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Execut ive  Summary: Conclusions,  Comednat ions  and Recornendations 

We conclude t h a t  the  Technical  Ass i s t ance  Pool,  on t h e  whole, h a s  

served ~ n c  Government of Kenya we l l  s i n c e  i t s  renewal AS TAP I1 i n  1981, and 

t h a t  i t s  re inforcement  by ATAP has  been s u c c e s s f u l .  There has  been an 

improvensnt i n  almost a l l  a r e a s  o f  the  P3011s a c t i v i t i e s ,  and reroarksble 

p rogress  i n  the  Management Systems Uni t .  Progress  i n  i n s t i t u t i o n  b u i l d i n g  

has  been slow, bu t  once aga in  improvercents a r e  marked, p a r t i c u l a r l y  s i n c e  

t h e  1978 Faaland/Saywell  cvc lua t ion .  The d i r e c t i o n  i s  r i g h t ,  and the  major 

~ b s t a c l e  now i s  q u i t e  c l e a r l y  t h e  i n a b i l i t y  of t h e  ~ o v d r r n e n t  t o  r e c r u i t  

and r e t a i n  t h e  numbers and q u a l i t y  of s t a f f  r equ i red .  Funda?en ta l ly ,  we 

conclude t h a t  the  a c t i v i t i e s  and approach of TAP 11 and ilTllP a r e  sound and 

a r e  c o n t r i b u t i n g  m a t e r i a l l y  t o  the  w e l f a r e  oE t h e  country .  (Passim) 

2 .  We recornend, i n  view of t h e  ambiguity of the  c o n t r a c t  and t h e  

d i f f e r i n g  pe rcep t ions  of r o l e  and p r i o r i t i e s ,  t h a t  a t r i p a r t i t e  meeting be 

held  t o  c l a r i f y  t h e  r e s p o n s i b i l i t y  of  TAP I1 and the  as soc ia ted  Kcnyan 

o f f  i c c r s  i n  t h e  Planning D i v i s i s n s  ' Eor e x p l i c i t  i n s t i t u t i o n - b u i l d i n g  

a s  p a r t  of the  r e g u l a r  a c t i v i t i e s  of adv i so r s  and o f f i c e r s .  (Sect ion 11) 

3': We commend t h e  DPD-IUD f o r  developing work p r o g r m e s  and procedures 

which a r e  s u c c e s s f u l l y  a t t empt ing  concep tua l ly  t o  accomplish t h e  dua l  

o b j e c t i v e s  of TAP 11 t o  produce q u a l i t y ,  t imely  md r e l e v a n t  output  and t o  

develop Kenyan capac i ty .  (Sec t ion  I11 .B) 

4 .  We reconmend t h a t  t h e  development of a long term s t r a t e g y  paper f o r  

the  MLD proceed as planned and be given high p r i o r i t y .  ( S e c t i o ~ i  111.3. 11-12) 

5. We recowend t h a t  t h e  DPD-tioA i n t e n s i f y  and g ive  high p r i o r i t y  

t o  t h e  c u r r e n t  e f f o r t  t o  deve1 .0~  ccmprehensive work p lans  and mechanisms 

f o r  inproving Kenyan capac i ty .  We f u r t h e r  recornmend t h a t  a  Div i s iona l  

philosophy o f .  a team approach be enuncia ted and implemented, and t h a t  a 

system f o r  assignment of work p l a n s ,  r e p o r t i n g  and a c c o u n t a b i l i t y  be 

i n s t i t u t e d  through such mechanisms a s  r e g u l a r  d i v i s i o n a l  n e e t i n g s .  
(Sec t ion  111. ~ ~ 1 4 - 1 6 )  

6 .  We encourage w r e  longer  term a n a l y s i s  i n  the  DPD-MoA which can 

demonstra te  t h e  use fu lness  of t h e  a n a l y s i s  of po l i cy  a l t e r n a t i v e s  whi le  

b u i l d i n g  t h e  c a p a c i t y  t o  do ccononic a n a l y s i s .  (section 111. C. 17) 

7. We recommend t h a t  t h e  governnent g i v e  s e r i o u s  cons ide ra t  ion  t o  our  

concern about  t h e  presence of b i l a t e r a l  a d v i s o r s  working e x p l i c i t l y  a s  

p lanners  i n  t h e  DPD-?loA, and i f  i n  i t s  judgement more a d v i s e r s  a r e  needed than 

a r e  c u r r e n t l y  provided by TAP I1 c o n s i d e r a t i o n  be given t o  en la rg ing  t h e  TAP 

and encouraging would-be b i l a t e r a l  donors t o  c o n t r i b u t e  t o  t h e  Pool. 

(Sect ion 111, B.  13-14) 



8 .  We recomend t h a t  inmediate s t e p s  be  taken t o  more f u l l y  i n t e g r a t e  

t h e  TAP adv i so r  i n  kEPD i n t o  t h e  work of the  s c c t i ~ n  t o  which he i s  

a t t a c h e d  i n  o rde r  t h a t  h i s  t i n e  and t a l e n t s  may be more e f f e c t i v e l y  u t i l i z e d .  

We a l s o  recornend t h a t  t h e  adv i se r  and t h e  Senior  a d v i s e r  seek  consciously  

t o  keep the  l i n e s  of c o m u n i c a t i o n  open between the  MEPD and the  Planning 

D i v i s i o n s  i n  the  two opera t ing  m i n i s t r i e s .  

. . 
3 .  I f  TAP 11 should exper ience resource  c o n s t r a i n t s  o r  new p r i o r i t i e s  . . . . 

m e r g e  the  con t inua t ion  of the  a d v i s e r  p o s i t i o n  i n  X P D  should be  c a r e f u l l y  

r e a s s e s s e d .  

10. We recommend t h a t  the  development of a francwork f o r  longer  t e r n  

a n a l y s i s  be accepted a s  a r n t t e r  of h igh p r i o r i t y ,  and we commend the  

Sen io r  a d v i s e r  For h i s  cu r ren t  i n t e n t i o n s  in t h i s  r ega rd .  

11. We comend t h e  Senior  a d v i s e r  f o r  h i s  e f f i c i e n t  a d m i n i s t r a t i o n  of t h e  

p r o j e c t .  We suggest  t h a t  a s  he  becomes more involved i n  DPD-blot? t h a t  he keep 

i n  mind h i s  important r o l e  as a  channel  of c o m u n i c a t i o n  and a  l i n k  

between a l l  u n i t s  t o  which a d v i s e r s  z r e  a t t a c h e d ,  and where t h e  work i s  

c f t e i l  complementary. 

12. I n  t h i s  connect ion,  ue recommend t h a t  s e r i o u s  c o n s i d e r a t i o n  be 

given t o  our proposal  t h a t  a m t h e r  a d v i s e r  be i d e n t i f i e d  who, i n  a d d i t i o n  

t o  h i s / h e r  s u b s t a n t i v e  work io a s e c t i o n ,  could a s s i s t  i n  t h e  conscious 

and con t inu ing  i d e n t i f i c a t i m ,  o r g a n i z a t i o n ,  and n o n i t c r i n g  of a p p r o p r i a t e  

s h o r t  cogrses  and i n - s e r ~ i c e  l e a r n i n g  programmes. 

13. We commend the  adv i se r s  i n  t h e  'lanagenent Systems Uni ts  and t h e i r  

Kenyan a s s o c i a t e s  f o r  t h e  enornous s t r i d e s  nade i n  t h e  a r e a  of f i n a c c i a i  

management and t h e  budget process .  We r e a l i z e  t h a t  the  system has n o t  y e t  

been f u l l y  implemented, and t h a t  t h e  use  of t h e  budget as  a  method of 

d e a l i n g  wit11 t h e  r a t i o n a l  a l l o c a t i o n  of  s c a r c e  resources  i s  i n  i t s  infancy.  

But t h e  d i r e c t i o n  and t h e  o b j e c t i v e s  seem s e t .  We a l s o  commcnd t h e  u n i t s  

f o r  t h e i r  s h a r e  i n  d e v i s i n g  a m i n i s t e r i a l  response t o  t h e  D i s t r i c t  Focus 

mandate, and w e  l e a r n  t h a t  these  two m i n i s t r i e s  a r e  among t h e  most advanced 

i n  responding t o  t h i s  important t h r u s t  i n  n a t i o n a l  development pol icy .  We 

a l s o  cowend  the  c u r r e a t  p r q o s a l s  f o r  a  p r o j e c t  management system i n  

t h e  MoA and t r u s t  t h a t  g o v m e n t  w i l l  be responsive  to t h i s  necessary  

mechanism.for r a t i o n a l  management and c o n t r o l .  

14. We applaud t h e  work of t h e  Budget and Finance Task Forces  and 

reccxmnend t h a t  they be  cont inued,  w i t h  ATAP suppor t ,  u n t i l  they a r e  f u l l y  

i n t e g r a t e d  i n t o  t h e  g o v e r m - t a l  s t r u c t u r e .  



15. We r ecomend  t h a t ,  w i t h  t h c  approval  of t h e  Permanent S e c r e t a r j e s  

t h e  MSU and t h e  DPD's begin  t o  s tudy  a p p r o p r i a t e  mechanisms f o r  m i n i s t e r i a l  

moni tor ing of t h e  p a r a s t a t a l s  and i n c o r p o r a t i n g  t h e i r  a c t i v i t i e s  w i t h i n  

the  o v e r a l l  p lanning a c t i v i t i e s  of the  m i n i s t r i e s ,  p a r t i c u l a r l y  a s  longer  

term s t r a t f g i e s  a r e  developed.  

16. We recomend  t h a t  more r a d i c a l  s o l u t i o n s  b e  examined t o  t h e  

problem of s t a f f i n g  t h e  Planning D i v i s i o n s ,  and r e c r u i t i n g  and r e t a i n i n g  

ruenbers i n  t h e  Scheme of Se rv ice  f o r  Economists and S t a t i s t i c i a n s .  

1 7 .  I n  t h i s  connect ion we have ve ry  s e r i o u s  r c s c r v a t i o n s  about t h e  

c a p a c i t y  of t h e  U n i v e r s i t y  of Nairobi  t o  g radua te  t h e  r e s o u r c e s  necessa ry  t o  

enab le  t h e  p rocess  of Kenyanization t o  proceed a s  r a p i d l y  a s  a11  would ~ ! c s i r c .  

18. We b e l i e v e  t h a t  a nlorc c o ~ ~ s c i o u s ,  sys  t e -x i t i c  and c o n t i n u i n g  

p rocess  of c a p a c i t y  b u i l d i n g  be implemented i n  a11 a r e a s  of TAP I1 a c t i v i t y ,  

and t h e  p o s s i b l e  shor t - term t r adeof f  i n  e f f i c i e n c y  be accepted by a l l  i n  

t h e  i n t e r e s t s  cf t h e  long-term development of Kenyan r e s o u r c e s .  We conunend 

those  who accep t  t h i s  concep:, and l i v e  by i t .  

19.  We urge government t o  s e r i o u s l y  review our o b s e r v a t i o n s  concerning 

suppor t  s e r v i c e s ,  and t a k e  such a c t i o n  a s ,  under t h e  c i r cums tances ,  seems 

reasonab le  . 
20. F i n a l l y ,  w e  recomend i n  the  i n t e r e s t s  of a l l  p a r t i e s ,  t h a t  d i s c u s s i o n s  

begin  no l a t e r  than t h e  s u m e r  of 19S4 concerning t h e  f u t u r e  of t h e  TAP-ATAP, 

and t h a t  a d e c i s i o n  be reached a t  l a s t  twelve  months b e f o r e  t!le c u r r e n t  

c o n t r a c t  e x p i r e s .  



I t  i s  unnecessary  t o  provide  a  l eng thy  i n t r o d u c t i o n  t o  t h i s  mid- tern  

e v a l u a t i o n  of TAP I1 and t h e  a s s o c i a t e d  U A P .  The r e l e v a n t  h i s t o r i c a l  and 

background documents, p a r t i c u l a r l y  t h e  two c o n t r a c t s  and t h e  semi-annual 

r e p o r t s  submitted by t h e  S e n i o r  Advisor,  a r e  well-known, and o u r  e l a b o r a t e  

terns' of r e f e r e n c e  a r e  a t t a c h e d .  Our terms of r e f o r e n c e  (AIJtJEX C) a s k  us  

t o  e v a l u a t e  p r o g r e s s  made not  only  s i n c e  TLZ I1 bega in  i n  1951,  b u t  a l s o  

s i n c e  t h e  1978 Faaland-Saywell e v a l u a t i o n ,  and we assume t h a t  a l l  p a r t i e s  

have  t h a t  document a t  hand. 

Ne a r r i v e d  i n  Na i rob i  on August 20, f o l l o w i n g  a  b r i e f i n g  a t  EIID by 

Richard  Cohen, t h e  p rev ious  Sen io r  Advisor ,  and now t h e  back-up a t  H I I D ,  

J a n e  Edwards, desk  o f f i c e r  f o r  r e c r u i t m e n t ,  Richard Page t ;  a d m i n i s t r a t i v e  i 
o f f i c e r  f o r  t h e  p r o j e c t ,  and Richard Hook, t h e  f i r s t  d i r e c t o r  of t h e  Rura l  i 

Plann ing  p r o j e c t  i n  the  MEPD, which i s  connected t o  TAP through a  c o m o n  

concern  f o r  implementing d i s t r i c t  focus  and d e c e n t r a l i z e d  p l ann ing .  I 
For  ove r  two weeks we in terv iewed a l l  TAP and many b i l a t e r i a l  a d v i s e r s  

i n  t h e  MoA and t h e  MD, t h e  o f f i c e  of t h e  P r e s i d e n t  and t h e  XEPD; a l l  

a v a i l a b l e  Kenyan o f f i c e r s  a s s o c i a t e d  w i t h  TA? and ATAP i n  t h e  t h r e e  

m i n i s t r i e s ,  i n c l u d i n g  s e n i o r  f i n a n c i a l  and mnagcment o f f i c e r s ;  and t h e  

Permanent S e c r e t a r i e s  i n  t h e  t h r e e  m i n i s t r i e s .  We a l s o  i n t e r v i e w e d  

i 
I 

r e p r e s e n t a t i v e s  of UNDP, USAID, and CIDA ( t i  l i s t  of t h o s c  in t e rv i ewed  i s  

a t t a c h e d  i n  Annex A ) .  We apprec ia t ed  the  c m d o r  w i t h  which everyone 

responded t o  ou r  q u e s t i o n s  and expressed t h e i r  v iews.  We a l s o  r e a d  a  

h e a l t h y  s e l e c t i o n  of f i n i s h e d  r e p o r t s ,  working pape r s ,  i n i s m a l  monos and 

working f i l e s  of many of t h e  T M  a d v i s e r s .  A l is t  of docunencs reviewed i s  

con ta ined  i n  Annex 8 .  

As w e  began t o  d i g e s t  ou r  f i n d i n g s  and p repa re  a  p r e l i m i n a r y  r e p o r t  

we f r e q u e n t l y  cont inued t o  i n t e r r u p t  vo rk  i n  p r o g r e s s  by a s k i q g  f o r  n o r e  

in fo rma t ion ,  and t h e  e l a b o r a t i o n  and c l a r i f i c a t i o n  of i s s u e s  t h a t  perplexed us .  

Wl~en v e  f i n i s h e d  o u r  r e sea rch ,  w e  i s sued  a  p r e l i m i n a r y  r e p o r t  t o  

e l i c i t  and /o r  provoke d i s c u s s i o n .  A s  we s t a t e d  i n  t h a t  r e p o r t :  

We hope t h a t  t h e  d i s c u s s i o n  wi th  a l l  p a r t i e s  w i l l  e n a b l e  u s  t o  

sha rpen  our  focus  , c l a r i f y  t h e  u u c l e a r ,  e l a b c r a  t a  t he  t o o  s u c c i n c t ,  c o r r e c t  

t h e  e r r o r s  of f a c t s  and judgement, modify h a s t y  a s s m p t i o n s ,  and vhen t h e  

ev idence  and l o g i c  is overwhelming, even change o u r  minds. 

The d i s c u s s i o n s  of t h e  d r a f t  were c o r d i a l  thorough and f o r t h w i t h  and 

they  and a  number of t hough t fu l  and l eng thy  w r i t t e n  r e sponses  ( o r  r e b u t t a l s )  

v a s t l y  improved o u r  r e p o r t .  
I 
I 



Floreover, i n  ou r  judgement t h e  d i s c u s s i o n  a l s o  enabled o f f i c e r s ,  and 

a d v i s e r s  t o  c l a r i f y  and modify t h e i r  views of t h e  i s s u e s  and problems, 

and have a l r eady  l e h o  p rogress  towards some of t h e  remedies v e  suggest  

throughout t h i s  e v a l u a t i o n .  

We hxve no in t enc ion  of s t r a y i n g  beyond our  vanda te ,  and apo log ize  

f o r  what n i g h t  a t  t imes be taken a s  unwarranted presun;l t ion.  Yet ou r  

mandate i s  s o  broad t h a t  i t  almost comands  us t o  range from a  micro  look -. 
a t  t h e  q u a l i t y  of t e c h n i c a l  adv ice  t o  an a p p r a i s a l  of government a g r i c u l t u r a l  

po l i cy ,  from a  review of t h e  work and development of Kenyan o f f i c e r s  

working w i t h  TAP a d v i s c r s  t o  comments on t h e  s t r u c t u r e  of t h e  Kenyan 

C i v i l  s e r v i c e .  

Wc have no i n t e n t i o n ,  e i t h e r ,  of be ing  d e l i b e r a t e l y  hyperbolic, bu t  

we hope not  t o  back away from " t e l l i n g  a s  i t  is ,"  o r  a t  l e a s t  a s  it seems 

t o  us t o  be.  We a r e  f u l l y  aware of t h e  many c o c s t r a i n t s  o p e r a t i n g  on a l l  

concerned (even t h e  donors whose Headquar ters  may have ccopian c b i ~ e c t i v e s ) ,  

and t r u s t  we a r e  s u f f i c i e n t l y  f a m i l i a r  w i t 1 1  t h e  Kenyan environnznt  t o  be 

a b l e  t o  zddress  t h e  i s s u o s  w i t h i n  t h e  bounds of r e a l i t y .  But t o  excuse 

a l l  r e a l  o r  a l l e g e d  shortcomings because of t h e s a  c c n ~ t r a i n t s  ccu ld  

too e a s i l y  l ead  co an acccprance  oE t h e  s t a t u s  q~ o r  of t o o  l i m i t e d  

accomplishment. We may be charged - and have been - x i t h  both  n a i v e t e  

and a r rogance .  L!e b e l i e v e  n e i t h e r  i s  t r u e .  

Rat!ler thzn  t a k e  e i t h e r  t h e  s t a t emen t  of o b j e c t i v e s  i n  t h e  c o n t r a c t  

o r  ou r  Terms of Reference a s  an o r g a n i z s r i o n a l  frarneworlc, ne  have chosen 

t o  look i n i t i a l l y  a t  t h e  work of t h e  TAP w i t h i n  t h e  governmental s t r u c t u r e .  

F i r s t ,  we examine t h e  o r g a n i z a t i o n  and a c t i v i t y  of t h e  Mencgenznt U n i t s ,  

t he  Planning Div i s ions ,  and t h e  s e c t o r a l  desk ,  l inked t o  TAP, w i t h i n  t h e  

MEPD. Next we address  t h e  i s s u e  of t h e  development of Kenyan capacicy  

o r  i n s t i t u t i o n  b u i l d i n g , P i n a l l y  i n  s u m a r y  o r  d e  nouveau, we a t tempt  

t o  i d e n t i f y  c r i t i c a l  i s s u e s  f o r  t r i p a r i t e  d i s c u s s i o n  and d e c i s i o n ,  and 

o f f e r ,  a s  w e  have i lnpl ic icy  o r  e s p l i c i t l y  throughout ,  our  modes: 

r e c m e n d a t i o n s .  I n e v i t a b l y ,  t h e r r  i s  some over l ap  and redundancy, b u t  

i n  t h e  i n t e r e s t s  of r e a d e r  e f f i c i e n c y  we have t r i e d  t o  bc  a s  s u c c i n c t  

a8 p o s s i b l e .  
,*' 

11. P r o j e c t  Ob jec t ives :  a  need f o r  c l a r i f i c a t i o n .  1 

We d i d  no t  inc lude  a  d i s c u s s i o n  of p r o j e c t  o b j e c t i v e s  i n  our 

p re l imina ry  d r a f t  because we a s s m e d ,  too  h a s t i l y  we l ea rned ,  t h a t  t h e r e  

was no s i g n i f i c a n t  d i f f e r e n c e  of opinion about t h e  n a t u r e  of t h e  o b j e c t i v e s  



and t h e  p r i o r i t i e s  among them. The c r i t i c a l  q u e s t i o n ,  r a i s e d  by a d v i s e r s  

and Kenyan o f f i c e r s  and donors ,  concerns  t h e  conunitment t o  t h e  development 

of Kenyan c a p a c i t y  and what i s  r e f e r r e d  t o  throughout a s  " i n s t i t u t i o n  

bu i ld ing . "  What i s  t h a t  conlnitment i n  t h e  TAP I1 p r o j e c t ?  What i s  o r  

should be  t h e  r e l a t i v e  e n ~ h a s i s  between t h a t  o b j e c t i v e ,  once c l a r i f i e d ,  

and t h e  p r o v i s i o n  of p o l i c y  and p lann ing  a n a l y s i s  and adv ice?  

I n i t i a l l y ,  a l though we had read t h e  TAP I1 c o n t r a c t  and t h e  annexed 

scope of work, we were guided by what were s a i d  t o  be  t h e  o b j e c t i v e s  of 

TAP I1 i n  our  Terms of Reference:  

" I n  c o l l a b o r a t i o n  wi th  s e n i o r  m i n i s t r y  o f f i c e r s  and p lanner s  i n  
t h e s e  t h r e e  m i n i s t r i e s ,  t h e  TAP I1 s e e k s  t o  ach ieve  f i v e  c e n t r a i  c b j e c t i v e s :  
(1) (1) under take  t e c h n i c a l  a n a l y s i s  i n  t h e  a r e a s  of s t r a t e g y  

f a m u l a t i o n ,  c o m o d i t y - p r i c e  a n a l y s i s ,  p r o j e c t  des ign  and 
a d m i n i s t r a t i o n  ar.d f i n a n c e ;  

( 2 )  develop improved systems and procedures  f o r  under t ak ing  
t e c h n i c a l  a n a 1 y s . s  and f o r  i n t e g r a t i n g  p o l i c y ,  p r o j e c t  and 
budget f u n c t i o n s  i n  t h e  m i n i s t r i e s ;  

(3)  improve Kcnyzn c n p a c i t y  t o  under take  tectinical .  a n a l y s i s ;  

(4)  i n s t i t u t i o n a l i z e  inprovcd p o l i c y  i n f o m ~ o t i o c  f low systems i n  
t h e  involved ni r l i s  t r i e s ;  and 

(5) inprove l i a i s o n  between t h e  M i n i s t r i e s  of A g r i c u l t u r e  and 
L Lives tock Development and t h e  M i n i s t r y  of Economic Planning and 

Development . " 

I n  a d d i t i o n  t o  e v a l u a t i n g  t h e  p rogress  tuade towards t h e  r e a l i z a t i o n  

of t h e s e  o b j e c t i v e s ,  wc were s p e c i f i c a l l y  asked: 

(6)  have a d v i s e r s  worked on i.nvolving and t r a i n i n g  j u n i o r  Kenyan 
o f f i c e r s  wh i l e  c a r r y i n g  ou t  t h e i r  a c t i v i t i e s ?  

(7)  how might t h i s  c o u n t e r p a r t  t r a i n i n g  f u n c t i o n  be improved? 

We began our  review b e l i e v i n g  t h a t  t h e  o b j e c t i v e  of i n s t i t u t i o n  

building- p a r t i c u l a r l y  t h e  development of Kenyan capacity--  was c e n t r a l  

t o  t h e  purposes of t h e  TA? 11. However, v e  found c o n s i d e r a b l e  d i v e r s i t y ,  

i m p l i c i t  o r  e x p l i c i t ,  between t h e  donors who a t t a c h e d  t h e  h i g h e s t  p r i o r i t y  

t o  t h i s  obhec t ive  and some o f f i c i a l s  i n  t h e  Kenyan government who a t t ached  

much h ighe r  p r i o r i t y  t o  t h e  p r o v i s i o n  of h igh  q u a l i t y ,  t ime ly  a n a l y s i s  

and adv ice  a s  they d e a l t  w i t h  t h e  day t o  day denands p laced upon them. 

Th i s  i s  n o t  t o  sugges t  t h a t  dol:ors a r e  n o t  i n t e r e s t e d  i n  a n a l y s i s  and 

advice.,or a r e  n o t  aware t h a t  most governments o p e r a t e  i n  ad hoc f a s h i o n ,  

whatever t h e  i d e a l  may be;  n o r  i s  it t o  sugges t  t h a t  Lovernment is 

not  i n t e r e s t e d  i n  i n s t i t u t i o n  b u i l d i n g .  X C  i s  a  q u e s t i o n  of emphasis. 

BIID, as  r ep resen ted  by t h e  Cambridge management and t h e  r e s i d e n t  Sen io r  

Adviser ,  is t o  so= e x t e n t  caught i n  t h e  middle ,  c o r m i t t e d  t o  i n s t i t u t i o n a l  



building as a philosophy and an objective but aware of the Kenyan realities. 

So too are most of the advisers, although nost are completely committed 

to the objective of institution building and willing to work towards 

that end, while carrying out their on-going tasks of analysis and advice. 

We have reviewed the TAP II contract carefully, and find the 

f 01 loving: 

Article I: Services to be provided by Harvard. 

"...the services to be provided by Harvard under this agreement 
shall include advisory and training services directed at assisting 
the Ministries to build up their czpacity to: 

(a) formulate and revise developmen: strategy for crops and 
livestock; 

(b) undertake comodity analysis and policy fornulation and 
planning; 

(c) identify, prepare and appraise development projects; 

(d) evaluation and monitor agricultural (crops and livestock) 
projects; and 

(e) analyze and recomend improvements in the ?linistriesl 
managenent of budget and finance systems, parastatals 
general administrative servic~s, field implementation 
activities and the genera', flow of decision making information." 

While there is reference to streligthening capacity in "wheras 
clause B" and to formal training in the Scope of Work (paragraph 27 
subsection (gl), a literal interpretation of the objectives in the 
contract cited above does not in our judgenent spell out with sufficient 
detail or clarity the comittn~ent to human capacity or institution. building 
apparently intended. 

We recomend, therefore, that the Government of Kenya, donors 
and Harvard meet to agree explicitly what is the relative comnittment 
to capacity and institution building and to formulate plans to accomplish 
that agreed upon objective. 



111. R O E  AYD MATURE OF Till' ADVISItJG AND POLICY AIJALYSIS ACTIVITIES 

A. INTXODUCT IO?i 

Our a n a l y s i s  of t h e  v a r i o u s  u n i t s  proceeds i n  t h e  sequence i n  which 

we conducted our  in t e rv iew:  t h e  Development Planning Div i s ion  i n  Lives tock 

Development and A g r i c u l t u r e ,  t h e  Min i s t ry  of Economic Developnent and Planning 

and t h e  Hanageuunt Systems Uni t  and ,\TAP. We move through our  d i s c u s s i o n  

of each of t h e  u n i t s  fo l lowing  t h i s  g e n e r a l  sequence of a n a l y s i s  i n  t h e  £ o m  

of t h e s e  ques t ions :  

(1)  What a r c  t h e  g e n e r a l  t a s k s  of t h e  u n i t  and how i s  i t  s t r u c t u r e d  t o  

accomplish them? What i s  t h e  modus opc rend i  of t h e  management? 

