended tha t some of these 
deficiencies could be corrected through both technical and 
ma nageria l training. Changing attitudes towurd work in the 
public se rvice was felt to be primarily an educational process 
to be imp l emented through a specialized form of training . 
seOGO put forth these recommendations with the assumption that 
officials of government would be receptive to correcting these 
administrative ills. 

Anothe r seaGO document, entitled Manoower Traininq for the Public 
Se rvice of Liberia , produced in 1965: spelled out a number of 
more specific recommendations on the subject . I t suggested inter 
alia: 

- The establishment of a center for Liber ian staff deve l op­
ment , appropriately housed and equipped for assisting 
gove rnment departments in management, supervision and 
clerical skills training. (Note: this report coincided in 
time with the establishment of institutes of public 
administration and staff developmen t centers in Nigeria, 
Ghana, Kenya, Sierra Leone, zaire and other countries 
in Africa) ; 

Providing assist.ance and advice to agencies facing agency­
speci f ic tralning problems and performing other coordina­
t i ng and central service functions. 

The s e fi ndi ngs and recommendat i ons culminated i n May 1969 with the 
"c r e n io n" of a Li be r i an I ns ti tuto o f Public Admini s tration 
(LIPA) by an Act of t he Legis lature . Under the te rms of the 
Act , t he Inntitute · ... a s (1) to be pr ovided with a Board of 
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Directors, responsible for the formulation of policies for the 
Institutte's overall development, its management and operations, 
as well as its general supervision, subject to general policies 
of the Government of Liberia; (2) to be headed by a 
Superintendent who would be responsible for the overall, day-to­
day management of the Institute, assisted by an Assistant 
Superintendent and such other office~s and personnel as the 
Board would determine necessary for the efficient operation of the 
I nstitute ; and (3) to have the following responsibilities in its 
efforts t o i mprove the administrative performance and professional 
capabilities i n the public service for maximun utilization of 
public section manpower resources: (a) training of personnel; (b) 
applied and problem - oriented research on various aspects of 
public administration in Liberia; and (c) the provision of consul­
ting services to ministries and a gencies of government to help 
resolve problems and make administration and management more 
efficient. 

Within the ye ar immediately following the promulgation of the legal 
i nstrument paving the way fo r the actual creation of the LIPA, 
two nationa l conferences were organized on the topic of Liberia I s 
development objectives and strategies. One of the aims o f these 
conferences wa s to def ine and cla r ify the role of public 
administration in the deve l o pment process and to assess the 
capability of Liberia's puplic service in the light of developmental 
needs. The participants concluded that "the rates and direction 
of socia l and economic development are :undamentally dependent on 
substantially improved administrative capability and commitment" 
of Liberia's public se r vice . The f undings were subsequently put 
i nto operational terms, designed to determine the scope and direc­
tion of the Institute of Public Admini'stration. 

The Hinistry of Planni ng and Economic Affairs was charged with the 
formulation and design of an institutional development "project" 
i n order to solici t and s ecure fore i gn a ssistance in support of 
the Institute. In this connection, a public sector training needs 
s urvey was conducted in early 1971 (Y aidoo e t al.) in order to 
help identify speci fi c training r equirementS-ana priorities as 
part of a public service personnel deve lopment and training program. 
Survey results were then incorporated into the project document 
which was s ubsequently submitted to various donor organizations 
for consi ;eration. I n mid - 1971 the US Gove rnment (throagh its 
USAID/Liberia Mission) conunitted itself to support a n institution",l 
development effort at LIPA by means of technical a ss istance, staff 
t raining and commodities , fo r the pe riod 1972-1979. Prior to 
projQc t start- up USAID sent three young Liberian college graduates 
fo r masters degree le '/~l training i n publ ic administration to the 
US . Upon their return they were to form the operational core of 
t he I n9citute once it became physica l ),,' dsta blished. 

A BOArd of Directors was dut y appointed a nd constituted by the 
Presidont of Liboria in November , 197 1 i n Executive Order No. 6, 
On November 30 h of that same yea r the Boa rd convened i n its first 
mooti ng under tho chairmanship of t he Minister of Educatic I, 
whORe function carr ied t he choirmnns hip of t ho Boa r d . Or . 
AugustuS F. C~in~ , 0 former Socrotary of Education. was appoi nted . 
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in absentia, as the first Director-General of LIPA (not 
"Superintendent" as called for by the Act of the Legislature); 
he arrived in mid -19 72 to take up his new assignment. One of 
the initial tasks proposed by the Director-General was a 
f urther analysis of the 1971 Training Needs Survey results, to 
form the basis for the design and development of appropriate 
programs at LIPA to meet identified priority needs to upgrade the 
capability of Liberia's public service. 

2. The Project 

A. Rationale 

The shortage of effectively operating and adequately motivated 
public servants, singled out as a major r.onstraint upon greater 
and more rapid socia-economic development of Liberia, prompted 
the US government to provide grant funding totaling over $3 
mi llion to the Government of Liberia in support of a national 
i nstitute of public administration. The rationale was that if 
the public service was operating poorly because of inadequately 
t ra i ned personnel, ministries and agencies of government would 
be unable to prov Lde adequate socia l and economic services; 
ceve lopment projects would operate at sub- optima l levels; and 
the impact of public sector inves tment and high-priority programs 
and projects would be greatly reduced, resulting in waste of scarce 
resou rces all around. 

The LIPA was designed to become the central training, research , 
consulting and information facility for the public servjce and 
was expected to a~sume the leadership role in the civil service 
administrative reform effort. The Institute was to accomplish 
this multifaceted task by: a) conducting problem - oriented 
research in public management functions; b) carry out process 
consultancies in ministries and agencies of government in order 
to identify sets of common problems , constraints and bottlenecks 
'''''hich could then be treated by c) in- service training programs, 
~ollowed-up by a gency-specific, on-the - job consultation to 
reinforce methods and concepts learned in the classroom. The 
target population '''''ere to he the mid-level administrators, 
managers and supervisors in government and state corporat~ons. 
More senior and top-level personnel were to be involved in 
execu tive seminars, confe rences and works hops in order to sensiti~e 
them to the training and conSUlting efforts targeted on their 
immediate subo rd inates , and to generate the necessary "moral 
s upport" at the top to ena ble mid-level improvement to succeed, by 
creating a positive and supportive inst l tutional working environment. 
A perfectly logica l approach, bu~ a tall order. 

