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EXECUTIVE SUMMARY
 

Evaluation of the USAID/Korocco Conventional Energy
 
Training and Management Project 

The subject evaluation was initiated by the AID Asia and
 
Near East Bureau, Technical Resources Division, Energy and
 
Natural Resources Department (ANE/TR/ENR). The final report

dated Kay 1, 1986, is entitled "Evaluation of the USAID/Morocco
 
Conventional Energy Training and Management Project".
 

The Project Agreement (0608-176) calls for two external
 
project evaluations during the four year term of the project.
 
TEM Associates, Inc., received a contract to conduct the first
 
of these evaluations, which was scheduled to be performed
 
approximately fourteen months after the arrival in Morocco of the
 
prime contractor, the Williams Brothers Engineering Companyv Inc.
 
(WBEC).
 

The sector goals of AID are to alleviate economic/monetary 
balance of payments problems and assist Morocco to reduce 
importation of fossil fuels by increasing domestic oil and gas
production. The purpose of the project is to build the internal 
capability of the Office National de Recherches et 
d'Exploitations Petrolieres (ONAREP)l the parastatal organization 
responsible for oil and gas development. This is to be achieved 
through (1) transferring cost effective private sector management 
principles and techniques to ONAREP, (2) strengthening Moroccan 
ties to potential private sector petroleum development partners, 
and (3) supporting a program to explore, develop, and produce
 
domestic petroleum resources.
 

The assumptions upon which the project was based include the
 

following:
 

a) 	 exploitable commercial petroleum reserves exist in Morocco
 

b) 	 there will be no major new international oil price
 
fluctuations
 

c) 	 sales prices can be negotiated to allow conversion to
 
domestic fuels
 

d) 	 ONAREP's management and technical capabilities can be
 
enhanced, and the government of Morocco is committed to
 
ONAREP's continued existence.
 

The purpose of the evaluation was to critically review the
 
roles and responsibilities of the technical assistance contractor
 
(WBEC), the supplemental training contractor (Institute for
 
International Education), ONAREP, and USAID/Rabat. This was to
 
be achieved through review of project documents and interviews in
 
the U.S. and Morocco with representatives of the respective

coop-rating organizations.
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The baseline project were shaken by recent dramatic drops in
 
the world price of oil and by exploration results that showed
 
considerably smaller reserves than expected in the Meskala
 
reqion. Staff changes within the WBEC field teamr ONAREP, and

USAID project management, combined with delays in start-up of 
several critical elements in the early stages of the project,
resulted in an initially weak technical assistance effort. WBEC 
staff roles evolved from initially being advisory to increasingly
becoming operational functions within the ONAREP organization; 
resulting in some divergence from the perceived goals and
appropriate role of AID. Internships and academic (Master's
Degree) training programs were found to be somewhat behind 
schedule, but an ambitious training component plan for 1986 
could bring this back to schedule. Project expenditures are
 
below plan, due to adjustments in WBEC overhead and under-runs in
 
training components.
 

Coordination with related projects funded by the World,Bank
 
have declined due to the disappointing finds in Meskala.
 
Technical data gathering and reporting systems need to be
 
improved before private sector promotional activities can be
 
initiated.
 

The evaluation team recommended minor project refocusing.

Oil prices are sure to rise, and ONAREP must have a strong cadre
 
of well trained individuals to coordinate with the private sector
 
and respond to any level of interest in Moroccan petroleum

development by the international oil companies. Refocusing

should include increased emphasis on promotion, institution
 
building, and reconciliation of diverging goals. The team
 
recommended that USAID re-evaluate and clarify its goals,

particularly in light of increased emphasis on privatization, and
 
more strongly assert them while at the same time maintaining the
 
delivery of key operational services which are highly valued by

ONAREP. The team proposed development of a "model project"

concept around objectives which are common to USAID and ONAREP.
 

Specific recommendations were made regarding staffing

changes for WBEC and supplemental personnel for WBEC and ONAREP;
 
improvements in the training program, particularly related to
 
counterpart on-the-job training and internships; and developing

the model project focus.
 

The project is an interesting experiment in economic
 
development intended to assist the public and private sectors to
 
integrate their interests and capabilities. It runs some risk of
 
establishing a parastatal organizations could potentially and
 
compete with the private sector, however, if the three goals of
 
the project are viewed in relation to each other, the private

sector can be seen as a mechanism for assistance and continued
 
exploration and production after the resource base has been
 
proven.
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1.0 INTRODUCTION
 

The Project Agreement (ProAg) for the USAID/Morocco
 

Conventional Energy Management and Training Project (608-176)
 

calls for two external project evaluations during the four-year
 

term of the project. TEM Associates, Inc., was selected to
 

conduct the first of these evaluations.
 

The project is designed to strengthen the internal
 

capabilities opf the National Petroleum Exploration and
 

Development Office (ONAREP), a parastatal organization of the
 

Moroccan Ministry of Energy and Mines, through technical
 

assistance and training.
 

The purpose of the evaluation was to determine the extent to
 

which the project's goals and specific purposes as described in
 

the Project Agreement (ProAg), Project Paper (PP), and subsequent
 

approved changes are being met or can be met within the remaining
 

life of the project. The evaluation assessed the continuing
 

validity and appropriateness of. the logical framework presented
 

in the Paper Project, performance of the technical assistance
 

contractor and training sub-contractor, and strategic planning
 

and operational relationships between the primary agencies
 

involved.
 

This initial evaluation was scheduled for February 1986,
 

approximately 14 months after the arrival in Morocco of the prime
 

technical assistance contractor team. The principal contractor
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is Williams Brothers Engineering Company, Inc. The evaluation 

also included review of the. training components of the project, 

being handled in part by the prime contractor and in part by AID 

through arrangement with the Institute for International 

Education (lIE). 

The evaluation was conducted in compliance with the Scope of 

Work (AID, December 19, 1985) and the Project Paper logical 

framework. 

2
 



2.0 KETBOD
 

The Evaluation Team relied on thorough review of file
 

documents and on interviews with project personnel for data
 

collection. 
Analysis was largely qualitative as quantitative
 

data were limited; however several simple quantitative
 

measurements of progress were possible.
 

The evaluation team prepared for its Morocco travel
 

assignment by examining official project background documents
 

several weeks before leaving for Morocco. The complete AID/W
 

microfiche 
file record of project planning, contracts, and
 

official correspondence was reviewed. Additionally, key
 
documents 
were obtained from Williams Brothers' Engineering
 

Company, including Work Plans for FY 85 and 86, all quarterly
 

reports to date, and resunes of key project personnel.
 

Background information 
was also obtained on training activities
 

proposed or conducted by the supplemental training subcontractor,
 

the Institute of International Education. Additional documents
 

were reviewed in Morocco, including file reports and
 

correspondence proffered by USAID/Rabat, ONAREP, and the WBEC
 

field office. A listing of the documents reviewed is presented as
 

"Appendix I" of this report.
 

Two members of the TEM evaluation team, Dr. Douglas
 

Richardson and Project Manager Mr. Richard Flood, along with TEM
 

Associates President, Dr. Berah McSwain, participated in a formal
 

briefing in Washington, D.C. with the AID Asia and Near East
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Bureau on February 25, 1986. They also met with World Bank
 

Energy Department officials about the relationship of the AID
 

project to associated efforts funded by the World Bank.
 

The AID/ANE 'Procedural Guidelines for Evaluation' (Nov. 85)
 

was received and used as a reference for the conduct of the
 

evaluation.
 

TEM evaluation team members Dr. Douglas Richardson and Mr.
 

F. Wayne Bohanon travelled to Morocco to conduct on-site
 

assessments and interviews. Mr. Richard Flood gathered
 

supplemental data and conducted additional personal and telephone
 

interviews in the U.S. with the Williams Brothers' headquarters 

office (Tulsa, Oklahoma), IIE, AID, and World Bank. A listing of 

individuals interviewed appears as "Appendix III of this report.
 

The evaluation, team in Morocco was briefed by USAID
 

Director Mr. Robert C. Chase; Energy Office Director Mr. Stephen
 

Klein; Project Officer Mr. Robert Kahn; and Project Officer Ms.
 

Sydney Lewis. Numerous additional meetings with AID staff,
 

including Evaluation Officer Mr. Randall Thompson, were conducted
 

during the visit.
 

Extensive individual meetings with ONAREP top management and
 

with each member of the William Brothers' technical assistance
 

staff were undertaken during the team's stay in Morocco. With
 

many key individuals, multiple meetings were held to develop as
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complete a picture as possible of the project activities, and to 

permit follow-up and verification of the evaluation team's 

working hypotheses during the course of the evaluation. An 

originally scheduled visit to the Meskala gas production area was 

cancelled with the concurrence of AID, ONAREP, and WBEC, due to
 

the minimal activity occuring there at the time.
 

Prior to leaving Morocco, separate formal debriefing
 

sessions were conducted with ONAREP management (see attachment G)
 

and with the USAID Project Review Committee, and a draft
 

Evaluation Report was provided on March 16, 
1986 for review and
 

commentary.
 

Upon return to the U.S., the evaluation team conducted
 

formal debriefing sessions with AID/ANE and the World Bank.
 

The draft Evaluation Report was edited into this Final 

Report after receipt of comments from USAID/Rabat and 

supplemental inputs from WBEC and IIE. 
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3.0 FIDINGS
 

3.1. Project Start-up
 

The USAID/Morocco Conventional Energy Management and
 

Training Program was implemented on 6 May 1984 and is scheduled
 

to terminate on 30 June 1988.
 

The effective date of the contract to Williams Brkother
 

Engineering Company (WBEC) is 12 November 1984, and the estimated
 

completion date is 12 February 1988.
 

The WBEC contract called for the Chief of Party and the home
 

office Project Manager to go to Morocco no later than three weeks
 

after the execution of the contract to prepare for the
 

mobilization of resident staff, to hire local staff, and to begin
 

work on the first annual Work Plan and budget. However, a stop

work order was in effect from 20 November - 3 December 1984 due
 

to a protest by one of the bidders to the award of the contract
 

to WBEC.
 

The Chief of Party arrived in Rabat 12 December 1984,
 

recruited clerical staff the same day, leased an office on 15
 

December, and began work with his ONAREP counterpart on 17
 

December 1984. By the end of December 1984 five WBEC technical
 

personnel were in Rabat. Only 3-4 days were needed for each of
 

the team members to find living quarters and begin assigned
 

tasks.
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The Regional Geologist and the Geophysicist were at work in
 

the Zone Nord by 20 December 1984; the Reservoir Engineer began
 

work in the ONAREP Production Division on 4 January 1985; and the
 

Joint Ventures Promotion Specialist began promotional activities 

on 3 January 1985. The Surface Facilities Engineer did not 

arrive in Rabat for long term assignment until September 11, 

1985, although he made a short trip in July. The delay io his 

arrival was the subject of several meetings between USAID, 

ONAREP, and WBEC, and was the cause of a formal letter of 

complaint from ONAREP. 

The draft FY 1985 Mork Plan of WBEC was presented to USAID 

on 22 February 1985, and was finalized 17 April 1985. 
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The following lists the WBEC team members, dates of arrival
 

and dates of departure (in two cases):
 

Fracwial/Managemnt Advisor, G. Currie 12 Dec 84 

Joint Venture Promotion Specialist, D.A. Sullivan 08 Dec 84 

Regional Geologlet, J. B. Reny 16 Dec 84 01 Apr 85 

Regional Geologist, S. E. Mnro 31 Jul 85 

Geopysicist, P.R. Letourneau 18 Dec 84 18 Sep 85 

Gepysicist, S. EhattacharJee 05 Jan 86 

Reservoir Enineer, A. K. Khatib 31 Dec 84 

Surface Facilities Engineer, T. E. Comior 11 Sep 85 

Approximately 9 person-months of technical assistance were 

lost in 1985 due to the departures of the original Regional 

Geologist and the Geophysicist. In each case, replacement took 

about four months. Geophysicist Letourneau resigned at the 

request of ONAREP. Regional Geologist Kenny was removed by 

WBEC. 

The WBEC contract amendment dated 20 September 1985
 

maintained the total level of effort at 198 person-months.
 

However, the job title and description of duties to be performed
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by the Senior Planning Advisor were amended at that time. The
 

Chief-of-Party duties were also redefined, and Mr. Khatib was
 

appointed to the COP position in lieu of Mr. Currie.
 