(2) How a r e  TAP a d v i s o r s  perceived t o  f i t  i n  t o  t h e  u n i t ?  

What f o m a l  r o l e s  were expected of then? 

( 3 )  What a r e  T i 2  a d v i s o r s  a c t u a l l y  doing i n  terms of t h e  type  of 

a c t i v i t y  e  .g.  very  s h o r t - t e r n  p o l i c y  adv ice  ("f i r e - f  i gh t ing" )  , 
i n t e rmed ia te  term p o l i c y  a n a l y s i s ,  and longer  term planning. a c t i v i t i e s ?  

( 4 )  How do they do t h e i r  work? :!ore s p e c i f i c a l l y  how do they i n t e r a c t  

w i th  Kenyan o f f i c e r s  and a d m i n i s t r a t o r s ?  

(5) What i s  t h o t  n a t u r e  of t h e  work of t h e  u n i t ?  

Uhere does t h e  o u t p u t  go i n  t e r n s  b o t h  of channels  and end u s e r s ?  

and i n  what f o r n ?  I s  t h e r e  d i f f e r e n t i a l  t rea tment  of a d v i s o r s '  

and Kenyans ' work? 

(6) What i s  t h e  impsct on p o l i c y ?  

What fo l lows  i s  our  pe rcep t ion  of the  answers t o  t h s s e  ques t ions  

fo l lowing  t h e  in t e rv iews  and r e s e a r c h  o u t l i n e d  i n  t h e  i n t r o d u c t i o n .  Us 

do not  s i n g l e  o u t  t h e  work of p a r t i c u l a r  a d v i s o r s  excep t  as  examples nor  

do we c o m e n t  on t h e  r e l e v a n c e  and q u a l i t y  of an i n d i v i d u a l ' s  vcrk .  We do n o t  

h e s i t a t e ,  h o t e v e r ,  t o  o f f e r  some g e n e r a l  c o m e n t s  on r e l evance  and 

q u a l i t y  a s  we proceed.  F i n a l l y  i t  must be emphasized t h a t  t h e  pool concept 

(which we completely accep t  a s .  a': concep t )  makes eva lua t ion  more 

d i f f i c u l t .  As a  pool of i n d i v i d u a l  a d v i s o r s  l o c a t e d ' i n  t h e  v a r i o u s  u n i t s  

and func t ion ing  "as Kenyan c i v i l  s e rvan t s "  a d v i s o r s  t h e o r e t i c a l l y  have 

t h e i r  work p r o g r a m  d e t e m i n e d  by t h e  u n i t ,  i t s  manager and h ighe r  l e v e l  

o f f i c i a l s .  



However, we have found c o n s i d e r a b l e  d i v e r s i t y  i n  t h e  way i n  which 

t h e  a d v i s o r s '  work a c t i v i t i e s  a c t u a l l y  occur .  On one e x t r e c e ,  a  l i t e r a l  

i n t e r p r e t a t i o n  of a d v i s o r s  r o l e s  i s  t h a t  they  should  do what i s  asked of 

them by t h e i r  Kenyan s u p e r i o r s .  Th i s  r e spons ive  r o l e  could  l ead  t o  

p e r i o d s  of overwork i n t e r s p e r s e d  wi th  p e r i o d s  of r e l a t i v e  i n a c t i v i t y .  

Aluos t  i n v a r i a b l y  t h e  a c t i v i t i e s  w i l l  be sho r t - t e rm,  s p o r a d i c  and l ack ing  . 
i n  any s o r t  of t e ~ p o r a l  coherence.  A t  t h e  o t h e r  extreme would be  t h e  

c a s e  where a d v i s o r s  des ign  t h e i r  o ~ m  a c t i v i t i e s  e i t h e r  because t h e r e  i s  

no work program o r  because t h e y  conv incs  t h e i r  s u p e r v i s o r s  t h a t  what t hey  

want t o  do i s  t h e  b e s t  p o s s i b l e  u s e  of t h e i r  t ime.  

While w e  have n o t  n e c e s s 2 r i . l ~  found e i t h e r  extreide i n  pu re  form, 

t h e r e  i s  a  c o n s i d e r a b l e  r snze  of o p e r a t i n g  s t y l e s  between t h e  two p o l e s .  

S t a t e d  ano the r  way t h e  r e l a t i v e  n i x  of r e spons ive  work t o  s e l f - i n i t i a t e d  

a c t i v i - t i e s  v a r i e s  s i g n i f i c a t l y .  Pcrhaps t h i s  r e s u l t s  from t h e  f a c t  t h a t  

t h e r e  i s  by no neans  a common piiilosoghy o r  p e r c e p t i o n  of r o l e  anong 

a d v i s o r s .  F u r t h e r  t h z r e  appears  t o  have been l i t t l e ,  i f  any,  a t t empt  t o  

d e f i n e  a PAP phi losophy i n  t h i s  r ega rd  o r  i n  r zga rd  t o  t h e  i n d i v i d u a l  

a d v i s o r s  r o l e  i n  on t h e  job t r a i n i n g  - a  s u b j e c t  d i s c u s s e d  i n  more d e t a i l  

l a t t e r .  

We noe t u r n  t o  our  d i s c u s s i o n  of e .xh  u n i t .  

B. DEVELOPMEIJT PL'LVNING DIVIS IOC! - H1I;ISTRY OF LIVESTOCK DEVELOF?lENT (DPD/LD) - 
T h i s  u n i t  i s  relatively ncr.1 and smil. It was formed fo l lowing  t h e  

s e p a r a t i o n  of t h e  P i in i s t ry  of L ives tock  Deve lo~men t  f r o n  t h e  H i n i s t r y  of 

A g r i c u l t u r e  i n  1979. Two of i t s  s e n i o r  o f f i c e r s  were transferred from 

A g r i c u l t u r e  a t  t h e  tine. The t a s k s  of t 5 e  u n i t  a r e  g e n e r a l l y  those  l i s t e d  

above r e l a t i n g  t o  s t r a t e g y ,  c o m o d i t y  and s a r k e t i n g  a n a l y s i s ,  p o l i c y  

fo rmula t ion ,  p l ann ing  and p r o j e c t s  a c t i v i t i e s  i n c l u d i n g  ( i n  theo ry )  

i d e n t i f i c a t i o n ,  p r e p a r a t i o n ,  a p p r a i s a l ,  s o n i t o r i n g  2nd e v a l u a t i o n  a s  they  

r e l a t e  t o  t h e  l i v e s t o c k  s e c t o r .  

The u n i t  c o n s i s t s  of a  head,  a  deputy  head and t h r e e  s e c t i o n s  o r  

a c t i v i t i e s  - commodity and marke t ing  problems,  p r o j e c t s ,  and s t r a t e g y .  

Tne coonodi ty  s e c t i o n  c o n s i s t s  of  two i:enyan o f f i c e r s  (one a s  head) and 

a TAP a d v i s e r .  The p r o j e c t s  s e c t i o n  h a s  t h r e e  1:en;ran o f f i c e r s  and one 



*.' TM advise r  and is i n  a d d i t i o n  headed by t h e  Deputy Head of t h c  d i v i s i o n .  I n  

a d d i t i o n  t h e r e  a r c  two p lann ine  o f f i c e r s  on overseas  t r a i n i n g  under TAP 11. 

A r e c e n t  d o c t o r a l  g radua te ,  p a r t i a l l y  funded by TAP, w i l l  j o i n  i n  September, 

and another  o f f i c e r  is expected t o  leave Eor t r a i n i n g .  S t r a t e g y  i s  perceived 

( c o r r e c t l y  i n  our judgement) t o  c u t  a c ross  the  o t h e r  sec t ions  and is 

reserved t o  t h e  D i r e c t o r .  T l ~ e r c  a r c  no planning o f f i c e r s  i n  t h e  S t r a t e g y  

s e c t i o n .  The TAE' adv i se r  r e l a t e s  t o  t11c d i r e c t o r ,  but seems t o  have worked 

a t  va r ious  times wi th  n o s t  of t h e  Kenyan o f f i c e r s .  There a r e  no o t h e r  

e x p a t r i a t e  adv i sors  a t t ached  t o  the  u n i t .  a  c o n d i t i o n  s t rong ly  supported 

by t h e  Head. 

The p h i l o s ~ p h y  of the  d i v i s i o n  a s  explained bv tho Head i s  t h a t  a l l  

members a r e  a  t e a  and t h a t  t h e  ou tpu t  is d i v i s i o n a l  output .  Requests f o r  

a n a l y s i s ,  e i t h e r  o r i g i n a t i n g  o u t s i d e  t h e  d i v i s i o n  o r  f r c u  wi th in ,  a r e  

channel led from t h e  Head t o  t h e  Sec t ion  Head who then s i t s  with h i s  s t a f f  

and d e t e r n i n e s  how t h a  worlc should be done and by wtiom. Advisers a r e  

c l e a r l y  t r e a t e d  a s  p a r t  of the  s t a f f .  The Div i s ion  has a s i x  month work 

p lan  aggregated and i n t e g r a t e d  f r o u  i n d i v i d u a l  work plans  a s  n o d i f i e d  r by D i v i s i o n a l  r e s p o n s i b i l i t y .  O f f i c e r s  a r e  requ i red  t o  prepare  one page 

s t a tements  of a c t i v i t i e s  each noilth and these  a r e  subn i t t ed  t o  t h e  Ifead. 

They a r e  then  c i r c u l a t e d  t o  a l l  nembers of the  u n i t  t o  allow f u l l  informat ion 

exchange. F i n a l l y  t h e  f u l l  d i v i s i o n  s t a f f  mzets a t  l e a s t  once a nonth t o  

d i s c u s s  p roeress  and necessary ~ i o d i f i c s t i o n  of vork pians .  We a l s o  received 

i n f o r n a t i o ~ l  about a  shor t - term t r a i n i n g  p r s g r m e  which i s  i n  an advanced 

s t a g e  of developraent . 
We b e l i e v e  t h a t  the  procedure desc r ibed  above, which appear ing 

somewhat f o m l ,  has r e s u l t e d  i n  a  sense of c o l l e c t i v e  and c o l l e g i a l  

purpose and e f f o r t .  As a  r s s u l t  n o r a l e  seems high and many express  a 

c h t n e n t  t o  t h e  l i v e s t o c k  s e c t o r .  Despi te  a p o s s i b l e  l o s s  of e f f i c i e n c y ,  

t h e  two adv i se r s  i n  pos t  a t  tibe t i n e  p a r t i c i p a t e d  a s  s t a f f  members i n  the  

development of t h e  approach and a l l  t h r e e  f u l l y  support  i t .  

I n  t h i s  u n i t  t h e  TAP a d v i s e r s  a r e  perceived t o  be regu la r  mesbers 

of t h e  s e c t i o n s  who p a r t i c i p a t e  f u l l y  i n  t h e  developwcnt of work p lans  

and i n  t h e  c a r r y i n g  out  of t h e  d i v i s i o n  work. Two share  o f f i c e s  wi th  Kenyan 

o f f i c e r s  wi th  whom they work. The adv i se r s  a l l  a r t i c u l a t e  t h e  philosophy 

t h a t  t h e i r  r o l e  i s  t o  assist i n  a n a l y s i s  and t o  work with and through 

Kenyan o f f i c e r s  t o  enhance t h e i r  capac i ty  t o  do planning and p o l i c y  a n a l y s i s .  

It is t h e i r  s t a t e d  philosophy t h a t  a l l  work should be j o i n t  and t h a t  f e w  

i tems should emerge from t !~e  d i v i s i o n  c l e a r l y  i d e n t i f i e d  a s  t h e i r  own. It is  



r%ir s t a t e d  ph i l o sophy  t h a t  a l l  work shou ld  b e  j o i n t  and t h a t  few i t e m s  

s h o u l d  e n e r g e  £row t h e  d i v i s i o n  c l c a r l y  i d e c t i f i e d  a s  t h e i r  own. It i s  t h e i r  

judgement  t h a t  i n v o l v i n g  Kenyan o f f i c e r s  a t  a l l  s t a g e s  of  a n a l y s i s , ,  w h i l e  

p e r h a p s  s l ower  and p roduc ing  a  l e s s  p o l i s h e d  p r o d u c t ,  is c r u c i a l  t c r  b u i l d i n g  

l o n g e r  t e r n  c a p a c i t y .  I n  t e r n s  o f  t h e  t r a d e  o f f  a d v i s e r s  a r e  f a c e d  w i t h i n  

a l l  u n i t s ,  o f  do ing  i t  y o u r s e l f  q u i c k l y  o r  do ing  i t  a s  a  teanl, t h e  a d v i s e r s  

i n  t h i s  u n i t  i n  t h e o r y  and i n  p r a c t i c e  s u p p o r t  c o l l e c t i v e  work. 

Tha a c t u a l  work of  t h e  a d v i s e r s  v n r i c s  w i t h  t h e  s e c t i o n  t o  which  

t h e y  a r e  a t t a c h e d  and i s  o b v i o u s l y  p a r t  o f  t h e  o n - ~ o i n g  work. The p r o j e c t s  

g roup  is i nvo lved  i n  s e v e r a l  t ypes  of  a c t i v i t i e s  i n c l u d i n g  p a r t i c i p a t i o n  

i n  mid-course p r o j e c t  r ev i ew ,  t h e  dcve lopuen t  o f  a  p r o j e c t  i n v e n t o r y  ( a  

n e c e s s a r y  f i r s t  s t e p  towards  p r o j e c t  rLionitorin;), t h e  deve lopment  o f  c r i t e r i a  

f o r  p r o j e c t  a p p r o v a l ,  and work r e l a t i n g  t o  t r a i n i n g  l i v e s t o c k  o f f i c e r s  

f o r  t h e  i n p l m e n t a t i o n  of  d i s t r i c t  f o c u s .  I n  t h i s  l a t t e r  p r o j f c t  one  of  

t h e  Kenyan o f f i c e r s ,  t r a i n e d  i n  s t a ~ i s t i c s ,  i s  work ing  w i t h  t h e  manaecment 

g roup  t o  dcve lop  computer  c a p a c i t y  b o t h  t o  m a i n t a i n  a : - r o j e c t  r e g i s t r y  and 

t o  d e v e l o p  b a s i c  d i s t r i c t  d a t a  f o r  t h e  i ~ p l e c e n t a t i o n  o f  d i s t r i c t  f o c u s .  

I n  g e n e r a l  t h e  p r o j e c t  p e o p l e  a r e  f o c u s s i n g  on  l o n g e r  te rm i s s u e s  and t h e  

work seems we11 i n t e g r a t e d  and of  good q u e l i t y .  

The c o m o d i t i e s  m a r k e t i n g  group i s  a s s i s t i n g  i n  t h e  a n a l y s i s  of  a  

number o f  n a r k c t i n z  i s s u e s  i n c l u d i n g  marg ins  and marke t  e f f i c i e n c y ,  t h e  

e f f i c i e n c y  of  p a r a s t a t a l s ,  t h e  p r i c e  r ~ v i e w  and o c h e r  s h o r t e r  t e r n  i s s u e s  

which  a r i s e  f rom tirile t o  t i ixe.  Aza in  tile a d v i s e r  perceives h i s  r o l e  a s  

s u p p o r t i v e  i n  a  t e a  r o l e .  

The s t r a t e g y  s e c t i o n  n a t u r a l l y  h a s  a  D iv i s i on -wide  s c o p e  and iis 

r e s p o n s i b l e  t o  t h e  Heed o f  t h e  P l a n n i n g  g i v i s i o n .  One T"iP a d v i s e r  i s  

a s s i g n e d  t o  s t r o t e g y .  The s e c t i o n  h a s  two a p p a r e n t  n a j o r  r e s p o n s i b i l i t i e s :  

1 )  i d e n t i f i c a t i o n  of  l ong  t e r n  p o l i c y  i s s u e s  and t h e  development 
of  a  c o h e r e n t  s t r a t e g y ,  and 

2) c o o r d i n a t i o n  of  t h e  p r e p a r a t i o n  of  t h e  set-tor c h a p t e r  i n  t h e  
1984160 X a t i o n a l  ? I a n .  Documents rev iewed and interviews 
conducted  s u g g e s t  t h a t  s i x  major  i s s u e s  have  been  i d e n t i f i e d :  

a )  t h e  changing  p r o d u c t i o n  s t r n c t u r e  f r om l a r z e  h o l d i n g s  
t o  s m a l l  h o l d i n g s  and t h e  n e c e s s a r y  changes  i n  s e r v i c e  
d e l i v e r y ;  

b )  t h e  r o l e  of  p a r a s c a t a l s  and t h e  p r i v a t e  s e c t o r  a s  t h e y  
i n t e r f a c e  w i t h  p u b l i c  p o l i c y  i n  t h e  n a r k e t i n g  sys tem;  

c )  p r i c e s  and t h e  r o l e  of  t h e  marke t ;  



d) strateg:: s  f o r  drought  nanagernent; 

e )  s p e c i a l  c r e d i t  needs of t h e  l i v e s t o c k  s e c t o r ;  

f )  l a c k  of r e l i a b l e  d a t a  a t  t h e  £ a m ,  market  and n a t i o n a l  l e v e l s .  

~ ~ c h  of t h e s e  t o p i c s  and c t h e r s  have been t h e  s u b j e c t s  of  p o s i t i o n  

papers and memos which a r e  presunably  f eed ing  i n t o  t h e  e v o l u t i o n  of a Hinistry 

s t r a t e g y  paper a s  we l l  a s  p rov id ing  inpu t  i n t o  t h e  n a t i o n a l  p l an .  I n  g e n e r a l  

t h e  s u b j e c t s  a r e  thoroughly ,  though somet ines  academica l ly .  treated-,  1- f i r m  
). 

base  f o r  a  s t r a t e g y  paper scens  t o  e x i s t .  Ye recommend t h a t  t h e  dcvel pment 

of a  l o n ~  term s t r a t e g y  paper  proceed a s  planned. 

The e f f o r t  t o  develop a  l i v e s t o c k  s e c t o r  c h a p t e r  o f  t h e  Na t iona l  

P l a n  i s  t h e  f i r s t  s i n c e  t h e  c r e a t i o n  of t h e  P l in i s t ry .  C o l l e c t i v e  e f f o r t s ,  

which used i n p u t s  from o t h e r  members of t h e  D i v i s i o n  and t h e  Min i s t ry ,  have 

r e s u l t e d  i n  a d r a f t  p lan  which has  been coordinated  and l a r g e l y  w r i t t e n  by 

t h e  s t r a t e g y  a d v i s e r .  It i s  a  comprehensive review of p a s t  pe r fo rnance ,  

i d e n t i f i e s  major i s s u e s  and recommends a c t i o n .  

I n  gcne ra l  t h e  work of t h e  D i v i s i o n  i s  somewhat Enre  r e f l e c t i v e  

than  t h a t  i n  DPD - MoA where much nore  energy s e e m  t o  be consumed i n  

responding t o  shor t - term p o l i c y  c r i s e s .  Th i s  r e f l e c t s  a  p e r c e p t i o n  by 

D i v i s i o n  l e a d e r s h i p  t h a t  t h i s  i s  t h e  a p p r o p r i a t e  r o l e  f o r  a Planning D i v i s i o n ,  

b u t  is made more r e a l i z a b l e ,  pe rhaps ,  by t h e  differ in^ denands on t h e  Div i s ion .  

Thus i n  XLD it i s  e o r e  d i f f i c u l t  t o  a s s e s s  how 2nd where t h e  i ) i v i s i o n ' s  

output e n t e r s  i n t o  the  x a t i o n a l  p o l i c y  p rocess  except  through channels  

from DPD l e a d e r s h i p  t o  t h e  Permanent S e c r e t a r y ,  who i n  t u r n  p a r t i c i p a t e s  

a t  h ighe r  l e v e l s .  C x p n t r i a t e s  i n  PEPD and t h e  O f f i c e  of t h e  P r e s i d e n t  i n  

g e n e r a l  judged t h e  ou tpu t  of t h e  D i v i s i o n  t o  be  of good q u a l i t y  and 

t h a t  i t  had helped the  P l in i s t ry  of L ives tock  Development t o  respond w e l l .  

However, none could i d e n t i f y  s p e c i f i c  ou tpu t s  a s s o c i a t e d  w i t h  p a r t i c u l a r  

a d v i s o r s .  This  is a  h e a l t h y  s i g n  w i t h  r e s p e c t  t o  t h e  i c t e g r a t i o n  of 

a d v i s o r  work i n t o  the  Kenyan p r o c e s s .  On t h e  o t h e r  hand, g iven  t h e  

importance of t h e  l i v e s t o c k  s e c t o r ! t o  Kenyan a g r i c u l t u r e  i t  i s  no t  c l e a r  

how much high l e v e l  a t t e n t i o n  t h e  long tern:  i s s u e s  r c c e i v e .  This  aay 

e x p l a i n  our  i n a b i l i t y  t o  s p e c u l a t e  about t h e  impact of Dm-1,Z.D on n a t i o n a l  

p o l i c y  d e c i s i o n s .  

I n  sum the  u n i t  .-.(I t he  a d v i s e r s  i n  i t ,  s sens  t o  b e  a t t e n p t i n g  

concep tua l ly  t o  accomplish t h e  d u a l  o b j e c t i v e s  of T!2 11: nzmely t o  produce 

q u a l i t y ,  t imely  and r e l e v a n t  work and t o  develop Kenyan c a p a c i t y .  O v e r a l l  

w e  a r e  impressed by t h e  approach be ing  t aken  and t h e  f u n c t i o n i n g  of t h e  u a i t  



a s  a  team. Some of t h i s  no doubt r e s u l t s  from the  snall s i z e  and newness 

of t h e  u n i t ,  b u t  i t  a l s o  r e f l e c t s  conscious a t tempts  by t h e  l eadersh ip ,  

t h e  Kenyan o f f i c e r s  and t h e  TAP adv i se r s  t o  work towards t h e  o b j e c t i v e s  

w e  b e l i e v e  a r e  espoused i n  TAP 11. It a l s o  c l e a r l y  r e f l e c t s  t h e  

philosophy of t h e  Permanent Sec re ta ry .  

C. DEVELOPXEXT PMINING DZVISIO2J - I.ffIlZSTRY OF AGRICULTURE (I?PD/?~OA) 

This  u n i t  has a  longer  h i s t o r y ,  is iaore s t r u c t u r e d  o r g a n i z a t i o n a l l y ,  

and i s  l a r g e r  than t h e  DPD/MLD. The formal ly  ass igned t a s k s  a r e  s i m i l a r  

i n  terms of f u n c t i o n a l  a r e a s : - s t r a t e g y ,  connodity p o l i c y  a n a l y s i s ,  marketing,  

and p r o j e c t  review and a p p r a i s a l .  The number of c o m o d i t i e s  covered i s  

s i g n i f i c a n t l y  l a r g e r  t h a n  i n  l i v e s t o c k  a s  i s  t h e  number of p a r a s t a t a l s  

n o m i n a l l y  r e p o r t i u g  t o  t h e  Pi in is t ry .  Given t h e  inpor tance  of foodcrops 

and expor t  commodities t o  t h e  Kenyan economy, t h e  Government appears t o  

g i v e  heav;-r  p o l i c y  a t t e n t i o n  t o  Agr icu l tu re  than Livestock.  A l l  of 

t h e s e . v a r i a b l e s  suggest  t h a t  t h e  nuaber of iaunediate po l i cy  i s s u e s  i s  

i n  f a c t  much h igher .  There fo re ,  the  DPDIMOB appears t o  be almost always 

involved i n  t h e  n o s t  r e c e n t  po l i cy  i s s u e  o r  c r i s i s .  We no te  t h i s  because 

i n  p a r t  i t  cay we l l  in f luence  t h e  way t h e  work is undertaken. 

The u n i t  c o n s i s t s  of a  Bead, a  Deputy Head and four  s e c t i o n s :  

p r o j e c t  e v a l u a t i o n  and planning,  commodity po l i cy ,  s t r a t e g y  planning, 

and marketing.  Each s e c t i o n  is headed by a  Kenyan O f f i c e r .  The 

p r o j e c t s  s e c t i o n  i s  s t a f f e d  by t h e  head, s i x  p lanning o f f i c e r s ,  (two of 

whom a r e  abroad f o r  t r a i n i n g )  one TAP a d v i s e r ,  and a t  l e a s t  two o t h e r  

b i l a t e r a l  a d v i s e r s .  The comnoditics s e c t i o n  c o n s i s t s  of t h e  head, f i v e  

planning o f f i c e r s  (one on s tudy  leave)  and two TAP a d v i s e r s .  The s t r a t e g y  

s e c t i o n  c u r r e n t l y  c o n s i s t s  of one Kenyan o f f i c e r  ( t h e  head).  The s e n i o r  

TAP a d v i s e r  spends what time rena ins  a f t e r  a d m i n i s t r a t i v e  and coord ina t ing  

d u t i e s  i n  t h i s  s e c t i o n  and soon v i l l  j o i n  t h e  s e c t i o n  phys ica l ly .  The 

marketing s e c t i o n  c o n s i s t s  of t h r e e  Kenyan o f f i c e r s  (one a s  head) 2nd 

two FA0 c o n s u l t a n t s .  T h i s  u n i t  i s  somewhat a p a r t  from t h e  r e s t  of t h e  

Div i s ion  having o r i g i n a l l y  been c o ~ c e i v e d  a s  p a r t  of a  dsvelopment p r o j e c t .  

Care must a lvays  be taken t o  a s s u r e  t h a t  over laps  between work i n  t h i s  

s e c t i o n  and t h e  commodities s e c t i o n  a r e  minimized whi le  enhancing 

complementari ty.  



It i s  our unders tanding t h a t  t h e  FA0 p r o j e c t  i s  scheduled t o  end 

nex t  y e a r  and we would expect  t h a t  s e r i o u s  c o n s i d z r a t i o n  w i l l  be g iven  t o  

r a t i o n a l i z i n g  the  work assignments i n  3P3. We n o t e ,  a s  d i d  Faaland and 

Saywell  i n  1978, t h a t  t h e  presence  of an u n c e r t a i n  number of b i l a t e r a l l y  

funded e x p a t r i a t e s ,  i n  a d d i t i o n  t o  f o u r  TAP a d v i s e r s ,  b r ings  t h e  r a t i o  

of Kenyan o f f i c e r s  (excluding a d m i n i s t r a t o r s )  t o  e x p a t r i a t e s  below t h e  

c r u c i a l  minimum of 1: 1. 

The presence  of a d d i t i o n a l  a d v i s e r s  w i t h  b i l a t e r a l  l o y a l t i e s ,  w h i l e  

i n c r e a s i n g  t h e  pool  of r e sources  a v a i l a b l e  t o  DPD/FlgA, r a i s e s  two kinds  of 

i s s u e s  which may m e r i t  a t t e n t i o n .  F i r s t  f o r  b i l a t e r a l l y  funded p lann ing  

and a n a l y s i s  a c t i v i t i e s ,  s a i n l y  o p e r a t i n g  w i t h i n  t h e  Divis ion,  t h e r e  i s  a n  

i s s u e  of whether t h e i r  p r o j e c t  o b j e c t i v e s  a r e  t h e  same a s  those  of TAP. 