,\a a pa rallel unde rtaking, in support o f overall civil service r e­
form ~rom a sys tem 5tecped i n patrona ge to one based on merit . the 
Civil Se r vicc Agency (eSA ) w~s to be revamped 50 that i mproved 
per~orma n co by civil BC rVJn t5 · .... ould be reflected i n prooer r e ­
cogni ion , leading to pr omotions and s a lary increases as part o f a 
::; tructu rad corecr dcvolopment pa e rn. 

http:provI.de
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The Institute of Public Administration project (66 9-0122) was 
jointly sponsored by the us Agency for International Development 
(USAID) and the Government of Liberia (GOL). The project 
consisted of a grant-in-aid from USAID for the development of a 
Liberian Institute of Public Adminisration by means of: 

- staff development (academic) fellowships 

- short term (practical ) staff training 

- advisory assistance (including short- term consultants) 

- commodity support to establish a library and information 
service, an audio- visual department, reproduction 
services, a nd project vehicles . 

The GOL for its part would provide: 

- facilities and utilities 

- institutional staff and salarie$ 

- equipment and supplies (also including some 
vehicles, office machines and expendables) 

- international travel funds for staff deve lopment 

- operational suppor t, including gasoline and 
maintenance for vehic les and equipment 

This was a jOint " institutional development" project which was 
aimed at leaving behind a viable , fully-functioning, fu lly-staffed 
organi zation able to carry ou t i ts mandate, upon termination 
of the technical a ssistance. 

B. Planning the Project 

The ~1inistry of Pl a nning and Economic Affairs, where the LIPA was 
first physically l ocated upon its becoming operational, prepared an 
Institutional Development Plan (! OP) in 1972. The basic working 
a ssumptions were that (1) developing trained middle-level 
administrative/managerlal manpower by improving methods and by 
a dvising and assisting these trained persons to cope 
with the changing needs of the public service (from static 
maintenance of low and order, to a catalytic function in socio­
economic de ~:elopment), would lead to improved performance; while 
(2) a public service based on merit would provide the necessary 
incentives and motivation for sustaim'!d '""ark improvement . The 
lOP reflected these assumptions: LIPA was to: 

- create and improve the capability of public personnel 
ne~ded for admi nistering economic and social developmen t 
programs; 

- emphasi ze ~ar~er aevelopment by e ncouraging i n-serv ice 
traLninq , the use of ma nagement i nterns (cadets) , and 
o rga ni~ing executive development prog rams: 
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provide leadership and guidance to the agencies of govern­
ment in developing more and better in-house, on-the-job 
training programs; 

- serve as a research center to study particular government 
organizational and management problem areas, thereby 
providing systematic and detailed information on critical 
areas of government for the purpose of improving public 
secto~ planning and administration. 

Planning the Institute's broad functional responsibilities as well 
as planning for specific program elements took place at three 
high-level places: the Ministry of Planning and Economic Affairs, 
USAID, and the LIPA 30ard of Directors; these initially interacted 
but gradually drifted apart in their conceptualization, implementa­
tion and oversight. And even though the target group constituted 
the rou?hly 2,000 mid-level public servants (in the then 18,000-
person public service), this group was not consulted about the 
programs being prepared for their benefit, nor were their re­
presentative members brought into the planning process. In essence, 
the reform and perfo~ance improvement programs were prepared for 
them rather th3n with them. 

The IDP also spell,'r, cut ::h,O' c:esFJn ilW1 develo!='::1ent of an institutional 
3dminisc~otive st~uctur2 which could e~fectively coordinate and 
irr~plemen::. LI?':'" s ~~.:.-o~;:: a:-ns (re sea rcL, consul tancy, info~a t ion 
ser\"ices, c_:r:::neral :<;Llnac:;cme!lt traini!lCj !=,rograiils, "special request 
programs" tailored to individual agency requirements, executive 
development pro9rams, con~erences, workshops, and rural development 
seminars in tho coun-::.ies). This intern.ll administrative ·system 
wClUld require the following subsystems to successfully meet the needs 
of LIPA's increasinc complexity of programs and expandlng professional 
staf: over time: 

- 3 flexible orqanizational structure designed to accomodate 
ir.croasing nllJ.',bors of pro:::essional stC!:f and per;clit their 
p:fectiv~ utilization in the trC!ining, resea~ch, consultancy 
and ll~ra~y/in~o~mation functions: 

a staffing plan based on job desc~iptions, and qualification 
and perfor~ance st~ndC!rds comp~cibl~ with C! progressive and 
egui table sch'.:'rrll' 0:= ::;cnri cc; 

- an inte~nal ~o~~un~c~tion sys~~m which !='rovided ~f:icient and 
and (.:'f :=(~cti':" ~;-iln~;;n;~;:-:;iC)n C):," ~ • .f:()r;~aLon, Clod mC!intenance of 
Lln aCC\lr,l~.(~ i:l;3ti t~lt.icn,.1.l. :~~-,rr.()r~/; 

- a planni:l: :;:::;~"~;1 "..;11:(';; i:-:L''':l-"tcd ~Jrogram objectives with 
budf]ct~; "In(! (I:'~I'C~'~"'" :n;\n,!f:()rrH~nt; 

5 ttl nC!1l :-(! : :: j I,: :) ~' )("f -'(! ~l:-' . k~ ~- ,)!- a 11 JI~imi:1 i strll t i ~le/ log i s tic 
sur:I;r)r~' :-'J:'.('~ ~ n:;; In~! 

- a 3'.':Jt·'m uf dCC-)Unts, ,:i::;bu:·:Jc::<ent Llnd Qudit procedures in 
LlCCOrC!ance wi:h dCCf~ptcd o.ccountin',j practice. 
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Other, more detailed plans dealt with professional staff develop­
ment, training- ai-trainers, library and equipment acquisistions, 
and technical assistance team advisory services. 