The person-months of effort to be devoted to the project,
 

according to the contract amendment dated 20 September 1985, are
 

as follows:
 

Description of Effort Person-Months
 

Home Office Technical Support 8
 

Reservoir Engineer 24
 

Joint-Venture Promotion Specialist 24
 

Senior Planning Advisor (title changed) 37
 

Regional Geologist 32
 

Geophysicist 35
 

Surface Facilities Engineer 16 

Short Term Specialists U 

Total 198 

Presently it is foreseen that the above-listed person-months
 

of effort will be fulfilled by about the following dates:
 

Position Fulfiiiment Date
 

Financial/Management Advisor, G. Currie 12 Jan 86
 

Joint Venture Promotion Specialist, D.A. Sullivan 08 Dec 86
 

Reservoir Engineer, A. K. Khatib 31 Dec 86
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Surface Facilities Engineer# T. E. Connor 11 Jan 87
 

Regional Geologist, S. E. Munro 	 15 Dec 87
 

Geophysicist, S. K. Bhattacharjee 	 05 Mar 88
 

The Geophysicist's fulfillment date in this summary extends
 

beyond the WBEC contract completion date because he arrived later
 

than originally foreseen. USAID has yet to issue a contract
 

amendment naming Mr. Bhattacharjee among WBEC's "key personnel 3 , 

and to specify the total number of person-months of his
 

assignment
 

In summary, WBEC staff changes made during the first
 

year of the Project were:
 

1. 	The resignation of Geophysicist Letourneau; replacement
 

by Mr. Bhattacharjee.
 

2. 	The resignation of Regional Geologist Kenny;
 

replacement by Mr. Munro.
 

3. 	The duties of Chief of Party were transferred from Mr.
 

Currie to Mr. Khatib on 29 July 1985.
 

4. 	 The locally-hired Administrator/Training Coordinator, 

Mrs. P. Johnson, hired 29 July, resigned 9 November; 

and was replaced 13 January 1986 by Mr. J. Linnard. 

5. 	 A locally-hired secretary resigned and was replaced. 

In almost all cases reviewed, the reasons for the early WBEC 

field technical staff changes did not involve the capabilities of
 

the individuals selected, but were more on matters of adjustments
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to the goals of ONAREP. ONAREP expected Ohands-on" direct
 

operational assistance, not advisory assistance. The
 

administrative/secretarial position changes appear to have been
 

the result of personal dissatisfaction with the working
 

environment.
 

Table 1 displays the WBEC Organization Chart.
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TABLE
 

-W 	 iams Biulihrs
 

ORGANIZATION CHART 
USAID-MOROCCO 
PROJECT# 585500 
CONTRACT# 608-0176-C-00-5003-00 
DATED, NOVEMBER 12, 1984 

J.C. DUFFY 
PROJECT SPONSOR 

V. SCOTTM. A. IlLL 
V.SCOTTPROJECT 

SECRETARY COORDINA TOR 
(TULSA) (T ULSA ) 

A. KIJATIB 

CHIEF OF PARTY/ 
RESERVOIR ENG. 

LOCAL
 
STAFF 

(4) 

G. CURRIE D. SULLIVAN 
FINANCIAL JOINT VENTURE 

ADVISOR 	 PROMOTION SPEC. 

S. MUNRO IS. 	 BII]A'rTACIIAItJEE 
REGIONAL GEOPIYSICIST 

GEOLOGIST 

T. CONNOR 
SURFACE 	 FACILITIESI 

ENGINEER 
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3.2.2. OMREP
 

Several changes of ONAREP's counterparts to the WBEC team
 

members also occurred during the first year of the Project:
 

1. 	Mr. Debagh, who was originally Mr. Currie's
 

counterpart, became Mr. Sullivan's counterpart.
 

2. 	Mr. Isfahoun became Mr. Currie's new counterpart.
 

3. 	Mr. Demnati replaced Mr. Rouwane as the counterpart to
 

the two WBEC explorationists.
 

4. 	The first ONAREP geological counterpart to the WBEC
 

Regional Geologist left to attend the ENIM petroleum
 

school in September 1985, and was not replaced until
 

late 	January 1986.
 

The reasons for these repositionings were organizational
 

changes within ONAREP. They represented departmental shifts
 

rather than changes in program elements and do not reflect
 

questions of staff capabilities. No strongly negative influences
 

were observed by the evaluation team as a result of the ONAREP
 

staffing changes.
 

USAID and WBEC both commented that administrative matters
 

and decision turnaround time within ONAREP was a very slow
 

13
 



process. Although some improvement has been observed since the
 

inception of the project and possibly due to the increasing
 

woperational" roles of WBEC staff inside ONAREP, ONAREP must
 

verify its commitment to the program by making USAID and WBEC 

matters a higher priority and responding to them in a more timely
 

manner.
 

3.2.3 USAID
 

In addition to the WBEC and ONAREP personnel changes, two
 

changes occurred within USAID/Rabat which were significant to the
 

project:
 

1. 	Mr. G. Bricker, the USAID Chief of the Office of Energy
 

and Natural Resources, who was also then designated as
 

the-Project Officer, was transferred just a few months
 

after project start-up to a new duty station. He was
 

replaced as Chief of ENR by Mr. S. Klein.
 

2. 	The designation of Project Officer was assigned to Mr.
 

R. Kahn upon his arrival in Rabat in April, 1985.
 

To his credit, the new Project Officer has been able to
 

effectively manage the program from a position that is not as
 

high in the USAID hierarchy as was originally intended by
 

planning documents, and his organizational skills continue to
 

improve. Some decisions and influences on program direction may
 

have occurred more quickly had primary project oversight
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responsibility been retained at the Chief of ENR level, but the
 

evaluation does not consider this to be of major significance to
 

the project.
 

The significance of these changes in the WBEC field team,
 

ONAREP, and USAID/Rabat is that, taken together in such a short
 

term, they caused disorganization at the critical start-up stages
 

of the project and extended the time period before effective
 

coordination between the three groups toward their objectives
 

could begin. The discontinuities interrupted the learning curves
 

of the individuals trying to familiarize themselves with the
 

project. As a result, there was less oversight of details and
 

more delays in adaptation to roles than was preferable. The
 

evaluation team noted several primary effects of the staffing
 

changes:
 

1. 	Most significantly, the early changes in the project
 

disrupted the Work Plan schedule, and would therefore
 

affect completion of activities. This is a finite
 

program with no extensions intended, and some planned
 

program content may be lost. The evaluation team feels
 

that ONAREP. WBEC and USAID have regrouped since the
 

early turbulence and the difficulties of that period
 

have been largely overcome.
 

2. 	WHEC and ONAREP were not able to fully organize
 

training activities early in the project. This is not
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fully attributable to staffing disruptions, however,
 

and is addressed more fully in section 3.4 of this
 

report. Staff are now in place to handle training
 

program needs.
 

3. 	 There was some loss in continuity to the on-the-job 

training needs of the program due to changes in 

counterpart assignments (3 changes to the 6 WBEC key 

personnel slots; 3 changes in field support services 

positions). The effects of these changes may have been 

somewhat offset by increased exposure to, and cross

training in, alternate positions; possibly resulting in 

greater appreciation for the functions and roles of 

co-workers, and staff depth for each position should 

additional changes take place. 

4. 	Responsibility for determination of the details of
 

project definition, personnel scope-of-work and task
 

assignments, daily activities, and task schedules
 

gravitated to ONAREP. At this point in the report, this
 

should be viewed as a finding, not a criticism, and the
 

issue is discussed more fully in section 4.1 and 4.2. 

5. 	The early staff changes and transition of WBEC
 

personnel from 'advisory" to *operational" roles within
 

ONAREP obviously caused discontinuity and instability
 

in the program. However, it was the evaluation team's
 

observation in Morocco that roles of ONAREP and WBEC
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staff have become increasingly well defined and that
 

with few exceptions, work relationships are cordial and
 

productive.
 

6. There is no strong "visibility* of the U.S. contingent
 

due to the multiple work locations and distribution of
 

the WBEC staff with their counterparts. A stronger
 

Npublic relations' effort is needed to offset 
the
 

phsyical limitations of the program.
 

3.3. Home Office Support
 

The evaluation team's scope of work included 
an
 

investigation of the extent of the WBEC's home office support of
 

the project; of the appropriateness of the existing divisions of
 

labor between the home and field offices; and of the usefulness
 

and cost-effectiveness of the engineering provided by WBEC,
 

particularly on the Meskala gas field project.
 

The greatest contribution to the project to date by WBEC's
 

Tulsa office hao been the conceptual design of the Meskala gas
 

project and preparation of the request for bids. Mr. T. E.
 

Connor, WBEC's Surface Facilities Engineer, and Mr. K. Oudghiri,
 

ONAREP's Chief of the Department of Development and-Exploration,
 

worked on this project in Tulsa. (They later returned to Morocco
 

to jointly direct implementation of the Meskala Project.) Bids
 

were also solicited for the Meskala project, based inpart on the
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work done in the William Brothers' conceptualization study.
 

Contracts for the Meskala Project were let in March, 1985, to
 

Herlicq, a French firm, and UIM, a Moroccan firm.
 

ONAREP indicated that the WBEC cost estimate for the Project
 

had been found to be far too low, according to the submitted bids
 

(attributed to WBEC's unfamiliarity wiuh costs in Morocco.) This
 

was not considered by ONAREP to be a major problem.
 

WBEC's Tulsa office is also arranging the short-term
 

training and conference seminars for ONAREP's trainees in the
 

U.S., and also providing specialized short-term advisors to
 

ONAREP in Morocco.
 

A number of visits have been made to Rabat from Tulsa. Mr.
 

J.C. Duffy, the WBEC Project Sponsor, and Mr. M.A. Hill, the 

Project Coordinator each made several visits to assure 

administrative coordination between the home and field offices. 

Mr. T.B. See, WBEC's Human Resources Advisor visited Rabat 19 Jan 

- 9 Feb 1985, and initiated a Career Development System in the 

context of a Personnel Performance Management System. Mr. J. 

Hyde, an auditor, visited Rabat 14 Oct - 29 Nov 1985 and 

initiated a well received internal audit program for ONAREP's 

Office of Audits and Methods. Three WBEC engineers from Tulsa 

conducted the Project Control Seminar 11-22 Nov. 1985. Mr. M.W. 

James, Process Engineer, visited Morocco 24 Feb. - 8 March 1985 

to advise on the Meskala Project, and Mr. T. E. Connor visited 

Rabat 9-14 July 1985 (several months before his long-term 
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assignment began) to do site research for the conceptual design 

of the Meskala project.
 

Through 1985 (14 months into the project), 12 1/2 person

months of short-term advisory assistance and 13 person-months of
 

home office technical and management support services had been
 

furnished.
 

The evaluation team finds that the Tulsa office of WBEC has
 

given adequate technical support to the Rabat WBEC office, with
 

the exceptions of the internship arrangements (see sec 3.4.4).
 

The provision of expert short-term advisors, with specific
 

project objectives, has been particularly successful.
 

3.4 Training
 

USAID has several options for administering training program
 

funding: (a)direct funding by USAID/Rabat through the training
 

office, (b)indirect funding through cooperation in a support
 

contract with the Institute for International Education managed
 

by the AID Office of Energy in Washington, or (c) indirect
 

funding through the principal technical assistance contract with
 

WBEC. The Project Plan calls for English language training,
 

conferences/seminars, U.S. short-term training, internships, and
 

U.S. academic training (four Master's degree programs). 

A breakdown of training component budget estimates follows:
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1. USAID/Rabat direct funding $ 3,000
 
for English language training
 

2. AID/OE indirect funding
 
through training contracts (incl. IIE)
 
a. U.S. short-term training 227,000
 
b. U.S. academic training 186,000
 

3. WBEC contract indirect funding
 
a. English language training 60,000
 
b. In-country technical seminars 144,400
 
c. U.S. conferences/workshops 32,800
 
d. U.S. industry internships 162 dQAa 


Maximum $ 815,600 

It appears there will be a large under-run of spending in 

Item 2 above, because only about $60,000 of short-term training 

and $80,000 of the IIE funding (Item 2a) has been completed and 

only one Master's degree (Item 2b) student has been placed to 

date in a U.S. university (a candidate for a Master in Science in 

Geology, at the University of South Carolina). This Master's 

candidate will require about $47,000, leaving about $139,000 

unspent unless other candidates are sent for academic training. 

The U.S. industry internships area (Item 3d) also appears to be 

underutilized and is a potential area of program cost reduction. 

A summary of findings and issues for further discussion in
 

each training category follows:
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3.4.1. English 	Language Training in Rabat
 

a. Regular English Courses:
 

The WBEC contract provided for English training for up to
 

27 ONAREP employees for 18 months through a subcontract with
 

American Language Institute in Rabat. At ONAREP's request the
 

training funds were re-allocated to permit up to 31 employees to
 

attend for 18 months, beginning in October 1985.
 