I f  t hey  pe rce ive  t lacir  r o l e  a s  doing shor t - t e rm p o l i c y  a n a l y s i s  o n l y ,  

then TAP a d v i s e r s ,  who have t h e  a d d i t i o n a l  r e s p o n s i b i l i t y  of 

i n s t i t u t i o n a l i z i n g  Kenyan c a p a c i t y ,  may be judgzd a s  l e s s  e f f e c t i v e  i n  

producing t h e  volume and q u a l i t y  of o u t p u t .  Th i s  provides  t h e  s e t t i n g  f o r  

p o t e n t i a l  i n t e r n a l  c o n f l i c t s  among a d v i s e r s  and may c o n t r i b u t e  t o  

u n c e r t a i n t y  among Kenyan p lann ing  o f f i c e r s  a s  t o  t h e i r  r o l e  and 

r e s p o n s i b i l i t i e s .  Secondly,  o t h e r  a d v i s e r s  wi thou t  an i n s t i t u t i o n - b u i l d i n g  

c o m i t n e n t  nay becone d i r e c t l y  involved wi th  h i g h e r  l e v e l  u s e r s  of 

in fo rmat ion  witllout invo lv ing  Kenyan o f f i c e r s  z t  a l l  l e v e l s .  

In  l i g h t  of t h e s e  i s s u e s  we recommend t h a t  t h e  Golc cons ide r  e i t h e r  

encouraging b i l a t e r a l  donors i n t e r e s t e d  i n  p r o v i d i n ~  planning a s s i s t a n c e  

f o r  DPD t o  j o i n  t h e  poo l  o r  a t  l e a s t  explici t1:r  b u i l d  i n s t i t u t i o n - b u i l d i n g  

o b j e c t i v e s  i n t o  a l l  b i l a t e r a l  c o n t r a c t s .  F i n a l l y  we wish t o  makc ve ry  

c l e a r  t h a t  we a r e  n o t  r e f e r r i n g  t o  b i l a t e r a l l y - f u n d e d  E ie ld  p r o j e c t s  

a h i n i s t e r e d  through t e c h n i c a l  d v i s i o n  which have a p lanning component. 

Here,  con t inu ing  t o  develop t h e  sys tem of f u l l  informat ion exchange and 

coord ina t ion  be ing  under takcn between t h e  p r o j e c t s  s e c t i o n  and t h e  

Department of A s r i c u l t u r e  should  be  s u f f i c i e n t .  

The mode of ope ra t ion  of t h e  DPD/lloA i s  evo lv ing  towards a p o s i t i v e  

programme of work p l a u s  and s p e c i f i c  work ass ignments  f o r  i n d i v i d u a l  o f f i  

o f f i c e r s .  Seve ra l  tiuies i n  t h e  r e c e n t  p a s t  work plans  have been proposed 

and p u t  on paper ,  bu t  each t ime they  have been over taken by even t s .  The 

most r e c e n t  a t tempt  i n  June,  f o s t e r e d  by TAP a d v i s e r s ,  i s  promising.  

We have seen  p l a n s  f r o  two S e c t i o n s  which e x p l i c i t l y  a s s i g n  r e s p o n s i b i l i t i e s ,  

by c o m o d i t y  o r  s u b j e c t  m a t t e r  a r e a ,  t o  i n d i v i d u a l  o f f i c e r s .  I n  a d d i t i o n ,  

i n  t h e  c o m o d i t i e s  s e c t i o n ,  t h e  two TAP a d v i s e r s  have a l s o  been as s igned  



l a r g e r  groups of c o m o d i  t i e s ,  makin? . p o s s i b l e  c c l l e g i a l  i n t e r a c t i o n  on 

connodity i s s u e s  i f  des i red .  A s i m i l a r  procedure had been p rev ious ly  

adopted i n  t h e  p r o j e c t s  s e c t i o n .  A l l  of t h e s e  e f f o r t s  a r e  commendable and 

we recornend t h a t  work plans  be formaiized Division-wide and t h a t  they 

be adhercd t o .  

But t h e r e  i s  more t o  making a  Planning Div i s ion  f u n c t i o n a l  than 

having a  v r i t t e n  work 2lan.  We n o t e  t h a t  r e q u e s t s  f o r  a n a l y s i s  sometimes 

go d i r e c t l y  toTAP adv i se r s  by ?ass ing  a d m i n i s t r a t i v e  o f f i c e r s .  Ue 

a r e  n o t  s l a v e s  of b u r e a u c r a t i c  processes ;  however, c l e a r l y  de f ined  and 

adhered t o  channels of work r e q u e s t s  and a n a l y s i s  flows would enhance morale. 

F u r t h e r  t h c r e  should be a  c l e a r l y  s t a t e d  Divisiori  phi losophy,  endorsed 

and supported by a l l  TAP a d v i s e r s ,  t h a t  p a r t  of t h e  process  involves  

c o l l a b o r a t i v e  work which p o t e n t i a l l y  improves Kenyan capac i ty .  Fur thc r  we 

recorimiend an operating philosophy t h a t  a s s u r e s  t h a t  a l l  work should be done 

by team invo lv ing  Kenyan o f f i c e r s  when o f f i c e r s  a r c  a v a i l a b l e .  

We n o t e  a l s o  t h a t  t h e r e  a r e  infequen: Divis ion wide meetings held  

t o  d i s c u s s  Divis ion philosophy, o b j e c t i v e s  and work p lans .  Fur the r  w e  

were no t  informed of any formal monthly o r  semi-annual r e p o r t i n g  requirements.  

Formal izat ion of work p lans ,  r e p o r t i n g  anci meetings should h e l p  i n  bu i ld ing  

coherence and morale. E f f o r t s  i n  two of t h e  Sec t ions  i n  t h i s  r eea rd  a r e  

t o  be comended.  The above a i a l y s i s  suzges t s  t h a t  t h e  r o l e  of TAP adv i se r s  

i n  DP3/IIol'. i s  perceived d i f f e r e n t l y  a t  v a r i o u s  1 e v e . l ~  of t h e  bureaucracy. 

I n  e e n e r a l  t h e  higher  t h e  l e v e l ,  t h e  g r e a t e r  t h e  emphasis g iven t o  t i c e l y ,  

q u a l i t y  a n a l y s i s .  There i s  a l s o  sonc d i v e r s i t y  among adv i se r  pe rcep t ions  

of t h e i r  r o l e ,  both i n  terms of shor t - term r e a c t i v e  work v e r s u s  lonzer  

term a n a l y s i s  and/or t h c  c o s t s  of t ak ing  t h e  a d d i t i o n a l  t ime t o  involve  

j u n i o r  Kenyan o f f i c e r s  i n  problem fornula t ior . ,  a n a l y s i s  and r e p o r t i n g .  

Even TAP a d v i s e r s  who take s e r i o u s l y  t h e i r  r o l e  i n  i n s t i t u t i o n  b u i l d i n s  

a r e  o f t e n  f r u s t r a t e d  by t h e  cons tan t  turnover  of Kenyan s t a f f  and t h e  

l ack  of exper ience and/or  thq motivation and work h a b i t s  of  somc Kenyan 

o f f i c e r s .  I n  s h o r t  we have t o  confess  t h a t  t h e  long t e r n  o b j e c t i v e  of 

i n s t i t u t i o n  bu i ld ing  is not  being r e a l i z e d  t o  any s i g n i f i c a n t  degree  i n  

t h e  Div i s ion  l e s s  because of a d v i s e r s '  w i l l ingness  and coinmitment t o  

i n s t i t u t i o n  bu i ld ing  than because of t h e  capac i ty  and exper ience of 

j u n i o r  o f f i c e r s .  I t  a l s o  probably r e f l z c t s  t h e  p r i o r i t i e s  of M i n i s t e r i a l  

and D i v i s i o n a l  management f o r  product  r a t h e r  than Frocess .  



The work of a d v i s e r s  i n  t h e  t h r s e  s e c t i o n s  i s  ex tens ive ,  r e l e v a n t  

and recognized t o  be of h igh q u a l i t y .  Rather  than a t t empt ing  a f u l l  

review of s p e c i f i c  s u b j e c t  m a t t e r  ( t h i s  i s  c l e a r l y  o u t l i n e d  i n  v a r i o u s  

semi-annual r e p o r t s )  we br7adly  c h a r a c t e r i z e  t h e  work and corsnent b o t h  

on i ts  t i m e l i n e s s ,  re levance and a;parent impacts.  I n  doing so  we c o m e n t  

a l s o  on t h e  way i n  which a d v i s e r s  have been deployed. He have a l s o  reviewed 

i n  depth a g r e a t  d e a l  of the  w r i t t e n  ou tpu t  of t h e  Divis ion.  

The work of t h e  p r o j e c t s  s e c t i o n  has  focussed br.-?adly on a g r i c u l t u r a l  

development i s s u e s  r ~ h i c h  have included he lp ing  d e s i g n  the  Na t iona l  Extension 

P r o j e c t  and the  Nat ional  IIoae Econonics /Yutr i t ion P r o j e c t .  The S e c t i o n  

has  a l s o  worked wi th  t h e  'lanagencnt Systems Unit t o  des ign  a p r o j e c t  

management system. The TAP a d v i s e r  was a l s o  involved i n  a c rash  e f f o r t  

t o  a s c e r t a i n  the  a c t u a l  s t a t u s  of n a j o r  food crop y i e l d s .  The TAP a d v i s e r  

was a l s o  heav i ly  involved i n  i n t e g r a t i n g  inpu t s  t o  and d r a f t i n g  t h e  

A g r i c u l t u r a l  Chapter of t h e  193irl38 Plan.  It i s  a comprehensive review of 

p a s t  p rogress ,  c u r r e n t  i s s u e s  and f u t u r e  p lans .  F i n a l l y  we note  t h s t  t h e  

TAP a d v i s e r  and the  Sec t ion  head have worked t o ~ e t h e r  t o  inprove forward 

planning i n  t h e  s e c t i o n  and have a t tempted t o  d e v i s e  ways of s e c u r i n g  

g r e a t e r  i n t e r a c t i o n  wi th  plannine  o f f i c e r s .  

The C o m o d i t i e s  Sec t ion ,  ~ i v e n  i t s  mandate, i s  n e c e s s a r i l y  involved 

i n  s h o r t e r  t e r n  i s s u e s  of i m e d i a t e  concern.  These have included p o l i c y  

papers  on Pyrethrum, Tea, Oi l seeds ;  t h e  p o s s i b i l i t i e s  of d i spos ing  of 

s u r p l u s  food g r a i n s ;  and on r e l a t i v e  gaze t t ed  p r i c e s .  These a c t i v i t i e s  

a r e  i n  a d d i t i o n  t o  the  one i n s t i t u t i o n a l i z e d  t a s k  i n  the  DPD - nvcely  

the  annual p r i c e  review. This  annual  e f f o r t  begins  i n  t h e  comnodities 

s e c t i o n  and u l t i m a t e l y  ends up i n  c a b i n e t .  There  is some evidence t h a t  

t h i s  t a s k  is no t  a s  w e l l  a n t i c i p a t e d  a s  i t  might be -con t inu ing  d i s c u s s i o n s  

of methodology and d a t a  needs a s  proposed i n  r ecen t  work p lans  would 

inprove the  process .  IJe no te  t h a t  t h i s  s e c t i c n  c ~ l l a b o r a t e d  wi th  t h e  

p r o j e c t s  s e c t i o n  i n  making p r o j e c t i o n s  f o r  t h s  f i v e  year  p lan .  

We a r e  impressed by t h e  r e c o g n i t i o n  of t h e  q u a l i t y  of work coming 

o u t  of t h i s  s e c t i o n  and o t h e r s  i n  DPD/E!oA by a d v i s e r s  and Kenyan o f f i c i a l s  

i n  o the r  N i n i s t r i e s .  We note  wi th  approval  t h a t  r e c e n t l y  t h e r e  ha-re 

been s p e c i f i c  assignments of c o m o d i t y  r e s p o n s i b i l i t i e s  t o  bo th  Kenyan 

o f f i c e r s  and TAP a d v i s e r s .  Th i s  i s  p a r t  of an e f f o r t  t o  develop a  s e c t i o n  

work plan.  



The strategy section is understaffed. This may reflect Govsrmental 

priority for the present over the longer term. This section, logically 

the place to take the lead in the five year plan, had a change of 

leadership about the time that work assignments for plan papers were 

made. Thus only a conrdinatin~ and editing role was expected. However, 

as noted above, ultimately much of the final draftin2 was done in the- 

projects section. The absence of a fulltime adviser in this section also , 

constrains possible collaborative and longer ten= activities. 

This is not a criticism of the Senior Adviser. It is, rather, a 

much more realistic recognition of the timz required to be an effective 

Senior Adviser than the 20 per cent time envisioned in the TiiP I1 Scope of 1 

Work (para 34). To his credit the Senior Adviser was a leading participant i 
in a significant and quelity analysis of maize marketing, a good exanple 

of long-tern analysis which we comend and vhich offers on occasion for 

some additional thoughts. ! 
The main document, the product of DPD-wide cEfort, is a well- 

reasoned and analytically sound presentativc of n set of four maize 

security options. The technical zppendices, almost exclusively done by 

TAP advisers, are more academic and contain relatively so?histicated 

simulation analysis. We offer two comments; first, the attempts in 

Annex IV to state clearly the limitations of the analysis is cornendable 

and underlines the necessity of constantly enphssizing to decision-uakers 

the lircitations of nodcls when shoosing policies; and second, we cormend 

the degree to which Kenyan officers were involved in the conceptualization, 

analysis and interpretation of the results. This was clearly an ideal 

opportunity, that was seized, for on the job training. We believe it night 

also have provided an opportunity for the involvernenc of the substantial 

research ^alent in the Department of Agricu1tur.-i Econoroics at the University 

of Nairobi. We recommend more of this kind of analysis which can demonstrate 

to Kenyan officers that policy involves choices among alternatives, and 

that simple elementary economics has much power. 

In surrrnary the record in DPD/MoA in producing timely and quality policy 

1 analysis is generally good. Given turnover in junior staff and the loss 

of several rnore senior officers it is clear that a great deal of the credit 

for the quality and timeliness rests with TM and other expatriate advisers. 

This is a contribution to one important objective of Tip 11 namely to 

improve the quality of policy analysis and policy action in Kenya. As noted 

earlier it is less clear how much it has contributed to institution 

building in the Ministry of Agriculture. 

. -- - - .--..--. . . --- - - - . _ .. - . .--~ - -. ~ -. . - - -: - -- _.-__ _____~ _ 



D. NATUWL RESOURCES DIVISIOI~ - :IINISTRY OF ECCBONTC PLX,INING AND 

DEV'EL0P)ENT (IEPD) 

A s  t h e  Cen t ra l  Planning : l in i s t ry ,  MEPD is c h a r ~ e d  wi th  coord ina t ing  

planning a c t i v i t i e s  i n  t h e  o p e r a t i n e  n ~ i n i s t r i e s .  The planning a c t i v i t i e s  

of bo th  EloA and HLD a r e  coordinated through t h e  Natural  Resources D i v i s i o n .  

The major r o l e  of t h i s  d i v i s i o n  i s  coord ina t ing  and i n t e r a c t i n g  wi th  

opera t ing  n i n i s t r i e s  i n  t h e  p r e p a r a t i o n  of t h e  5 yea r  p lan  b u t  i t  a l s o  g e t s  

involved i n  s h o r t  term i s s u e s  such a s  t h e  p r i c a  review and va r ious  c t h e r  

i n t e r m i n i s t e r i a l  committees. The d i v i s i o n  i s  organized i n t o  f o u r  s e c t i o n s  

one of which i s  a g r i c u l t u r a l  de-cloptnent. Tha Div i s ion  :lead i s  involved 

i n  many of t h e  a g r i c u l t u r a l  a c t i v i t i e s  whi le  d e l e g a t i n g  r e s p o n s i b i l i t i e s  

i n  o t h e r  s e c t o r s  t o  members of h i s  s t a f f .  

The TAP a d v i s a r  i n  !EPD is nominally a t t ached  t o  tile Div i s ion  Read, 

and t h e r e f o r e  h i s  vork a c t i v i t y  should be determined by the  a c t i v i t i e s  

of t h e  ' u n i t .  The EZPD has  a  major r o l e  i n  ~ r c s c r i b i n g  t o  t h e  o p e r a t i n g  

m i n i s t r i e s  procedures f o r  s e c t o r  p l a n  developcent  (Sess ions1 Paper No. 4 ,  

1981) and prcvides  a  broad nacro framework f o r  a g r i c u l t u r e  and l i v e s t o c k .  

(Macro t a r g e t s  f o r  d e t a i l e d  s e c t o r a l  p lans  a r c  not  provided i n  o r d e r  t o  

g ivearhe m i n i s t r i e s  f l e x i b i l i t y ) .  A l a r g e  number of i n t e r - m i n i s t e r i a l  

t a s k  f o r c e s  were s e t  up on a  s e c t o r a l  b a s i s .  Tile t a sk  f o r c e  r e l a t i n g  

t o  a g r i c u l t u r e  and l i v e s t o c k  met s e v e r a l  t i n e s .  However, i t  i s  our  

i a p r e s s i o n  t h a t  t h e  major i n i t i a t i v e  i n  s e c t o r a l  p lan development f e l l  

t o  the  t1oA and trZLD. The ? ; l r i s ion w i l l  be involved i n  t h e  i n t e g r a t i v e  

process  which t akes  p lacc  a t  I.EPD a f t e r  s e c t o r a l  d r a f t s  a r e  prepared.  

Unlike t h e  DPDs i n  t h e  o p e r a t i n g  m i n i s t r i e s  t h e r e  is a l e s s  c l e a r  

s t r u c t u r e  of con t inu ing  t a s k s  around which t o  f o r n u l a t e  a  work plan.  Tnus 

it i s  most d i f f i c u l t  t o  e v a l u a t e  t h e  impact of TA? i n  t h i s  a rea .  Th i s  

p o s i t i o n ,  a s  a l l  must be aware, was no t  p a r t  of t h e  o r i z i n a l  TAP p r s g r m e ,  

bu t  was added l a t e r  wi th  an incunbent a l r eady  i n  place.  A f t e r  t h e  

implementation of T.Q I1 a  new a d v i s e r  was appointed.  In  t h e  absence of 

a c l e a r l y  def ined r o l e ,  t h e  a d v i s e r  had two op t ions .  The f i r s t ,  i n  t h e  

s p i r i t  of TAP, \.as t o  p e r f o r n  those  t a s k s  t h a t  were asked of him by h i s  

s u p e r i o r s  i n  t h e  r o l e  oE a c i v i l  s e r v a n t .  The second would be t o  c r e a t e  

a more o r  l e s s  s e l f - i n i t i a t e d  vork p r o g r . m c ,  i n  a d d i t i o n  t o  rcspondj.ng t o  

s l lo r t e r  term and inmediate rcquescs .  The c u r r e n t  i n c u d e n t  has fol lowed 

t h e  f i r s t  op t ion ,  which was h i s  pe rcep t ion  of t h e  job.  Thus most of h i s  

a c t i v i t i e s ,  wi th  one major excep t ion  i n  sugar  po l i cy ,  havebeen responses  

t o  r e q u e s t s  f o r  c o m e n t s  on papers ,  p r o j e c t s  and books enanat ing t o  a l a r g e  



e x t e b t  from t h e  Pernanent S e c r e t a r y .  In  a d d i t i o n  he k a s  been asked t o  

d r a f t  mcmos and w r i t e  speeches .  The work load seems sponradic  and, by 

h i s  own admission,  no t  f u l l y  demanding of h i s  t ime o r  t a l e n t s .  He has not  

as f u l l y  as h e  might f o r s t e r e d  i n f o r n a l  c o n t a c t  between Kenyan o f f i c e r s  i n  

'EPD and t h e  two DPUs. Xe a l s o  has  had l i m i t e d  i n t e r a c t i o n  wi th  t h e  

Senior  Advisor o r  o t h e r  TAP a d v i s o r s .  

We have g r e a t  d i f f i c u l t y ,  a s  a r e s u l t ,  i n  a s s e s s i n g  ti:e va lue  of 

t h i s  component of TAP I1 t o  t h e  o b j e c t i v e s  of t h e  p r o j e c t ,  o r  t o  t h e  NEPD. I 

W e  b e l i e v e ,  however, t h a t  the  r e l a t i v e  c o n t r i b u t i o n  of t h i s  TAP r o l e  i s  

s u f f i c i e n t l y  modest (and t o  some e x t e n t  murky) t o  r a i s e  s e r i o u s  ques t ions  i 

about i t s  c o s t  e f f e c t i v e n e s s  should t h e r e  be resource  c o n t r n i n t s  o r  t h e  

i d e n t i f i c a t i o n  of new TAP needs i n  t h e  f u t u r e .  For t h e  noaen t ,  v e  
I 
i 

recomend t h a t  the  adv i so r  stlould be i n t e g r a t e d  i m e d i a t e l y  i n t o  any 

work p lans  t h a t  might e x i s t  i n  h i s  d i v i s i ~ n  i n  order  t h a t  h i s  time and i 
t a l e n t s  be  more f u l l y  u t i l i z e d .  We a l s o  reconmend t h a t  h i s  on-gaing work i 
should no t  only  involve  c o l l a b o r a t i o n  wi th  Krnyan o f f i c e r s  bu t  n i g h t  a l s o  I 
i nvo lve  nore  awareness of the  work going on i n  the  o p e r a t i n g  m i n i s t r i e s .  f 

E. TIE NEED F3R LONGER TEP2I INTEGRATIVE POLICY AVALYSIS NJD STIZAWGY 

I n  each of t h e  previous  t h r e e  s e c t i o n s  we have comented  on the  I 
apparent  p r i o r i t y ,  given l i m i t e d  resources ,  f o r  short-term and genera l ly  

narrowly-focussed rcques t s  f o r  work. The s t r a t e g y  s e c t i o n s  i n  each 

f i n i s t r y  a r e  the  s m a l l e s t .  The 3EPD cooccn t ra tes  i t s  a t t e n t i o n  on t h e  

p repara t ion  of t h e  n a t i o n a l  p lan  a t  p e r i o d i c  i n t e r v a l s  and t h e r e  seens  

t o  be l i m i t e d  progress  i n  l i n k i n g  t h e  amual  budget process  t o  longer  

t e rm s t r a t e g i c  planning. 

But we a l s o  s e e ,  and hear  a r t i c u l a t e d ,  the  need f o r  some p lace  i n  

Government, o r  Governuient i n  conjunct ion wi th  o t h e r  i n s  t i  tu t i0r .s  such a s  

t h e  Unive r s i ty ,  t o  contemplate longer  term goals  and the  c o w u l a t i v e  

impacts t h a t  s h o r t e r  term p o l i c i e s  have on then.  There a r e  s e v e r a l  

dimorionr.. t o  t h i s  i s s u e .  P r o j e c t s  a r e  supposedly long term developmental 

e f f o r t s .  But the  l a rge  (how l a r g e  is not  f u l l y  known) a r r a y  of l a r z e  

and smal l ,  s p e c i f i c  and genera l -p ro jec t s  t h a t  e x i s t  i n  A g r i c u l t u r e  and 

Livestock could have an aggregate  impact q u i t e  d i f f e r e n t  from t h e  s u ~ m i n g  

of t h e  i n d i v i d u a l  p ro jec ted  impacts .  IJhzre a r e  these  i s s u e s  being addressed? 



Clear ly  t h e  a g r i c u l t u r e  and l i v e s t o c k  s e c t o r  has  and w i l l  cont inue 

t o  undergo rapid  s t r u c t u r a l  change. These s t r u c t u r a l  changes wilL b e  

a c c e l e r a t e d ,  d e c e l a r a t e d  o r  prevented by ad hoc s h o r t  t e r n  p o l i c y  

d e c i s i o n s  made on s commodity by c o m o d i t y  b a s i s .  Who i s  working on a 

more i n t e e r a t i v e  f r a n ~ a  of a n a l y s i s  t o  a n t i c i p a t e  t h e s e  d e s i r e d  and 

undesired consequences? 

P a r a s t a t a l s  have always beeu s i g n i f i c a n t  - ~ a r i a b l e s  i n  Kenyan 

a g r i c u l t u r e .  The p r i v a t e  s e c t o r ,  p a r t i c u l a r l y  i n  the  marketing and inpu t  

a r e a s ,  could become more important i f  t h e  Report of t h e  Idorking Pcr ty  

on Government Expendi-tures (Ndegwa r e p o r t )  i s  inplunrinted . Where is  t h e  

broader a g r i c u l t u r a l  s e c t o r ,  inc lud ing  Government, q u a s i  eovernmental 

( p a r a s t a t a l s )  and p r i v a t e  o rgan iza t ions ,  being analyzed and evaluated i n  

a longer term frame? 

The Kenyan Government, a s  r epresen ted  by t h o s e  we interviewed,  

seems more than  s a t i s f i e d  wi th  t l l r  n a t u r e  and q u a l i t y  of t h e  work coming 

from t h e  adv i sors  and we have no s t r o n g  evidence t o  d i s a g r e e  wi th  t h a t  

judgement. However, we repea t  t h e r e ,  wi th  few excep t ions ,  seems t o  b e  a 

void i n  t h e  a r e a  of long t e r n  comprehensive s t r a t e g y  a n a l y s i s .  On t h e  

whole, t h e  longer  t e r m . y i e l d s  t o  t h e  s h o r t  and in terms of t h e  Divis ion 

Heads and the  Pernanent S e c r e t a r i e s ,  and it w i l l  e v e r  be thus  un less  

some u n i t  i s  s p e c i f i c a l l y  f r e e d  from s h o r t e r  cerm a n a l y s i s  t o  c o n c e t r a t e  

on these  major i s s u e s .  3u t  i f  t h e  shor t - term,  i n  r e a l i t y &  t h e  time frame 

of t h e  Government of Kenya then con t inu ing  t o  h m e r  f o r  long-term 

s t r a t e g y  a n a l y s i s  and t h e  b u i l d i n g  of t h e  capac i ty  on long-term 

conprehensive planning may remain f o r e v e r  an e l u s i v e ,  through r h e t o r i c a l l y  

appeal ing,  o b j e c t i v e .  

Our c a l l  i s  no t  f o r  a comprehensive s e c t o r a l  model, bu t  r a e h e r  a 

conceptual framevork. Since t h e  p r e l i u i n a r y  d r a f t  and d i s c u s s i o n  of 

t h i s  r e p o r t  ue have had lengthy d i s c u s s i o n s  wi th  t h e  Senior  M v i s o r .  

We a r e  persuaded t h a t  he h a s  a f i r m  grasp  of what is  needed. We c i t e  

h i s  memorandun t o  us a t  Length: 

"Stra tegy work . . . is high on t h e  agenda, o r  should 

be. I t h i n k  i t  can be done i n  t h r e e  vays: 

1. By developing a s t r a t e g y  conceptual  franework(s) 

t h a t  w i l l  f a c i l i t a t e  d e f i n i t i o n  and guidance of w e l l  

focussed resea rch  c a r r i e d  ou t  by u n i v e r s i t y  and 

o t h e r  c o n s u l t a n t s .  This  framework does not  have t o  be 

comprehensive. I t ,  i n  f a c t ,  nay be  more powerful i f  i t  



i d e n t i f i e s  and focuses  work on s u b s e t  of behavioural  

l inkages  and assoc ia ted  po l i cy  instruments. 1 

2 .  By l i n k i n g  thc  conceptual framework to  s h o r t  and medium 

t e r n  po l i cy  cho ices ,  s o  t h a t  ~ o v e r m e n t  d e c i s i o n  mekers 

can see  the  importance of such concepts a t  t h e i r  own 

l e v e l  of concern. 