Comparative ly more planning went into the LIPA project than any 
other project jointly undertaken by USAID and GOL during the 
same period . t-tost observers noted that with this leve l of 
deta iled planning , and given the enthusiasm and dedication of 
those responsible for establishing LIPA, the Institute had the 
requisite foundation and potential to become one of the most 
efficient and capable institutes of public administration on the 
African continent . 

c . Project Implementation 

The grant agreement between USAID and GOL called initially for a 
host-country contract; USAID and GOL were to jointly select a 
professional contractor organization whose work and project 
implementation would then be overseen by GOL -- specifically by 
the LIPA, its Director-General and its Board of Directors; and 
more generally by the Ninistry of Planning and Economic Affairs. 
In April 1973 a contract between GOL and the Institute of Public 
Administration of New York (IPA/NY) was signed. It set forth 
the fol lowing: 

"The objectives of this project are to provide the 
LIPA with requisite technical know-how and 
organizational structure, training programs and 
research faci lities , thereby enabling the LIPA to: 

- establish itself as a viabl e organization, contribu­
ting to social and economic development of Liberia 
by increasing government 's administrative and 
managerial capabilities, and by promoting greater 
individual and organizational productivity in the 
public sector i 

- nevelop and imp lement integrated programs of training, 
research, consulting, evaluating, and prepare a 
documentation and publication series which will 
generally i ncrease government administrative and 
managerial skills; 

• 
- specifically, the LIPA shall: 

(al provide pre- entry and in - service training for govern­
ment personnel ; (b) develop ma nageria l and supervisory 
skills at senior and middle ma:lagement levels; (c) 
provide training i n problem analysis a nd decision-making; 

• (d) r elate t he progr ams and activities of the LIPA to the 
manpower a nd deve lopme nt needs of the GOL; (e) train and 
devaloF a corpsof competent Liberian staff to carry out 
training , research and related programs by: 
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o i ntroducing better r ecruitment: 

' 0 in1tiating pr ojects to better define Liberia's 
admini s t rative a nd ma nagement needs and t heir 
relationsh1ps to LIPA's role; 

a providing l eade rship in activities designed to 
improve public administration in Libe r ia: and 

a creating appropriate machinery to review, monitor 
and eva luate LIPA's programs and activities." 

'l'he contract also specified GaL r esponsibilities in providing 
offiCe space, counterpart staff, supplies, equi pment, opera ­
ting costs and secretarial se r vices . In addition, GaL would 
be responsible fo r maintenance , safekeeping, insurance, re­
pairs and running cost of project vehicles. Al so detailed 
in the contract was t he requirement for r eporting of activities 
on a quar t e r ly basis, as well as tor e nd - of-tour reports from 
contract t eam members. The duration of the host-country contract 
was for two years after notice to proceed , with t he approva l 
of the tlSAID . 

Over time the host- country contracting mode proved to be un­
satisfactory from both the contracto r's and USAID ' s point of 
view, with the result that the contract was changed to d i rect 
US AID contract i n ea rly 1976. 

The contractor provided eight long-term advisors (22 8 person­
months) and eigh t short-term consultants (22 person-months); 
provided academic master ' s degree level train ing ! or 28 Li berian 
professional staffj equipped a library and an audio - visual 
department; and provided seven vehicles , in the following manne r 
of expenditure: 

Contracto r Expenditures 

Salaries for technical , 
a~st' l 

Fringe be nefits " " 

~ • Contrac tor ove r head " S2,673 , 00 0 
Travel a nd Trans. " " 

, 
Allowances " " 
Direct costs " " ) 

Participant t raining 256 , 644 
Commodities 29 ,071 
Ve hic l es 32,000 

Sub S2 , 990,715 
tlSilID di r oct. COSts 34 , 285 

Contro1Ct totnl $1 . 025 , 000 



GOL contributions 
)973 
1974 
)975 
1976' 
1976/ 77 
1977/78 
1978/ 79 

GOL Counterpart tota l 
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S 151 , 336 
177 , 67 1 
245 , 084 
129 , 803 
357 , 237 
428 , 783 
565 , 832 

$2 , 055 , 746 

The U. S. government , t herefore , contributed 60 porcent of pro j ec t 
total and GOL contr i bu t ed 40 percent (or 15 percent more tha n 
t he min imum counterpart contr i bution requi red unde r t he U.S 
Forc i 9n A •• i s ta nce Ac t . ) GOL hod committed itse l f to i ncrea.e 
funding for t he LIPA at an annual rate ot 25 pe rc ent. Over the 
pe r iod 1973 -1 979 GOL i n fact inc r e.sed f undin9 for the Ins titute 
by 25 . 1 pe rcont po r annum (adjusted for annua l f l uc tua tions ) . 

As a result of political pressures on AID/Washi ngton , based on t he 
Conqresaionnl "Sew Directions policy", which foeualed US fo reign 
assis tonco on the "poorest of tho poor", the proJoct was torced 
to terminate promature l y i n 1978 as it was thought that the 
project di rectly ben fitted "Liberians alroady better off" (i . e . 
LIPA professional .ca!f who wer e al l col1 090 9raduat.I) . This 
prematu re term ina ion of the proJect by AIO/Wa.hin9tOn in l ato 
1978 was In t erprot ed i n Liboria a. a "VOtO ot no contidence " i n 
the I n . ti~u.e by tho America n •• nd contributed to the profe.s l ?nal 
Itoff ' o lub80qU nt dutorior t on i n mora l o , ~hich culminated i n 
tho ultim4to dop rturo of more thAn 80 p rcont o t thOBa profossionals 
by the ond of 1980 . 

3. Achiovomen~. and Fa i lure. 

Tho r 041i:otion ot a di rect link b t waen t h copabi l lti •• and t ho 
porfo~ nco qUAlity of th civil .erv! ce . and ~he implementa , ion ot 
publ ic • c o r devalop~on~ projoct.( nd thoro!ora tho recognition 
ot tho n od tor n in. tl~utoot public odmin il~ration by 
governmont .taop d i n pOtron4ge and nopo llml wa. a significant 
achiov mont procoding tho Olt bl ilhmont o t ~hn LIPA . LIP~' I 
abi l ity 0 bocomo opcrotion~l At or only thrao YOAr . ot t echnical 
a.ailtanca wo o ono hor mojo r "chiavacant . I t I contlnuod xi.tanca 
tan 10 rl 14to: 11 4 furth r .i9ni~icont ochlovo~ nt . 

Th In. ltuto ' l lniti t !ocu. wo . primarily on troining . Our in; 
th courlO of projoc .,"i"t nco , 1973-1978 , tho followi ng mlddt 
mon.q ~ nt courl ~.tori II wor~ d volopnd for. 

11 a n rol MAnoq mont 

21 Suporvilion 
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4) Rural Development Workshops, Phase I 

5) Rural Development Workshops, Phase II 

6) Special Request Programs 

7) Various Conferences 

The General Nanagement course materials were essentially designed 
by the technical assistance team. Little attempt was made to 
Africanize or Libe rianize these materials, so that American­
trained LIPA profes sionals, assisted by American contract team 
members , taught essentially American management and public 
administration concepts, which al t hough valid and essential, 
did not always have relevance to the systemic environment in which 
these mid-level civi l servants we re expected to implement the 
newly acquired techniques and concepts. The same can essentially 
be said of the Supervision course materials, even though the 
Liberian staff participated more fully t n the selection and 
presentation of the ma t erials. 