Accomplished: 	 The number of enrollees increased from nine early
 

in 1985 to twenty-four in October. It appears
 

that ONAREP is making a strong effort to find
 

trainees in the regular classes and that the
 

project objective is being met.
 

b. Intensive English Classes
 

The WBEC contract provides for intensive English classes
 

through ALC for up to 14 trainees for no more than three months
 

each.
 

Accomplished: 	 Mr. Rouwane received 24 hours ofintensive
 

listening practice with technical and scientific
 

subject matter. Mr. R. Bouchta received private
 

lessons of 10 hours per week in preparation for a
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3-month course 	at Harvard.
 

c. English Language Placement Tests and Examinations:
 

The WBEC contract provides for such tests for up to 27
 

ONAREP employees.
 

Accomplished: 	 The trainees were tested by the ALC according to 

their usual procedures. Two employees were given
 

the ALIGU test 	of proficiency in preparation for 

U.S. training.
 

d. ALC Academic 	Tests:
 

The WBEC contract provides for up to 8 academic tests such 

as the GRE and GMAT for ONAREP employees, typically given in time 

for the candidate's admission to a U.S. university. 

Accomplihed: 	 No tests given. Additional candidates for the 

Master's degree programs, if nominated and 

approved, will need to schedule any required tests 

as soon as possible. 

e. Other English Language Training
 

USAID advised that at the time of the evaluation team's
 

visit (March 1986), a total of 147 ONAREP employees werq
 

receiving regular English language instruction under USAID
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funding assistance. An additional twelve employees were 

receiving intensive language instruction in preparation for U.S.

based training 	 programs. 

Discussion: 	 English language books, technical documents, and 

reference materials were much in evidence at 

ONAREP during the evaluation team's visit.
 

Conversations are frequently held in English, and
 

the more effective counterpart relatioriships
 

between WBEC and ONAREP personnel seemed to be
 

those where English was predominant. Indeed,
 

ONAREP acknowledged that English is the "official
 

language" of the world oil industry, and that
 

ONAREP must be prepared to conduct contract
 

negotiations in English. Training in this area
 

should continue to be a high priority for the
 

USAID effort.
 

3.4.2. Technical Seminars at ORAREP/Rabat 

The WBEC contract provides for six seminars (one in the fall
 

and one in the spring of each of three years) for two weeks
 

conducted by two short-term WBEC advisors. 

Accomplished: 	 To date (mid-March 1986) four seminars have been 

given as follows:
 

a. Interpretation of Seismic Data," by IHRDC, 1-9 April 1985.
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This seminar was considered unsatisfactory by ONAREP, and was 

terminated several days.early. 

b. "Project Control', by WBEC, 11-22 Nov. 1985. It was highly 

rated by ONAREP. 

c. 'Subsurface Geological Mapping', by Dr. R. Lawson, 28-30 Jan. 

1986. It was considered satisfactory by ONAREP. 

d. 'Sedimentation and Diagnosis of Carbonate Rocks" by Prof. 

B.D. Purser, 10-12 March 1985. It was considered 

satisfactory by ONAREP. 

Other seminars are planned for 1986. (see Attachment A,
 

WBEC telex No. 472 to M. Hill). The seminar training now appears
 

to be going quite well with good coordination between WBEC and 

ONAREP.
 

Discussion: 	 ONAREP is highly product-oriented. Technical 

seminars must be directly related to task 

activities and problems being faced by ONAREP in 

order to receive good ratings. The 

'discontinuity" issues presented in section 3.2 of 

this report were the probable cause of 

inconsistencies on points of view regarding the 

design and conduct of the early in-country 

seminars, and again this seems tq have been 

resolved. Training evaluation methods, such as 

'pre-test and post-test" of the students'
 

knowledge of the assigned topics, could be
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strengthened by WBEC to give clearer indications
 

of the effectiveness of seminar instruction and to
 

provide additional guidance to the instructors in
 

preparing and presenting their materials.
 

3.4.3. U.S. Conferences/Seminars
 

The contract provides for a maximum of 6 participant months
 

in conferences and seminars in the U.S. About 12 participants
 

are to attend, and must have a minimum 65 ALIGU skill level in
 

English before attending.
 

Accomplished: Three ONAREP employees attended conferences/
 

seminars outside Morocco in 1985: Mr. Nahim
 

attended an IHRDC vibrosis course in Paris 12-15
 

Feb., and Mr. Rouwane attended the Society of
 

Exploration Geophysicists annual meeting in
 

Washington, DC, 4-i0 Oct. 1985. In addition, Mr.
 

Allam, ONAREP's Chief of Documentation visited
 

petroleum data banks in several U.S. cities 22-31
 

Oct. 1985. Arrangements are being made to send 10
 

employees to the U.S. conferences/seminars in
 

1986 (refer to Attachment "B"). Also refer to
 

Attachment "C" which shows ONAREP's desires for
 

1986-87 training.
 

Discussion: 	 Short-term conferences provide excellent
 

opportunities for ONAREP to broaden their
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be fully responsive to evolving needs of ONAREP. 

Accomplished: 	As with the conferences/seminars, the short-term 

training got off to a slow start. Only one 

internship has been taken: a five week stay by Mr. 

A. Harraj at the Elk Hills oil field (operated by
 

WBEC) 10 June - 13 July 1985. Mr. R. Bouchta,
 

General Secretary of ONAREP, was attending a
 

three-month management course at Harvard in March
 

1986, not supported by project funds. Attachment
 
'DRshows current tentative plans to send four
 

participants 	to a two-month Drilling Control
 

school in 1986 and one to a two-month internship
 

with Apache Oil Co. A possible internship for Mr.
 

Benazzouz with Ashland Oil (parent company of
 

Williams Brothers) is also being discussed.
 

Discussion: 	 Early project organizational issues appear to have
 

caused a 'chicken and egg' situation regarding
 

internships: ONAREP seemed to feel that WBEC was
 

not providing enough information on internships
 

available for them (ONAREP) to propose candidates;
 

and WBEC seemed to feel that ONAREP was not
 

providing enough information on candidates so they
 

(WBEC) could place them in appropriate internship
 

positions. ONAREP has displayed a certain
 

reluctance to 	release employees for medium-term
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and long-term training, as it is difficult for
 

them to release key staff from their work
 

assignments. There may also be some fear that
 

ONAREP will lose valuable employees to the private
 

sector after such program experiences. The
 

evaluation team feels that M. Benjelloun's group
 

(ONAREP) is now doing a good job of identifying
 

internship candidates, and that Mr. Linnard (WBEC)
 

is also giving this aspect of the training program
 

much higher visibility. The internship program
 

will need particular attention, however, to make
 

an effective transfer "from paper to practice."
 

3.4.5. Short-term U.S. Training by liE
 

Short-term training can be conducted by the Institute for
 

International Education (lIE), which receives direct funding from
 

the AID Office of Energy to offer the Conventional Energy
 

Training Program (CETP) to USAID Missions and contractor
 

worldwide. Approximately $70,000 remains of the original
 

$150,000 allocated for USAID/Rabat involvements in IIE/CETP.
 

Discussion: 	 The CETP funds have not been used to any extent
 

during the period of the WBEC contract, although
 

approximately 17 ONAREP participants were involved
 

in CETP between August, 1982 and November, 1984
 

(see Attachment 'E"). IIE has not had much input
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into the current ONAREP training plan, and has had
 

little contact from USAID/Rabat and WBEC in the
 

past year. The evaluation team recommends that
 

relationships 	be revitalized, as IIE could take
 

over some training and logistics functions,
 

freeing WBEC to concentrate on other technical and
 

management support issues. CETP offers custom

designed programs as well as scheduled courses,
 

which for 1986 	will include Management of National
 

Petroleum Programs; Fundamentals of Petroleum
 

Geology, Geophysics, and Engineering; Electric
 

Utility Engineering; and Energy Management and
 

Policy. ONAREP staff may be adequately versed in
 

these topics, but should consider future needs and
 

new staff development.
 

3.4.6. Academic Programs 

The WBEC contract provides for up to four two-year Master's
 

degree programs to be initiated during the contract pariod.
 

Accomplished: 	 M. Hafid began a Master of Science degree program
 

in Geology at the University of South Carolina in
 

January, 1985. His anticipated graduation date is
 

December, 1987.
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Discussion: ONAREP has recommended candidates for academic
 

training in the geological sciences only.
 

However, the Project Agreement calls for at least
 

two of the four academic candidates to pursue
 

advanced degrees in the 
fields of petroleum
 

economics, management, or finance. Due to the
 

impasse between ONAREP and USAID and delays in
 

nominating candidates, the 
time period available
 

for pre-enrollment English language training, has
 

subsequently been reduced. 
 Further, the business
 

and management systems of ONAREP are based 
on
 
French, not U.S. designs. USAID wishes to
 

encourage orientation to 
the U.S. system of
 

management and to have compatible auditing and
 

accounting systems, but ONAREP must operate within
 

the slightly different French systems, possibly
 

indicating third country (France) training 
needs.
 

ONAREP feels its capabilities in the management

related activities are at least adequate for the
 

time being, and prefers to emphasize the training
 

in the geological sciences. ONAREP may also be
 
somewhat short of management staff and reluctant 
to release resources for long-term training
 

programs. Suggestions for resolution of these
 

issues are presented in section 4.5.3.
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3.4.7. On-The-Job-Training
 

Each of the six WBEC field personnel has an ONAREP
 

counterpart, and several of the WBEC team members are working
 

closely with other young OFAREP employees. The employees are
 

receivinc informal suggestions and assistance with their work
 

projects. This is considered on-the-job training. The effect of
 

such training is difficult to measure. Interviews indicated that 

it has been uneven, and also nebulous. By its nature, training 

by exposure is not highly structured by objective, task, or 

evaluative measure. Suggestions for improving this activity are 

contained in Section 4.2 and 4.5. 

Training Sumary
 

ONAREP has ambitious plans for English courses, conferences/
 

seminars, internships and other short-term training for 1986. 

WBEC appears to be fully aware of ONAREP's desires regarding 

training. If the 1986 plans are carried out, the training will 

be back on track generally.
 

The resources of both WBEC and ONAREP will be stretched to
 

realize the 1986 program, however. Concentrating a great share
 

of the training in one year, rather than spreading Lt out more
 

evenly over 1985 and 1986, will place strains on ONAREP's
 

capacity to release personnel from work requirements for training
 

purposes.
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3.5 Project Expenditures
 

Table 2 lists the originally proposed contract total by
 

budget category. Table 3 summarizes the planned versus actual
 

expenditures for FY 1985 and planned for FY 86. Figure 1
 

graphically compares the planned versus actual expenditures for
 

FY 85, and Figure 2 displays estimated total expenditures by the
 

end of FY 86 (by combining FY 85 actual and FY 86 estimated
 

expenditures.
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TABLE 2
 

WBEC TOTAL BUDGET ESTIMATE BY CATEGORY
 

Total Contract
 

1. English Language 	 60,000
 

2. Technical Seminars 	 144,400
 

3. U.S. Conferences/Workshops 	 32,800
 

4. U.S. Industry Internships 	 162,400
 

5. Commodities* 	 155,000
 

6. Financial/Management Advice 	 340,000
 

7. Exploration/Design Analysis 	 345,000
 

8. Reservoir/Production Engineers 	 231,240
 

9. Computer Software 	 40,000
 

10. 	 Travel & Re7.ated Costs 147,000
 

11. 	 Rental Costs 6 Allowances 271,300 

12. 	 Home Office Management, Rabat Office
 
Short Term Advisors 350,640
 

13. 	 Total Overhead and G & A 1.4 7..
 

Total Estimated Costs 	 3,742,950
 

14. 	Fixed Fee 260,000
 

GRAND TOTAL 	 4,002,950
 

*No G & A applied.
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Table 3
 

MWO COW. ,SOMIgg B 7~R
 

(U.S. DOLLAS) 

Planned Actual Planned 
Expenditures Expenditures Expenditures 

1. &xglish Language Training* 36,000 3,200 24,000 

2. Techrdcal Seninars 	 20,000 14,400 69,500 

3. U.S. Caiference/Workshops 6,600 6,000 21,350 

4. U.S. Irdtry Internships 27,000 3,700 82,400 

5. Cacuoities* 	 106,000 67,200 87,500 

6. Financial/anageent Advice 109,300 108,900 131,300 

7. Exploration Advice 	 94,500 77,800 106,600 

8. Reservoir/Production Advice 86,900 67,600 128,900 

9.Computer Software 	 20,000 9,500 24,000 

10. Travel and Related Costs 65,000 96,300 31,500 

11. Rental Costs and Al1oances 91,600 62,500 81,500 

12. Hme Office Mgt., Rabat 

Short-term Advisors 109,200 140,000 135,000 

13. 	 Total Overhead and G &A j59.000 M 

Total Estimated Cost 1,227,100 1,100,900 1,231,950 

14. 	Fee 85,2&Q 7AQ1065 

QRAM TOUML 1,312,200 1,177,300 1,338,700 

*No G a A applied 

Jg" 1M Work Plans for 1985 and 1986. 
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FIGURE 1 
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FIGURE 2 

PROJECT COST SUMMARY FY 85 ACTUAL VS. FY 86 PLANNED 
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FY 1985 actual total expenditures under-ran the planned
 

expenditures by $135,000.
 