3.  By encouraginn, t h e  Jevelopment of decis ion making 

s t r u c t u r e s  which i n t e g r a t e  p o 1 i . c ~  ob jec t ives  w i t h  ! 

resource  c o n s t r a i n t s  i n  the  context  of the  m i n i s t r y ' s  

major func t iona l  r o l e s ,  s e l e c t i n g  and adminis ter ing s 

publ ic  investioent p o r t f o l i o ,  d e l i v e r i n g  pub l ic  s e r v i c e s  
I 

such as  resea rch  and ex tens ion ,  and advis ing government 

on p r i c e  and o t h e r  po l i cy  i s s u e s .  \ 
Each of these  aspec t s  e n t a i l s  l inkages  betwcen inpor tan t  components 1 

of the  TAP p r o j e c t  and between the  p r o j e c t  and resources o u t s i d e  t h e  

m i n i s r r i c s .  I be l i eve  thc  Senior Advisor has  major r e s p o n s i b i l i t i e s  i n  

t h i s  a r e a .  'rle cannot play t h i s  r o l e  by s i n p l y  being a c a r r i e r  of 

informat ion from one component of t h e  p r o j e c t  t o  anotlrcr. He needs,  a t  

l e a s t ,  a conceptual framework f o r  dtermining what s o r t  of informat ion i s  ' 

important t o  c a r r y  and whether t o  c a r r y  i t .  He a l s o ,  i n  t h i s  con tex t ,  

mst focus on adv i se r s  and on-going a c t i v i t i e s  t h a t  seem t o  be a r i e n t e d  
I 

toward t h i s  nore  s t r a t e g i c  thrust! '  I 
I 

Other than qu ibb l ing ,  i n  good academic fashion,  about how a  1 
s t r a t e g y  conceptual framework can be o t h e r  than "comprehensive", we I 
endorse t h i s  a s  a  sound staterr.ent of worthwhile ob jec t ives ,  and commend 

t h e  Senior  Advisor f o r  h i s  concep tua l i za t ion  of the  task.  However, 

t o  accomplish t h i s  i n  t h e  Kenyan context  w i l l  be challenging. 

F. TIIE P1ANBGE1IENT SYSTE?IS UNIT 

The i n i t i a l  agreement e s t a b l i d h i n g  TLW I an t i c ipa ted  t h e  

c r e a t i o n  of a  Management Unit wi th  t h e  ?fo:i, but two years  l a t e r  t h e  

Faaland-Saywell Report noted t h a t  no p rozress  had been made and concluded 

t h a t  "the es tabl ishment  of such a  u n i t ,  s t a f f e d  by Kenyans, wi th in  t h e  

o f f i c e  of t h e  Permanent Secre ta ry  i s  not p r e s e n t l y  contemplated." L a t e r  

i n  1979 t h e  Minis t ry  apparen t ly  noved formal ly  t o  c r e a t e  a  Management Uni t ,  

but  the  Unit seems not t o  have mate r ia l i zed .  While TAF' adv isors  r e a d i l y  

i d e n t i f i e d  a  l i s t  of p r i o r i t i e s  f o r  # s u c h  a u n i t ,  t h e  June 1980 semi- 



annual repor+ from t h e  Sen io r  Advisor admit ted  t h a t  the e f f o r t  had n e t  

w i t h  " l i t t l e  success ' '  and a t t r i b u t e d  t h e  f a i l u r e  t o  t h e  t o t a l  absence of 

Kenyan s t a f f  and l i t t l e  Kenyan i n t e r e s t .  ''The d e c l i n e  i n  tlSU a c t i v i t i e s  . . . . . . 
cont inued i n t o  19811', noted the  June 1961 r e p o r t  w i t 1 1  modest unders ta tement .  

A t  t h e  same t i n e  a  r e p o r t  by Mr. W . B .  C u t t e r  on f i n a n c i a l  nanagenent i n  

t h e  ;.IoA f o r  t h e  World Bank (Apr i l  21, 1981) pointed t o  t h e  need f o r  

improved f i n a n c i a l  management: 

The Min i s t ry  of A g r i c u l t u r e  does not have adequate c o n t r o l  

over i t s  resource  a l l o c a t i o n  p rocess .  d p a t t e r n  of t h i s  

kind does no t  r e p r e s e n t  a  s iapl ;?  f a i l u r e  t o  expend funds i n  1 

any one pe r iod .  Rather ,  i t  r e p r e s e n t s  inadequate p lanning,  

budgeting,  management and i r l f o m a t  i o n  wi th in  t h e  I f i n i s t r y  over 
I 

a  per iod of f o u r  f i d c a l  yea r s .  Planning has not  taken i n t o  
I 

account t h e  M i n i s t r y ' s  p e r f s m . ~ n c c  i n  the  previous  y e a r ,  o r  

t h e  c a p a b i l i t i e s  of t h e  K i n i s t r y  i t s e l f .  Budgeting has 

eva lua ted  i n s u f f i c i e n t l y  tile p o t e n t i a l  and the  problems 

of i n d i v i d u a l  p r o j e c t s .  Elanagencnt has apparen t ly  

f a i l e d  t o  fo l low through wi th  a p p r o p r i a t e  expendi ture  

p lans  and a p p r o p r i a t e  o v e r s i g h t  of expendi ture  p a t t e r n s .  

And f i n a l l y ,  t h e  1 , l in is t rg  c l e a r l y  l acks  t h e  informat ion  
I 

regarding expend i tu res  t o  make a d j u s t n e n t s  i n  t h e  course  

of a  f i s c a l  y e a r .  I 
I 

By t h e  s p r i n g  of 1961, however, when TAP I1 was about t o  begin  

t h e r e  was a remarkable change i n  t h e  p o l i c y  environment and, p a r t l y  a s  

a  r e s u l t  of personnel  changes,  i n  t h e  r e c e p t i v i t y  of s e n i o r  o f f i c i a l s  

t o  t h e  d e s i r a b i l i t y  and n e c e s s i t y  of imp roved f i c a n c i a l  perfornance.  

The d e t e r i o r a t i n g  f i s c a l  s i t u a t i o n ,  a bleak p r o j e c t i o n  of r i s i n g  

d e b t  s e r v i c e  c o s t s  and f o r e i g n  lorrowin?,  t h e  impact of the world 

recess ion  on e x p o r t s ,  and t h e  ques t ionab le  performance of many 

p a r a s t a t a l s ,  under l ined t h e  need f o r  v a s t l y  impr3ved nanapment  of t h e  

r e p u b l i c ' s  f inances .  The !:eport of t h e  Woricin~ P a r t y  on Government 

Expendi ture  (1982) was t o  enphasize  t h e  n e c e s s i t y  f o r  a c t i o n  wi th  t e l l i n g  

c l a r i t y .  

The impl ica t ions  f o r  t h e  r u r a l  s e c t o r ,  thus a g r i c u l t u r e  and 

l i v e s t o c k ,  were obvious.  The t h r u s t  towards D i s t r i c t  Focus simply added 

ano the r  c r i t i c a l  dimension, i f  n a t i o n a l  p o l i c y  was t o  be f u l f i l l e d ,  t o  

the demonstrated urgency of inproved performance. 



We presen t  t h i s  h i s t o r i c a l  background t o  put  i n  sha rpe r  focus  the  

remarkable p roz ress  t h a t  has  been made i n  two years.* 

With t h e  changed l o c a l  environment new i n i t i a t i v e s  were proposed and 

accepted wi th  speed and p u q o s e .  The TAP I1 con t rac t  provided f o r  

management a d v i s e r s  i n  both  ?fed and i4I.D; znd a  TAP - i n i t i a t e d  

consul tancy led  t o  t h e  i n s t a l l a t i o n  of the  f i r s t  Apple I1 micro-processor;  

IBRD funding supported the  work of ti Task Force on Budget and F i n a n c i a l  

Management Processes  encompassing t h e  two X i n i s t r i e s ;  and u l t i m a t e l y  

Woeld Bank funding f o r  t h e  Harvard administered k r i c u l t u r e  Techn ica l  

Ass i s t ance  P r o j e c t  (ATAP) was t o  i n c r e a s e  the  micro-processor c a p a c i t y ,  and 

suppor t  one a d d i t i o n a l  adv i so r  i n  f i n a n c i a l  management and o r g a n i z a t i o n  

and ona fu l l - t ime  computer consul tant  t o  vork v i t h  both M i n i s t r i e s .  

By t h e  summer of 1982 when a  new Senior  Advisor and t h e s e  new !!SU 

adv i so r s  a r r i v e d  i n  Kenya, nsrked p ros ress  had been made i n  many a r e a s  of 

MSU a c t i v i t i e s ,  and the  b a s i s  l d d  f o r  the p r o s r e s s  t h a t  has  cont inued 

s i n c e  t h a t  time. The work of W-tlTAP adv i se r s  and the  a v a i l a b i l i t y  of 

t h e  micro-processers has been nos t  impress ive ,  c e r t a i n l y  t o  s e n i o r  K e n y a  

o f f i c e r s ,  i n  t h e  budgeting and f i n a n c i a l  mana3enent f i e l d ,  where a  

r e l i a b l e  and e f f i c i e n t  system bas been put i n  p lace  f o r  expend i tu re  

moni tor ing,  a l l o c a t i o n  of funds,  and budzet p repara t ion .  The d i f f e r e n c e  

between the  s w e r  of 1981 and 1933 is  l i k e  t h a t  between n i g h t  and day. 

The fol lowing review i l l u s t r a t e s  the cu r ren t  s t a t e  of t h e  a r t :  

Expenditure Moni tcr ins :  A l l  o f f i c e r s  with a u t h o r i t y  t o  spend government 

funds s u b n i t  r e t u r n s  each nonth on a l l  of t h e i r  accounts.  These 250 

r e p o r t s  wi th  d e t a i l s  on ab'out 10,000 a l l o c a t i o n s  a r e  en te red  i n t o  t h e  nicro-  

processor  and compiled i n  severa l  ways. A t  p resen t ,  four  non th ly  

r e p o r t s  a r e  generated f o r  each of t h e  four  budgets.  

* The b e s t  s tudy  of t h e  shortcomings of f i n a n c i a l  management i n  t h e  

t w o  m i n i s t r i e s  and t h e  f i n a n c i a l  and economic c r i s i s  t h a t  c o m p a t e d  

dramat ic  r e f o m  is Thaczas C. Pinckney, John #. Cohen, and David K. Leonard, 

ttMicrocoarputers and F inanc ia l  Management i n  Development M i n i s t r i e s :  

Experience from Kenyat', Development Discussion Paper No. 137 (Harvard 

I n s t i t u t e  f o r  I n t e r n a t i o n a l  Development, ~ l u g u s t ,  1982 .) 



The r e p o r t s  a r e :  

1 )  a l i s t  of t h e  budget by head, sub-head, and i tem d e t a i l i n g  

the  budzet ,  t o t a l  payments, t o t e l  corn-itmants, and j a l a n c e  

f o r  each i tem; 

2) a  l i s t  of t h e  spendinz o f f i c c r s  wi th  d e t a i l s  on t o t a l  a l l o c a t i o n ,  

t o t a l  paynents,  t o t a l  c m i : ~ c n t s ,  end p e r  cen t  of a l l o c a t i o n  spen t ;  

3) a  l i s t  of t h e  major budget i t e m  ( t r a n s p o r t  o p e r a t i n g  expenses ,  

purchase of p l a n t  and equipuent,  farm i n p u t s ,  e t c . )  inc lud ing  

t o t a l  budget ,  t o t a l  paynents, t o t a l  commitments, and p e r  c e n t  

of t h e  budget spen t ;  

4) a  s p e c i a l  focus  each month, p ick ine  a  p a r t i c u l a r  i tem from 

r e p o r t  3 and p o i n t i n 8  o u t  vhich budget head(s)  and which 

p a r t i c u l a r  spending o f f i c e t s  a r e  t h  source  of t h e  problem. 

The expendi ture  n o n i t o r i n g  sys ten i s  t h e  l a r g e s t  monthly o p e r a t i o n  

f o r  the  microprocessors .  The sane o f f i c e r s  who p r e v i o u s l y  produced r e p o r t  

1 by hand e n t e r  the  d a t a  i n t o  tSe machines. The r e p o r t s  a r e  widely  used 

i n  both m i n i s t r i e s .  I n  a d d i t i o n  t c  the norna l  monthly r e p o r t s ,  t h e  f i l e s  

a r e  a l o s  used t o  c r e a t e  s p e c i a l  r epor t s  from t i n e  t o  t ime,  such a s  sumnary 

r e p o r t s  of a l l o c a t i o n s  and e x p e n d ~ t u r e s  by d i s t r i c t .  

- i - l l o c a t i c r  -f Funds : TIC two m i n i s t r i e s  n u s t  d i v i d e  t h e i r  budg2:s 

i n t o  10,000 a l l o c a t i o n s  t o  spendirg o f f i c e r s  w i t h i n  a ve ry  s h o r t  time 

d u r i n g  June, Previously  t h i s  was done piecemeal wi th  a l l o c a t i o n s  being 

made w e l l  i n t o  September o r  October. Both m i n i s t r i e s  nov use  the  z i c r o -  

p rocessors  t o  a id  i n  t h e  a l l o c a t i o ~ s .  The process  is n o t  n e a r l y  a s  w a l l  

de f ined  as  t h e  expendi ture  non i t c r inz  s y s t e n ,  b u t  proceeds something l i k e  

t h i s :  I n  Hay, the  machine prodcces a  l i s t  of proposed a l l o c a t i o n s  t o  

spending s t a t i o n s  by d i v i d i n g  t;le pre l iminary budget f i g u r e s  i n  t h e  same 

p ropor t ion  a s  a l l o c a t i o n s  (and o r  expendi tures)  i n  t h e  p r e s e n t  f i s c a l  year.  

The c h i e f s  of t h e  d i v i s i o n s  ,mrJ/or p r o v i n c i a l  and d i s t r i c t  o f f i c e r s )  

review t h i s  document and Tropose changes. The changes a r e  reviewed and 

modified by t h e  f inance  o f f i c e r s ,  and en te red  i n t o  t h e  machine. The 

microprocessor checks thz t  t h e  a l l o c a t i o n s  add up t o ' t h e  budget f i g u r e s .  

A f t e r  t h e  p r i n t e d  e s t i n z t e s  come o u t ,  the  a l l o c a t i o n s  a r e  modified t o  

r e f l e c t  changes from th? p re l iminary  budzet f i g u r e s ,  and t h e  a l l o c a t i o n s  

a r e  p r i n t e d .  



I n  r e a l i t y  t h e  p rocess  i s  nuch more conplex than t h i s  when t h e  

f i s c a l  s i t u a t i o n  changes because  t h e  Treasu ry  clay be fo rced  t o  review 

i t s  p r e l h i n a r y  budget c e i l i n g s  r e q u i r i n g  t h e  p r i n t i n g  of s e v e r a l  d r a f t s .  

Also ,  d i v i s i o n  c h i e f s  o f t e n  r e v i s e  t h e i r  submiss ions  from week t o  week. 

I n  any even t ,  t h e  f i e l d  o f f i c e r s  now r e c e i v e  a l l o c a t i o n  by t h e  middle of 

J u l y  a t  t h e  l a t e s t .  During t h e  yea r ,  r e v i s i o n s  t o  t h e  a l l o c a t i o n s  a r e  

sometimes done by t h e  n i c r o p r o c e s s o r s ,  dependin8 on the  number of r e v i s i o n s  

t o  be  made. I n  a l l  c a s e s  t h e  f i l e s  i n  t h e  machines a r e  k e p t  up t o  d a t e ,  

as t h e  a l l o c a t i o n  f i l e  i s  a l s o  used f o r  expend i tu re  moni tor ing.  

Budgeting: The microprocessors  a r e  used i n  p repa r ing  t h e  forward,  

r e v i s e d ,  and p r i n t e d  e s t i m a t e s .  They a r e  used: 

1)  t o  r e c o r d  what has  been proposed and what has  been accep ted ,  

2) t o  p r i n t  proposed budgets wi th  no typograph ica l  o r  summation 

e r r o r s ,  

3) t o  make amendments, p r o j e c t i o n s ,  and re- typing easy  and 

a c c u r a t e ,  and 

4) t o  s u b s t a n t i a t e  t h e  arguments made t o  t h e  Treasu ry .  

The f i n a l  use  i s  t h e  most imnor tant .  The expend i tu res  a r e  r o u t i n e l y  

used t o  he lp  i n  d e c i d i n g  on budget f i g u r e s ,  and s u m a r y  r e p o r t s  by head o r  

i t e m  a r e  used t o  argue about p ropor t ions  w i t h i n  t h e  budget.  

TAP a d v i s e r s  have a l s o  used t h e  n i c r o p r o c e s s o r  f o r  a  n m b e r  

of c o s t - b e n e f i t  a n a l y s i s  of p r o j e c t s ,  n o s t  n o t a b l y  ttie Bura I r r i g a t i o n  

Scheme and i n  a  few economic s t u d i e s ,  such a s  t h e  I n c e r a i n i s t e r i a l  

Maize l l a rke t ing  Study where t h e y  were used f o r  e c o n o n i t r i c  a n a l y s i s ,  

f i n a n c i a l  a n a l y s i s  of t h e  NCPB, and f o r  s i m u l a t i o n  model l ing .  A t  t h e  

moment a  system f o r  v e h i c l e  moni tor ing i n  t h e  i s  undemay,  and should 

i n  t ime enab le  t h e  m i n i s t r y  t o  have an  updated inven to ry  of a l l  v e h i c l e s ,  

i n c l u d i n g  machinery, and a  method o f  mon i to r ing  usage,  p e t r o l  consunpt ion,  

r e p a i r  b i l l s  e t c .  Once t h e  system i s  running it can be e a s i l y  adapted f o r  



t h e  MLD. The ATAPlATAP adv i so r s  working w i t h  KLD a r e  c u r r e n t l y  working on 

a  systers f o r  moni tor ing soue a s p e c t s  of personnel  management and record-  

keeping i n  t h e  Min i s t ry .  

Equa l ly  impress ive ,  though more d i f f i c u l t  t o  measure,  i s  t h e  work 

of t h e  ATiiP-funded Task Force on Budget and F i n a n c i a l  Llanagenent P rocesses .  

I n i t i a l l y ,  t h e  Task Force  was t o  meet every t h r e e  months u n t i l  aid-1963, and 

t o  d a t e  f o u r  meetings have been h e l d ,  t h e  l a s t  i n  A p r i l  1983. The o b j e c t i v e s  

of t h e  Task Force,  a s  o u t l i n e d  i n  a p r o j e c t  document, were: 

1) t o  fo l low t h e  budget p rocess  f o r  one f u l l  c y c l e ;  

2) t o  propose s h o r t - t e r n  i n t e r i n  i q r o v e m c n t s  t o  t h e  
r e l e v a n t  m i n i s t r i e s  when such p roposa l s  a r e  a p p r o p r i a t e ,  and 

3) t o  c a r r y  ou t  longer  term assessuen t s  of t h e  e n t i r e  
budget p rocess .  

Each meeting of t h e  Task Force  was focussed on such m a t t e r s  of comnon 

concern a s  d i f f e r i n g  views about r e source  a v a i l a b i l i t y ;  views of 

programme s t r a t e g y  o r  department perfornance;  d i f f e r i n g  a n a l y t i c a l  

conc lus ions  t o  budget p rob lexs  and s o l u t i o n s ;  approaches t o  d a t a  and 

in fo rmat ion  needs;  and conceptual  i s s u e s  concerning the  budget p rocess .  

While t h e r e  has  been c l o s e  c o n s u l t a t i o n  and c o l l a b o r a t i o n  w i t h  

s e n i o r  pe r sonne l  i n  t h e  two m i n i s t r i e s ,  much of t h e  s t a f f  work of 

p r e p a r i n g  t h e  agenda, w r i t i n g  rrhe d i s c u s s i o n  p a p e r s ,  w r i t i n g  t n e  

r e p o r t s  of t h e  meet ings ,  and moni tor ing the  follow-up has f a l l e n  on 

TAPIXTAP a d v i s e r s ,  Lor obvious r easons .  The two-day r ~ c e t i n c s  have 

involved a s  vany a s  70 Kenyan o f f i c e r s ;  i n c l u d i r ~ g  Pernaneni  S e c r e t a r i e s ;  

a  r e p r e s e n t a t i v e  from t h e  O f f i c e  of t h e  P r e s i d e n t ;  o f f i c i a l s  and 

a d v i s e r s ,  i n  Finance ,  ?EPD, and t h e  i i i n i s t r y  of Co-operative Development; 

p r o v i n c i a l  o f f i c e r s ;  end r e p r e s e n t a t i v e s  of the  Xorld Dank. Working 

pape r s  p rov ide  t h e  t o p i c s  of d i s c u s s i o n ;  t h e  Task Force  reviews t h e  

r e c o m e n d a t i o n s  and followup from t h e  previous  meet ing;  a d ,  

fo l lowing  a  f u l l  d i s c u s s i o n ,  r ecomenda t ions  a r e  made f o r  f u r t h e r  - 
c o n s i d e r a t i o n ,  d e c i s i o n ,  and implementation.  The minutes  of t h e  Four th  

Workshop c o n t a i n  21 pages of conc i se  and l u c i d  r e p o r t i n g ,  and t h e  

r e c o m e n d a t i o n s  i n  a  s e n s e  provide  a  forward work programme f o r  

many s e c t i o n s  of t h e  M i n i s t r i e s .  



The Task Force process has not only yielded sign..ficant results, b u ~  

it also seems to us to be an invaluable managecent by objective educational 

process. Moreover, it serves an equally invaluable vehicle for the sharing 

of information and the discussion of comon problens at a tine when there 

is a real need for coordination among the various sections of the :finistries 

and between all Ministries represented and the Office of the President, 

which, we observed, seems to be assuming the role of a central coordinating 

agency itself. We strongly recomnend that financial and human support for 

the Task Force process be continued until it can safely be said to be 

irevocably built-in to the Kenyan system. We also think it is an experiment 

that might well be replicated in other ministries or groups of ministries. 

Progress in other areas in more difficult to measure buc seems to 

us to be heading in the right direction and at a speed that cannot be 

faulted given the structure of the bureaucracy, the novelty of the approaches, 

the pressure of the work discussed above (and other assignments of a short- 

term nature), and jurisdictional (sonetines called "semantic") disputes. 

We night nenfion, in particular, the important strides made in ~'aborating 

and refining an administrative and financial syscen in response to the 

District Focus mandate in the two ministries (which have been accepted in 

principle) and an equally thorough proposal for a management system for the 

planning, preparationa, iluplenentation and monitoring of district, 

regional and nacional level projects and activities. As stated in the 

last draft of the proposal, the planned systen has three related aim: 

a) To subject all proposed projects to a standard appraisal 

procedure so as to cake certain that all meet minimum 

standards and so that co~~risons within a common framework 

can be made in allocating lioited resources; 

b) To follow the financial and physical progress of all 

development activity so that corrective action can be 

taken in time, budgets and fund allocations can be adjusted 

to actual progress and action can be taken if expected 

results are not being attained; 

C) To integrate project appraisal and plming and project 

monitoring and evaluation with the funding system so that 

allocations can be more closely related to development 

priorities and physical progress. 



At the moment the proposal is still under discussion, but e-ectation 

are high. We not* that ther~ is considerable difference of opinion between 

the Department of Agriculture and the I G U  over relative responsibilities 

and competence, and also that the Planning Division seem to have little 

involvement in developing the systeu. In time, it seem to us, a final 

decision will rest with the Pemanent Secretary if the proposal, in some 

form or other, is to be firmly irplenented as it must if the objectives 

are to be realized. 

Despite the progress in systems building, particularly in the area 

of financial management, there is cause for some concern. Senior Kenyan 

adniuistrative and financial officers not only appreciate the improved 

system, and marvel at the productivity of the eicroprc;cesscr, but wo~c'er 

alound at how chey could have functioned for so lon~ without it. At the 

same time, however, while thcy appreciate and use the results of the 

additional nur.ian and machine capacity chey could not, unassisted, 

replicate then at this moment. !loreover, officers in the Administrative 

and Financial cadre change, sowetines with astonishin: rapidity, and a 

continual process of indoctrination and education will be necessary iE 

the system is to be maintained under constantly chsnging Janagement, 

Senior Kenyan officers have been closely involved in the development 

and operation of the financial nanager;:cnt systen, but only an unbalievable 

stretch of the ivagination could sucg~st that "at least one Kenyan is 

available to work with" each of the advisers in the :.ISU. On the other 

hand it is difficult given che bureacratic structure, where no Management 

Unit exists, to deternine exactly where full-tine "counterparts" and 

ultimate replacements for the advisers could be located in the Ministries 

or indeed whether thcy should be . Nevertheless this is a question of 

crucial ivportance that nust be addressed by govcrnnsnt if it wishes to 

ensure the permanent implementation of a so-far highly successful 

experiment when the tine cones for coaplete Kenyanizstion. 

It has been argued with considerable logic-and in line with textbook 

wanagenent and organizational theory and practice - that the ultinate 
success will be determined by thc extent to which the system itself is 

built into the institutional franework and no longer dcpends oc individuals 

but is in fact their aster. This certainly is true in the long run, but 

it seem to us that in the intermediate term success will depend not only 



on an acceptance of t h e  philosophy of the  nanagement system (and t h e  

i n t r o d u c t i o n  t o  1.lanagement s k i l l s  acquired i n  a  s i x  week course ) ,  b u t  

on t h e  a v a i l a b i l i t y  of t e c h n i c a l l y  and n a n a z e r i a l l y  q u a l i f i e d  Kenyans t o  

mainta in ,  update,  improve, 2nd r i d e  f u l l  usa  of the  man-created s y s t e n  

and t h e  nachine-readable data .*  

The advisor  respons ib le  f o r  in t roducing these  a c t i v i t i e s  i n t o  

t h e  m i n i s t r i a s  has placed s p e c i a l  cmpllnsis on developing sof tware  which 

makes minimal dznands on u s e r  prograrmnin~ s k i l l s .  He has a l s o  devoted 

cons ide rab le  e f f o r t  t o  t r a in in l ;  u icro-processor  u s e r s  a t  v a r j i n g  s k i l l  

l e v e l s .  I n  h i s  eva lua t ion  r z p o r t  of t h e s e  a c t i v i t i e s ,  P rof .  Car l  Gotsch 

has  ou t l ined  a  t r a i n i n g  s t r a t e g y  which strould f a c i l i t a t e  Kenyanization.** 

This  s t r a t e e y  involves  t h e  e x p l i c i t  r e c o s n i t i o n  t h a t  t h e  E l in i s t r i e s ,  

whi le  developing a  group of o f f i c e r s  capable of opera t ing  hardware and 

making zodest  changes i n  sof tware ,  w i l l  have t o  depend on o u t s i d e  

e x p e r t i s e  t o  drvclope a d d i t i o n a l  sof tware  as  new a r e a s  f o r  

a p p l i c a t i o n  a r e  i d e n t i f i e d .  These t r a i n i n g  a c t i v i t i e s  must cont inue t o  

be pursued vigorously  i f  s u f f i c i e n t  Kenyan capac i ty  i s  t o  develop over 

t h e  next two years .  

* Ye suggest  t h a t  a l l  o f f i c e r s  involved i n  t h e  Task Forces read t h e  

f i n a l  s e c t i o n  i n  t h e  Pinckney-Cohen-Leonard paper on clicro-processor 

nentioned e a r l i e r  o u t l i n i n g  t h e  dangers and l i m i t a t i o n s  oJ t h e  use  o f ,  m d  

r e l i a n c e  on, t h e  w c h i o e  without p r o f e s s i o n a l l y  and t e c h n i c a l l y  

qualifies people a l l  along t h a t  long l i n e  t h a t  s t r e t c h e s  from t h e  

D i s t r i c t ,  through the  :4 inis t ry ,  t o  the  Treasury and the  Of f ice  of t h e  

Pres iden t  and back. 