The Program Management course materials (an a-week simulation 
exercise of th~ plarning for and imp l ementation of a hypothetical 
measles eradication program), on the other hand were locally 
deve loped by a desi gn group headed by a Liberian and composed 
of Liberian LI PA pro fessio na l s and only one contract team member. 
These materials we r e more r e levant and more clos~ly tailored to 
Liberian situations ~nd program/ project mana gement problem. The 
Rural Developmen t tolorkshops materia ls were also locally prepared, 
in consultation ' .... ith the Rural Development Division of the 
t-linistry of Planning and Economic Affairs, a nd were to a large 
ex t ent tailored to the peculiar needs and characteristics of 
each individual county. 

Materials prepared for "special r equest programs" , seminars, work­
s hops and confere nces in Honrovia usually presented a mixture of 
"toJestern" management concepts and techniques as applied to 
Liberian problems. By themselves they were generally of good 
quality but they we r en't particularly relevant to a unique non­
"Western" and underdeveloped situation. 

Attempts by t he contracting team to motivate the Liberian staff 
to prepare management and public administration case studi~s , 
based on Liberian situations and problems , were not successfu l. 
'rhis wa s largely so b cautie, with the almost complete focus on 
"trai ning" , the research a nd cons ultancy fu nctions of the 
rnst itutc were give n corre spondingly l ess priority . with the re­
sult t hat the researc h f unc tion never did get off the gound, 
' .... hila conDu l tancies undertakon wa re too few to give the Liberian 
profess iona l sto ff onou h fcol fo r a nd compA ra t~vc view of servicc­
' .... ide pr oblom .1[080 . They ' .... oro the r eforo unable to construct case 
mo ter ial3 baoed on Rolid and Ducccssful oxporicnce in " the r oa l 
world " o! tho Libarion public Garvicc . 
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In additiC'n, two more training needs surveys were conducted by 
LIPA, one in 1974 and another one in 1978 , designed to fine - tune 
existing training programs and plan for the development of future 
training programs, modules and approaches. 

In all, about 600 mid-level public servants and staff of public 
corporations and the security services participated in training 
programs at LIPA during the period under review . This includes 
the rural development workshop series, conducted by LIPA staff, 
augmented by members of the l>1PEA, in the administrative head­
quarters of all counties (except Nontserrado, which for some 
reason apparently didn ' t consider itself sufficiently "rural") . 

Participant fol low- up surveys conducted by LIPA indicate that in 
the aggregate, participants felt that they had benefitted from 
then LIPA training and felt it had equipped them to better carry 
out their various functions. Comments obtained from their 
supervisors tend to support this . 

However, the participants who came to attend programs were not 
always the key mid-level individuals who should have attended. 
This situation arose primari ly from a growing credibility gap 
between the Institute and its clientele. 

I t started with LI?A's ledriership; from its very beginning the 
Institute had to cope with less t han satisfactory top level 
leadership. The first Director-General politicized the Institute; 
rcpor-cedly undermined staff morale by playing f avorites with a 
: e w Liberians to the detriment of the rest; trea-ced the contract 
team as a po l itica l whipping boy to bolster his own image as an 
ardent nationalist: and used the Institute as a springboard for 
a political career (he successfully ran fo r the Senate). After 
a six month s interregnum a new Director - General was appointed 
whose previous career had been hallmarked by a long string of 
failu res and dismissals -- his most recent as Hinister of 
Education. He did not have the interests of the Institute at 
heart but rather used it as a base of operations fo r his private 
intere=-s . He was dismissed after the coup and was r eplaced by 
an elderly man who lacked dynamic leadership qualit ies . 

All this gradually underminded staff morale and institutional 
credibility, which was further aggravated by the professional staff 
being perceived as "young and bright Liberians" who "kne~ plenty 
booy." but who we re short on experience within the public service 
and the Libe rian govenment syst.em. How .... 'ere these to train the 
olde r and marc seasoned civil servants? The bottom line of it was 
that t he Institute came to be he ld in a lower repute than it 
pe rhaps merited and t hat key mid - level pe:.-sonnel were not sent there 
fo r tr~ining . (Instead , second and third-string persons were 
sent i n th~ir stead , while he former were kept in the ministries 
and ag~nci cs a ca rry on the work . ) 
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Documentary evidence from participant followup surVeys shows 
that it was always difficult for LIPA staff to get the re­
quired numbers of participants registerec fo r the various 
programs in order to make the experience worthwile. This 
in turn led to frequent postponements of scheduled courses 
while professional staff were sent around the various 
minis tr"ies to "beat the bushes tl for additional par ticipants. 
Once programs got underway, absenteei sm by participants 
distracted from the learning experience. 

The continued lack of a national public sector training policy 
is also partially to blame fo r LIPA's gradual decline. : 
Participants received only Certificates of Attendance rather 
than documentary proof of achievement . Completion of training 
courses was not reflected in a regular pattern of salary in­
crements, promotion, or career development. Therefore, 
training at LIPA largely took place in a vacuum and it is not 
surprising that a sizeable segment of the target group never 
participated. 

Attendance by Assistant and Deputy Ministers at Executive 
Development Seminars was even worse. ~vi th thi s group there was 
mixture of credibility on the part of some in the Institute's 
abilities to provide training for them (at their exalted level), 
and a degree of unease on the part of others that their positions 
could potentially be threatened by their immediate subordinates' 
newly acquired knowledge and skills . 

An additional element, which further contributed to the Institute' 
general lack of credibility with its target group , was that LIPA 
never practiced what it taught in terms of good administrat ive 
and advisory practices . Decentralization : nd delega tion re­
portedly were non- existent and intra-agency communications were 
said to be mostly through rumor and gossip. (This view is 
shared by those staff members who departed from LIPA as well as 
those few who sti ll remain.) The r e was no reward system for 
quality performance, while poor performance was neither pena l ized 
nor remedied. There was no system fo r professional staff appraisal, 
except where it was tied to training course evaluations by 
participants (but this feedback was then not subsequently fed into 
the salary , increment and promotion decision-making). 