The FY 1986 Work Plan for WREC projects total expenditures
 

of $3,521,350 for the project, versus the contract total of
 

$4,002,950, or an under-run of about $482,000. This is largely
 

due to reduced WBEC home office overhead and G & A rates, and 

should have no effect on delivered services. 

In addition to the above projected under-run, it appears
 

likely from current trends that there could be substantial under

runs in the funds administered by AID itself, and through IIE in
 

Washington. As of March 1986, it appears that the project under

run expenditures may approach $1,000,000, or 20% of the planned
 

$5,000,000 funding. This assumes there will be no accelerated
 

spending or extensions to current contracts.
 

AID's Comprehensive Pipeline Report for the project 

indicates the following financial status as of 5I GLbJ JI .: 

Life of Project Funding: $5,000,000
 

Obligations to Date:n 4,000,000
 

Earmarks to Date: 3,539,240
 

Commitments to Date: 3,507,440
 

Expenditures to Date: 1,416,496
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3.6 World Dank Activities
 

The World Bank is involved in coal production and oil/gas
 

exploration support activities in Morocco. The oil/gas projects
 

include appraisal of the Essaouira Basin and possible assistance
 

in the development of the Meskala gas field. The estimated
 

maximum loan support is $50 million for exploration and $75
 

million for promotion and commercialization. The Bank is also
 

involved in the development of management information systems
 

(MIS) and development of legislative measures for rnergy resource
 

production And conservation incentives. A project for household
 

energy studies is in development in coordination with the UNDP.
 

The World Bank is clearly the slender of last resort", and
 

is unlikely to directly support the institution building
 

activities conducted by AID. The Bank's involvements in Moroccan
 

conventional energy development has been justified on the basis
 

of assisting Morocco meet domestic requirements to influence
 

balance of payments.
 

Although openly supportive of the AID efforts, the World
 

Bank has scaled down coordinative activities and is reducing
 

geologic study and promotion involvements in Meskala due to the
 

recently reported small volume of the reserves.
 

The Bank will not be providing additional support for any
 

more major exploration activities, feeling that this would not be
 

a good use of limited funds given the current national financial
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situation. It should be noted that other bi-lateral groups 

(France, Canada, U.S.S.R., others) are involved or interested in 

energy exploration in specific regions of Morocco, and that a 

number of major oil companies (Exxon, Esso, Shell, AMOCO, 

Pennzoil, North-South Resources, Petro-Canada) are also active in 

the region. 

World Bank officials feel that the two most important
 

activities of AID of promote with ONAREP are:
 

1) 	 good geological/geophysical data reporting, and
 

2) 	 direct traininq (i.e. internships) with good oil
 

companies.
 

3.7 	Technical Data
 

The short travel schedule and multitude of interviews and
 

activities did not permit the evaluation team to conduct a
 

thorough review of data-gathering techniques and technical
 

reports. Bowever, the findings of the technical team member are
 

that the existing data on Meskala and other areas has not been
 

fully interpreted, and is not in complete enough form to be used
 

for in-depth promotional efforts. ONAREP is quite evidently
 

seeking funds for additional exploration, but should first (or
 

coincidentally) be concerned with techniques for data gathering,
 

reporting, and presentation. Section 4.3 outlines a model project
 

concept which could help refine ONAREP's skills and a means by
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which WBEC could focus their attention to convey their obvious
 

expertise in these areas. 

4.0 Analysis and Conclusions
 

4.1 Need for Project Re-focus 

4.1.1. Base Level Assumptions
 

The AID Conventional Energy Project has as a significant
 

early conceptual focus the development of the institutional 

capabilities of ONAREP to enable it to manage what' appeared to be 

imminent development of a producing oil and gas field (Meskala),
 

and to assist in promoting the increasing level of interest on 

the part of the international oil conmunity which was expected to
 

result from this demonstratee new production in Morocco. The 

disappointment over the apparent limited extent of the MeskaLa 

reserves has changed the complexion of oil and gas development
 

activity in Morocco. This, combined with significantly lower 

inte:national oil prices, has resulted in a search for new
 

directions within ONAREP, and has raised uncertainties regarding
 

the precise role of the USLID technical assistance effort.
 

Two of the base level assumptions considered at the time of
 

the project design to be critical to the success of the project 

were (1) the existence of commercial reserves in Morocco, and (2) 

no major rises or drops in the world oil price. The third major
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assumption, (3) that sale prices can be negotiated to allow 

conversion to domestic fuels, is dependent on the other two. The 

disappointment over the Meskala reserves and sudden drops in oil 

prices have shaken the first two assumptions and made ONAREP 

question its own raison d'etre. Without a clear picture of its 

own future, the tasks of developing counterpart relations,
 

developing training programs, and other project related tasks can 

become difficult to concentrate on. The goals of the original 

AID project design and those of ONAREP staff may begin to
 

diverge. Indeed, ONAREP already sees its role shifting emphasis
 

from production to exploration in order to attract foreign
 

partners.
 

Despite Meskala and current oil prices, Morocco will still 

need a strong core of well-trained people to coordinate with the 

private sector and respond to whatever level of activity occurs 

within the international oil companies. Although obviously in a 

somewhat dissipated state interest in Moroccan oil and gas 

explor~tion by the oil companies has not completely evaporated. 

The promotional visits travel to the U.S., led by Mr. Sullivan 

from 23 February - 13 March 1986, indicated a strong level of 

continuing interest in exploration of Morocco on the part of the
 

international oil community. The "real world* feedback is still
 

strong, despite oil price drops worldwide.
 

There are many different projections of where oil prices
 

will be in the next one-to-five years, but they are unlikely to
 

stay at the current low rates for long. A recent AID estimate
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anticipates that oil prices will rebound and stabilize in the
 
area between $22-$28/bbl.
 

It is therefore the recommendation of the evaluation team
 
that, even given the present environment, the project shovld not
 
be cancelled or dramatically changed. 
Practical difficulties
 

still remain, but circumstances do not warrant major change at
 

this time.
 

The evaluation team recommends re-focusing the project to
 
include increased emphasis on promotion, institution building,
 
and methods for reconciling seemingly divergent goals. 
Specific
 
suggestions are contained in sections 4.2, 4.3, 4.4and of this 

report.
 

4.1.2. USAID Guidance to TA 

In addition to these external changes which have impacted 
the direction of the Project, USAID does not appear during the
 
first year of the project to have elected to, or been able to,
 
strongly assert its own long term institution building priorities
 
vis-a-vis ONAREP's short term needs for operational technical
 
assistance during the start-up of the Project. 
It is possible
 
that other policy or protocol considerations beyond the-scope of
 
this.evaluation may warrant the deference given to ONAREP in
 
directing the 
course of the project thus far. Further,
 
instability in the 
initial fielding of the technical assistance
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(TA) team no doubt, hindered USAID's efforts.
 

Nevertheless, it appears that ONAREP's short term needs for
 

operational assistance have largely driven the project to date,
 

and that AID's goals, when such goals have diverged from ONAREP's
 

operational needs, have not been effectively asserted. Not only
 

have functional roles of the WBEC staff been determined almost
 

exclusively by ONAREP, but very significant personnel changes on
 

the project have largely been directed by ONAREP as well. The
 

WBEC staff under these unstable circumstances, now look largely
 

to ONAREP for project definition, rather than to AID. This
 

course has resulted in a more diffuse and short-term operational
 

focus for the Project than appears was originally envisioned by 

AID (AID, April 1984), so AID's original goals may not be fully 

met.
 

Certainly, it is appropriate and desirable to try to design 

the implementation of the project to meet ONAREP's self defined 

needs to the extent possible. It is appropriate for ONAREP to
 

provide direction to the TA, but not to control definition of
 

functional roles. In cases where ONAREP's perceived needs
 

diverge from AID project objectives, a means must be established
 

to refocus the project around AID's own policy goals. The
 

evaluation team recommends that AID use the opportunity presented
 

by this evaluation to gently restructure the project in a manner
 

which will introduce a more explicit emphasis on the AID goals of
 

long-term institution building, while at the same time
 

maintaining the delivery of key operational services which are
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highly valued by ONAREP. 

4.1.3. Goal Redefinition
 

Interviews with numerous AID officials indicate that a
 

diversity of views are being held on the goals of the project.
 

Goals vary with project staffing changes, AID policy
 

adjustments, and political climate. For example, the emphasis on
 

private sector development is greater than it appeared tb be
 

three years ago, and the notion of *institution-building' may be
 

declining in importance. AID Mission Directors have been
 

directed to tncourage divestment of state-owned enterprises
 

(privatization of services not of resources) where doing so will
 

likely expand economic development.
 

The project purpose, as stated in the Project Paper and
 

Project Agreement, is to build the internal capability of ONAREP
 

to: (1)apply cost-effective private sector management principles
 

and techniques, (2) strengthen its ties to potential private
 

sector partners in petroleum activities and investments, and (3)
 

explore, develop, and produce petroleum resources. Seen by
 

itself, the third ooal appears to represent the establishment of
 

a parastatal organization which could compete with the private
 

sector. However, all three goals should be viewed in conjunction
 

with each other, and the private sector should be viewed as a
 

mechanism for continued exploration and production after a 

petroleum resource base has been proven. Only by combining good
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business and management principles and techniques with a proven 

product will private partners be interested in pursuing petroleum 

activities and investments. What may have originally been seen 

as an experiment in economic development may now be seen as a 

project in supporting Moroccan and U.S. commercial goals. The 

questions of institution building versus establishing commercial 

enterprise, and local economic development versus international 

commercial expansion are policy issues beyond the scope of this 

evaluation, but which should be considered by AID befLore 

refocusing elements of this project. 

In any case, ONAREP will require the in-house expertise to
 

identify conventional energy resources, promote private sector
 

involvement, identify financing mechanisms, and negotiate
 

contracts for continued exploration, development, and production
 

of petroleum resources.
 

4.2. Tension Between wOperationalm vs. OAdvisorym Roles
 

A key focus of AID's effort on this project has been to
 

develop institutional capabilities within ONAREP, not simply to
 

provide employees to fill job slots in ONAREP. The extent to
 

which the project is accomplishing a catalytic function, rather 

than the daily work of ONAREP, is an issue which was raised 

frequently by AID senior management officials. The ultimate
 

departure of the TA contractor should not leave behind gaps in
 

ONAREP capabilities.
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The strongly operational roles of the Williams Brothers
 

exploration and production staff within ONAREP need 
to be
 

broadened or supplemented. AID is committed to the ongoing
 

jtLO.CrtU. of institution building, not just the RLQdurat. of 
petroleum development. An explicit focus on those duties
 

relating to the larger AID objectives of institutional
 

development needs to be established if these AID goals are to
 

receive the emphasis stressed by AID senior management officials
 

during our interviews.
 

Suggested mechanisms include an increased emphasis on model 

projects or tasks (see section 4.3); structuring on-the-job 

training around mastery of specific skills to be transferred (see 

section 4.5); use of formal schedules and testing procedures to 

determine progress and the effectiveness of on-the-job training
 

activity; working with ONAREP personnel during the performance of
 

specific jobs to emphasize task-level planning and management
 

procedures of specific operational tasks involving WBEC staff;
 

increasing exposure of the Williams Brothers efforts within
 

ONAREP through wider internal peer review activity, departmental
 

briefings, etc.; and the consolidation, where feasible, of
 

dispersed, separate operational roles into team efforts
 

involving model tasks and greater interaction of ONAREP
 

personnel with related disciplines and with WBEC staff,
 

Although we believe that existing operational roles need to
 

be explicitly broadened or restructured to more effectively
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accomplish the institution building goals of AID, we 
do not
 

believe they should be abandoned altogether. In the context of
 

ONAREP's current pressing needs towards task orientation, we
 
believe that institutional development efforts will take place
 

most effectively when linked directly to specific high visibility
 
projecta within ONAREP which have the priority attention of
 

management. Purely advisory roles 
which are not integrated into
 

the daily project priorities of ONAREP do not seem to have been
 

as effective in impacting the organization thus far.
 

Thus, 
by explicitly broadening existing operational roles,
 

and by creating a more focused, high priority, high visibility
 

*model project" context within which the AID effort is carried
 
out, we believe that the operational/advisory 
definitional
 

distinction can be overcome, and that these roles can be unified
 

to create truly effective institutional development activity
 

within ONAREP which neither the purely advisory nor purely
 

operational role can hope to accomplish.
 