** C a r l  H. Gotsch an eva lua t ion  of the  present  con t r ibu t ion  and 

f u t u r e  p o t e n t i a l  of micro-computer i n  the  Kenyan ! : in is t r ies  of 

Agr icu l tu re  and Livestock Developnent, Aur.ust 1983 



G. TSE ROLE OF THE SENIOR ADVISER 

Ue approach a  d i s c u s s i o n  of t h e  r o l e  of t h e  Senior  Adviser  w i t h  

cons ide rab le  d i f f t o e n c e  and h e s i t a t i o n ,  f o r  any d i s c u s s i o n  invo lves :  

1) p e r s o n a l i t i e s  and d i f f e r e n t  concept ions  of how t o  n a x i n i z e  

t h e  p o t e n t i a l  e f f e c t i v e n e s s  of t h e  o f f i c e  and t h e  i n d i v i d u a l ;  I 

2) t h e d e l i c a t e  ba lance  between being an a d v i s e r  o r  o f f i c e r  " l i k e  

any o t h e r m  except  f o r  adn in i s  t r a t i v e  chores ; 

3) t h e  danger of i n s i n u a t i n g  more of a  " tern"  approach i n t o  t h e  

l l p 0 0 1 ~ ~  concept ; i 
4 )  i m p l i c i t l y  sugges t ing  a  somewhat new f u n c t i o n  t h a t  has  no 

coun te rpa r t  i n  t h e  Kdnyan bureaucracy .  I 
Despi te  these  dangers ,  however, tre f a e l  t h a t  t h e  q u e s t i o n  must be  

faced i n  t h e  i n t e r e s t s  of a l l  concerned and t h e  o v e r a l l  long t e r n  impact 1 
of TAP 11. We do t h i s  wi thout  ques t ion ing  the  pool approach, and wi thout  

in tend ing  any c r i t i c i s m  of t h e  TAP 11 Senior  Advisers whose work we 

f i n d  commendable. 

TAP a d v i s e r s  work i n  f i v e  d i f f e r o n t  u n i t s :  DPD i-loh, DPD XLD, 

FlSU/I\fLD, ;?SU/llo~, and MEPD. The i r  work b r ings  them i n t o  f r e q u e n t  

contact  wi th  t h e  O f f i c e  of the  P r e s i d e n t ,  t h e  Deparrrment of A g r i c u l t u r e ,  

t h e  Treasury,  t h e  U n i v e r s i t y ,  and, hopefu l ly ,  o t h e r  a g r i c u l t u r a l  r e sea rch  

i n s t i t u t e s  i n  Kenya, IDS, and t r a n s i e n t  H I I D  c o n s u l t a n t s .  The t a s k s  of 

the  va r ious  u n i t s  over l ap ,  and work i n  one i s  o f t e n  r e l e v a n t  t o  , and 

is sometimes s i m i l a r  t o , t h a t  i n  ano the r .  Two a d v i s e r s ,  indeed,  work i n  

two m i n i s t r i e s .  The Task Force on Budget and F i n a n c i a l  Management inc ludes  

members from f i v e  M i n i s t r i e s  and t h e  O f f i c e  of t h e  P r e s i d e n t .  

Somewhere i n  t h e  sys tsm we b e l i e v e  t h a t  t h e r e  should be an en,' - l n e  

t o  keep informat ion f lowing tllrougll the  many p i p e l i n e s ,  and i d e a l l y  an 

informal coord ina t ing  c e n t r e .  Since  TAP a d  ATCS a d v i s e r s  a r e  a t  work i n  

a l l  o r  most r e l e v a n t  u n i t s , . i t  seems t o  us  a r g u t b l e  t h a t  t h e  Sen io r  Adviser 

is, u n o f f i c i a l l y  a t  l e a s t ,  i d e a l l y  pos i t ioned  t o  f i l l  t h a t  r o l e .  lfe has  

a l r eady  access  t o  a l l  Planning 3 i v i s i o n s  and t o  s e n i o r  Kenyan a d m i n i s t r a t i v e  

o f f i c e r s  i n  a l l  r e l e v a n t  m i n i s t r i e s .  He i s  i n  touch wi th  TAP dnnors,  who 

u l t i m a t e l y  w i l l  decide  on the  f u t u r e  of t h e  P r o j e c t  a s  l e a s t  a s  f a r  a s  t h e i r  

suppor t  is concerned. Through h i s  r e s p o n s i b i l i t y  Tor overseas  and l o c a l  

t r a i n i n g  he is u l t i m a t e l y  involved i n  t h e  c r u c i a l  a r e a  of h u m  resource  

development, i n c l u d i n g  Kenyan s t a f f i n g  and upgrading, a d v i s e r  r e c r u i t n e n t ,  

and short-term c o n s u l t a n t s .  Ife has  no coun te rpa r t  i n  t h e  Governnent of Kenya. 

-===--.---t ... - ----L 



Func t iona l ly  we could d e s c r i b e  p a r t  of t h e  r o l e  a s  t h a t  of b roke r ,  

i n t e rmed ia ry ,  o r  t rouble-shooter .  The t a s k  i s  one of f a c i l i t a t i n g  and 

ensur ing  a  quick and easy  f low of in fo rmat ion i  of encouraging d ia logue  

common t o  a l l ,  cf r n t i c i p a t i n ~  comon i s s u e s  and d u p l i c a t i o n  of e f f o r t ,  

and, i n  g e n e r a l ,  promoting t h e  o v e r a l l  c o l l e c t i v e  e f f o r t  t o  t h e  b e n e f i t  

of a l l .  Combined wi th  h i s  a d m i n i s t r a t i v e  and r e p o r t i n g  r e s p o n s i b i l i t i e s  

t h i s  is an enourmously cha l l ena ing  r e s p o n s i b i l i t y .  

We r e a l i z e  t h a t  i n d i v i d u a l s  and Governments have t h e i r  own o r d e r  

of p r i o r i t i e s ,  and we a r e  n o t  audacious enough t o  suggest  t h a t  o u r s  

a r e  n e c e s s a r i l y  w i s e r  o r  more o b j e c t i v e  than o t h e r s .  I n  thp  - r e sen t  

s i t u a t i o n  we have been t o l d ,  f o r c e f u l l y  a t  t i n e s  by both  Kenyans and a d v i s e r s ,  

t h a t  t h e  p r e s e n t  Sen io r  Adviser ' s  p o t e n t i a l  v a l u e  i n  t h e  S t r a t e g y  S e c t i o n  

of t h e  MoA is of a  h i g h e r  p r i o r i t y  than t h e  l inkage  r o l e  t h a t  has been 

performed, and t h a t  we f e e l  riipfit be enhanced. One t h e  o t h e r  hand, 

we have l i s t e n e d  t o  t h e  argument, from both Kenyans and a d v i s e r s  , t h a t  

a  b e t t e r  informat ion f low and improved l inkages  between and among t h e  

va r ious  u n i t s  i n  which a d v i s e r s  work would improve t h e  q u a l i t y  and q u a n t i t y  

of t h e  o v e r a l l  performance,  improve morale among a d v i w s  and l e a d  i n  t h e  

long run t o  more s u b s t a n t i a l  b e n e f i t s  f o r  t h e  Government of Kenya. Obviously 

t h e r e  is no concensus.  I f  t h e r e  were,  t h e r e  would be no i s s u e  t h a t  we would 

d a r e  t o  address .  But we b e l i e v e  t h a t  t h e  i s s u e  must be r a i s e d  and d i s c u s s e d ,  

and t h a t  a t  l e a s t  t he  r e l a t i v e  weights  of t h e  Sen io r  Adv i se r ' s  a c t i v i t i e s  

be agreed on and t h e  i n e v i t a b l e  c o s t s  and b e n e f i t s  r e a l i z e d  and accepted.  

A t  t h e  same t ime,  a s  we have no ted  e lsewhere ,  t h e  development of t h e  

s t r a t e g y  s e c t i o n  and t h e  formulat ion of long-term s t r a g e t i e s  f o r  t h e  

a g r i c u l t u r a l  s e c t o r  is of c r i t i c a l  importance t o  Kenya. It may, indeed,  

be of much g r e a t e r  p r i o r i t y ,  even c o n s i d e r i n s  t h e  l i m i t e d h u p a c t  t h e  

Sen io r  a d v i s e r  might hcve. Indeed,  i n  Sec t ion  III- E .  above, we d i d  

p r e s e n t ,  w i t h  our  endorsement, t h e  c u r r e n t  Sen io r  ~ d v i s e r ' s  approach t o  

t h e  development of an o v e r a l l  conceptual  framework. It is o u r  judgement 

t h a t  working w i t h i n  t h e  coll text  of DPD/Motl it would be p o s s i b l e  both t o  

c o n t r i b u t e  t o  t h e  development of long-term s t r a t e g y  f o r  a g r i c u l t u r a l  p lanning 

and p o l i c y  i n t e g r a t i o n  and t o  evolve a  conceptual  approach which could have 

much b roader  a p p l i c a b i l i t y .  I n  t h i s  e f f o r t  he  should a l s o  b e  a b l e  t o  l i n k  

w i t h  s t r a t e g y  a c t i v i t i e s  i n  IILD. 

However, we do n o t  s e e  under t h e  p r e s e n t  s t r u c t u r e  how one win can 

s a t i s f a c t o r i l y  f u l f i l  both r o l e s  wi thou t  d r a i n i n g  h i s  energy o r  i n p a i r i n g  



his health. Therefore, we suggest that some consideration should be given 

to the selection of an adviser vho, in addition to working in one of the 

HoA sections, could work with all members of TAP in taking part of the 

burden of devising, implementing and monitoring much of the in-service 

and short-term training prograsmes off the shoulders of the Senior Adviser. 

TIE DPDs AND THE PARASTATALS 

The agreement between the GoK and HIID does include the parastatals 

in the statement of objectives (i.e.) and chc scope of work (Annex A . 6 )  s 

states: "It is considered that, given the need to fully integrate the 

parastatals into the process of agricultural planning, this role could 

best be performed by a tlonitoring and Evaluation element with the DPD 

vorking in collaboration with a blanagement Systws Unit attached to the 

office of the Permanent Secretaries." 

Again we have not had time to exanine the interyaction between 

the Ministries and their theoretically subordinate parastatals. Ve 

understand that, in Agriculture at least, one attempt made to nominate a 

senior officer - a form of unit we suppose - to monitor the parastatals 
did not prove either vorkable or successful; and at the monent a nunber of 

such officers each try to keep in touch vith the activities of a number 

of the two dozen parastatals. As far as we could detenine, however, no 

Honitoring and Evaluation element has been created in either DPD's or 

the MSU, and for all practical day-to-day purposes the parastatals remain 

outside the routine purview of the Planning Process in both ministries. 

Our review of the work of the DPDVs did reveal occasions when 

particular issues with respect to individual parastatals - usually when 
some critical issue a-ose - did involve the DPD's. However, there does not 

yet seem to be a mechanism for integrating the mcnitoring and evaluation 

of the parastatals within the normal work programme of the Planning 

Divisions, or indeed the ministries. 

The whole issue of the parastatals is, of course, before government 

at the highest levels, and we feel it appropriats, while reporting our 

observations not to make any recornendation. 



I. REPORT IlJG 

I n  t h e  l a s t  few y e a r s  t h e r e  h a s  been a  s i g n i f i c a n t  improvement i n  

t h e  semin-annual r e p o r t i n g ,  a l though on occas ion  t h e  r e p o r t s  have been 

somewhat delayed.  Donors f e e l  t h a t  t h e  r e p o r t s  do provide  them wi th  

s u f f i c i e n t  d e s c r i p t i v e  i n f o r n a t i o n  abou t  t h e  a c t i v i t i e s  of t h e  TAP 

and on t h e  whole they  a r e  content  t o  remain a t  a r u s  l e n z t h ,  which of 

course  i s  fundamental t o  the  donor poo l  concept.  

However, they do f e e l  t h a t  i t  would be  h e l p f u l  and a p p r o p r i a t e  

f o r  t h e  Sen io r  a d v i s e r ,  when s u b m i t t i n s  h i s  r e p o r t ,  t o  i n c l u d e  a  suannary 

stazement o u t l i n i n g  t h e  progress  made i n  t h e  v a r i o u s  u n i t s ,  and t h e  

problems and c o n s t r a i n t s  encountered.  We endorse  t h a t  sugges t ion .  - We 

a l s o  recommend t h a t  cop ies  of t h e  r e p o r t s  be  s e n t  t o  a l l  t h e  a d v i s e r s  

iind relevant Kenyan o f f i c e r s .  

J .  -&CRUITMEmT OF TAP ADVISERS - 
We have been ve ry  impressed by  t h e  o v e r a l l  q u a l i t y  and d e d i c a t i o n  

of t h e  TAP adv i se r s .  C l e a r l y  t h e  r e c r u i t m e n t  p rocess  is working ( o r  

e l s e  TAP has  been i n c r e d i b l y  lucky) .  The c u r r e n t  s e t  of TAP a d v i s e r s  a r e  

a l l  w e l l  t r a i n e d  and widely exper ienced most ly  i n  developing c o u n t r i e s .  

None a r e  academics i n t e r u 7 t i n g  a  r e s e a r c h  c a r e e r  and who f u n c t i o n  wi th  an 

eye t o  acadenic  r ecogn i t ion  back home. Rather ,  by and l a r g e ,  t hey  seem 

ded ica ted  t o  doing q u a l i t y  po l i cy  a n a l y s i s  a t  a  l e v e l  of s o p h i s t i c a t i o n  

g e n e r a l l y  a p p r o p r i a t e  t o  t h e  use r s  o f  t h e  a n a l y s i s .  

The fo l lowing  elements t h e r e f o r e  s e e n  a p p r o p r i a t e  f o r  t h e  f u t u r e  

r ec ru i tmen t  and o r i e n t a t i o n  process :  

1) Advisers  should be r e c r u i t e d  who have t h e  necessa ry  t e c h n i c a l  

competence coupled w i t h  a  good p o l i c y  sense  and a  s e n s i t i v i t y  

t o  t h e  f o r n  and s o p h i s t i c a t i o n  of a n a l y s i s  a p p r o p r i a t e  f o r  

Kenyan p o l i c y  makers. 

2) Advisers  should  be r e c r u i t e d  who have a comuitment t o  under t ake  

e f f e c t i v e  and cont inuous  in - se rv ice  t r a i n i n g  of t h e  s o r t  

d i scussed  e a r l i e r  i n  t h i s  e v a l u a t i o n .  People  who b e l i s v e  

t h e i r  only  r o l e  is t o  do qu ick  ? o l i c y  p i e c e s  should  be 

d e l i b e r a t e l y  excluded. 



3) Recruitment fo r  pa r t i cu l a r l y  s e n s i t i v e  l inking pos i t ions ,  e.g., 

sen ior  adviser ,  and NEPD should be carefu l ly  se lec ted  f o r  

t h e i r  broad macro econmic competence and experience and f o r  

t h e i r  capacity t o  i n i t i a t e ,  synthesize and reach out t o  bui ld l i nks .  

4 )  Advisers should be ca r e fu l l y  screened f o r  those who have t h e  

temperanent and the  necessary dedica t ion  t o  vork within t he  

governmental system under l oca l  conditions ra ther  than seeking 

spec i a l  advantage. 

5 )  I n  the  in te rv iev  process a  ca r e fu l  laying out of t he  philosophy 

and object ives  of TAP p a r t i c u l a r l y  as  it r e l a t e s  t o  in-service 

t r a in ing  should be underlined. 

6) Once se lec ted  there  should be a  formal o r i en t a t i on  programme 

both a t  H I I D  and upon a r r i v a l  i n  Kenya. The Kenya o r i en t a t i on ,  

already mandated but apparent ly not se r ious ly  undertaken, should 

involve not  only an in t roduc t ion  t o  Kenya, Kenyan ag r i cu l t u r e  

and the Kenyan Government, but a l s o  a  restatement of TAP 

object ives  and pl~ilosophy i n  c l e a r  and ce r t a in  t e rn s .  Also 

every e f f o r t  should be nade t o  minimize the lost  time i n  vheel  

spinning i n  ge t t i ng  t o  knov people, pa r t i cu l a r l y  TAP advisers  

a lready i n  place. 

We list these reconnendations not t o  c r i t i c i z e  cur ren t  advisors  or  

the  process. Rather we include them t o  enqhasize the importance of t h i s  

pa r t  of TAP. Fina l l y ,  we conclude ucequivocally tha t  Kenya. involvement 

i n  the  interview process and f i n a l  decis ion au thor i ty  i s  i n  la rge  pa r t  

responsible  f o r  the appropriateness of the cur ren t  advisers .  A r e tu rn  t o  

the e a r l i e r  system of un i l a t e r a i  Cambridge recruitment vould be a very 

re t rogress ive  s tep .  



' :" 

I V  RECRUITMENT KJD RETZIITION: KENYAN STAFF 

We a r e  not s o  obsess ive ly  masoch i s t i c  o r  -aerverse t o  begin 

a duscussion of recrui tment  and r e t e n t i o n  i n  t h e  Scheme of Se--ice f o r  

Economists without extreme re luc tance .  But our terms of r e fe rence  leave 

us  no choice ,  d e s p i t e  t h e  f a c t  t h a t  Governnent, Donors and H I I D  a r e  only  

t o o  we l l  aware of t h e  problem. 

The c o n t r a c t  between t h e  Governnent of Kenya and R I I D  make e x p l i c i t  

t h e  under takings  of Government which was to :  

Z.l(b) ensure  t h a t  a t  l e a s t  one Kenyan or ' f icer  is a v a i l a b l e  

t o  work with every TAP adv i sor .  

(d) under take rev i s ions  i n  t h e  terms and condi t ions  i n  t h e  

Scheme of Service  f o r  Economists and Technicians wi th  a 

view t o  improving the  chances of r e t a i n i n g  good Kenyan 

O f f i c e r s  i n  t h e  s e r v i c e .  

(e) provide p r o f e s s i o n a l  and adn in i s  t r a t  i v e  l eadersh ip  

needed t o  a t t r a c t  and r e t a i n  good Kenyan s t a f f  o f f i c e r s .  

There is l i t t l e  point  i n  backing away from a nore  o r  l e s s  

c a t e g o r i c a l  a s s e r t i o n  t h a t  on t h e  whole Government has n o t  succeded 

i n  s t a f f i n g  t h e  Planning Divis ions  wi th  t h e  q u a n t i t y  and q u a l i t y  of 

Kenyan s t a f f  necessary t o  fo resee  an e a r l y  end t o  e x p a t r i a t e  adv i se r s  

i n  some r o l e  o r  o t h e r .  The X a c y n  s t a f f  i n  t h e  two planning d i v i s i o n s  

a s  of June 1983 according t o  the  June 30,1933 semi-annual r e p o r t  was 

a s  fol lows:  

Authorized F i l l e d  Vacant T r a i n i n g  

MoA DPD 2 1 16 9 3 7 

MLD DPD 18 9 9 3 4 

(The a r i t h m e t i c  discrepancy i n  t h e  ? f i n i s t r y  of Agr icu l tu re  i s  explained by 

t h e  f a c t  t h a t  f o u r  members seconded from t h e  Department a r e  n o t  included 

i n  t h e  es tabl ishment  and the  pos t s  apparent ly  a r e  the re fo re  c lassed 

as vacant) . 
The t o t a l  es tabl ishment  of 39 i n  1963 i s  t o  reach 44 by June,  1986 

when TAP I1 exp i res .  Quant i tavely  the  s i t u a t i o n  i s  l e s s  than s a t i s f a c t o r y ,  

as a l l  admit. Q u a l i t a t i v e l y ,  a t  l e a s t  i n  terms of l eng th  of s e r v i c e  o r  

job group, t h e  s i t u a t i o n  i s  much l o s s  than s a t i s f a c t o r y .  



Job r7roup Authorized F i l l e d  

ti MoA 9  4 

FlLD 9  4 

JK MoA 9 4 

?lL.D 6 3 

Only f i v e  members of t h e  two p l a n n i n ~  d i v i s i o n s  a r e  i n  job group L 

o r  above, and these ,  we unders tand,  a l l  hold p o s i t i o n s  a s  heads of s e c t i o n s  

o r  d i v i s i o n s .  Of t h e  t o t a l  es tabl ishment  who a r e  members. of t h e  Scheme a f  

Serv ice  8  of t h e  11 i n  Agr icu l tu re  and 7  of t h e  9  i n  MLD a r e  i n  job group J 

o r  below, and i n  b o t h  d i v i s i o n s  8 a r e  i n  Job group H. h c l a d i n g  s e c t i o n  

heads we would be  s u r p r i s e d  i f  i n  MoA t h e  average exper ience i n  post  was 

more than 18 months, and a  has ty  and rough c a l c u l a t i o n  i n  one s e c t i o n  

suggested t h a t  t h e  average exper ience was about one year .  

From m a t e r i a l  prepared by t h e  Senior  Adviser i t  would appcar. . that  

of t h e  17 Kenya s t a f f  p resen t  i n  1979, 6 a r e  c u r r e n t l y  i n  p o s t ,  a l l  i n  

admin i s t ra t ive  p o s i t i o n s .  Of t h e  n i n e  EfAs p r e s e n t  i n  1979 on ly  t h r e e  

remain. Pad of t h e  s i x  TAP-trained MAS bemeen  1979 and 1983 on ly  two 

remain. 

C lea r ly  t h e  r e t e n t i o n  r a t e  i s  worst  i n  A g r i c u l t u r e ,  where we found 

t h e  morale much lower anong t h e  Kenyan s t a f f  than i n  Livestock Development. 

But without except ion Kenyan o f f i c e r s  t o  whom we spoke, inc lud ing  s e c t i o n  - 
heads, e x ~ r e s s e d  t h e  view t h a t  u n l e s s  t h e  cond i t ions  of s e r v i c e  were 

improved they would have no h e s i t a t i o n  i n  pursuing a t t r a c t i v e  job o f f e r s  

i n  p a r a s t a t a l s  o r  t h e  p r i v a t e  s e c t o r .  

However, on t h e  whole t h e  r e t e n t i o n  r a t e  appears t o  be worse, 

c e r t a i n l y  i n  A z r i c u l t u r e ,  than  f o r  t h e  Scheme of Serv ice  a s  a  whole. 

Paul  Baddow's 1982 r e p o r t  i n d i c a t e s  t h a t  f o r  Governnent-sponsored t r a i n e e s  

i n  t h e  Scheme t h e  r e t e n t i o n  r a t e  i s  about 63  p e r  cent*.  Follow-up 

d a t a  on those  who pursued post-graduate t r a i n i n g  under t h e  York Univers i ty  

programme revealed t h a t  732 of t h e  1% and 38X of the  MBAs were s t i l l  in 

t h e  Scheme of Serv ice .  C l e a r l y  t h e  r e t e n t i o n  of l.t\s i n  t h e  Min i s t ry  of 

Agr icu l tu re  seems much worse than f o r  t h e  Scheme a s  a  whole. Haddow a l s o  

concluded from a  d e t a i l e d  q u e s t i o n n a i r e  t h a t  i f  o t h e r  p o s i t i o n s  were 

* Paul  .aga_?+_qw?- The pos t  Graduate Tra in ing  and u t i l i z a t i o n  of p r o f e s s i o n a l  

P lanners  and Economists i n  the  Government of Kenya. 

(A r e p o r t  prepared f o r  t h e  Government of Kenya and CDA). 



a v a i l a b l e  t h e  o v e r a l l  r e t e n t i o n  r a c e  i n  t h e  Scheme would be  somewhere 

between 20 and 332. Our cursory d i s c d s s i o n  i n  A g r i c u l t u r e  r evea led  

t h a t  under such c i rcumstances  t h e  r e t e n t i o n  r a t e  would be c l o s e  t o  z e r o ,  

b u t  somewhat h igher  i n  MLD. 

The t r i p a r t i t e  agreement c a l l s  g e n e r a l l y  f o r  t h e  Government of 

Kenya t o  t ake  such a c t i o n s  a s  a r e  necessary  t o  ensure  adequate  s t a f f i n g  

f o r  t h e  Planning Div i s ions  and t h e  Management Unit t o  enable  t h e  p r o j e c t  

t o  f u l f i l l  i t s  i n s t i t u t i o n a l  b u i l d i n g  o b l i g a t i o n s  and t o  look forward t o  

u l t i m a t e  Renyanizat ion.  The Permanent S e c r e t a r y  (?EPD) has  rnade 

recommendations t o  upgrade t h e  d i v i s i o n s  t o  d e p a r t ~ e n t s ,  thus  making p o s s i b l e  ! 

upward mobi l i ty  f o r  Kenyan o f f i c e r s ,  and - t o  f a c i l i t a t e  more automat ic  

promotion t o  job grou? L. I f ' . ~ o r a ~ l c p d a t i o n s  a r e  accepted and implemented 
f 

i 
they would presumably h e l p  tbe<:atention of some o f f i c e r s  a t  l e a s t .  He 

f 
has a l s o  secured approval f o r  what we understand i s  t h e  rec ru i tmen t  of 

30 o f f i c e r s ,  l a r g e l y  educated abroad, and 35 r e c e n t  graduates  from t h e  
I 

-. 
U n i v e r s i t y  of Nairobi.+* However, a s  h e  so r rowfu l ly  a d s i t s ,  by t h e  t i n e  ?SC/ 

DPM has f i n i s h e d  i t s  lengthy sc reen ing  and r e c r u i z n e n t  procedure it i s  

I 
p o s s i b l e  t h a t  t h e  b e s t  candidates  w i l l  have found o t h e r  employment. 

However, t h e  r ec ru i tmen t  a t  the  bo t ton  and the  l o s s  a t  t h e  middle 

w i l l  n o t  produce an i n t e r n e d i a t e  term answer t o  the  development of 

Kenyan resources  i n  t h e  Scheme, even i f  the  r e p u b l i c  becomes " sa tu ra ted"  

w i t h  Econouis ts  and Planners .  A s  long as  t h e  scheme cannot provide  

compe t i t ive  t e r n s  of s e r v i c e ,  the  rnost promising young o f f i c e r s  may 

go t o  the  p a r a s t a t a l s  and the  p r i v a t e  s e c t o r .  Moreover whi le  t h i s  

cannot be  proven we b e l i e v e  i t  t o  be t r u e  Government (and donors) 

have come t o  expec t  a q u a l i t y  of d a t a  c o l l e c t i o n ,  a n a l y s i s  and adv ice ,  

a s  w e l l  as a time-frame f o r  d e l i v e r y ,  t h a t  is beyond t h e  c a p a c i t y  of 

a l l  bu t  a few of t h e  more experienced Kenyan o f f i c e r s .  A f t e r  n l l ,  

it i s  unreasonable  and u n f a i r  t o  expect  t h a t  an o f f i c e r  wi th  an HA and 

a few yea r s  exper ience  can match' the o u t p u t ,  i n  q u a l i t y  and q u a n t i t y ,  

of o l d e r ,  b e t t e r  educated,  and f a r  more experienced adv i so r s .  A s  we have 

noted e lsewhere  s e n i o r  Ke11yan o f f i c i a l s  l ean  on e x p a t r i a t e  a d v i s o r s ,  

and themselves seen  t o  do l i t t l e  t o  encourage,  o t h e r  than r h e t o r i c a l l y ,  

t h e  e f f o r t  t o  develop Kenyan recources .  The t rade-off  between q u a l i t y  and 

+* There i s  some u n c e r t a i n t y  about these  f i g u r e s ,  bu t  i n  t h e  time 

a v a i l a b l e  we have no t  been a b l e  t o  recheck our i n f o r n a t i o n .  



speed on the  one hand and i n s t i t u t i o n a l  b u i l d i n g  on t h e  o t h e r ,  i n  t h e  r e a l  

b u r e a u c r a t i c  world ,  seems always t a  r e s t  w i t h  t h e  former. 