Another problem said to have contributed significantly to the poor 
perception which the target group had of the Institute, was that 
the profe ssional staff were often stymied in their tasks by the 
incompe tenc e and inefficiency of the Institute ' s administrative 
a nd logistical support pe rsonnel. This cadre reportedly continously 
withheld vital support needed to carry out the professional programs, 
by means of misa lloca tions of funds , gas coupons, vehicles and 
secretarial personnel. Financia l irregularities were t ermed as 
"rampanr.", wh ile t he attitudes of the successive Directors - General 
-- who ·eemed to care little a bout the LI?A as an i nstitution or 
nbouc its mission, beyond mere lip-service -- hindered the effective 
performance by the professional staff. 
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Financial support of the lnscitute by the Government of Libe r ia 
during the time of the project was more than adequate. Howeve r, 
the impression gained during the interviews for the impact study , 
was that many people believed that GOL did not provide adequate 
fu nds and that this was an important reason for the project ' s 
ultimate lack of success . The budget and expenditure figures 
do not bear this out . 

There was, however . a noticeable lack of support at the topmost 
levels of gove rnment for the importance and role of the LIPA, 
beyond the mere acknowledgement of its existence . The collective 
writing s of former ?resident hlilliam R. Tolbert (speeches, 
messages , discourses, e tc.) during the first two years of his 
second term of office , mentioned the LIPA only once , and t hat only 
in passing and in a paragraph praiSing the work of t he C':"vil 
Service Agency. These collective writings f r equently mention all 
other ministries and a gencies of government and many pages are 
devoted to ind ividual ones. 

LIPA deserves less me ntion than missionaries, the ~ed Cross, 
postage stamps , the i ndigent c hild ren's home in Bentol , and the 
Baptist Convention . That lack of top- level support , more than 
anyt hin g e lse Is deemed to have contr ibuted to the ul t i ma te lack 
of credibil ity (a nd ultimately of achi evement a nd success ) of the 
Institute of ?ublic Ad~inistration . 

4 . Impac t 

A. G~neral 

The overall impac t of the LI?A project was gene rally f ound to 
have been marginal. The root causes : o r this sit.ua tion are 
thr eefold : 

(1) Poor l eade rsh ip ; 

(2) Lack of political support at t ho top ; 

(3) public sec t o r training con tinues to 
t ak e place i n a vacu um : and 

(4) Pr emature termination of t he pro ject 
assistance. 

Even though :na ny Liberin n civi l se rva nts roco ived vortou!J kinds And 
v~riouG leveln of rai ning , it wasn't a wc l l -ln tlllq ratod effort . 
:.:os t p.lrticipant s only compl etcd he! first s i1gment (Gcnurnl 
Management ) of the th r ee - segment cycle . Dis illuaionm nt with ~hat 
-;hcy cou l d achie ve wi th their ncwl Y-9£linoc kno· .... llld 0 1n a s ystem 
r esistant 0 c hanqc , wa9 pnr of ho problem : h a ro~i nq 
erodibility qO? croalod by LIPA I Do lf '_ns ono . her port . 

The op,. r l lonal t.:!lrnnnsions or he " ~, ll r tnni iMpnc:t " ' .... "rl'l found 
to be the !o11ow~n9 : 
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(a) \oJ hat was l earned at LIPA wasn ' t always pertinent to the 
problems at hand. given conditions and at titudes in the Liberian 
"system ll gene r a lly and in publ ic administation in par ticular. 
Program content in the first two segments of the three cou~se 
cj"cle turned out to be essential ly a r eha sh of Ame r ica n Hanage­
ment Association ' s Handbook concepts, without much of a n at tempt 
to tailor these to LCD , a nd particu l ar ly Liberian . circ umstances. 
The contractor must squa r e ly shoulder the r esponsibility for this 
cultura l blind spot; their assump tions proved to be large ly invalid. 
furt hermore , the contracto r' 5 emphasis on "tra i ning " at the 
expens e of r esea rch and consultancy . proved to be short-sighted 
and appears to have bae n based on a curiously paternalistic notion 
t hat Liberians cou ld on l y learn to do one thing a t a time. As a 
resu l t , research and consultancy experience which should have fed 
directly into cu rriculum de~ign ana course content , was treated 
as an adjunct and after - thought to bol~te r the Libe rian staff's 
"se l f confidence", rather than as a co-equal, it not a primary, 
fu nction. 

(h) Informants also gener ally blame USAI D for the quality of its 
project monitoring. If this monitoring had been better and if the 
US;; ID Hission and the contractor had developed a more open working 
relationsh ip , such ~ oblems could have been detected and rectified. 
U5 A!O counters this allegation, stating that its working relationship 
· .... ith the contractor ..... as abou t the same as in other p rojects . These 
r~lationships are spelled out fo r USAID in detail in the Project 
."lcnagemcnt Handbook - Technical Assistance . USAID claims that the 
Handbook was followed to the letter . 

(c) Those who should have been the pr ima ry beneficiaries of the 
lnsti tute ' s programs -- the movers and shake r s at the midd le levels 
ot the public service -- did not attend/ were not allowed to attend 
in sutfific1 nt numbers. Pa rt of this problem was c reated by LIPA 
itself (by the cred~bility gap) . Young , bright professionals , short 
on expe riencc , wore not perceived as being able to impart meaningful, 
problom-solving types of training. Beside s, LIPA as an agency of 
qove rnment and with its gener~lly poor quality leadership , did not 
pr ctice what it preached: this ' .... as not lost on itg target population. 
Moreover , the lack of pOlitical support at the top only reinforced 
the handot the supe rvisors of these middle-level managers , in t ha t 
they dld not fool to be under much pressure to ensure that their 
key subordina tos attended the programs; nor were those who did 
Dttend ~llo ..... od to make mea ningfu l changes in the way things were 
done in orqonl:ations. "This is the Liberian y,'o y" became t he knee ­
jerk e!cnso mtlc haninm in a public service · .... hich resisted change in 
the qu ll~y ot services it provided . 

(d) Tr.lning.t L!PA took (,nd continuos to tako) place in a 
policy vacumn. Dra!ts of national public Gervice training policies 
wore o r' .... ard d 0 tho President Bnd to the Legis lature i n 1976 and 
ond Jgo!n in 1978. They wor o neither acknowl edged nor acted upon. 
Clo~rt y, they cons itutod a throat to tho cstab l ishcn or de r and to 
choBe '"",ho b n fJ. ttCJd trom na intoi ni n th atlltuG quo. A thiro 
ttompt " '1f t r \l ?o!Jt-coup n:l ionn1 conforence on pub lJ.c adminlstra ­

t o n i n 1980) to qa t 0 public Q rvico trQ,ninq polley promul gatod and 
implomon ad ~n ~r nt m~ri syu om ot ?romot on and ca recr 
lO'lQlopmant . u~u.lI y cnmo 0 nought . 
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(e) The LIPA project was what in USAID parlance is called an 
"institution - building" project; one starts with a notion that a 
certain non - e:dsting institution ca n meet a set of needs, a nd 
one then creates such an institution and makes it operational 
and oriented toward fi lling the need. Since this us ually in­
volves longe r-term staff development (a nd attrition) I the 
acquisition of a physical location , the putting into place of 
internal administra tive frame\.,.orks a nd logistical support functions , 
in addition to gaining the necessary credibility and beginning t o 
carry out the various task which in the aggregate are to fill the 
identified need , these institution - building projects take a long 
time. 