4.3 Model Project Focus
 

As indicated above, changing external circumsta.ices as well
 
as ONAREP's short term needs have resulted in 
a fairly amorphous
 
project focus for the AID 
project. Although the 
services
 

provided by the WBEC are of value to ONAREP, they are generally
 

dispersed throughout the organization in operational roles, 
and
 
do not have the high profile emphasis on long term institutional
 

development which AID believes should be 
an earmark of this
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project. Section 4.2 of this report makes several suggestions 

regarding ways to broaden these roles.
 

In addition to the suggestions contained in Sections 4.2
 

and 4.5, it is felt that several benefits, in terms of AID goals
 

of institution building and training, could be achieved by
 

focusing some of the efforts of the WBEC technical assistance
 

team around a common objective, or by creating a *model project
 

focus.'
 

In our discussions with ONAREP and AID, one common area
 

which was identified as a top priority by senior management of
 

both groups was the area of private joint venture promotion
 

activity. Mr. Douieb, Director General of ONAREP, stressed this
 

as one of his two main priorities. AID, in its Project Paper,
 

defines its goal for this Project as follows:
 

*Goal: The Project's goal is to contribute to the
 

alleviation of current economic problems in Morocco
 

by accelerating the efficient development of the
 

country's indigenous hydrocarbon resources and
 

strengthening the long-term capacity of the GOM for
 

exploration, development, and production of those
 

resources in partnership with th2 private sector.'
 

(AID, April 1984, p.2)
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We suggest that a model project be developed around this
 

high priority activity, as a means of better focusing the AID
 

project effort during the remaining period of the grant. The
 

model project could take on as its primary product focus the
 

development of good quality promotional packages for selected
 

regions designated for private sector promotion. This should be 

defined broadly to include the necessary exploration activity and 

geophysical work required to develop solid promotional packages. 

Many of the necessary parts of such a focus exist already on, the 

WBEC staff, but they need to be integrated. The model project 

should be designed to incorporate the existing dispersed 

activities of the WBEC staff to the extent possible, but should 

attempt to tie them together with an emphasis on achieving a more 

sharply focused team goal. The scale (i.e., number of regions, 

etc.) of the model project should be defined to coincide to the 

extent possible with ONAREP's current needs and program and with 

the portion of each WBEC staff member's time which could be 

assigned to it. We believe that the existing activity of Mr. 

Sullivan and of Messrs. Munro and Battacharjee could conveniently 

be integrated into such an effort, with only slight changes in 

the focus of their current activities. Mr. Sullivan already 

plays a central role in joint venture promotion activity for 

ONAREP, and Messrs. Munro and Battacharjee's activities are
 

largely focused on exploration and data analysis in regions which
 

should be suitable for inclusion in promotional packages which
 

might be developed as part of the model project.
 

47
 



Mr. Sullivan and others have stressed that a successful
 

promotional effort for Morocco will require additional
 

explorationists with experience in seismic interpretation. Mr.
 

Curry has also stressed this need, and suggested the possibility
 

of replacing his own position at some point on the project with
 

an explorationist who also has had planning experience. ONAREP
 

has also been requested to review staffing in these areas by
 

WBEC. We believe that these suggestions, if implemented, would
 

fit well into the model project focus recummended here.
 

In addition to producing a valuable product for ONAREP (a 

set of well-done presentation packages), the model project Ehould 

also explicitly focus on transferring to ONAREP the process by 

which these may be developed. This requires close coordination 

with ONAREP and a more formalized on-the-job training (OJT) 

approach. (see Sec. 3.4.7.) 

Explicit attention should be given to documenting the 

methodology by which the presentation packages are developed. 

Thus, the project should develop not only model presentation 

packages, but should itself be managed within ONAREP as a model 

of the process by which such packages may be developed in the 

future. 
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4.4 Projected Project Staffing
 

4.4.1 Status of Staffing Presently Planned for Project
 

As outlined in section 3.2 above, the contract presently
 

provides for two WBEC personnel (Mr. A. Khatib and Mr. D.
 

Sullivan) to leave in December 1986; for one (Mr, T. Connor) to
 

leave early in 1987; and for the other three (Messrs. Currie,
 

Munro, and Bhattacharjee) to remain through the end of the
 

project. The fulfillment dates listed in section 3.2. will
 

provide the 198 person-months of technical service in Morocco
 

required by the contract.
 

Several staffing changes are discussed and recommended
 

below.
 

4.4.2 Chief of Party
 

The position of Chief of Party was transferred from Mr.
 

Currie to Mr. Khatib on 29 July 1985. Mr. Khatib is a Reservoir
 

Engineer with 26 years of extensive experience on reservoir
 

studies in many countries. He speaks Arabic, French, and English
 

fluently.
 

When Project 608-0176 originally was conceived, apparently
 

it was thought that the Meskala gas discovery possibly would
 

prove to be large and that a considerable amount of reservoir
 

engineering work would be needed. However, the discovery has
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proved to be much smaller than hoped. Consequently, Mr. Khatib's
 

reservoir duties are not enough to keep him busy (he confirms
 

this), even though his project management activities consume
 

about 60% of his time.
 

Strong consideration has been given to recommending an
 

extension of Mr. Khatib's services for another year to the end of
 

the contract, so that he might continue the Chief of Party
 

function. However, the advantages of this administraftive
 

continuity are outweighed by the fact that Mr. Khatib's primary
 

technical specialty simply is not in demand on the project.
 

Therefore, it is recowimended that an alternative Chief of Party
 

be designated after Mr. Khatib's scheduled departure at the end
 

of 1986.
 

Various options for handling the Chief of Party duties after
 

Mr. Khatib's scheduled departure have been examined, including
 

having Mr. Connor or a new WBEC staff member assume them.
 

However, in light of the recommendation contained in section 4.3,
 

regarding the Model Project focus, the evaluation team believes
 

the best option would be to have the position filled by Mr.
 

Sullivan. He has been in Morocco for several years, is
 

thoroughly familiar with ONAREP and the project, and has
 

experience in both exploration and in project management and
 

administration.
 

Mr. Sullivan has good access to ONAREP management, and would
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be an excellent liaison/conduit between AID, the WBEC teams, and
 

the ONAREP organization. Mr. Sullivan's experience with joint
 

venture promotional activities (including the analysis and 

presentations of geological data) should place him in an 

excellent position to make a success of the Model Project 

approach proposed in section 4.3. 

It is recommended that Mr. Sullivan assume Chief of Party 

duties upon the departure of Mr. Khatib. 

4.4.3 Surface Facilities Engineer and Proposed Short-Term
 

Facilities Development Chief Inspector 

The Meskala gas development project is about one year behind 

schedule, and is due to go on stream several months after the 

presently-planned departure of the Surface Facilities Engineer, 

Mr. Connor, in January 1987. Mr. Connor worked on the conceptual
 

design of the gas gathering and separating facilities, and on the 

request for proposals for the facilities construction, and will 

be in Morocco during most of the construction phase.
 

ONAREP desires him to stay on the project until the plant is 

on stream and operating satisfactorily near mid-1987; WBEC
 

personnel also believe his continuation to be essential for the 

success of that project. The evaluation team finds this to be 

advisable, and recommends that Mr. Connor's time on the project
 

be extended six months to a total of 22 person-months (to 11 June
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1987). Funding appears to be available within the current
 

contract to provide for this extension. Mr. Connor's surface
 

facilities orientation at Meskala is unique on the WBEC team, and
 

we see little that can be done to integrate his efforts
 

realistically with the joint venture promotion/exploration model
 

project focus suggested in Section 4.3. However, a conscious
 

effort should be made, where feasible, to supplement his
 

operational role with activities suggested in Section 3.2. 

Williams Brothers staff recently proposed to ONAREP that a 

qualified Facilities Development Inspector be assigned to the 

Meskala project for six to eight months to ensure quality control
 

during the construction phase of this facility. Current
 

experience with the UIM contractor on the Toukimt Project
 

indicates that quality control of construction activity on this
 

project may be a serious problem. This is due primarily to the
 

contractor's lack of familiarity with internationally recognized
 

quality control procedures and standards for pipeline
 

construction.
 

ONAREP also recognizes this need, and has agreed to the WBEC
 

proposal. The evaluation team believes this to be a valid
 

request and recommends that such assistance be obtained, if
 

possible, via the short-term advisory provision of the WBEC
 

contract. Transfer of quality control procedures and-inspection
 

methods during the development of the Meskala oil and gas
 

facilities would have a lasting benefit, not only on the quality
 

of the work done at Meskala, but on future projects as well.
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4.4.4 OMP Staffing 

WBEC has clearly stated supplemental ONAREP staffing needs in 

a letter to ONAREP on 10 March 86 (see Attachment "F"). The 

evaluation team encourages the assignment of the additional 

construction supervision personnel in accordance with the WBEC 

letter. 

4.5 Training
 

As indicated in Section 3.4, the training component of the 

project got off to a poor start during the first year. At this 

time, however# good progress is being made by both WBEC and
 

ONAREP to improve this component of the project. A very
 

ambitious training program (see Attachments C and D) has been
 

proposed for 1986. It will be important to monitor the
 

implementation of this plan carefully during the coming year to 

be sure that it is effectively being transferred from paper to 

practice. Items requiring additional attention at this time are
 

discussed below.
 

4.5.1 Internships
 

The evaluation team believes that the internship-portion of
 

the training program poses the most intractable challenges at
 

this point in time. Actual activity has greatly lagged behind
 

projected activity in this category of training to date, with
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only one internship firmly in place (although tentative
 

arrangements exist for 2-3 others). WBEC appears to be having
 

difficulty assembling a portfolio of good solid internship
 

opportunities. This process has also been hampered by some
 

uncertainties regarding the availability of individual ONAREP
 

staff for the program. We recommend that AID carefully monitor
 

the progress of the internship program. If solid improvements 

are not realized within six months, AID may wish to consider 

transferring this component of the program to another contractor 

which is more e.perienced in the implementation of such programs. 

4.5.2. Short-tern Training
 

WBEC and ONAREP should review the programs of IIE for 

possible inclusion in upcoming training schedules.
 

4.5.3. Academic Programs
 

Section 3.4 also indicates that three of the four Masters'
 

degree candidacies proposed for the project remain unfilled.
 

During our meetings, ONAREP suggested that possible candidates
 

with good English language fluency are currently being, or have
 

recently been laid off due to reductions-in-force within the Oil
 

Shale Division of ONAREP. These individuals could be candidates
 

for long-term training without drawing off other critical staff.
 

We see no problem with accepting such candidates, provided that
 

(1) the language levels are acceptable, or can be developed to be
 

so within the remaining time available, (2) previous academic and
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job performance indicate that those candidates in fact have
 

management potential, and (3) that the areas of study will
 

conform to those originally proposed in the Project Agreement
 

(i.e., two in areas relating to business and management).
 

Ideally, it would be mutually beneficial if (4) ONAREP could
 

guarantee employment positions upon graduation, and candidates
 

would obligate to work for ONAREP for a suitable period after
 

graduation, but these conditions may not be possible at this
 

time.
 

4.5.3 On-the-Job Training
 

On-the-job training currently occurs very informally on the
 

project. If operational roles are to be continued, it is
 

important that they be consciously broadened and supplemented as
 

suggested in Section 3.4.7 and 4.2. One of those suggestions
 

addressed the need for a more explicit, structurvd approach to
 

on-the-job training. This will require clear definition of
 

operational roles, establishment of goals and objectives for OJT
 

mastery of the tasks and responsibilities of each position, and
 

methods for evaluating the effectiveness of the OJT activities.
 

4.6 Relationship of the AID Effort to World Bank Effort
 

AID officials and AID documents (e.g. AID, April 84, p. 11

12) frequently stress the goal that the AID Conventional Energy
 

Management and Training Project be "complimentary to, and non
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duplicative of, the World Bank program" at ONAREP. The AID/
 

Morocco Grant Project Paper (AID, April 84, p.12) emphasizes an 

important distinction between the World Bank funded activity and 

the AID grant in the section abgLtLf&t=tL& U Lal. xtuni Zaag 

'=a. otilti 1wuildjn: While the Bank's loans are focused on 

the appraisal of the Essaouira basin and the possible development 

of the Meskala gas discovery, AID's effort will strengthen the
 

organizational structure of ONAREP and improve overall management
 

of ONAREP. AID's funding will complement IBRD (World Aank)
 

policy to encourage ONAREP to develop full partnerships with
 

private oil companies and financial institutions.'
 