'Je h e s i t a t e  t o  o f f e r  any s o l u t i o n s  t o  a problem t h a t  i s  Government 

wide, no t  only  because i t  might be deemed presumptious b u t  because in-  

baske t s  a t  DPY n r e  f i l l e d  wi th  s i m i l a r  donor and Governnent recommendations. 

The 1982 Ndegwa Report  a p t l y  summarized t h e  

"Foremost among t h e  reasons  behind t h e  d e c i s i o n  of many 
young p r o f e s s i o n a l s  t o  l eave  Government a r e  i n s u f f i c i e n t  
job s a t i s f a c t i o n ,  inadequate  promotion p r o s p e c t s  and 
r e l a t i v e l y  low l e v e l s  of remuneration." 

About a l l  t h a t  might be s a i d  on t h e  o t h e r  s i d e  is t h a t  the  c u r r e n t  

r e c e s s i o n  has  seemed t o  make job s e c u r i t y  and f r i n g e  b e n e f i t s ,  p a r t i c u l a r l y  

f o r  more s e n i o r  s t a f f ,  a countervai l ing,  b e n e f i t .  

Never the less ,  we do o f f e r  some sugges t ions  t l lat  n i g h t  inprove 

t h e  q u a l i t y  of s t a f f  and t h e  n o r a l e  of young o f f i c e r s ,  a l l  t h e  whi le  

b e l i e v i n g  t h a t  on ly  r a d i c a l  reforms and, i n  t h e  l o n ~  run ,  a d j u s t i n g  t h e  

terms of s e r v i c e  i n  t h e  Scheme t o  conform more c l o s e l y  t o  markzt c o n d i t i o n s ,  

w i l l  provide  a permanent s o l u t i o n :  

a )  broadening t h e  pool  from which members of t h e  Scheme o r  
P lanners  g e n e r a l l y  can be drawn. We n o t e  t h a t  s e v e r a l  
p lanners  i n  i?LD have come from t h e  f i e l d  and then have gone 
f u r t h e r  educat ion i n  economics. They seem t o  us t o  have 
the  i d e a l  conb ina t ion  of app l i ed  and academic exper ience ,  
and we d e t e c t  a h igher  l e v e l  of mot iva t ion  and cocnnitment. 
We n o t e  a l s o  t h a t ,  f o r  whatever r eason ,  t h e  i)Pn HoA t p ~ e  *r.  
seconded of f i c r r s  from t h e  Department. Ve sugzes t  t h a t  
g r e a t e r  a t t e n t i o n  be paid  t o  c h i s  r e source  pool. 

b) a conscious  acceptance by s e n i o r  Kenyan o f f i c i a l s  of t h e  
i n e v i t a b l e  shor t - term l o s s  of p r o d u c t i v i t y  i n  t h e  i n t e r e s t s  
of long term capac i ty  and Kenyanization by i n s i s t i n g  t h a t  
a l l  ou tpu t  be c o l l e c t i v e .  

c )  t h e  acceptance of an inproved management system a t  t h e  
d i v i s i o n a l  l e v e l ,  enforced by t h e  Pemanent  Sec re ta ry ,  
t h a t  no t  only  encourages bu t  compels hands-on in - se rv ice  
t r a i n i n g  between a d v i s e r s  and Kenyans, a s  d i scussed  i n  S e c t i o n  V. 

d) t h e  conscious  and sys temat ic  survey of t h e  pool of Kenyan 
resources  i n  t h e  U n i v e r s i t i e s ,  r e s e a r c h  i n s t i t u t e s ,  and t h e  
p r i v a t e  s e c t o r ,  and t h e  d e l i b e r a t e  employment of such 
resources  r a t h e r  t h m  t h e  use  of o u t s i d e  c o n s u l t a n t s ,  and 
donor agreement t h a t  e x t e r n a l  a i d  can be used f o r  such 
purposes.  



t he  s e l e c t i o n ,  ,on m e r i t ,  of h igh-qua l i ty  cand ia tes  f o r  post-  
!4A educat ion abroad, and the  development of a  s y s t m  
whereby such o f f i c e r s  can r i s e  i n  job group and s a l a r y  s c a l e  
wi thout  having t o  assusle a d m i n i s t r a t i v e  j o b s ,  lnucl~ a s  a 
Unive r s i ty  Professor  can be promoted and paid  on m e r i t  
wi thout  becomhg a  department head o r  a  dean. 

f )  t h e  recrui tment  of adv i se r s  i n  a l l  a p p r o n r i z t e  p r o j e c t s  who 
accept  . the  r o l e  of i n s t i t u t i o n a l  b u i l d i n g ,  whatever the  
c o n s t r a i n t s .  On t h i s  ? o i n t  we b e l i e v e ,  a s  noted e lsewhere ,  
t h a t  on t h e  whole t h e  r ec ru i tmen t  procedures  f o r  TAP I1 
have s a t i s f i e d  t h i s  r c q u i r e s e n t .  

However, having s a i d  t h i s ,  we n u s t  wonder whether t h e  pool  of 

r e sources  g radua t inz  c~.--:cn-- . f rsm t h e  Department of Economic and 

A g r i c u l t u r a l  Economics i n  t h e  Unive r s i ty  of Na i rob i  i s  l a r g e  and deep 

enough t o  s a t i s f y  the  o v e r a l l  n a t i o n a l  n<ed f o r  p l a n n e r s ,  managers, and 

economists.  

V : TUINING SE:TfMJ OFFICERS 

I n  the  previous  soc t ion  we have touched on improved t r a i n i n g  

o p p o r t u n i t i e s  and progracmes a s  a  p o s s i b l e  means of r e c n i t i n g  , r e t a i n i n g ,  

and g e n e r a l l y  inproving t h e  norn le  and q u a l i t y  of the  Kenyan o f f i c e r s .  

iIerr  we d i s c u s s  t h e  r o l e  and perfornance of T.V and H I D  i n  long-term 

overseas  t r a i n i n g  and shor t -courses ,  and what,  f o r  l a c k  of a  b e t t e r  word, 

we c a l l  in-service  o r  on-the-job t r a i n i n g .  

The TAP I1 c o n t r a c t  provides  f o r  25 y e a r s  of long and shor t - term 

overseas  t r a i n i n g ,  most a t  the  ~ f a s c e r s ' s  l e v e l ,  and t h e  Annex t o  the  

c o n t r a c t  r evea l s  t h a t  government intended t o  provide  ano the r  25 y e a r s  of 

XA t r a i n i n g  a t  t h e  Unive r s i ty  of Xairobi ,  t h e  i n t e n t i o n  b e i n s  t o  have 33 of 

t h e  44 p o s i t i o n s  i n  1986 f i l l e d  by o f f i c e r s  w i t h  a  l l a s t e r s '  degree .  AS 

our  comments under Recruitment and Retent ion sugges t  t h i s  goa l  s e a s  t o  

be utopian.  A s  f a r  a s  we c m  determine no masters  have been graduated 

t o  d a t e  from t h e  Univers i ty  of Nairobi .  

By the  end of the  1983134 academic y e a r ,  s i x  o f f i c e r s  w i l l  have 

completed 12 yea r s  of post-graduate overseas  t r a i n i n g .  One s t u d e n t  

r e tu rned  i n  the  f a l l  of 1933 f r m  d o c t o r a l  t r a i n i n g ,  and f i v e  a r e  expected 



t o  complete t h e i r  Xasters  i n  1934 and one i n  19C5. Two candidates  began 

t h e i r  p rograme i n  t h e  f a l l  of 1933, and w i l l  be expected t o  r e t u r n  i n  

1964 and 1985. ilt the  uonent t h e r e  seems t o  be only one o r  two i n  t h e  

p i p e l i n e  f o r  next  yea r .  Qui te  c l e a r l y  the  pool of poss ib le  candidates  

is l i m i t e d ,  and un less  the  t r a i n i n g  programme reaches out  t o  t ake  o f f i c e r s  

f r m  p a r a s t a t a l s ,  the  Department o r  o t h e r  M i n i s t r i e s ,  the  resources  a v a i l a b l e  

m y  exceed the  q u a l i f i e d  cand ida tes  on hand. 

Given the  above q u a n t i z a t i v a  and q u a l i t a t i v e  c o n s t r a i n t s ,  we 

f e e l  t h a t  TAP adv i se r s  and iiarvard have f u l f i l l e d  t h e i r  con t rac tua l  

requirements t o  develop and manage the  overseas  trainin.; p rogamie .  The 

Sen ior  Adviser and t h e  heads of tlie DPDs o r  t h e i r  deputy review the  

s i t u a t i o n  semi-annually, and seek  the  advice  of TAP adv i se r s  who have 

worked with  poss ib le  cand ida tes ,  t o  d i s c u s s  apt i tudi :  and a t t i t u d e .  I n  

c o n s u l t a t i i o n  with  H I I D  an a p p r o p r i a t e  i n s t i t u t i o n  i s  se!ected, ve ry  v i s e l : ~  we 

feel usua l ly  b e r i c a n  land g r a n t  i n s t i t u t i o n s ,  where the  FA deerse  is taken 

s e r i o u s l y  and not  nore  o r  l e s s  disgregardsd given the  preoccupation with  

d o c t o r a l  s t u d i e s .  A s  f a r  a s  ve  can t e l l  3113 noni to r s  the  s t u d e n t s  

progress  s a t i s f a c t o r i l y ,  and handles t h e  admin i s t ra t ive  and f i n a n c i a l  

chores  e f f i c i e n t l y  . 
The Senior  , ldviser  and h i s  c o l l e a e u e s ,  Kenyan and expa t r i a te ,  a r e  

a l s o  involved i n  the  s e l e c t i o n  of a v a i l a b l e  s h o r t  courses i n  Gairobi  and 

abroad, appropr ia te  f o r  s e l e c t e d  o f f i c e r s  both  under the TAP I1 and the  

ATAP c o n t r a c t .  The ATAP c o n t r a c t ,  i n  p a r t i c u l a r ,  focusses the  t r a i n i n g  

programme on s h o r t  courses  - fro;l s i x  weeks t o  s i x  months - i n  Kenya and 

abroad. Three o f f i c e r s  have been s e n t ,  and nore  a t  thc DPS, Under-secretary,  

and PF & EO l e v e l  a r e  contemplated. We be l i eve  t h a t  i t  is e s s e n t i s l  t h a t  

a s  m n y  a s  p o s s i b l e  i n  the  a d ~ n i n i s t r a t i v e  and f i n a n c i ~ l  accounting cadres  

be introduced t o  t h e  more s y s t e m a t i c  f i n a n c i a l  managenent and o r g a n i z a t i o n a l  

p r i n c i p l e s  a d  procedures now b r i n g  inplemented i f  the long-tern system- 

bu i ld ing  o b j e c t i v e  is  t o  be achieved. At t h e  moment reorzan iza t ion  of 

the  government account ins  system a s  a  r e s u l t  of D i s t r i c t  Pocus has s t a l l e d  

p lans  t o  organize  a  t r a i n i n g  p r o r , r m e  f o r  m i n i s t e r i a l  accountants.  

Under the  ATAP c o n t r a c t  one o f f i c e r  i s  c u r r e n t l y  abroad f o r  a  two 

year  ElA i n  Pub l ic  Adminis t ra t ion and on h i s  r e t u r n  w i l l  presunably be 

a t t ached  t o  the  Management Uni t ;  a l though a s  f a r  a s  we can t e l l  no such 

u n i t  has been e s t a b l i s h e d  w i t h i n  t h e  bureaucracy. I f  such a  Unit is 



establ is i led  w e  recomaend, a s  we have e lsawhere ,  t h a t  nore  o f f i c e r s  be 

t r a i n e d  i n  Economics, and lfanagement t o  s t a f f  such a  Uni t .  

I n  s h o r t ,  we f i n d  t h a t  Xarvard h a s  f u l f i l l e d  and i s  f u l f i l l i n g  t h e  

requirements of t h e  f o r m 1  t r a i n i n g  p r o g r m e  as w e l l  a s  rr,i:,ht be expected 

given t h e  op t ions  open t o  i t ,  and we expect  t h a t  i n  the  f u t u r e  t h e  s h o r t -  

comines may w e l l  be a t t r i b u t e d  t o  t h e  l a c k  of q u a l i f i e d  Kenyan personnel .  

It i s  f o r  t h i s  reason t h a t  we u rge  n o t  only  t h e  cont inued concern f o r  

short-term courses  bu t  a l s o  t h e  e : laborat ion of a n o r e  s y s t e n a t i c  approach i 

t o  a  v a r i e t y  of informal  and f o n a l  in-service  t r a i n i n g  a c t i v i t i e s .  

The e x i s t e n c e  of a  f o m a l  work F r o g r m e  p l a n  i n  DP3/HID and c u r r e n t  

a t t e r rp t s  t o  iinplcnent work .p lans  i n  t h e  3PD/MoA o f f e r  a  number of 

o p p o r t u n i t i e s  f o r  a  nore  s y s t e n a t i c  and cont inuous  approach t o  c o l l a b o r a t i v e  

t r a i n i n g  whi le  accomplishing on-going t a s k s .  Ue use  a s  an e x m p l e  t h e  

approach being f o s t e r e d  by t h e  T:LD a d v i s e r s  i n  t h e  DP3/:IoA. There  a r e  

two con t inu ing  func t ions  i n  both  Div i s ions  nace ly  t h e  annual p r i c e  review 

and p lan  development and moni tor ing.  I f ,  as  proposed, s u e c i f i c  work 

assignments,  both  i n  t e r n s  of comnodities 2nd s u b j e c t  m a t t e r  a r e a s ,  a r e  

made t o  a l l  o f f i c e r s  (Kenya and TirT) t h e n  t h e  fo l lowing  p o s s i b i l i t i e s  

seem t o  us a s  promising. 

F i r s t ,  t h e  formal i d e n t i f i c a t i o n  of r e s ~ . o n s i b i l i t i e s  ~ a k s s  i t  I 
p o s s i b l e  t o  irnplecent a  p o l i c y  t h a t  a l l  work shou ld ,  a s  f a r  3s p o s s i b l e  I 
given s t a f f i n g  problems, be conducted by a  team c o n s i s t i n e  of Kenyan o f f i c e r s  1 
and an appropr ia t e  TAP a d v i s e r .  These t eans  s;lould be involved throur,hout I 
t h e  process  from problem i d e n t i f i c a t i o n ,  s e l e c t i o n  of a n a l y t i c a l  approach, 

c o l l e c t i o n  of d a t a ,  and a n a l y s i s  and r e p o r t i n g  of r e s u l t s .  The f i n a l  

product should be  c l e a r l y  a  j o i n t  e f f o r t .  

We recognize  t h a t  t h e  complete adopt ion of a team approach may 

extend t h e  time required t o  conp le te  t h e  t a s k .  We a l s o  recoynize ,  a s  

? has been f o r c e f u l l y  pointed o u t  t o  u s ,  t h a t  t h e  t a l e n t  and i q e r i e n c e ,  I 
and r e g r e t t a b l y  a t  t i n e s  t h e  work h a b i t s  and mot iva t ion  of some j u n i o r  I 
~ e n ~ i n  o f f i c e r s  m d  t h e  absence of o t h e r s  nore  exper ienced,  may make t h e  

col laborat iv t :  approach d i f f i cu l : ,  and a t  t i n e s  i ~ p o s s i b l r .  However, i f  

a n t i c i p a t o r y  planning t akes  p l a c e ,  a s s igxnen t s  can  be undertaken i n  a  

t i n e l y  and on-zoinp, manner. For example, bo th  Civ i s ions  know t h e  P r i c e  

&view is  comino,. The p r i o r  adopt ion of a  procedure f o r  the  naintenance 

of the  necessary  d a t a  and a n a l y s i s  would a l low more thorough a n a l y s i s ,  I 
whi le  i n c l u d i n ~  Kenyan o f f i c e r s  t o  l e a r n  whi le  doinn.  

. : 



S i m i l a r l y ,  t h e  proposal t o  publ ish  i n  the  Econonic R w i e v  of 

Agr icu l tu re ,  f o r  example, t h e  p r o j e c t i o n  methodoloey used in  ~ l a n  development 

would formal ly  record f o r  f u t u r e  use  procedures c u r r e n t l y  done on a  o o r e  

o r  l e s s  ad hoc b a s i s .  It would a l s o  provide m a t e r i a l  f o r  workshops and 

seminars addressed t o  plan development. Done i n  the  context  of an a c t u a l  

t a s k ,  such seminars,  poss ib ly  led i n i t i a l l y  by TAP a d v i s e r s ,  would not  

be pure academic e x e r c i s e s .  

Addi t ional  p o s s i b i l i t i e s  present  themselves f o r  informal  ye t  planned 

e f f o r t s  t o  enhance capac i ty  v h i l e  accomplishing pol icy a n a l y s i s  and planning 

t a s k s .  A s  proposed, t h e  regu lz r  p u b l i c a t i o n  of t h e  Econocic Review with  

a  r o l l i n g  s i x  month s e t  of a s s i g m e n t s  f r o n  a l l  sec t ions  would be use fu l .  

Also t h e  bu i ld ing  of a  long-term s t r a t e g y  paper f o r  each l l i n i s t r y ,  

which included a t t e n t i o n  t o  p a r s s t a t a l s  and t h e  p r i v a t e  s e c t o r ,  could be 

an on-going a c t i v i t y  which had both s u b s t a n t i v e  and t r a i n i n g  o b j e c t i v e s .  

F i n a l l y  as  i d e n t i f i e d  i n  paragraph No. 45 of t h e  Scope of Work, 

l inkages  with t h e  Univers i ty  of Nairobi need t o  be s u b s t a n t i a l l y  s t rengthened 

t o  use  the  s i g n i f i c a n t  t a l e n t  pool ,  p a r t i c u l a r l y  i n  t h e  Department of 

Agr icu l tu ra l  Economics, f o r  both p a r t i c i p a t i o n  i n  longer t e r n  p o l i c y  and 

s t r a t e g y  a n a l y s i s  and i n  both formal and informal an the  job t r a i n i n g .  I n  

a d d i t i o n  t h e  2resence i n  Nairobi of a  n m b e r  of I n t e r n a t i o n a l  I n s t i t u t e s  

o f f e r s  a  r i c h  menu of poss ib le  speakers ,  seminar l eaders  and on the  job 

t r a i n e r s .  We conclude t h a t  while these  a c t i v i t i e s  may be viewed by some 

a s  t i n e  consuming and while they would d e t r a c t  f r o n  a e l i . . n r i n c  t imely 

( i . e .  immediate) p o l i c y  advice ,  they a r e  abso lu te ly  e s s e n t i a l  i f  r-.ar. ve believe 

t o  be o b l i g a t i o n s  of TAP a r e  t o  be f u l l y  met. We commend these  thoughts t o  

t h e  Senior  Adviser and Kenyan l eadersh ip  s o  t h a t  they nay develop a  nore  

formal programne which i n  our judeement would improve both capac i ty  and 

morale among Kenyan Plannino, o f f i c e r s .  

During t h e  l a s t  two years ,  i n  p a r t i c u l a r ,  the  TAP has moved 

d e l i b e r a t e l y  t o  a t t e n p t ,  with va ry ing  degrees  of success a s  is apparent  

from o u r  review of the  four  components, t o  approach i n s t i t u t i o n  bu i ld ing  

through i n s t i t u t i o n a l i z i n g  systemat ic  approaches t o  problems and i s s u e s  



and t h e  e l a b o r a t i o n  and ref inement  of r e p e t i t i v e  p rocesses  and procedures .  

TAP a d v i s e r s  admit t h a t  they caae:  

' I . . .  t o  t h i s  p o i n t  because of t h e  r e a l i z a t i o n  t h a t  t r a i n i n g  
i t s e l f  - formal ,  c o u n t e r p a r t ,  o r  whatever - , h a s  f a r  l e s s  
than i ts  p o t e n t i a l  i ~ p a c t  u n l e s s  che system deuimds t h a t  t h e  
s k i l l s  acquired be used. rin o ld  saw i n  t h e  t e c h n i c a l  a s s i s t a n c e  
bus iness . .  . holds  t h a t  economic t a l e n t s  w i t h e r  when r e t u r n e e s  
f r o n  t r a i n i n e  f a c e  bosses  wilo have no c p p r e c i a t i o n  of how t h e  
newly acquired s k i l l s  can be used. bJd t o  c h i s  t h e  l ack  of 
performance e v a l u a t i o n  and d i s c i p l i n e ,  and t h e  outcocc i s  even 
more d rea ry .  The e s t a b l i s h n e n t  of a p rocess  which moves che 
c o r r e c t  denands h e l p s  t o  e s t a b l i s h  a work programme and c a l l s  
f o r  t h e  u s e  of s k i l l s  once learned."  

We agree c o r ~ p l e t e l y  wi th  t h i s  a n a l y s i s  of tile problem and c e r t a i n l y  

one of t h e  s o l u t i o n s .  A t  t h e  s a c  t i n e  we must observe t h a t  t h e  h i s t o r y  

of t h i s  country  and o t h e r s  - both developed and developing - has  too 

eany examples of s y s t e n s  put  i n  p l a c e  - procedures and processes  

e s t a b l i s h e d  and working, manual? sr.d r e c i p e  books w r i t t e n ,  t r a i n i n g  

p r o g r a m e s  passed - which have v i t h e r c d  on t h e  v i n e  when nanascnent is  

d i s i n t e r e s t e d  o r  t h e  t e c h n i c a l  and p r o f e s s i o n a l  s k i l l s  of those  requ i red  

t o  ma in ta in  then  e i t h e r  d e t e r i o r a t e  o r  d i sappear .  

VI. SUPPOXT SERVICES 

The p rov i s ion  of suppor t  s e r v i c e s  is ano the r  t i c k l i s h  s u b j e c t ,  f o r  

i t  once again  a rouses  t h e  s p e c t r e  of t h e  "team" a s  opposed t o  t h e  "pool" 

and s p e c i a l  treacment of expatriate adv i so r s  compared K O  t h e i r  Kenyan 

co l l eagues .  However, we have n o t  h e s i t a t e d  t o  walk th roush  n i n e  f i e l d s  

be fo re  and do no t  do s o  now. 

The c o n t r a c t  bemeen  t h e  Government of Kenya and t i I I D ,  and t h e  

annexed scope of work, make c l e a r  t h e  under takings  of government. The 

Government was to :  

\ 
2.1 ( f )  provide  Harvard personnel  f r e e  of charge wi th  such 

o f f i c s s ,  s e c r e t a r i e s  and a d c i n i s t r a t i v e  a s s i s t a n c e ,  
equipnent and f a c i l i t i e s  and l o c a l  t r a n s p o r t a t i o n  as 
a r e  necessa ry  f o r  performing t h e i r  p r o f e s s i o n a l  s e r v i c e .  
T l ~ e  e n i s t r i e s  w i l l  p rovide  a s  a d d i t i o n a l  s t a f f  t o  t h e  
p r o j e c t  one s e c r e t a r y  f o r  t h e  Senior  Adviser ,  f o u r  
shor thand t y p i s t s ,  one c l e r k ,  f i v e  d r i v e r s  and two 
messengers. 
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The c o n t r a c t  envisaged thnt  f i v e  n o t o r  vel l ic les  would be purchased wi th  

p r o j e c t  funds which were t o  be "placed i n  con t ro l  of the  Planning Uni t s ,  

except  one w i l l  be reserved f o r  exc lus ive  use  by the  Senior  ~ d v i s e r . " ( 6 . 2 ) .  

Once again  we f i n d  perfomlance l e s s  than t h e  promise. TAP a d v i s e r s ,  

almost wi thout  except ion,  b e l i e v e  t h a t  t h e i r  output  i s  d i s i n i s h e d  by t h e  

absence of q u a l i f i e d  shorthand t y p i s t s .  They r e l y  on t h e i r  o m  c a l c u l a t o r s  

and persona l  computers, f o r  none a r e  provided, 2nd o f t e n  f i n d  they work 

most e f f i c i e n t l y  a t  home a s  a  r e s u l t .  The absence of r e a d i l y  a v a i l a b l e  

photocopying equipment delays  r e s e a r c h  and t h e  flow of docunents and 

i n f o r n a t i o n .  

The most s e r i o u s  de f ic iency ,  however, i s  i n  t h e  a r e a  of t r a n s p o r t a t i o n .  

As was the  case  wi th  TAP I, the n o t o r  v e h i c l e s  provided apoear t o  have Seen 
whi le  we 

u n i l a t e r a l l y  removed f r o o  c o n t r o l  of the  Planning Units /were assured by 

one s e n i o r  Kenyan o o f i c i a l  t h a t  v e h i c l e s  were always a v a i l a b l e  o t h e r  

informat ion suggested t h a t  ~ o t  orily were two hors  de  conbat bu t  t h a t  

TAP a d v i s e r s ,  through tlie Planning U n i t s ,  l ined  up l i k e  any o t h e r  o f f i c e r s  

t o  secure  access  t o  then. I n  adt i i t ion,  planned and e f f e c t i v e  work i n  the  

f i e l d  i n  a s s o c i a t i o n  with  Kenyan o f f i c e r s  was severe ly  cons t ra ined  and 

somctimes made impossible by the i n a b i l i t y  of t h e  Uni ts  t o  secure  l i v i n g  

and t r a v e l  allowances f o r  a d v i s e r s ,  Klnyan s f £  i c e r s  and d r i v e r s .  

I n  t h e i r  review of TE I i n  J u l y  27, 1373 Yessrs.  Faaland and S a - p e l 1  

made some observa t ions  and recornendat ions  which we endorse and c i t e :  

The exper ience of working under c o n s t r a i n t s  may be s a l u t a r y  

f o r  the  adv i sor ,  a  l i t t l e  l i k e  taking c a s t o r  o i l  because i t  

nay be good f o r  one. But c l e a r l y  the Government needs t o  make 

maximum use  of m d e r s  of t h e  TAP. Their  output  i n  previous  

p o s i t i o n s  and assignmznts has  been based n o t  only on t h e i r  

own e f f o r t s ,  but  a l s o  on :he e f f e c t i v e n e s s  of the  support  

s e r v i c e s  i n  ca r ry ing  out c h e i r  work and i n  handling t h e i r  

output .  There have been - and w i l l  undoubtedly Se - 
tines when the  ind iv idua l  o r  c o l l e c t i v e  output  has exceeded t h e  

c a p a c i t y  of t h e  support ing s e r v i c e s ,  whether personal  o r  

t echho log ica l .  Since downtime is not  only  enormously 

expensive but  a l s o  f r u s t r a t i n g  and even d e s t r u c t i v e  we 

recommend t h a t  i t  be  kept  t o  a  minim- by accept ing t h e  

d o c t r i n e  t h a t  ex t raord inary  needs be s a t i s f i e d  by 

ex t raord inary  support  a s  occasion dcmands. 