A rule of thumb of institution - building in Africa is that " if 
you 're not pr epared to give it at least ten years , don 't get i n­
volved". This ten year commitment is said to provide sufficient 
Idtitute for at least two leadership changes , one false start , and 
the loss of two thirds of the professional staff and its replace­
ment . AID/ Washington committed itself to support LIPA for seven 
years (1972- 1979); a contract was Signed ~or six years n9 73 - l979) ; 
and AID withdrew its contract support after only five years (1973 -
1978) . ht that time plans were well advanced a t USAID/Liberia :or 
a three yea r extension . The project wa s started about the same 
time that the US congress announced its new cong ressional ma ndate 
t.o ,;10 in ltS New Di r ec tions POllCY , focuss1ng on the "poorest of 
t.he poor." ~oJith the LI?A project it was hard to show a direct 
llnK to the poo r. USA I D fought hard agains t having it cut, but 
poli t ica l p res sutes in Nashingto n were such that i t got cut anyway. 

The l nstitution - builcing process had not been completed und the 
Ins tit J ee was not g iven a cha nc e to " shake down" properly . The 
sudden , premature wi t hdrawal of suppor t was widely interpreted as 
a 'Jote 0: no - confldence, which :urther adve rsely affected an 
a r ead y low mo ::,ale <Jnd the I nst itute ' s credibility gap . 

(: ) The expe rience of the L!?A ?roject may to some extent have 
s erved to disc~edit :he notlon that oublic se rvice training can help 
;mprove the motivation and capabilitles of civil servants in 
Liberia . Operational problems and con5traints identified by seOGO 
1n the early and mid - 1960 ' s continue in the Libe rian public service 
today . Given the gene ral reduction i n quality and quantity of 
government services after the coup , they may in fact be war sa. With­
out will a nd a conscious ef:ort to improve the capabilities of the 
se ~vice , no amount of training by i : sclf is likely to make a dlffe rence. 
The bene:its of ncc h a n ef fort m St be underocood . and must be 
actlvely .lnci full y supported by tho count:-y ' s poli tical leadership; 
lip - se rvice ane f.ina ncial support have proven to be i nadequate , 

D. Policy/Pol tical Impact 

Key ~n[ormun ts overwhelmingly a rec t h~t the croa tion o f LIPA (.lnd the 
c r oa ion of the Cl.vil St'l rVlce ,\gcncy) i nvol ·J+.)d a n mbor of imper ant 
poll.cy DCluio ns . t n LI PA ' s C.JSC , he! r aa l 1:: a ion by he Tubm.:sn 
Ildw l nl Bt:'ot.!On ':hil ':ho r c ~ras J dlrp.Ct l i nkage bet'Noo n better ':r lned 
:inc ::'10 tva or! publLc 3l) r 'JIl n S .1 nd "ho lmp r ovod quon ft y ond quali ty of 
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government services provided and of development projects impl emented, 
plus the decision to do something to increase this capability , was 
an important political as well as po l icy event. This '''''as the more 
im?ortant because under Tubman, pat r onage had become an entrenched 
hallmark of the civil service . (S imilarly , the notion had been 
officially passed down that if you had a governme nt posi t ion a nd 
you didn 't use it to your personal advan tage you were a foo l ) . 

Therefore , the events leading up to the cre.!t ion of the LIPA a nd CSA , 
and the implied rejectio n of the pat ronage system, were also seen as 
a political victory of those outside int e r e st work ing hand-in-glove 
with similar- minded, reform-oriented Liberians (i.e. the Americans). 
Of cou rse, the question raised as to the who l ehea r tedne ss of this 
"conve r s ion" may go some way to explain the subsequent lac k of 
political support fo r the Institu te and its objectives by the successo r 
Tolbert administration. In othe r words: who ultimately proclaimed 
victory? The status quo elements or the "reform" group ? 

Yet , the commitment of sizeable budgetary allocations , the assignme nt 
of well-trained, sca rce manpowe r, and the institutional support 
given to the overall r e:orm effort (LIPA and CS A must be considered 
togethe r, since they a r e both ezsential elements of this process), 
are significant indicators. The po litical actions creating the se 
institutions by Acts 0: the Legislature must be recognized as 
important victories :or those Liberians who r ecognized the constraints 
':0 development of the then e :ds ti ng system. 

Once c~eatcd, LIPA itzelf became a forum for advocacy of furthe r 
r~form a nd a pressure group for pOJicy implementation . Its limited 
success should not de tract :rom the fact that a voice was added 
to the reform movement . 

Some obser '/ ~ rs note the :act that the Inst.i tute ' s continued to existenc e 
to- date . in itself signals a signifant. achievement. However . these 
?e rsons pe~haps tend to discount the fact that during the past t' .... o 
years three separate ef:orts have been made to put the Institute out of 
exis tence. One movement was spearheaded by an individual with 
Hinisterial abmitions who went a considerable way-- through PRe 
"connections" -- to have the LIPA and CSi\ combined into a Civil 
Service t-1inistry with himself as Minister. ;\nother University of 
Liberia - based movement has been afoot to have the Institu t e be 
iiladc a pa rt of the Un iversity , in a r e ported effo r t to "capture" the 
remai ning staff and its library resources. While a mo r e r ecent call 
' .... as milde by the :1inister of ?lanninc; to attach the Institute to the 
Unive rsity fo r financial/budgetary considerations a nd because the 
!nstitute had " failed to carry out its mandate" . These developments 
pl~cc the con i nued cxisence of LIPA in its pr esent inca rnation in 
se rLOUS question . 