It is evident that the existing AID project has a
 

significant operational focus which, while very valuable to
 

ONAREP's current internal operational needs, will need to be
 

tempered with a more explicit focus on broader "long term
 

institutional-building" function if AID wishes to clearly
 

ma.ntain clearly the conceptual distinction described above
 

between its own effort and the World Bank effort. USAID and
 

ONAREP relations with the World Bank need to be revitalized.
 

Coordination should not decline just because of the Meskala
 

reserve reports. Cooperation on the model project and other
 

aspects of ONAREP development are likely.
 

Suggestions for accomplishing ONAREP's institutional
 

development and the private sector dimension of AID's interests
 

are contained in sections 4.2 and 4.3 of this report. 
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4.7 AID Oversight of the Project
 

AID's oversight of the project is adequate for maintenance 

of the project on its existing trajectory, and for micro 

adjustments to that course. AID oversight is now on track and 

continues to improve. However, if AID wishes to reshape the 

project significantly, or to actively assert those AID goals 

which would entail changes in the existing roles of the WBEC 

staff within ONAREP, then a stronger and more determined project 

oversight role will be required by AID. 
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5.0 Su ary of Recomendations 

The following summary of recommendations concisely states 

the actions to be taken to improve the project, the agency or 

agencies (in parentheses) that would seem to have most direct
 

responsibility for implementing each recommendation, and
 

reference to the section(s) of the evaluation report which
 

discuss the background.
 

5.1. 	Staffing Changes
 

o 	 Exter,. Sullivan to end of project (WBEC, USAID).
 

3.2.1., 4.4.2
 

o 	 Extend Connor six months (WBEC, USAID). 3.2.1, 4.4.3.
 

o 	 Specify Bhattacharjae's contract end date (USAID)
 

o 	 Add two explorationists, one to replace Mr. Curie as
 

per his suggestion (WBEC, USAID). 3.2..1, 4.4.3. 

o 	 Review budget and conrder adding a short-term surface
 

facilities development inspector (WBEC, USAID). 4.4.3.
 

o 	 ONAREP add construction supervision personnel (ONAREP).
 

4.4.4.
 

o 	 ONAREP acknowledge USAID's need to broaden operational
 

focus of the pruject; USAID more effectively assert
 

these goals through the remainder of the project
 

(all). 4,1.2, 4.2, 4.7.
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5.2. 	 WBBC Some Office Support 

o 	 Increase activities in provision of internships, 

through WBEC or subcontractor (WBEC); USAID to closely 

super-vise. 3.4.4, 4.5.1. 

5.3 Training 

o 	 Maintain high priority in English larguage train'ing 

(all). 3.4.1. 

o 	 Consider economics/management candidates suggested by
 

Mr. Douieb for academic training; activate remaining
 

Master's degree slot for geological sciences (ONAREP, 

USAID). 3.4.6, 4.5.3. 

o 	 Revitalize relations with IIE in planning (and possibly 

implementing) short-term training programs and/or 

academic program logistical support and/or internships 

(all). 3.4.5, 4.5.2. 

o 	 Integrate more structure into on-the-job training
 

(WBEC). 3.4.7, 4.2, 4.5.3. 

o Solidify internship arrangements (all). 3.4.4, 4.5.1. 

5.4. 	Project Re-Focus
 

o 	 Develop new focus for the project in response to
 

changing circumstances and first year's experience 

(all). 4.1, 4.2, 4.3. 
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o 	 AID/USAID review and clarify goals; establish consensus
 

on goals among executive and project staff (USAID).
 

4.1.3, 4.2. 

o Increase visibility of project and participating
 

agencies (all). 3.2, 4.1. 

o Build activity on areas of common interest between
 

ONAREP and AID (ONAREP, USAID). 4.1, 4.2, 4.3. 

o Revitalize relations with World Bank (USAID). 3.6, 

4.6.
 

o 	 ONAREP acknowledge priorities of finite term project 

needs and reduce time for decision-making and 

administrative processing (ONAREP). 3.2. 

5.5. 	Model Project Concept 

o 	 Develop model project focus around joint venture 

promotion, rela.ed to exploration and geophysical 

activities (all). 4.2, 4.3, 4.5, 3.4.7. 

o 	 Improve data gathering and reporting techniques 

(ONAREP; WBEC assistance). 3.7, 4.3. 
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• M. Douteb, Director General
 

* M. Benjelloun, Chief of Human Resources Division 

* M. Moubsine, Assistant Director, Petroleum Participants
 
Division
 

M. Isfahoun, Chief of the Studies and Planning
 
Division
 

A. Benazzouz, Chief of the Audits and Methods Division
 

A. Alem, Director of Exploration
 

A. Demnati, Chief of the Geophysical Division
 

M. . Kenzaoui, Director of Production
 

M. Bennis, Chief of Development and Production Division
 

A. Harraj, Chief of the Production Department
 

K. Oudghiri, Chief of the Development and Exploration
 
Department
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* A. Khatib, Chie,
 

• G. Currie, Fina
 

S. Munro, Regioi
 

• S. Bhattacharjei
 

T. Connor, Surfi
 

• D. Sullivan, Jo
 

J. Linnard, Adm
 



* J. Duffy, Petroleum Consulting Division 
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S. Ebbin, Director
 

* R. Gordon, Project Coordinator 

* R.C. Chase, Director of Mission 

* S. Klein, Chief, Energy and Natural Resources Office 

* R.A. Kahn, Project Officer 

* S.A. Lewis, Project Officer 

M. Bidaoui, Training Officer
 

* R. Thompson, Project Evaluation Officer 

R. El Alouane, Short-Term Training Officer
 

U. Ernst# Economist, Program Division
 

D. Tsitos, Regional Housing and Urban Development
 
Office
 

R. Ichord, Director, Energy Office, Asia and Near East
 
Bureau
 

S.Schweitzer, Renewable Energy Advisor
 

* C. Coleman, Project Officer, Asia and Near East Bureau 

S. Pines, Project Evaluation Officer, Asia and Near
 
East Bureau
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I. Zurayk, Project bfficer, Energy Department 

S. Rouaiz, Geologist, Energy Department 

N. Sherbing, Energy Department 
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P. L. Vigano, President 
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Appendix III
 

Nature of WBEC Team gmhers' Work
 

A study of the WBEC Quarterly Reports and interviews with both ONAREP and
 

WBEC personnel have given a good understanding of the work being performed by
 

the team members.
 

The Regional Geologist, Hr. Hunro, and the Geophysicist Hr. Bhattacharjes,
 

are working as senior exploptionists assigned to the Zone Nord In adjoining
 

areas. They are doing conventional exploration work such as planning
 

sism#c work, compiling geological and eophysical data, interpreting
 

selsoic data, examining well logs, etc.. There are plans for then to work
 

on a draft promotion report for their area of interest, and this will be used
 

by the Participation Division to prepare a final promotion report.
 

The two explorationists are assisted by two ONAREP employees, a geologiaL
 

and a geophysicist, and these two personnel are trained through on-the-job
 

instructions and assistance by the WBEC explorationists.
 

The contacts with their counterparts (formerly Hr. Rouwane and Hr.
 

Demnati) are not al frequent as desirable due to the Team tembers being in a
 

separate building from thier counterpart.
 

The two exploratlonists have given some advice on exploration matters, but
 

essentially they are functioning or operational employees of ONAREP/
 

The Surface Facilities Engineer, Hr. Conncr, is also in an operational
 



mode on a specific project, the Meskals gas project. Technology transfer
 

occurs through on-the-job contactd with his counterpart and other ONAREP
 

engineers.
 

The Joint Ventures Promotion Specialist, Hr. Sullivan, has well-defined 

duties - the preparation of promotional packages and participation in 

promotional trips. His duties could be described as an effective combination, 

both advisory and operational. Technology transfer Is through on-the-job
 

contacts.
 

Mr. Ehatib, the Chief of Party and Reservoir Engineer, handles the WBEC
 

administration, com 1i ation of qudterly reports and workplans, etc.. His 

technical work consists of some reservorlrand ose advisory work such as 

advice on engineering computer programs and help in ordering them. 

Hr. C/rrie, the Senior Planning Advisor, gives advice and does financial
 

analyses,on the ONAREP 1986-1990 Development Plan, makes analyses of the
 

annual budget and operating plan, etc.. Hr. ClKrle's work is probably the
 

most advisory and the least operational of all the team members.
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ACHIEVEMENTS OF WBEC TEAM
 
USAID TECHNICAL ASSISTANCE CONTRACT TO ONAREP
 

PLANNING
 

The preceding technical assistance team developed a useful
 
format for ONAREP's five-year development plan. The 
WBEC
 
Planning Advisor has been primarily concerned with:
 

A) 	 The substance of the plan, insuring it 
is a meaningful
 
representation 
 of ONAREP's technical and financial
 
capability and,
 

B) 	 Development of the planning process 
 as a means of
 
coordination of the various activities of ONAREP.
 

To these ends, the Planning Advisor directly, and indirectly
 
through his counterpart, has:
 

1. 	 Analyzed trends in ONAREP performance of geophysical survey 
and drilling activities.
 

2. 	 Begun to incorporate historical data in the plan.
 

3. 	 Secured a comprehensive representation in the plan of
 
exploration activity by partners in concessions.
 

4. 	 Identified 
changes in the oil industry environment and
 
recommended change in policy vis-a-vis partners.
 

5. 	 Secured recognition in the plan of variances in assumptions
 
and of the variance inherent in exploration activity.
 

6. 	 Implemented the plan thzough the annual budget.
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Improved the coordination of promotion of foreign
 
participation with ONAREP's exploration activity.
 

8. Designed a system to monitor implementation of the plan
 
through quarterly reports of performance against plan.
 

MANAGEMENT
 

1. Human Resources. 
 Short-term advisor established a career
 
development system in the context of personnel performance
 
management system, the 
first of its kind in Morocco:
 
procedures, documentation, matrix of training needs. 
 Pilot
 
project covered professional cadres in Exploration,
 
Production, 
Promotion of Petroleum Participation, to be
 
extended by ONAREP to all other professional cadres.
 

2. Internal Audit and Methods. Short-term advisor assisted in
 
defining role of new department, recommended: staffing and
 
training, concentration of activities 
 on operations
 
analysis, development of formal procedures for management
 
of inventories and administration/technical control 
of
 
contracts with service z-ompanies.
 

JOINT-VENTURE PROMOTION
 

The joint-venture promotion specialist 
has assisted ONAREP in
 
attracting exploration partners 
by invitations, presentations,
 
visits and promotion reports. This effort 
has resulted in
 
contracts/conventions with 
four companies, viz. BHP Petroleum,
 
Marex, Pennzoil and Esso Petroleum. He also played a large role
 
in preparing the terms of reference in the RFP for the study of
 
the petroleum potential of the South Atlas Basins.
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EXPLORATION
 

The Regional Geologist and Geophysicist, working with the Chief
 
of Secteur Nord and two junior ONAREP geologists:
 

1. 	 Monitored the acquisition and processing of the 1985
 
Aknoul seismic survey, interpreted the seismic and wrote an
 

exploration report.
 

2. 	 Designed regional seismic surveys to be run in 1986,
 

following leads identified in 1985.
 

3. 	 Identified new play concepts in the pre-Rif Rides area.
 

4. 	 Selected topics and presenters for four three-day
 
geological seminars; three of these already held.
 

5. 	 Pointed out quality deficiencies in the acquisition and
 

processing of seismic data.
 

6. 	 Designed a program to test the processing parameters for
 

use by the seismic contractor.
 

7. 	 Reviewed the seismic data of Tissa-Taza, Aknoul, Guercif
 
and Hauts Plateaux. Currently re-interpreting the Tissa
 

area.
 

8. 	 Prepared a two-year program for a methodical, detailed
 
study of the Secteur Nord to generate promotion reports and
 
drilling prospects.
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1. 	 Development of Meskala 
 project from preparation of
 
conceptual design 
to current status of contract award and
 
contractor supervision.
 

2. 	 Contract preparation and construction supervision for
 
extension of existing P/L to
system supply gas to new
 
customers. 
 (This work currently in construction phase.)
 

3. 	 Preparation of conceptual design and project scope of work
 
for development of Oulad Youssef field. 
 (This project
 
currently entering material procurement phase.)
 

Also 	assisted in identifying 
and using different engineering
 
tools for normal department and plant operation. 
 (This is a
 
very slow and continuing process.) 
 These tools include computer
 
simulations, vendor contacts, reference books, and 
indexed file
 
systems.
 

TEAM EFFORT
 

The WBEC advisors, working as a team, have:
 

1. 	 Provided on-the-job training 
to their ONAREP counterparts 
and recommended various forms of training for about 35 
participants. 

2. 
 Challenged the exploration and drilling programs of ONAREP
 
so that these major items of expenditure are properly
 
justified.
 