There fo re ,  we reconnend t h a t  i f  government funds a r e  n o t  a v a i l a b l e  

t h a t p a l l  p a r t i e s  ag ree ,  by c o n t r a c t u a l  arnend~ent o r  o therwise ,  t h a t  t h e  

d i s c r e t i o n a r y  budget of t h e  Sen io r  Advisor s h a l l  inc lude s u f f i c i e n t  funds  

t o  provide  a d d i t i o n a l  s e c r e t a r i a l  s e r v i c c s  when necessary ,  t o  a c q u i r e  

necessa ry  ca ;cu la to r s  and photocopying equipment f o r  use by a l l  o f f i c c r s  

i n  t h e  Planning Div i s ions  and I-fanagenent Uni ts ,  and t o  securc! o t h e r  r e s e a r c h  

suppor t  and f a c i l i t i e s  a s  r e q u i r e d .  iJe a l s o  r ecowend  t h a t ,  when necessa ry  

and u r g e n t ,  t h e  Sen io r  Advisor ,  wit11 t h e  approval  of t h e  heads of t h e  

Planning Div i s ions ,  be allowdd t o  use  d i s c r e t i o n a r y  funds t o  cover  t r a v e l  

and l i v i n g  allowances f o r  a d v i s o r s ,  Kenyan o f f i c e r s ,  and d r i v e r s .  

We a l s o  r ecomend  t h a t  t h e  v e h i c l e s  acquired  f o r  p r o j e c t  purposes be 

r e tu rned  t o  t h e  Planning h i t s ,  and t h e  v e h i c l e  c o n t r a c t u a l l y  r e se rved  f o r  

t h e  Sen io r  Advisor be  p laced under h i s  c o n t r o l  exc lus ive ly .  F u r t h e r ,  

we recomend  t h a t  t h e  d i s c r e t i o n a r y  funds  be used t o  ma in ta in  t h e  v e h i c l e s  

and pay f o r  p e t r o l  when Qovernmcnt funds a r e  unava i l ab le .  N a t u r a l l y ,  t h e  

u s c  of t h e s e  augmented d i s c r c c i o r ~ a r y  funds n u s t  be d e t a i l e d  i n  t h e  

f i n a n c i a l  r e p o r t s  t o  sovcrnment and H I I D .  

We h a w  f r e q u e n t l y  r e f e r r e d  t o  t i le onerous and c h a l l e n ~ i n g  r o l e  of 

t h e  Sen io r  t ldvisor.  Given t h e  ccraplexi t ies  of h i s  t a s k  and t h e  u rgen t  

need under l ined  e lsewhere  t o  ma in ta in  c l o s e  and cons tan t  c o n t a c t  w i t h  

o f f i c e r s  i n  t h e  nany M i n i s t r i e s  w i t h  wl~ ich  TAP personnel a r e  involved,  we 

s t r o n g l y  recormend - almost  t o  t h e  po in t  of i n s i s r e n c e  - t h a t  he be 

g iven  a d i r e c t  o u t s i d e  te lephone l i n e .  I f  t h i s  cannot be provided by 

Government, we reconnend t h a t  t h e  p r o j e c t  budget cover t h e  c o s t s  of 

i n s t a l l a t i o n  and maintenance.  We unders tand,  fo l lowing  our  d i s c u s s i o n  of 

t h e  prelimiriary d r a f t  r e p o r t ,  t h a t  t h i s  ques t ion  should be e a s i l y  and 

qu ick ly  s e t t l e d  - we t r u s t  f  avourably .  

V I I .  THE FUTUXE 

Our t e r n  of r e f e r e n c e  do no t  inc lude a mandate t o  s a k e  

recommendations about t h c  appropr i a t eness  of a renewal of the  Technical  

A s s i s t a n c e  Pool. N e v r r t h c l r s s ,  t h e  q u e s t i o n  is c l e a r l y  i n  t h e  a i n d s  of 

Government, Donors, and EIII3. As a r e s u l t  we have chosen t o  a n t i c i p a t e  

such q u e s t i o n s ,  and uake t h e  fo:llowing obse rva t ions  which may prove u s e f u l  

as a b a s i s  f o r  d i s c u s s i o n  by al:L p a r t i e s .  
, 



1. S u b s t a n t i a l  p rogress  has been made towards f u l f i l l i n g  t h e  long-term 

o b j e c t i v e s  i n  sone a r e a s ,  less i n  o t h e r s ,  and almost none i n  some a s  t h e  

lengthy d e s c r i p t i v e  and e v a l u a t i v e  r e p o r t  makes c l e a r .  Yet nowhere do we 

see a s i t u a t i o n  by 1986 when adv i so r s ,  i n  one role '  o r  o t h e r ,  w i l l  not  be 

needed, and c e r t a i n l y  requested i n  t h e  Planning Div i s ions  and the  

hianagcment Uni t .  We need n o t  s p e c i f y  t h e  a reas  of Q r e a t e s t  need, i o r  they 

vill be obvious to '  any a s t u t e  r eader  of t h i s  r e p o r t .  

2. I f  a d v i s o r s  a r e  necessary  beyond 1986, even i n  t h e  CPD-PLD i n  our  

judgment  t h e  f u r t h e s t  advanced i n  terms of work p r o g r a m e s  and t h e  

q u a l i t y  of t h e  Kenyan s t a f f ,  t he  q u e s t i o n  is: llow b e s t  can they be  prcvided? 

I n  our  judgement t e c h n i c a l  a s s i s t a n c e  can b e s t  be provided by a c o n t i n u a t i o n  

of a TAP pool.  7 e  a l s o  s e e  no reason ,  p a r t i c u l a r l y  i C  some of t h e  changes 

suggested i n  t h e  vork progrannes i n  t h e  d i v i s i o n s  and t h e  more s y s t m a t i c  

u s e  of TAP adv i so r s  as t r a i n e r s  a r e  implemented, f o r  governnent and donors 

t o  cons ide r  changing t h e  c o n t r a c t o r .  lIarvard has made the  mis takes ,  

acquired the  exper ience ,  has on-s i te  and back-up personnel  f m i l i a r  wi th  

t h e  l o c a l  environment. It seens  t o  us t h a t  such  would be l o s t  by s e l e c t i n g  

another  c o n t r a c t o r  who would have t o  SO t h r o u ~ h  a lengthy educa t iona l  

exper ience and, i n  r e i n v e n t i n g  t h e i r  OM wheel would p r o b a b l y n a k e  many 

of t h e  sime mis takes  nIID d i d  i n  t h e  format ive  y e a r s  of t h e  p r o j e c t .  

3. .Of course ,  H I I D  nay conclude,  a f t e r  t en  yea r s  exper ience,  t h a t  

t h e  long-term chances of e f f e c t i v e  i n s t i t u t i o n a l  b u i l d i n g  arc so s l i m  t h a t  

t i n e  and energy should be devoted elsewhere.  

4. The g r e a t e s t  danger,  a s  ve  s e e  i t ,  is t h a t  i f  t h e  Harvard-anaged 

TAP pool was not  continued p,ovenment would simply reach  o u t  and a c q u i r e  a 

group o r  groups of b i l a t e r i a l  adv i so r s .  C e r t a i n l y  t h e r e  a r e  donors i n  

t h e  wings. We t h i n k  t h i s  would be counterproduct ive  and would i n e v i t a b l y  

set back the  process  of i n s t i t u t i o n a l  bu i ld ing .  

5. Indeed, we f e e l  s t r o n g l y ,  a s  we have ind ica ted  i n  t h e  r e p o r t  and 

as Faaland and Saywell recommended f i v e  yea r s  ago, t h a t  t h e  TAP should 

provide  a l l  t h e  e x p l i c i t  p lanning asld nanagercent a d v i s o r y  personnel  and 

s e r v i c e s  i n  t h e  two u i n i s t r i e s .  .. . 
6 ,  We do n o t  propose t o  o f f e r  any s u ~ g e s t i o n s  a s  t o  t h e  s i z e  o r  f o m  

i of a p o s s i b l e  TX? 111. !luch w i l l  depend on t h e  success  over  t h e  next 
1 
i t h r e e  yea r s  of i n s t i t u t i o n  b u i l d i n g  and t h e  development of human resources .  
1 
? I n  p a r t i c u l a r ,  s i g n i f i c a n t  p rogress  w i l l  have t o  be  mads i n  t h e  r e c r u i t m e n t ,  

I upgrading and r e t e n t i o n  of Kenyan s t a f f  i n  t h e  DPD-XoA. Eut  w e  do s e e  t h e  
i 



necessity for the continued presence of advisors in both Planning Divisions 

and the Manage~ent Unit, perhaps in smaller numbers and the occasional use 

of short-term consultants from Kenya and abroad. 

7. If there is to be a continuation of the TAP we would suggest that 

discussions begin as soon as possible among donors, GoK and HIID. Long- 

tern plans for institution building are in process, individuals have 

future employment and families to censider, government does not want an 

interruption in the planning and management development process. It is in 

the interests of all concerned that the transition to whatever may occur 

beyond 1986 be "planned" and "managed". 



ANNEX A 

PEOPLE INTE FV IEWE 1 B Y  TAP I  I - EVALlJhTION 

TEAM (SAYIELL A N  r PICCALLA), NAI FOB1 

AUGUST 1 9  TC) SEPTEPEEP  1 6 ,  193? 

A. MINISTN OF AG ITOIL?U IE (L!oA) 

I. A CIINIST FATION 

J. I l a k o ,  Cepl ty  S e c r e t a r y  ( a c t i n g  Chief  Acca rn t i ng  O f f i c e r )  

Xr. Nasieh , B p u t y  Sec  l e t a r y  (F inance )  

S.I.G. M t h e k i ,  S r .  A s s i s t a n t  S e c z e t a r y  (Finance)  P.F. ? E . 0 .  

J. !hthruna, M r e c t o r ,  f epa r tmen t  of A g r i c u l t u  ne 

11. IEVELOPMENT PUNNING !3VISION 

R O h p o y ,  Ac t i ng  BeaC 

J. K a r a n j a ,  Ikputy  Head  

a. P r o j e c t s  E v a l u a t i o n  a n d  p l a n n i n g  S e c t i o n  

B. N z i o k i ,  Heaci of S e c t i o n  

A. Bezeki  

bls. Nykol 

M r .  Njoroge  

M r .  Shchemi 

M. B a l l  - TAP A d v i s e r  

E .  Wiesa - Ce nnan Ag r im l t u  la1 Team 

I. Osman - (ASAL) 

b. Commoc!lties S e c t i o n  

M r .  bCIoka 

M r .  kkvmgi 

MIS .  bhtu la 

C. J a b a r a ,  TAP A d v i s e r  

M. B e s t l a k e  - TAP A d r i s e r  

c .  S t r a t e g y  S e c t i o n  

G. Gich l  h i ,  Head  

F. Golcinan, S r .  TAP A b i s e r  



l a x k e t i n g  S e c t i o n  

J. Kesa  

S. Okonw 

P. Newhar k u  VAO) 

C. ~ a n s e d  VAO) 

'dINISTW LIVESTOCIC WELOPhENT (ULO 

AIMINISTFATION 

L. Nw t t e  r ,  Head  

J .  ?hwangi, Ibp~ t y  Head 

P m j e c t s  S e c t i o n  - ( J .  Mwangi - H e n 0  

Mr. K i n y u n a  

M r .  Ka l enge  

M r. Theo ra 

C. 7 h l b e r t i ,  TAP A c b i s e r  

Commodit ies  S e c t i o n  

C. K iman  , Head of S e c t i o n  

Mr .  P h i a  

1. Ic t o n a l  S TAP $ f ise r 

S t r a t e g y  S e c t i o n  (L. N g l  t t e r ,  HeaQ 

J. Wyc1-.-** - TAP A d v i s e r  

bWXAGEAENT SYSTEMS UYITS ANL ATAP - MOA, LILC 

L. G o r a n ,  TAP A d r i s e r  

N. I s n k s s o n ,  TAP A d v i s e r  

T. C. P inckney ,  ATAP A & i s e  r 

S. Famakrishnan.  ATAP A d v i s e r  

MINIST FY CF ECONO:~IIC P W ~ N I N G  AN I' IEVELOP?.IEKT 

F. l a s a k h a l i n ,  P e  ~ m a n e n t  Sec m t a  ly 

J. O t i e n o ,  M l e c t o r  - N a b  r a l  Fesa xces M v i s i o n  

W. Glego ry ,  TAP A d v i s s r  

E. EdwarB, A d v i s e r  



E. CFFICE Oi? THE P E S I  IENT 

R Campbell - A Q i s e r  

A. Tench, A d r i s e r  

F. DONO R 

USA1 I: A. He r r i c k ,  Mission U r e c t o r  

Es IunQexg 

J. S tepmek  

CI fA - A. L '2lccq e 

H. Janssen 

U N D P  - P. l o t c a l f  

I. Wilkens 

4.  OTHE R ELATE T INSTIWTIOHS 

I .  Univers i ty  of Nai m b i ,  bps rtmcnt d Ag ricl la E 

Economics 

Cr. O.L.E. :Ibatia, Acting 

Dr. A.W. M blakhebi 

Dr. C. ilkello-Ow tr 

11. I n t e  m a t i o n a l  Livestock Cent re f 0 r Af r i ca  (ILCA) 

S010plon Bekure,Te&m l e a d e r ,  Kznyan Livestock P r o d u c t i v i t y  Programe 

Yues Wissocq, Coordinator ,  Trypanotolerance Network 

PARTICIPANTS hEETIWG TO DISCUSS DFST REPORT SEPT. 12,  13 + 1 4  

A. Government of Kenya 

I. Minis t ry  o f  Economic Planning and Developnent 
Xr. F. Y.O. Masakhalia, Permanent S e c r e t a r y  

Mt. Mutuku, Deputy S e c r e t a r y  



11. 11. Minis t ry  of Agr icu l tu re  
Mr. J. I l a k o ,  Act ing Fernanent P*r*.lanent Secre ta ry  
HrLr. Nasieku, Deputy Secre ta ry  (Finance) 
Mr. X. Odupoy, Acting 'riead Development Planning Div i s ion  
I i r .  J. Karanja, Deputy Head Development Planning Div i s ion  

111. H i n i s t r y  of Livestock Deaelopment 
Mr. 3. Namu, Permanent S e c r e t a r y  
Fir. K i r u i  , Deputy Secre ta ry  
Fir. L. Ngutter  , Head, Development Planning Divis ion 
M r .  J. llwangi, Deputy Iiead, Development Planning D i v i s i o n  

B. Donors 

Elr. G.L. Pennacchio, Resident Represen ta t ive ,  U . H .  D.P. 
Ms. :4. Wilkens, ~ s s i s t a n t ,  Resident Representat ive ,  U.N.D.P. 
Mr .  A. Labrecque, Canadian High Conmission (CLDC.) 
Hs. H. Jansaen,  Canadian High Commission (CDA) 
Mr. D. Walker, h g r i c u l t u r s l  O f f i c e r ,  USAID 
:ir. J.F. Stepanek, Programme O f f i c e r  , UShID 
ilr. J. Jonsson,  Proy,rame O f f i c e r ,  SIDd (Sweden) 
Ilr. A.J .  Blackwood, E m ,  World Bank 

C. TAP Advisers 

-to:nt Adviser p l u s  a l l  TAP a d v i s e r s  except  one tinable t o  
a t t e n d  because of i l l n e s s .  



Documents and 'r ' i les Recorded. 

TAP -11 - Contract  

AT*! - Contract  

Semi-Annual Report - 1973, 1379, 1980, 1981, 1982. 

C u r r i c u l m n  V i t a e  - A l l  TAP a d v i s e r s  

J. Faaland and J. Saywell "Review of t h e  Progress  of t h e  
Technical  Assis tance Pool i n  t h e  r l i n i s t r y  of Agr icu l tu re ,  
J u l y  27, 1978. ! 

Car l  U. Gotsch, ''An Evaluat ion of t h e  P r e s e n t  Cont r ibu t ion  and 
Fu ture  P o t e n t i a l  of ;.licro Computers i n  the  Kenyan 
Min i s t ry  of , Ig r i cu l tu re  and Livestock Development 
"July 27, 1983 

I-Iaterial  on TAP Training Pro~racrme. I 
T.C. Pinckney, J.X. Cohen and D.K. Leonard 

"Hicroconputers and F i n a n c i a l  Xanagenent i n  
Development :.iinis t r i e s  : Experience from Kenya. ," 
3evelopment Discussion Paper No. 137, CII!?, August, 1532. I i 

Minis t ry  of A g r i c u l t u r e ,  Got: Fac t s  and Figures  About Kenya's 
Agr icu l tu re ,  Ilay, 1933. 

Wayne S c h u t j e r ,  "A Review of t h e  A c t i v i t i e s  of the  Technical 
Assis tance Pool : A consul tancy ~ c ~ o r t "  ?.lur USAID) 
December 1962. 

Background Papers  - Task Force on Budget and F inanc ia l  
:lanagemcnt Process 

Hinutes of B u d ~ e t  and F i n a n c i a l  Hanagement Process  Workshops No.3 & 4 .  1 
Report of ' t he  Working ? a r t y  on Government Expenditure (I'ldegwa Report) 

GoK, l9aZ I 
W.R. C u t t e r  - Report t o  Wcrld Bank on Ass i s t ance  f o r  F i n a n c i a l  

Management i n  t h e  :-lo;\, A p r i l  20, 1931 

Pau l  Haddow, "The Post Graduate Tra in ing  and U t i l i z a t i o n  of 
P rofess iona l  Planners  and Economists i n  t h e  Government 
of Kenya. (A r e p o r t  prepared f o r  GoK and CIDA) 

MLE-DPD- Work Plan f o r  Period Jan. - June,  1383. I 
MLD-DPD- L i s t  of Agro-Industry Poss iS le  P r o j e c t s ,  1983 i 
MLD-DPD- 1984/88 3 r a f t  Development P l v l  

L 
I 
: 

HoA-DPD- L986/88 Development Plan;  A g r i c u l t u r a l  Sector  i 
MLD-CPD - D r a f t  -"Kenya Nat ional  Livestock Development Tro~ranrme 

Prepara t ion  of t h e  S i s t r i c t  Annual Livestock Plans  
P r o j e c t  Proposal" J u l y ,  1983. 

MLD-DPD- D r a f t -  " C r i t e r i a  f o r  P r o j e c t  S e l e c t i o n  1983 

MoA-DPD- f,ierao re  Importance of R e l a t i v e  P r i c e s  

Exchaage of Memos regarding methodology f o r  P r i c e  Review 



1 

24 .  D r a f t  Cabinet Xemo - "ReDisposal of Surplus  A g r i c u l t u r a l  Products." l 

2 5 .  "Report of I n t e m i n i s t e r i a l  Comuittee t o  s tudy  Nat ional  
I r r i g a t i o n  Board Serv ices ,  Charges and Related Issues" 1 

26.  Kenya's S t r a t e g y  Towards An I n t e r n a t i o n a l  Tea Agreenent. ! 
2 7 .  "Report of I n t e m i n i s t e r i a l  Working G r o u ~  on Maize :!arketing 

Policy" - ?lain Report and Annexes I-V and exchange 
between hIEPD and iloi';-DPD r e  methodology. 

r 
28 .  "Feature of Kenyas Food System and the  Role of Food ~ o l i c y "  1981. 

29.  M O A - D P D  ~abiii=i%i&uorandum, "The Crisis i n  t h e  P y r e t h n m  Industry.' '  
i 

3 0 .  "S t ra tegy  f o r  Oilseed Crops Development" I 
31. "Oilseeds Po l icy  P.sperq' 

32. Memo Re: Wheat Transpor ta t ion  Costs  

3 3 .  Proposal "National A g r i c u l t u r a l  Extension '  P r o j e c t  .I1 ! 
3 4 .  "Report of t h e  Committee Appointed t o  Keview t h e  Nat ional  

Food Crop S i tua t ion"  Jan.  1383. 

3 5 .  Republic of Kenya, Sess iona l  Paper No. 4 of 198'. on i l a t iona l  Food Po l icy  
1981. I 

36 .  Working F i l e s  of TAP Advisers:  

a. F u l l f i l e s  L. Gordon 

W. Gregory 

M. Ha l l  

N. I saksson 

S. Ramakrishnan 

J. Wyckoff 

C.  Z u l b e r t i  

b. Se lec ted  Documents R. Goldaan 

R. Goldman 

C. J abara  

C. Pinckney 

M. West l a k e  

3 7 .  MoA-DPD Draf t  work p lans  Tor Commodities and P r o j e c t s  Sec t ion  
( u n t i t l e d  and undated).  
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TERMS OF REFERENCE 

FOR THE HID-TERM REVIEW OF PROGRESS 

OF THE TECHNICAL ASSISTANCE POOL 11 

MINISTRY OF AGRICULTURE, MINISTRY OF LIVESTOCK DEVELOPMENT 
A N D  YINISTRY OF ECONOHIc PLANNING A N D  DEVELOWENT 

NAIROBI, KENYA 

1. C o n t r a c t ,  Donors and Requt rement  f o r  E v a l u a t i o n  

On J u n e  9 ,  1981,  Harvard  and t h e  Government o f  Kenya (GOK) e n t e r e d  i n t o  

a  c o n t r a c t u a l  ag r eemen t  f o r  a  f i v e - y e a r  e x t e n s i o n  o f  t h e  T e c h n i c a l  Assis- 

t a n c e  Pool  p r o j e c t  (TAP). The f i r s t  f i v e - y e a r  p h a s e  r a n  from J u l y  1 ,  1975 

t o  June  30,  1981, w i t h  t h e  a s s i s t a n c e  o f  a  s ix-month e x t e n s i o n .  The s econd  

p h a s e  o f  t h e  TAP is  c u r r e n t l y  funded  by  UNDP, CIDA, IBRD and USAID/GOK 

t h r o u g h  commodity r e f l o u  funds .  I t  is  a n t i c i p a t e d  t h a t  USAID and S13A u i l l  

j o i n  t h e  dono r  g roup  i n  mid-1983. 

The c o n t r a c t  between Harvard  and t h e  MK s p e c i f i c a l l y  r e q u i r e s  a  

mid-term e v a l u a t i o n .  It s t a t e s :  

A r t i c l e  3. E v a l u a t i o n  o f  Pe r fo rmance  

3.1. The Government and Harvard  a g r e e  t o  c a r r y  o u t  an e v a l u a t i o n  
o f  t h e  p r o j e c t ,  b e g i n n i n g  t h e  t h l r d  q u a r t e r  o f  1983. The eva lu -  
a t i o n  team s h a l l  c o n s i a t  o f  a t  l e a s t  two i n d e p e n d e n t  e v a l u a t o r s  
u h o w l l l  be  s l e e t e d  by  t h e  Government  i n  c o n s u l t a t i o n  w i t h  t h e  
Donors and Harvard .  

3.2. The terms o f  r e f e r e n c e  f o r  t h e  e v a l u a t i o n  m i s s i o n  w i l l  f o c u s  
on  t h e  o b j e c t i v e s  s e t  o u t  i n  t h i s  ag r eemen t  and s h a l l  be  worked 
o u t  by  t h e  m i n i s t r i e s  i n  c o n s u l t a t i o n  w i t h  t h e  Donors and Harvard .  
The e v a l u a t i o n  r e p o r t  w i l l  b e  made a v a i l a b l e  t o  t h e  Government ,  
t h e  Donors and Ha rva rd .  
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3.3. W i t h i n  30 d a y s  o f  t h e  i s s u a n c e  o f  t h e  e v a l u a t i o n  r e p o r t .  t h e  
Government and Harvard  w i l l  d i s c u s s  t h e  i s s u e s  r a i s e d  i n  t h e  
r e p o r t  and o u t l i n e  e f f e c t i v e  a c t i o n  r e s p o n s e s  t o  p rob l ems  o r  
c o n s t r a i n t s  i d e n t i f i e d  by t h e  e v a l u a t o r s .  

3.4. W i t h i n  an a d d i t i o n a l  1 5  d a y s  t h e  Government and Harvard  w i l l  
f o rwa rd  t o  t h e  k n o r s  t h e i r  r e a c t i o n  t o  t h e  e v a l u a t i o n  r e p o r t .  
The Government and Harvard  w i l l  aeet w i t h  t h e  Donors t o  d i s c u s s  
t h e s e  r e p o r t s .  

2. Background t o  T e c h n i c a l  A s s i s t a n c e  P o o l  P r o j e c t  

The Government o f  Kenya i n  t h e  mid-1970s moved t o  g i v e  i n c r e a s e d  

p r i o r i t y  t o  a g r i c u l t u r a l  deve lopmen t  and t h e  n e e d s  o f  t h e  s m a l l  f a rmer .  I n  1 
o r d e r  t o  a n a l y z e  and r e s t r u c t u r e  t h i s  a r e a ,  t h e  H i n i s t r i e s  o f  F i n a n c e  and 1 
P l a n n i n g  and A g r i c u l t u r e  u n d e r t o o k  a  j o i n t  s t u d y  o f  t h e  p l a n n i n g  and  

aanagemen t  c a p a c i t i e s  o f  t h e  H i n i s t r y  o f  A g r i c u l t u r e .  As a  r e s u l t ,  r e -  I 
o r g a n i z a t i o n  o f  t e c h n i c a l  a s s i s t a n c e  t o  t h e  M i n i s t r y  o f  A g r i c u l t u r e  (MOA) 

i n  t h o s e  a r e a s  was p roposed .  

Y I I D  u a s  s e l e c t e d  by t h e  Government i n  1976 t o  manage t h e  TAP i n  t h e  

Y i n i s t r y  o f  A g r i c u l t u r e ,  by a s s i s t i n g  t h e  Government Ln s t r e n q t h e n i n s  t h e  

Development  P l a n n i n g  D i v i s i o n  and e s t a b l i s h i n g  a  Managelnent Sys tems  ' J n i t  i n  1 
t h e  n i n i s t r y ' s  a d m i n i s t r a t i v e  r i n g .  By 1979,  a n  a d v i s e r  was added t o  t h e  

Y i n i s t r y  o f  Economic P l a n n i n g  and Development  (YEP & D )  and was c h a r g e d  

u i t h  s e r v i n g  t h e  N a t u r a l  Resources  D i v i s i o n  i n  i ts  e f f o r t s  t o  promote  

o v e r a l l  c o o r d i n a t i o n  o f  a g r i c u l t u r a l  and l i v e s t o c k  deve lopmen t  p l a n n i n g .  

Then i n  1979 ,  t h e  Y i n i s t r y  o f  L ive s tock 'Deve lopmen t  (MLD) was c r e a t e d  o u t  

o f  t h e  YOA. 4 Development P l a n n i n g  D i v i s i o n  and a  nanaqement  u n i t  were 

formed i n  t h e  new H i n i s t r y  and a d d i t i o n a l  TAP-funded a d v i s e r s  a s s i g n e d  t o  
i them. Economic a d v i s e r s  i n  a l l  t h r e e  m i n i s t r i e s  c o n t i n u e  t o  p e r f o r m  
, 

i a c t i v i t i e s  s i m i l a r  t o  t h o s e  o f  e a r l i e r  p r o j e c t  y e a r s :  a n a l y s i s  o f  s t r a t e g y  

i s s u e s ,  r e v i e w  o f  p r i c e  p o l i c i e s ,  d e s i g n  o f  deve lopmen t  p r o j e c t s ,  and 
I a s s i s t a n c e  u i t h  management t a s k s .  

i - A f t e r  a  r e v i e w  i n  1978 and e x t e n s i v e  government  and d o n o r  d i s c u s s i o n  o f  

1 t h e  p r o j e c t ' s  s u c c e s s e s  and p rob l ems ,  a  second  f i v e - y e a r  p h a s e  began  i n  . 
June  1981. The d o l l a r  e x p e n d i t u r e s  o f  TAP I f  a r e  c u r r e n t l y  funded  by IBRD, 

UNDP and CIDA. USAID c o m o d i t y  r e f l o u  f u n d s  h a v e  p r o v i d e d  t h e  p r o j e c t s s  
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s h i l l i n g  e x p e n d i t u r e s .  I t  is  a n t i c i p a t e d  t h a t  SIDA and  USAID w i l l  soon 

i j o i n  t h e  o t h e r  d o n o r s  i n  p r o v i d i n g  d o l l a r  f i n a n c i n g  f o r  t h e  p r o j e c t .  