Tho lack of public service training po licy has been a serious 
probl m fot' LtPA. ,15 well as for h C A. It proved to be difficult 
to 'JOt? rt lcipar.ts to 90 ~or r3ininq prog rams .... 'hen this trainin9' 
' .... 0:; no rocoqni..!od ~o r pu :po:;cs of carcl)r ccvr:! lopment. nor was it 
linr.c to on- gotng i nGti utional reform Ilf:ort~ in h minist!"ies and 
QaOnci~8 . he ~uch . it tuok pl~cQ i n n vacuum ~nd had little laocjng 
t'lf!nc • 
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The LIPA project also generated some unintended political side­
effects which fu rther damaged the Institute's reputation: 

- It's first Director-General used it as an operationa l base 
and pol itica l spring-board for elective office; 

- It • .... as subsequently used as a backwater to which to "!:'etire" 
flawed l eade rs who hadn't yet reached retireme nt age; 

- Because of the ethnic affiliation of all of its Directors 
General thus far, it is perceived by some as a "Val institu­
tion". (This latter v i e w has become more widespread since 
the coup, when ethnic affiliation considerations became more 
pronounced. ) 

C. Economic Impact 

It is diffcult to assess the e conomic impact of this project on the 
target population , i.e. the estimated 2,000 - 3,000 middle-level 
adminis trato rs/ managers in the public service . Only about 600 
participated in LIPA programs du ring the project period (1973-1978) 
while some 300 additiona l ones have attend ed programs since then. 
If one looks at such indicators as increased incomes and savings, 
g r ea t e r product ivity, and improved access to the job marke t (as a 
r esult 0: target group members having received training at LIPA) it 
~s hardly applicable to the Liberian public service as it exist3. 
Improvement i n perrcrmance and increased productivi ty should be 
important variables in i ncreasing incomes .(and savings ) , but this 
linkage does not ye t ex i s t in the Liber ian civil service . Rathe r, 
incr eased incomes and promo t i ons continue to be based on connections 
(a nd i.lore recently, ethnic a :fi1iation), on academic a nd paper 
quali:ications, and on "visibility" with i n the system--not 
neces sarily r e l ated to productivity . 

It is easie r to assess the economic impat on the direct b~neficiaries 
of the projec t, i . e . the pro fes sional sta:f members of the Institute, 
trained and dtveloped as part of this pro ject . Without e xception, 
t hese were '::'ecent unive rs ity g raduates, who, if they had any government 
worki ng experience at all. had done so for one year or less. These 
28 persons we!'e ena bled to pursue Masters Degree studie s at unive rsities 
i n the U, S . and Ni geria. As first - degree - holde rs, few ea rned salaries 
of more than S3,000 per annum before they we r e selected fo r training_ 
Upon thei r return, with pos t g raduate degrees their sala ries -increased 
by 40 percent. ( I~ 1975 professional staff salaries started at 
$ 4 ,200 pe r annum; in 1978/7 9 the lowe st professional salary rate paid at LI Pi 
was S7 , 500. ) By 1978/ 79 ,...the n USAID support ~or t he pro ject termi nated , 

he sixteen ?ro:ossionJ ls ' salaries o f S158 , 933 constituted 41 percent 
o f total rnstlCU 0 sala r ies (or mo r e tha n 50 percent if one r emove s the 
.. hosts " f r om the payroll). Given a hig h mIJltiplier of t he sa l a ry 
olla r in consumptlon-orient ed l1onrovia . i ncreased s t imulus created by 
he e ffact of L1be r l nn staff sala ries a lone (for t ho p ro Jcct period 

1973 <hrough 1 78/7 91 0< 11 d 55 . 5 ml ll1on . 

The 28 :>ro f ossional s t ::ain d under- this projoct turrlcd ou t to be a 
9 rouP of younQ ? ?plo ~n ~roct doma nd by ochar orga niz ~ ions once 
!.hcy s ta::cc 10 ':in Llr-l, i n t:u:c;trat.icn . Thoy · ... cra immedi a e ly hl rod 



- 17-

by other ministries a nd agencies, placed into posit ions of 
considerably increased responsibilities (Directo r of Personnel, 
Commissione r of Customs , Deputy Commissione r of Haritime Affairs , 
Depu ty Gene r al Manager of a major s tate co~ooration, Chairman of 
the Board of the Na t ion,.,.l Po rts Author ity. Nemher of t he National 
Investment Commission, Hembe r of the National Constitution 
Commiss ion, etc . ) All those who have found alternative e mploy­
me n t inc r eased thei r incomes . Others have re turn ed to various 
overseas universities fo r doc t oral programs. 

The above tends t o indicate tha t those persons selected for staff 
deve lopment of LIPA we r e hright and industrious young people who 
were only able to realize thei r fuller potentia l in terms o f 
productivity, after they had r e signed from the Insti tute . Their 
access to the job market had improved significantly as a result 
of their association with t he LI PA project. However, since they 
were virtually al l trained i n public administration a nd public 
management , on ly two found positions in Liberia's private sector. 

O. Social Impact 

According to all ke y i nformants, the project had con side rable 
b~ne:icial soci~l impact on those 600 - plus membe r s of the target 
g roup who attended one or more LIPA p=ograms . The se benefi ts can 
be su~~arlz ed as follows : 

(1) For those 'Aho attended, this wa s th~ fi rst time tha t they had 
ve r been exposed to ",'ork - oriented , on- the - job train i ng ; 

(2l Nost benefitted considerably :rom t he interaction and inter ­
change with colleagues in othe r branc hes of gove rnment: it 
impr oved their understanding of eac h others ' ope r ationa l 
e nvironment nd its const r ai nts ; 

(3) Part icipants had f r equent oppo rtunities to ve n t their 
frustrat ions in a constructive at.~osphere of confidentiality 
ant! · .... ere e ncouraged co gene::-ate solutions to common, ba sic 
problems; most part icipants eagerl y availed t hemse l ves of 
these opportuni tics '; 

(4) The r e wa s considerable enthu siasm (even thoug h short-lived 
once t hey r e tu r ned to the workplace) gene r ated i n i ndivid uals 
a nd g roups , 0 e xpe r ime nt wit h innovation . Fol low-ap studies 
show thnt about one thi r d actually t=icd to i nnovate and 
rcfo~ certain practicos afte r attending Ll?A cou rse s ; 

(5) The learninq expe r ience itsolf was benef icial . i n t hat 
partici?ants were exposed to new conccpt~ . ideas a nd methods ; 
they 'Acre ancon rllCjcd to apply t.hcse in :umulations and 
~x r C1SCS . wi h encrnlly qood response; 
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(6) Participants gained a greater degree of self-confidence, 
based on a better und0 rstanding of the public service 
system ; 

(7) The socia l impact in rural areas of the Rural Development 
i'lorkshops was even grea-c.er than the r esponse to courses in 
Nonrovia. These people had rarely e ve r been contacted by 
a centra l gove rnment, Monrovia-based organization in a 
positive a nd helpful manner until LIPA carried its work­
shops to the county-level administrators and chiefs. 
Peop le gladly su f fer ed through long sessions, subjected to 
oppressive heat in makeshift "clas srooms". The dedication 
o f LIPA staff under these circumstances was found to be 
commendable , and as a Lesult an easy cameraderie developed 
ber.ween trainers and trainees. 