3. 	 Proposed the formation of an interdisciplinary ONAREP/WBEC
 
team 
to conduct risk analysis (both geologic and economic)
 
studies 
to rank the attractiveness 
of various drillinc
 
prospects.
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1. 	 Development of Meskala project from 
 preparation of
 
conceptual design 
to current status of contract award and
 
contractor supervision.
 

2. 	 Contract preparation and construction supervision for
 
extension of existing P/L system to supply gas to 
new
 
customers. 
 (This 	work currently in construction phase.)
 

3. 	 Preparation of conceptual design and project scope of work
 
for development of Oulad Youssef field. (This project
 
currently entering material procurement phase.)
 

Also 	assisted in identifying 
and using different engineering
 
tools for normal department and plant operation. (This is a
 
very slow and continuing process.) 
 These tools include computer
 
simulations, vendor contacts, reference books, and indexed file
 
systems.
 

TEAM 	EFFORT
 

The WBEC advisors, working as a team, have:
 

1. 	 Provided on-the-job training to their 
ONAREP counterparts
 
and recommended various forms 
of training for about 35
 
participants.
 

2. 	 Challenged the exploration and drilling programs of ONAREP
 
so that these major items of expenditure are properly
 
justified.
 

3. 	 Proposed the formation of an interdisciplinary ONAREP/WBEC
 
team to conduct risk analysis (both geologic and economic)
 
studies to rank the attractiveness of various drillinc
 
prospects.
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NXUawm Brodiers 	 585500 

4. 	 Contributed to ONAREP's technical library and acquired 

computer software and office equipment. 

AKK:bw
 

April 11, 1986
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Attachment B
 

STATUS OF SHORT-TERM TRAINING UNDER PROJECT 0176
 

l.EL MORABET Abdelhak 


Head of the Prospects Analysis 


Department, dNAREP 


2.BFNNIS Mohamed
 
Chief,Production Division,ONAREP 


3.BENJELLOUN Mohamed 

Deputy ChiefAdministrative Div. 

O ,AREP 

4.ALAMI MECHICHE 


Chief,Contracts HNGT Department 


ONAREP.
 

5. BENABDELLAH 
Deputy Admtnistrator,ONAREP 


f'.EL KERDOUDI Jaafar 


Engineer,in chrage of Promotion 


ONA/REP 


UNITAR Conf.(Small 


Oil&Cas resources) 


NormanOklahoma
 

July 24-August 6,84
 

As Petroleum NNGT 


August 19-Nov.30,84 


IDLI Seminar 


Feb 10-23,85 


Denver Colorado 


"Promoting investment" 


May 1-July 26,85
 

Persoz 
Mo~th, 

Completed 

Non-funded PIO/P(IIE) 0.5 pI 

0.5 pi 

Completed 

Non-funded PIO/P 3.5 p: 

(IE) 

0176-1-40039 0.5 p. 

Completed 

0. 5 p 

Non-Funded PIO/P 

0176-1-40068(IIE) 3.0 p 



7 .Noureddine CHRAIB! 

ChlefGeneral HNGT Department 
ONAREP 


8.Mohamed ISMAILI
 

ChiefPublic Relations Division
 

ONAREP
 

9.NAHIh Mohamed 


Geophysicist 


ONAREP 


10.AUHARRAJ 


C'ief.Production Department 


ONAREp 


11.ZENASNI Mohamed 


Chief,NCT Department 


ONAREP 


12.BENAZZOU A. 
Chief.Accounting Department
 

ONAREp
 

Development HNCTSemInar 0176-1-4001.3 
Pittsburgh Universty Completed
 
June 17-August 19,85
 

Vibrosels Exploration 0176-1-40052 
(IHRDC) 

(WaS)Non-funded 
Paris,France Feb.13-15 Completed 

US Industry internship 
 n176-14 00 94

WBSEngineering Co 
 (WBS)Non-funded
 

June 8-July 16,1985 
 Completed
 

Development MNCTSeminar 0176-1-40164
 
Pittsburgh University 
 Tn Process
 
June-August 1986
 



13.LAHLOU H.Nalib
 

ChiefPurchase Department
 

ONAREP
 

14.HASSOUNI A. 

Chief,Personnel HNGT Depart. 

ONAREP 

l5.HANQACn Utility&Industry Ener- CETP (lIE) 
EngineerONE gy coLservation May 1-

June 27,86 



Attachment C
 

PROPOSED TRAINING PROGRAM
 
IN USA - 1986
 

1.0 INTERNSHIPS
 

1.1 Exploration
 

Internship of 4-6 department or sector chiefs with exploration
 
divisions of US oil companlea in the US or other countries, for
 
a period of about three months. Internship to follow (or be in
 
conjunction with) participation in relevent AAPG seminar(s).
 

The program should ideally include:
 

- How to prepare exploration plan and budget, implement and
 
follow.
 

- How to manage exploration teams (human resources).
 

- How to prepare exploration programs and results of such
 
programs.
 

- Special orientation for each participant to complement his
 
experience in geophysics, subsurface methods and basin
 
analysis.
 

If the company has an in-house integratad program in exploration
 
or exploration management, it may be suitable for some
 
participants.
 

These internships, requested by ONAREP, may prove to be the most
 
difficult to arrange, as oil companies are generally reluctant
 
to share with outsiders proprietory exploration information.
 
Companies that may agree are those with exploration programs in
 
Morocco. We a art d by contacting Amoco and Esso.
 

1.2 Drilling Control
 

Internship of six drilling engineers and geologists with
 
Technical Drilling Services (TDS) in Oklahoma City, for a period
 
of about two months'. The program will consist of practical
 
training in pre-well planning, drilling and completion
 
operations and post-well analysis. Details are given in our
 
letter of 2 November to Mr. Morabet.
 

TDS have proposed to analyze the records of several ONAREP Wells
 
and to use the reports they generate from them for pre-well
 
planning to drill wells efficiently and with a minimum of
 
problems. As ONAREP's well records are in French, the assignment
 
of the first participant(s) will be to work with TDS to extract
 
the information they need. We have proposed to TDS the following
 
program sequence, vhich they have agreed to (telex dated
 
14 November).
 



- ONAREP send a drilling engineer and ologilt tto TDS for . 
training and to anslate well records. 4
 

- TDS analyze ONAREP well iecords and give seminar on well
 

control in Rabat.
 

-NR nd four en~gineers to TDS, two at a time.
 

and J ayave been proposed to go first. Both need
 
TairJyIttenie gEsh 
 n the required level 

1.3 Project Control
 

Internship of two engineers with WBEC, Tulsa for about 6 weeks.
 
Both field and office work is envisaged. These possible
 
assignments are the result of interest 
expressed during the
 
Project Control Seminar going on now.
 

2.0 COURSES AND SEMINARS
 

All five WBEC resident advibors have discussed the training

needs of the divisions where they work, with their counterparts,
 
divisional chiefs, etc. The following courses 
and seminars are
 
proposed as a results of these discussions.
 

2.1 Direction Production
 

o English language training (at least 6 hrs per week).
 

o 2-week visit to U.S. oil companies to observe coordination
 
between heed office and field, contract supervision, and other
 
aspects of industry management.
 

2.1.2 ,9,Mi
 

o Seminar of 3-6 weeks in a suitable management seminar, to be
 
selected by MM. Bennis, Benjelloun an Currie. None of courses
 
we have description of appear very relevant.
 

2.1.3--.jrra
 

o Working assignment in reservoir simulation, 6-8 weeks with a"
 
firm specializing in reservoir simulation studies.
 

o Possible management course, or M.S. Program in business AA 

administration in 1987. 

2.1.4 0. Chhaibi
 

o M. Chlihatbi is attending the reservoir engineering modtile of
 
the ENSPM in Rueil-Halmaison, France, in Sept-Dec 1985*.
 

* Arranged directly by ONAREP. c.,A'S'2" QI 



o English language training (at least 6 hr. par week). 

o Internship in the United States in well testing, workovers, 
completion and reservoir'engineering in late 1986 or early
 
1987.
 

2.1.5 ____ _i 

Internship in well-test analysis, possibly with AMOCO, plus#
 
one of the following courses:
 

o Well Testing. HK Van Poolen.
 
1 week. (HKV 123, p.154).
 

o Well Testing. Scientific Software, Denver, Colo.
 
I week. (SSI 202, p; 196)
 

elTest Interpretation in Practice 4
 

Sentific Software, Denver, 
Colo
 

Iweek. (SS1 210, p.196).
 

2.1.6 . Oudgiri-9
 

o Project control internship with WBEC, Tulsa for vix weeks.
 

o Possible management course, or H.S. program in business
 
administration in 1987.
 

o Hr. Sellami will attend a 3-week course in pipeline operation
 
and construction.in Francq!)
 

7
 
o Project control internship with WBEC, Tulsa for six weeks.) t

2.1.8 B. Ouardi
 

o In 1986 (6 oct-12 Dec) M. Ouardi will attend the production
 
module of the ENSPM in Pau, France. Any additional training
 
under USAID/WBEC contract (e.g. internship in well-testing and
 
completion) will postponed until 1987.
 

2.1.9 M.Ben Slimane
 

o English language training.
 

o Internship with Elf-Aquitaine in gas-plant and pipeline -.
 

operation in France, to be arranged directly by ONAREP" !
 

Pogssible UStra n
 

*Arranged directly by ONAREP.
 

-3
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2.3 DIRECTION DES PARTICIPATIONS PETROLIERES
 

2.3.1 M. Mouisine
 

One of following:
 

o Seminar "International Petroleum Agreement Negotiation".
 
International Law Institute.
 
3 weeks, June 1986.
 

o Promoting Investment in Indigenous Oil Exploration and
 
Development.
 
Oil and Gas Consultants, International.
 
12 weeks, Summer 1986 in Denver, Colorado.
 

2.3.2 A. Mechiche
 

One of following:
 

o Negotiating, Managing and Controlling Joint Interest Ventures
 
for Ofrshore Operations.
 
College of Petroleum Studies, Oxford, England (CPS 121,
 
p.123).
 

o Contracts Used in Oil and Gas Operations.
 
Institute for Energy Development.
 
March 17-20, 1984 Houston; Sept 29-Oct 2, 1986 Denver.
 

2.3.3 H. Benabdellah
 

o English language training.
 

o Oil and Gas Law. Contracts used in Oil and Gas Operations,
 
Institute fo7 Energy Development (lED).
 

o Principles of the Oil and Gas Lease (IED 144, 145, 146,
 
p.161).
 

2.3.4 M. El Kerdoudi
 

o On-the-job training by D.A. Sulli"
 

o Exploration Management, Risk analysis and Prospect Evaluation.
 
Oil and Gas Consultants International.
 
I week (OGC 209, p. 174).
 

If about the same time as one of the following:
 

o Seminar on Negotiating International Petroleum Agreements.
 
International Law Institute, June 1986.
 

o Promoting Investment in Indigenous Oil Exploration and
 
Development.
 
12 weeks. Summer, 1986.
 

-5



2.3.5 H. Taseb 

jP 
o Conventional Energy Training Project Course in Applied 

etroleum Exploration and Production Technology. 
May 7-August 29, 1986. 

Or two courses of following: 

o AAPG Petroleum Exploration Course. 
Tulsa University. 
Hay 12-21. 

o AAPG Stratigraphic Interpretation of Selsmic Data (with 
application to hydrocarbon, c.3se histories). 
I week. Or similar course conducted by Geoquest. 

o Seismic Interpretation. 
Institute for Energy Development. 
1 week. March 17-21 Houston; June 9-13. 1986; Nov 10-14 New 
Orleans. 

o AAPG Prospect Evaluation. 
1 week. 

2.3.5 M.Debbah j 

Seminar on Negotiating International Petroleum Agreements. 
Int. Law Inst. 
3 weeks. June 1986.'* 

2.4 DIVISION PLANIFICATION 

2.4.1 H. Isfahoun 

o Internship Apr/Kay 1986 in the planning division of a 
major exploration company. 
WBEC, Tulsa is in the process of arranging this. 

One of the following courses: 

o Economic Evaluation and Investment Decision Methods. 
Colorado School of Hines. 
Dec 1-15, 1985 (CSH 101, p. 123). 

o Evaluating, Financing and Managing Large Capital Projects in 
the Oil and Gas Industry. 
College of Petroleum Studies, Oxford, England (CPS 203, 
p 146). 

2.5 DIVISION D'AUDIT ET METHODES 

2.5.1 H. Ben Azzouz 

o Intensive English language training (20 hours per week)- in two 
months preceding internship. 

-6



o InternshJp, May 1986, vIth a wmjor oil American company, to
 
observe the internul nudit syutemn used vith a viev to
 
applying them at ONAREP.
 