/' I n  J u n e  o f  1982, t h e  World Bank began  p r o v i d i n g  a d d i t i o n a l  f u n d i n g  t o  

t h e  TAP. T h i s  was done  u n d e r  an amendment t o  t h e  TAP I1 c o n t r a c t  p r o v i d i n g  

an a d d i t i o n a l  a d v i s e r  and a  s e p a r a t e  c o n t r a c t  f o r  a  p r o j e c t  known a s  t h e  

A g r i c u l t u r a l  T e c h n i c a l  A s s i s t a n c e  (ATAP). Both t h e  amendment and t h e  

s e p a r a t e  p r o j e c t  w i l l  r u n  f o r  t h r e e  y e a r s  and p r o v i d e  f u n d i n g  f o r  a  t a s k  

f o r c e  o n  b u d g e t  and f i n a n c e ,  an  a d v i s e r  on  f i n a n c i a l  and  b u d g e t  managene3t ,  

an a d v i s e r  on  m i c r o p r o c e s s o r s  f o r  f i n a n c e  and b u d g e t  managemeent ,  micro-  

p r o c e s s o r  equipment  and t r a i n i n g  o f  Kenyan o f f i c e r s  i n  f i n a n c e  and budge t  

management t e c h n i q u e s .  S i n c e  t h e s e  a d d i t i o n a l  a c t i v i t i e s  a r e  c l o s e l y  

i n t e r c o n n e c t e d  w i t h  TAP I1 and r e l y  on TAP a d v i s e r s  f o r  i m p l e x e n t a t i o n ,  

t h e y  a r e  g e n e r a l l y  c o n s i d e r e d  a s  p a r t  o f  t h e  same p r o j e c t  and s h o u l d  be 

r ev i ewed  a s  such .  

C u r r e n t l y ,  t h e r e  a r e  t w e l v e  a d v i s e r s  s e r v i n g  on a  c o u n t e r p a r t  b a s i s  

w i t h  government  o f f i c e r s  t o  d e v e l o p  p l a n n i n g  and nanagement  s y s t e m s  and t o  

h e l p  improve  t h e  a n a l y t i c a l  c a p a c i t y  o f  younge r  o f f i c e r s .  The S e n i o r  

Adv i so r  ( C h i e f  o f  P a r t y )  f o r  H I I D  is R icha rd  Coldman. He u o r k s  u i t h  t h e  

government  and dono r s  t o  s e e  t h a t  t h e  p r o j e c t  is moving toward  its o b j e c -  

t i v e s  and a d a i n i s t e r s  program a c t i v i t i e s  i n  Kenya. 13 a d d i t i o n ,  h e  s e r v e s  

a s  a d v i s e r  i n  t h e  S t r a t e g y  S e c t i o n  o f  t h e  Y i n i s t r y  o f  A g r i c u l t u r e ' s  Devel- 

o p n e n t  P l ann ing  D i v i s i o n .  Aside f rom Cgldinan, t h e r e  a r e  t h r e e  a d v i s e r s  i n  

t h e  M i n i s t r y ' s  Development P l a n n i a g  D i v i s i o n  and  o?e  i n  i ts Management 

Sys t ems  Un i t .  Tnree  a d v i s e r s  s e r v e  i n  t h e  Y i n i s t r y  o f  L i v e s t o c k  Develop- 

m e n t ' s  Development P l a n n i n g  D i v i s i o n  and o n e  a d v i s e r  i n  i t s  Management 

Sys t ems  Uni t .  I n  a d d i t i o n ,  a b u d g e t  and f i n a n c e  a d v i s e r  and  a  computer  

p r o c e s s i n g  a d v i s e r  s e r v e  t h e  Yanagement Sys t ems  U n i t s  o f  b o t h  m i n i s t r i e s .  

F i n a l l y ,  o n e  a d v i s e r  s e r v e s  the ~ a t u r a l  Resou rce s  S e c t i o n  o f  t h e  Y i n i s t r y  

o f  Economic P l ann ing  and Development. The  p r o j e c t  i s  backs topped  a t  

Harvard  by a  f o n e r  S e n i o r  Adv i se r  and a  p a r t - t i m e  s t a f f  a s s i s t a n t .  T h i s  

mechanism p r o v i d e s  a  w ide  r a n g e  o f  r e c r u i t i n g ,  t r a i n i n g  and s u p p o r t  

s e r v i c e s  t o  t h e  p r o j e c t .  
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I n s t i t u t i o n  b u i l d i n g  is b e i n g  a d d r e s s e d  t h r o u g h  t h e  u s e  o f  Kenyan 

c o n s u l t a n t s ,  c o u n t e r p a r t  i n t e r a c t i o n  and  g r a d u a t e  s c h o o l  t r a i n i n g .  I n  

a d d i t i o n ,  i n s t i t u t i o n  b u i l d i n g  is promoted  t h r o u g h  e f f o r t s  t o  h e l p  t h e  

g o v e r n m e n t  i n s t i t u t e  s y s t e m s  o f  p l a n n i n g ,  commodity p r i c e  a n a l y s i s ,  p r o j e c t  

d e s i g n  and f i n a n c i a l  management .  P r o m i s i n g  young n i n i s t r y  o f f i c i a l s  a r e  

a l s o  i d e n t i f i e d  f o r  o v e r s e a s  m a s t e r s - l e v e l  and s h o r t - t e r m  t r a i n i n g .  A s  o f  

e a r l y  1983,  t h e r e  w e r e  f i v e  Kenyans a b r o a d  d o i n g  l o n g - t e r m  M a s t e r ' s  d e g r e e  

t r a i n i n g .  They w i l l  b e  j o i n e d  by  a t  l e a s t  t w o  more Kenyan o f f i c e r s  i n  t h e  

summer o f  1983. 

3. S c o p e  o f  Work 

The r e v i e w  s h o u l d  b e  c o m p r e h e n s i v e .  C e n t r a l  t o p i c s  t o  be  c o n s i d e r e d  

a r e  s e t  o u t  b e l o v .  However, t h e  r e v i e w e r s ,  a s  i n d e p e n d e n t  p r o f e s s i o n a l s ,  

s h o u l d  b e  f r e e  t o  expand  o r  f o c u s  t h e i r  e x a m i n a t i o n  s o  a s  t o  a d v i s e  t h e  

Kenya Government ,  Harvard  and t h e  d o n o r s  hov  b e s t  t o  a c h i e v e  t h e  o b j e c t i v e  

o f  s t r e n g t h e n i n g  d e v e l o p m e n t  and  n a n a g e n e n t  p l a n n i n g .  

I n  e v a l u a t i n g  TAP 11, c o n s u l t a n t s  s h o u l d  g i v e  s y s t e m a t i c  a t t e n t i o n  t o  

t h r e e  a s p e c t s  o f  t h e  p r o j e c t :  

(1 o b j e c t i v e s  o f  t h e  p r o j e c t ;  

( 2 )  a c t i v i t i e s  o f  H a r v a r d ,  t h e  p r o j e c t ' s  a d v i s e r s  and  t h e  

g o v e r n m e n t  ; a n d ,  

( 3 )  p e r f o r m a n c e  by  H a r v a r d ,  p r o j e c t  a d v i s e r s  and  t h e  government .  3 y  

"Harvapdn  i s  m e a n t  t h e  a c t i v i t i e s  o f  H I ~ ' S  Cambridge o f f i c e  and  t h e  TAP'S 

S e n i o r  A d v i s e r  i n  i m p l e m e n t i n g  t h e  p r o j e c t ,  i n c l u d i n g  r e l a t i o n s h i p s  w i t h  

government  and d o n o r s ,  g e n e r a l  a d m i n i s t r a t i o n  r e c r u i t m e n t  and a d v i s e r  

p e r s o n n e l  s e r v i c e s ,  f i n a n c i a l  m a n a g e n e n t ,  p r o j e c t  s u p p o r t  s e r v i c e s ,  and  

g e n e r a l  r e p o r t i n g  f u n c t i o n s .  I n  r e v i e w i n g  t h e s e  t h r e e  a s p e c t s  o f  t h e  

p r o j e c t ,  t h e  c o n s u l t a n t s  s h o u l d  c a r e f u l l y  d i s t i n g u i s h  be tween  TAP 

a c t i v i t i e s  i n  t h r e e  s e p a r a t e  m i n i s t r i e s :  

( 1 )  M i n i s t r y  o f  A g r i c u l t u r e :  Development  P l a n n i n g  D i v i s i o n  

and t h e  Management S y s t e m s  U n i t ;  

( 2 1  M i n i s t r y  o f  L i v e s t o c k  Development:  Development  P l a n n i n g  

D i v i s i o n  and  Yanagement S y s t e m s  U n i t ;  
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( 3 )  H i n i s t r y  o f  Economic P1ann:ng and Development:  N a t u r a l  

Resou rce s  S e c t i o n .  

I n  c o l l a b o r a t i o n  w i t h  s e n i o r  M i n i s t r y  o f f i c e r s  and  p l a n n e r s  i n  t h e s e  

t h r e e  m i n i s t r i e s ,  t h e  TAP II s e e k s  t o  a c h i e v e  f i v e  c e n t r a l  o b j e c t i v e s :  

( 1 )  u n d e r t a k e  t e c h n i c a l  a n a l y s i s  i n  t h e  a r e a s  o f  s t r a t e g y  

f o r m u l a t i o n ,  c o m o d i t y - p r i c e  a n a l y s i s ,  p r o j e c t  d e s i g n  and 

a d m i n i s t r a t i o n  and f i n a n c e ;  

( 2 )  d e v e l o p  i np roved  s y s t e m s  and p r o c e d u r e s  f o r  u n d e r t a k i n g  

t e c h n i c a l  a n a l y s e s  and f o r  i n t e g r a t i n g  p o l i c y ,  p r o j e c t  

and b u d g e t  f u n c t i o n s  i n  t h e  m i n i s t r i e s ;  

( 3 )  improve  Kenyan c a p a c i t y  t o  u n d e r t a k e  t e c h n i c a l  a n a l y s i s ;  

( 4 )  i n s t i t u t i o n a l i z e  improved p o l i c y  i n f o r n a t i o n  f l o v  s y s t e m s  

i n  t h e  i n v o l v e d  m i n i s t r i e s ;  and 

(5) improve  l i a i s o n  b e t u e e n  t h e  Y i n i s t r i e s  o f  A g r i c u l t u r e  and 

L i v e s t o c k  D e v e l o p ~ e n t  and t h e  Y i n i s t r y  o f  Economic 

P l a n n i n g  and Development .  

I n  r e g a r d  t o  t h e s e  o b j e c t i v e s ,  t h e  c o n s u l t a n t s  s h o u l d  c o n s i d e r :  

( 1 )  Da t h e  o b j e c t i v e s  o f  t h e  p r o g r a n  need c l a r i f i c a t i o n  o r  

a l t e r a t i o n  i n  l i g h t  o f  t h e  e x p e r i e n c e  g a i n e d  s o  f a r ?  

(2) Given t h e  b a s e l i n e  o r  s t a r t i n g  p o i n t  f o r  t h e  program i n  

mid-1981, h a s  s a t i s f a c t o r y  p r o g r e s s  been  made? P r o s r e s s  

must b e  judged b o t h  i n  t e r n s  o f  t h e  o b j e c t i v e s  o f  t h e  

p o o l  and i n  t e r m s  o f  a l t e r n a t i v e .  n e a n s  o f  p r o v i d i n g  

t e c h n i c a l  a s s i s t a n c e .  

( 3 )  Rev i ewins  t h e  comments and r e c o r m e n d a t i o n s  o f  t h e  J u l y  

1978  mid-term r e v i e w  o f  TAP 1 by J u s t  Faa l and  and John 

S a p e l l ,  h a s  s a t i s f a c t o r y  p r o g r e s s  been  made? Again ,  

p r o g r e s s  mus t  b e  j u d s e d  b o t h  i n  t e r m s  o f  t h e  o b j e c t i v e s  

o f  t h e  p o o l  and i n  terms o f  a l t e r n a t i v e  means o f  pro- 

v i d i n g  t e c h n i c a l  a s s i s t a n c e .  

( 4 )  Are t h e r e  ways i n  which  e i t h e r  t h e  m i n i s t r i e s  or t h e  TAP 

c o u l d  more e f f e c t i v e l y  promote  p r o g r e s s  t oward  t h e s e  

o b j e c t i v e s ?  
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The a c t i v i t i e s  u n d e r t a k e n  by  H a r r a r d  t o  r e a c h  t h e s e  o b j e c t l ' v e s  a r e :  

( 1 )  f o r m u l a t i n g  and  r e v i s i n g  d e v e l o p m e n t  s t r a t e g y  f o r  c r o p s  

and l i v e s t o c k ;  

(2) u n d e r t a k i n g  commodity a n a l y s i s  and  p o l i c y  f o r m u l a t i o n  and 

p l a n n i n g ;  

( 3 )  i d e n t i f y i n g ,  p r e p a r i n g  and a p p r a i s i n g  d e v e l o p m e n t  

p r o j e c t s  ; 

(4) a n a l y z i n g  and recommending improvements  i n  t h e  

m i n i s t r i e s '  management o f  b u d g e t  and f i n a n c e  s y s t e m s ,  

p a r a s t a t a l s ,  g e n e r a l  a d m i n i s t r a t i v e  s e r v i c e s ,  f i e l d  

i m p l e m e n t a t i o n  a c t i v i t i e s  and t h e  g e n e r a l  f l o w  o f  

d e c i s i o n  making i n f o r m a t i o n ;  and  

( 5 )  f o r m u l a t i n g  s t a f f  d e v e l o p n e n t  p l a n s ,  i d e n t i f y i n g  

p r o m i s i n g  young Kenyan o f f i c e r s  f o r  s h o r t -  and  long- te rm 

t r a i n i n g ,  and o r g a n i z i n g  and a d m i n i s t e r i n g  s u c h  t r a i n i n g  

p r o g r a m s .  

A w i d e  r a n g e  o f  memoranda, r e p o r t s ,  s t u d i e s  and  o t h e r  documents  h a v e  

S e e n  p r o d u c e d  by TAP a d v i s e r s  i n  t h e  p e r f o r m a n c e  o f  t h e s e  a c t i v i z i e s .  I n  

a d d i t i o n ,  TAP a d v i s e r s  c a r r y  o u t  t h e s e  a c t i v i t i e s  t h r o u g h  i n f o r m a l  con- 

v e r s a t i o n s ,  c o u n t e r p a r t  e x c h a n g e s ,  d i s c u s s i o n s  w i t h  i n d i v i d u a l  o f f i c e r s  and  

s t a t e m e n t s  a t  z t e e t i z g s  and workshops .  I n  o r d e r  t o  a s c e r t a i n  t h e  q u a n i t i t y  

and q u a l i t y  o f  s u c h  p e r f o r n a n c e ,  it is  n e c e s s a r y  t o :  . 

( 1 )  r e v i e w  a l l  Semi-Annual TAP 11 r e p o r t s ;  

( 2 )  r e v i e w  m a j o r  d o c u m e n t s  t o  which TAP a d v i s e r s  c o n t r i b u t e d ;  

( 3 )  d i s c u s s  work p r o d u c t s  and  o t h e r  a c t i v i t i e s  w i t h  e a c h  

a d v i s e r ;  a n d ,  

(4) i n t e r v i e w  Kenyan o f f i c e r s  who d i r e c t  a d v i s e r s  and  d r a w  

upon t h e i r  v a r i e d  work p r o d u c t s .  

I n  e v a l u a t i n g  t h e  a c t i v i t i e s  and p e r f o r m a n c e  o f  a d v i s e r s ,  p a r t i c u l a r  

a t t e n t i o n  s h o u l d  b e  g i v e n  to:  

( 1 )  What h a s  been  p r o d u c e d  by  a d v i s e r s  and how h a s  i t  been  

u s e d ?  

(2 )  What is t h e  q u a l i t y  o f  work by  a d v i s e r s ?  
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( 3 )  How might t h e  q u a l i t y  o f  adviser  work be improved and its 

u t i l i t y  t o  t h e  Government enhanced? 

(4) Are t he re  subs t an t i ve  a reas  where present  e f f o r t s  should 

be expanded? 

(5) gave adv i se r s  worked on involving and t r a i n i n g  junior 

Kenyan o f f i c e r s  while  car ry ing  out  t h e i r  a c t i v i t i e s ?  

(6) How might t h i s  counterpar t  t r a i n i n g  funct ion be improved? 

F ina l l y ,  t he  a c t i v i t i e s  and performance o f  t he  pro jec t  and adv i se r s  a re  

a f f ec t ed  by t he  d i r e c t i o n  and support given it by t he  Government. I n  t h i s  

pegard, i t  should be noted t h a t  TAP advisers  work a s  a  pool o f  resources  

provided the  Government, not  a s  a separa te  team within the Ministry. There 

i s  no formal mechanism t o  coordinate  t h e i r  vork ou t s ide  the  Head o f  t h e  

d i v i s i o n  i n  which they work. However, t he  task o f  t he  Senior Adviser i s  

t o  work with t h e  Division Heads, s en io r  Kenyan Ministry Off icers  and t h e  

donors t o  promote progress toward the  TAP I1 ob jec t i ve s  and t o  ensure t ha t  

the  required a c t i v i t i e s  a r e  ca r r l ed  ou t  a t  acceptable  perfornance l e v e l s .  

The a c t i v i t y  and performance o f  TAP advisers  depends i n  par t  on the  

Covernaent. S p e c i f i c a l l y ,  i t  i s  t o :  

( 1  provide Harvard personnel with such o f f i c e s ,  s e c r e t a r i e s  

and adminis t ra t ive  a s s i s t ance ,  equipment and f a c i l i t i e s ,  

and l o c a l  t r anspo r t a t i on  a s  a r e  necessary fo r  perforning 

t h e i r  p rofess iona l  s e rv i ce s  ; 

( 2 )  s e t  work p r i o r i t i e s  and d i r e c t  adviser  a c t i v i t i e s  khrough 

Heads o f  d i v i s i o n s  and u n i t s  t o  which adv i se r s  a re  ass igned;  

( 3 )  e s t a b l i s h  a  recrui tment  program t h a t  f a c i l i t a t e s  t he  

en t ry  of s u f f i c i e n t  numbers of qua l i f i ed  un ive r s i t y  

graduates  i n t o  t h e  Scheme o f  Service fo r  Economists and 

S t a t i s t i c i a n s ;  

(4) undertake r ev i s ions  i n  terms and condi t ions  o f  the Scheme 

. o f  Service fo r  Economists and S t a t i s t i c i a n s  with a  view 

t o  improving t h e  chances of  r e t a i n i n g  good Kenyan 

o f f i c e r s  i n  t h e  s e r v i c e ;  
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( 5 )  p r o v i d e  p r o f e s s i o n a l  and a d m i n i s t r a t i v e  l e a d e r s h i p  needed  

t o  a t t r a c t  and r e t a i n  good Kenyan s t a f f  o f f i c e r s ;  

( 6 )  e n s u r e  t h a t  a t  l e a s t  o n e  Kenyan is a v a i l a b l e  t o  u o r k  w i t h  

e v e r y  TAP a d v i s e r ;  

(7 )  work w i t h  Harvard t o  e s t a b l i s h  s t a f f  deve lopmen t  programs 

t h a t  : 

( a )  make e f f e c t i v e  u s e  o f  s t u d y  o p p o r t u n i t i e s ,  b o t h  

s h o r t  and l o n g  terq, a t  t h e  U n i v e r s i t y  o f  

N a i r o b i  o r  o t h e r  l o c a l  i n s t i t u t i o n s ,  s u c h  a s  t h e  

Kenya I n s t i t u t e  o f  A d m i n i s t r a t i o n ;  

( b )  send  s t a f f  f o r  s h o r t  and l ong - t e rm  e x t e r n a l  

t r a i n i n g  programs:  - 
( c )  i n c l u d e  workshops and s e m i n a r s  t h a t  w i l l  a t t r a c t  

a b road  r a n g e  o f  s t a f f  i n  a g r i c u l t u r e :  a n d ,  

( d l  e n s u r e  t h a t  s t a f f  and  a d v i s e r s  h a v e  a d e q u a t e  

e x p o s u r e ,  t h r o u g h  f i e l d  t r i p s ,  t o  r u r a l  a r e a s ,  

i n s t i t u t i o n s  and b u s i n e s s e s  i n v o l v e d  i n  Kenyan 

a g r i c u l t u r e .  

C o n s u l t a n t s  s h o u l d  e v a l u a t e  t h e  p r o g r e s s  o f  t h e  government  i n  r e g a r d  t o  

t h e s e  a c t i v i t i e s .  In a d d i t i o n ,  t h e y  s h o u l d  a d d r e s s  t h e  f o l l o w i n g  i s s u e s :  

( 1 )  Is t h e  c o n c e p t  o f  a " p o o l  o f  a d v i s e r s 1 1  s t i l l  an  

a p p r o p r i a t e  mode f o r  p r o v i d i n g  t e c h n i c a l  a s s i s t a n c e  aimed 

a t  s t r e n g t h e n i n g  t h e  m i n i s t r i e s ?  Or s h o u l d  it f u n c t i o n  

more a s  a  team,  w i t h  more s p e c i f i c  g r o u p  o b j e c t i v e s ?  Or 

a r e  t h e r e  a l t e r n a t i v e s  t o  b o t h  "poo l f*  and  "teamM which 

migh t  b e  more a p p r o p r i a t e ?  

( 2 )  Have i n s t i t u t i o n a l  m o d i f i c a t i o n s  p r o p o s e d  b y  t h e  TAP 

agreement  w i t h  t h e  Government  o f  Kenya b e e n  c a r r i e d  o u t  

a s  a n t i c i p a t e d ?  I f  n o t ,  d o  c i r c u m s t a n c e s  w a r r a n t  t h e i r  

still b e i n g  imp lenen t ed?  

( 3 )  Is Kenyan s t a f f  a v a i l a b l e  i n  t h e  numbers  and  o f  t h e  

q u a l i t y  t h a t  e n a b l e s  t h e  Government  t o  make a d e q u a t e  u a e  
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of t h e  t e c h n i c a l  a s s i s t a n c e  provided and t o  p rogresa  

toward s e l f  s u f f i c i e n c y  a s  r a p i d l y  a s  a n t i c i p a t e d ?  

( 4 )  Has t h e  t r a i n i n g  program se rved  t o  i d e n t i f y  and 

e f f e c t i v e l y  t r a i n  promis ing Kenyan o f f i c e r s ? .  

(5) Is t h e  t r a i n i n g  program be ing  adequa te ly  managed and how 

might  it be enhanced,  i f  needed? 

( 6 )  Have t h e  Government encountered s e r i o u s  d i f f i c u l t i e s  o r  

d e l a y s  i n  c a r r y i n g  o u t  t h e  program? 

(7) Is t h e  sys tem f o r  r e p o r t i n g  and conmunicat ing wi th  donors  

adequa te?  ---- .. 

4. Personnel  and S p e c i a l i z a t i o n  
. . -  - . .- 

The review w i l l  b e  under taken by two exper ienced p r o f e s s i o n a l s  i n  

t h e  development f i e l d .  The reviewers s e l e c t e d  a r e  : 

a.  D r .  John Saywell  

York U n i v e r s i t y  

b. Alex McCalla 

U n i v e r s i t y  of C a l i f o r n i a  

D r .  Saywell  is a  former d i r e c t o r  of t h e  York U n i v e r s i t y  p r o j e c t  i n  Kenya. 

Ha w i l l  focus  on t h e  management a c t i v i t i e s  of t h e  TAP. D r .  McCalla i s  

former dean of  t h e  Col lege  of A g r i c u l t u r e  a t  t h e  U n i v e r s i t y  of C a l i f o r n i a ,  

Davis. He is a  p r o f e s s o r  of a g r i c u l t u r a l  economics and w i l l  f ocus  on 

t h e  economic p lann ing  and p o l i c y  a s p e c t s  of t h e  p r o j e c t .  T h e i r  c . v . ' s  

a r e  a t t a c h e d .  



5. Approach and T i m i n g  

The r e v i e w e r s  w i l l  depend p r i m a r i l y  o n  i n t e r v i e w s  w i t h  k e y  p e o p l e  who 

have knowledge o f  t h e  P o o l ' s  o p e r a t i o n s .  These  w i l l  i n c l u d e  p r i m a r i l y  

Kenya Government o f f i c e r s ,  members o f  t h e  P o o l ,  and w i l l  i n c l u d e  a i d  a g e n c y  

s t a f f ,  o t h e r  a d v i s e r s  and a n y  r e l e v a n t  i n d i v i d u a l s  o u t s i d e  o f  government .  

The r e v i e w  s h o u l d  a l s o  examine r e c o r d s  o f  s t a f f i n g  i n  t h e  m i n i s t r i e s ,  t h e  

P l a n n i n g  D i v i s i o n ' s  s t a f f  deve lopment  and t r a i n i n g  programs.  I n  a d d i t i o n ,  

k e y  documents  p roduced  by  a d v i s e r s  dl1 b e  r e l e v a n t  t o  t h e  r e v i e w .  

It i s  a n t i c i p a t e d  t h a t  t h e  r e v i e w e r s  w i l l  s p e n d  t h e i r  f i r s t  two  weeks 

i n t e r v i e w i n g  and r e v i e w i n g  r e l e v a n t  documents .  The t h i r d  week s h o u l d  b e  

s p e n t  p r e p a r i n g  a  d r a f t  r e p o r t .  It is  e s s e n t i a l  t h a t  a l l  i n t e r e s t e d  

p a r t i e s  h a v e  t h e  o p p o r t u n i t y  t o  s e e  t h e  d r a f t  r e p o r t  and t o  d i s c u s s  it w i t h  

t h e  r e v i e w e r s  w h i l e  t h e y  a r e  i n  Kenya. On t h e  b a s i s  o f  t h e s e  d i s c u s s i o n s  

and comments on  t h e  d r a f t ,  t h e  f i n a l  r e p o r t  c a n  b e  p r e p a r e d  e i t h e r  w h i l e  

r e v i e w e r s  a r e  i n  Kenya o r  s h o r t l y  a f t e r  t h e i r  d e p a r t u r e .  It  i s  e x p e c t e d  

t h a t  t h e  r e v i e w  and d r a f t i n g  o f  t h e  r e p o r t  w i l l  t a k e  t h r e e  t o  f o u r  weeks.  

The r e v i e w  i s  s c h e d u l e d  t o  b e g i n  t h e  veek i-z,,et w i t h  t h e  

f i n a l  r e p o r t  b e i n g  comple ted  and a v a i l a b l e  f o r  d i s t r i b u t i o n  on  

September , 1983. 

6. F i n a n c i n q  

Funds t o  c o v e r  t h e  c o s t  o f  t h e  r e v i e w  w i l l  be  drawn from t h e  c o n s u l t i n g  

b u d g e t  o f  t h e  TAP 11. A d m i n i s t r a t i o n  o f ' f i n a n c i a l  payment w i l l  b e  d o n e  by  

Harvard  . 