E . Technoloaical Impact 

In tenms of t echnological impact or tra ns fer of t echnology, we must 
once agai n look at two transfer effects: 

(a) The transfer of technology to the Li berian professionals 
( ~cademic training, spe cia l skills- deve lopment programs, 
working attachments, short courses, sk ills transfer by 
the contr actor team, etc . ) ; and 

(b ) the transfer of technology from LIPA to the target 
roups. 

l~ terms of skill-transfe r to the LIPA pro fes sional staff, this was 
." found to be successful, even though it only invo lve d academic tools­

of - the-t r ade , l arge ly limited to just the "tra i ning " functions at 
LIPA . No r esea r ch ski lls were transfe rred , while consulting skills­
transfe r was minimual . (A contract team membe r who r eportedly was 
specifically recruited to stimulate LIPAts research and consulting 
funct i ons, wa s ordered by the IPA/NY ch i ef of party to r.oncentrate 
on "training" , abou t which he admitted ly knew l ittle.) Where 
trai ni ng skills tra nsfer fail ed t o "take " was i n the use of VTR 
equipment a nd tn a lesse r extent in the knowledge of a nd operating 
fami l iarity with standa rd audio- visual equipmen t (f ilm projectors, 
opa que a nd overhead projectors, sound system~ slide projectors, etc.). 

With regard to the impa c t of transfer of technology f r om LIPA's 
pro fe ssional staff to the beneficiaries , t he responses of key 
i ~ forrnants varied . Some LIPA participants · .... erc said to have gone 
rlght back into thei r routine jobs wi thout app lying new method s or 
appr oaches l ea rned ~t LIPA . Others , however, expressed their 
wi llIngness 3nd ability to c hange and practice new new ways of 
work ?lann i ng , work control a nd supe r vision, but t heir supe rvi sors 

d not provide t hem with opportunities to do so , whil e the system 
Itself was not support ive . As a resu l t they were prevented from 
ccornplishln '''''h~t they set OUt to do a nd cnded up f r ustrated . Some 

of he participants , by means of their posi t ions i n the gove rnment 
atruct ure. we r able 0 effect 90m~ c ha nges , resultIng i n the 
improvemo n of thair o wn per forma nce (a nd eventua l p romotions). 
Par lcipan Eollow- up surveys conducted by LI?A on hundreds of past 
pa r ictpants , show that onl y i1bou t 5 percent of t hose t rained LI P!\ 
Jttributod thoir = 00 i n atatuo to the additiona l knowl e dge a nd 
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skills learned from the professional stafr at the Institute. 

F. Impact o n Women 

Of LIPA's 28 professional staff members trained at the Masters 
Degree level , 32 percent were women. This percentage is 
extremely favorable, as the male - female distribution in the public 
service as a whole is 79 percent male and 21 percent female. 
LIPA staff women benefitted therefore disproportionately from this 
project. In terms of target group beneficiaries, women participants 
in LIPA programs constituted 31 percent. However, LIPA staff 
members explain that this percentage i ncludes a large number of 
John F. Kennedy Hospital nurses a nd a disproportionately large 
number of secretaries and clerks (who shouldn't have been there 
in the first place) from the Ministry of Justice. 

Overall, therefore, the impact of this project on women was la.rger 
than that on men (even though one can quibble about the term 
" impact ") . 

5 . Lessons Learned 

A. Design Lessons 

(1) This was an institu tion - building project. Institution­
building is a long term process; it takes even longer in Liberia. 
USAIO made only a seven - year commitment whereas it should have 
made at least a ten-year commitment. 

(2) Typically , this project was overloaded with too many objectives 
to be accomplis hed within too short a time frame. In addition, it 
presupposed a rejuvenated Civil Service Agency, supportive of the 
work of LI PA ; this support subsequently turned out to be non­
existent . 

(3) A congenia l policy framework regarding public sector trai ning 
and staff development was lacking; it remains lacking to date. 
The assumption that this framework would evolve over time , was 
misplaced. 

(4) The LIPA project was designed for mid-level civil servants 
rather than '""ith them. It thereforecontained certain mis­
perceptions which could have been avoided had the targe t group 
been bette r consulted and had its r epresentatives been part of the 
design effort. 

D. Impl ementation Lessons 

(5) If pol itica l support at the top is lacking , you're fighting 
a long up-hill battle; lip- service should not be conf used with 
support. 
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(6) The bitter personality and professional conflicts between 
the first LIPA Director - General and the the eSA Director 
seriously undermined the civil service reform effort. The 
President was aware of it, but was content to let it fester; a 
furt:her indication that he · .... as not co:nmitted to the quality 
aspects of the reform. His subsequent appointment of the 
successor Director -General of LIPA in 1978 further confirms this . 

(7) The host-country contracting mode was something for which 
the Government of Liberia wasn ' t ready in 1972; it isn't yet 
ready for it in 1982 . Host - country contractor.s tend to become 
convenient whipping boys for "hidden agendas" within GOL 
ministries and agencies. 

(8) USAID monitoring was perceived as "poor to margina l ": th'2 
quality of the contractor services was perceived as "average". 
This indicates a quality- control problem on the u.s. side. 

(9) USAIO never protested the poor quality of LIPA leadership, 
although it must have real i zed that this damaged the projecti 
instead it meekly accepted those who ~ode roughshod over the 
project on the Liberian side. 

• 



· . 

Methodologv 

The preceding impact study was carried out based on a review of 
whatever project documentation of a non-classified nature that 
has remained at the USAID/Liberia office; project documents 
available at LIPA, MPEA and at the National Archives in 
Monrovia; various participant follow-up survey results; and 
loosely structured in-dept interviews with 29 "key-informants". 
Key informants are persons who, as a result of close association 
with the project, or intimate familiarity with and knowledge of 
the project, can provide insight into various aspects of it, 
including project design, project planning and project implementa­
tion, as well as the various sub-elements of the project. Key 
informants included high level GOL officia ls, present and former 
LIPA professionals, past participants in LIPA training programs, 
and USAID officials . 

The research was carried out by two professional members of 
COKASCO Consultancy, Inc. both of whom have completed many years 
of GOL government service each. One has a Masters Degree in 
Public Administration fr om USC in the U.S.; the other has a 
l·tasters Degree in Public Administration from the University of 
lie in Nigeria. 