Estimated duration: 6 Veeks.
 



o Internnhip. May 1986, vith a major oil American company, to
 
observe the Internnl audit systemn used with a view to
 
applying them at ONAREP.
 
Estimated duration: 6 weeks.
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Attachment E
 

Page No. I 
02129196
 

LIST OF CETF PARTICIPANTS FFOWwROrCo
 

NAME ENFLOvEg TFAININS SITE NOMINATION CALL FORWARD GF4DUATE 

to COUNTRY MOROCCO 
ACHNIN, HuDou 
ALEM, BACHIR 
AZAM, IOHAMAED 
DELARBI, MOSTAFA 
BENJELLOUN, NOHAMED 

01NAFEF 

OPAREF 
ONAREF 

ICS 
ULIJ:N1WN 
uNt:NDWAI 
IPCS 
PDL 

/ / 
/ I 

I I 
I / 

10/0i83 
/ / 

/ / 
10102/83 
08120/34 

/ 

/ / 

/ 
/ / 

I1/3C/84 
DENNIS, MOHAMED AZDINE 
POUHADDI, MOHAMED 
BOVIIARE, ABDESHEM 
CHAARAT, FATIMA 
CHHAII, OHAR 
DARB9, RACHID 
DAKKI, NOHAMED 
EL NORABET7, ADDELrHALEK 

ONAREP 
ONAREF 
ONAREP 
ONAREP 
ONARSEP 

ONAREP 
ONAREF 

UNITAR 
U.ALABAMA 
IPCS 
IPES 
JPCS 
UNENOKo 
IPCS 
UNITAR 

I I 
/ I 
I / 
/ I 
1 / 
I / 
I/ 
I / 

07/25/e4 
03/24142 
10/02/83 
04/10/83 
10/02/83 
I / 

10102183 
07/25/B4 

08/0618= 
02/10/87 

/ I 
08127/83 

/ 
! / 
/ / 

08106/84 
ELAMEL, i.AHOEN 
ELKOULAI I,JAAFAR 
HAFID, NOHAMAD 
HAID, NOHAMED 
HARRAJ, ALl 

ONAREF 
ONAREP 
ONAREP 
ONAREP 
O1AREP 

IFCS 
OCI 
U.SOUTH CAROLINA 
IPCS 
IPCS 

/ / 
01/11/95 
I I 
/ / 
/ / 

10/02/93 
04/13/05 
0/061ll 
04/10/83 
10/02/93 

i / 
07/27/8 
01105/67 
02/27/67 
/ / 

IBENBRAHIM, AOMAR 
IDPISSI, MOHAMED 
IRADUI, ABDERRAHIM 
JABOUR, HADDOU 
JABOUR, HADDOU 
KORACHI-ALAUI, AHMED 
NARSIL, AHMED 

GINAREP 

ONARFP 
S.R.P.M. 
ONAREP 
ONAREF 

U.T.F.P. 
IFES 
IPCS 
IPCS 
U. S. CAROLIIA 
U.ALABAMA 
ADL 

/ / 
I / 

01114/84 
/ / 
I / 
I 
/ / 

1218/82 
04122194 
/ / 

04/101/6 
09)01/2j 
08/21/82 
08/15/82 

02/16/85 
09i14/84 
i / 

08/27/8 
(6/14/85 
12/22/84 
12i17/: 

MOHAMED, IAKOR 
MOUATASSIN, MOHAMED 

ONAFEP 
OIAREF 

TVAITP 
IPES 

/ 1 
I I 

07i0/65 
10/02/83 

09!1E!9 
/ / 

HOUHSINE, H'DAREK AL] 
DUARDI, BOUZEKRI 
OUDGHIRI, KHALID 
SELLA41I, HAMMADI 
TAID, HAHOUD 

OUAPEF 
ONAJ.EP 
ONAREP 
ONAREP (DIR.PRODUCTIDN DIV; 

ADL 
IFES 
0CI 
IFCS 
IFCS 

I I 
/ / 
I / 
/ I 
I 

08/15/82 
04122/84 
04/"085 
04122/84 

I /I 

1'/17/82 
09/i4/4 
i / 

07/14/84 
I 

TOTO7, EL APBI 
YAHYA, ABDEL HAMID 
ZEPDI, SAID 
1121, KAHMOUD 

ONIAREP 
ONAREF/ERPH 
SAM!R 
01AREP/BRPM 

IPCS 
IFC! 
ADL 
IPCS 

/ I 
I / 
/ / 
I / 

04/10/ES 
0712512 

/ 
04110/93 

02'27/" 
02/09583 
/II 

08/27/13 



In the area of construction supervision. MM. Benslimane and Guendili
 
are almost fully occupied with field supervision of UIM. In spite of
 
their good work, control of construction quality is a serious
 
problem. This is due primarily to the contractor's lack of
 

familiarity with internationally recognized procedures and quality
 
standards for pipeline construction. The problem of construction
 

supervision will probably increase with the start of plant
 
construction and installation of high pressure flowlines.
 

With your agreement and USAID'a al~proval, Williams Brothers will try
 
to arrange for a French-speak:Lng, short term (- 6-8 months)
 

construction advisor to assist ir,field management during execution
 
of the main Meskala contract. In the meantime, ONAREP should
 

investigate other possible sources of experienced construction
 

supervision assistance and obtain additional personnel to work with
 

the Williams Brothers advisor or to fill the position of Chief
 

Inspector in the event that Williams Brothers cannot locate a
 

suitable French-speaking candidate.
 

We believe that the above staff adjustments are necessary if the
 

Department of Development and Exploitation is to fulfill its near
 

term responsibilities. They are also necessary if ONAREP is to
 

achieve the effective on-the-job training needed for its long-term
 
gas production and processing operations.
 

Yours Sincerely,
 

WILLIAMS BROTHERS ENGINEERING COMPANY
 

A. K. Khatib
 

Chief of Party
 

TEC : AKK:fi
 

cc. MM. Bennis/Oudghlri
 
Douieb/Benjelloun
 

R. Kahn, USAID.
 
M. Hill, WBEC, Tulsa
 



Meeting with Hr. Douieb 	 March 14, 1986
 

DISCUSSION POINTS
 

* 	 The Evaluation is still in Progress. Draft report due on 3-17-86.
 
Final Report due mid to late April. Points presented below are
 
tentative and will be subject to further analysis and possible change.
 

* 	 Overall, the project has contributed positively to ONAREP. The points
 
made below are to be viewed in the light or a generally successful
 
project.
 

* 	 During the first year, special problem areas included staff turnover
 
and training.
 

0 These problems have been addressed and largely overcome.
 
-WBEC staff now functioning near full capacity; st.aff changes
 

recommended by ONAREP largely implemented.
 
-Plans are in place for ambitious training program for 1986;
 

it is important that the plan be realized.
 

0 External factors impacting the project include:
 
-Meakala disappointment
 
-Oil Price Change
 

e 	 Tension between operation roles vrs long-term institution building
 
functions exists.
 

0 	 We have identified suggestions for ways for resolving the different
 
emphasis between AID and ONAREP:
 

-Tried to meet needs of both organizations
 
-Broaden existing operational roles (do not abandon them)
 
-Develop model project focus around joint venture promotion and
 

related exploration and geophysical activity.
 

# Staffing changes to accomplish above
 
-Extend Sullivan to end of project.
 
-Add two explorationists (one to replace Mr. Currie, per his
 

suggestion)
 

6 Other Staff Changes
 
-Extend Connor 6 months
 
-Consider adding short term surface facilities deve-lopment
 

inspector.
 

e 	 ONAREP acknowledge AID's need to broaden operational focus of the
 
project; AID more actively assert these goals during remainder of
 
the project.
 

(IX
 



ONAREP Debriefing Meeting
 

A one-hour meeting was held at the office of Mr. Douieb, General Director
 

of ONAREP, on the afternoon of 14 March 1986. In attendance were the
 

following:
 

ONAREP
 

M. Douieb, General DIrector
 

M. Mouhsine, Adjoint Director, Petroleum Participation DIvision
 

A. Alem, Director of Exploration Division
 

M. Kenzaoui, DIrector of Production Divieion
 

M. Benjelloun, Chief of Human Resources Division
 

USAID
 

D. Richardson
 

F.W. Bohanan
 

After Mr. Douieb's welcoming remarks, Mr. Richardson thanked the ONAREP
 

for the time and insight contributed fo' the evaluation program, and made a 15
 

minute introddtory presentation following the outline of the attached
 

Discussion Points, and then summarized the tentative conclusions of the
 

Evaluation Team. During the following question and answer discussion, Mr.
 

Douieb made the following points:
 

1. The planned 1986 training program is very ambitious, and it may be
 



difficult to fulfill both inside and outside Morocco due to the
 

pressure of current york,
 

Regarding the nedd to nominate master's degree candidates, Mr. Douieb
 

mentioned,the ONAREP Oil Shale Division is being cut back very
 

significantly, and that some staff from that program with good English
 

capability may be available for University (Masters degree) training
 

programs.
 

2. 	He considers the balance netween institutional building and
 

operational needs to be no major problem: both are being met through
 

"field" uork; ONAREP's greatest need is for good drilling prospects -

a big bottleneck; he feeld ONAREP's fieldwork is contributing to
 

institutional building.
 

3. 	Concerning the MOdel Project concept suggested by Mr. Richardson,
 

ONAREP is open to reshaping their vay of working and welcome detailed
 

suggestions. However, under their present organization the
 

Exploration Division works up projects and the Petroleum Participation
 

Division promotes them.
 

4. 	Agreeable to the suggested extensions of Sullivan and Connore, to the
 

addition of two explorationists (needed immediately), and to the
 

short-term assistance of a construction inspector (needed in about six
 

months for a six-month period).
 

Some time was devoted to discussing the roles of Mr. Currie, of Mr.
 

Khatieb, and to the Chief of WBEC Party duties. Mr. Richardson
 

pointed our that,Mr. CUrrie could be replaces only in the context of
 

the Model Project.and that Mr. Khatieb's time ends at the end of 1986.
 

Mr. Douieb agreed that Mr. Sullivan appears to be the logical choice
 



of Chief of Party after the departure of Mr. Khate'b. 



5. 	Hr. Douleb mentioned the financing of joint venture promotional trips 

and Hr. Richardson said -this V" 4 %Athe Model Project. 

6. 	Mr. Douleb agrees that short-term advisory as/sistance appears to be
 

very effective.
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Page 4 of 28
 

SECTION C 
WORK TTM 

C.l. ACTIVITY TO BE EVALUATED 

(a) The evaluation required under this contract 
is to
cover the Morocco Conventional Energy Management and Training
Project (608-0176) only. 
The Project Agreement (ProAg) was
signed 4/16/84 with USAID funding for $5,000,000. The Moroccan
Government contribution is $1,689,000. 
The PACD is 6/30/88.
No previous evaluations have been conducted on the current

project, although the 5/83 evaluation of the predecessor

project (936-5724) may be relevant.
 

(b) 
The project is designed to strengthen the internal
capabilities of the National Petroleum Exploration and
Development Office (ONAREP), a parastatal organization of the
Moroccan Ministry of Energy and Mines, through technical
 
assistance and training.
 

(c) 
The project is being implemented under two contracts.
The principal technical assistance (TA) contractor is Williams
Brothers Engineering Company (planned total cost: $4,002,950).
The training component of the project is provided for, in part,
through a co-funded arrangement under an AID/W (SFT/EY)
contract to the Institute of International Education (IIE) for
the Conventional Energy Training Program ([936-9997] 
- planned

total cost: $416,000).
 

C.2. PURPOSE OF TI EVALUATION
 

(a) The initial evaluation is scheduled for February 1986,
approximately 14 months after the arrival of the prime
technical assistance contractor in November/December 1984.
This is the first of two planned external evaluations.
 

(b) The purpose of the evaluation is to deter.mine the
extent to which the project's goal and specific purpose as
described in the Project Agreement and the Project Paper are
being or can be met within the remaining life of the project
(LOP). The evaluation will assess 
the continuing validity and
appropriateness of the logical framework (see Exhibit 1 of this
contract) presented in Annex B-1 of the Project Paper, ind

specifically respond to the following questions:
 

(1) Were inputs delivered on titne and in the right

amounts by all parties?
 

(2) 
What specific outputs have been generated to date?
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(3) What is the probability that the End of Project
Status (EOPS) will be achieved and, hence, the project purpose?
 
(4) Were the original logical framework assumptions
valid and complete? 
 If not, should the project design be
 

altered?
 

(5) What has happened or will happen to the target

beneficiaries?
 

C.3 BAKRON
 

(a) In April 1984, the ProAg for the Conventional Energy
Management and Training Project was signed. 
The purpose of the
project is to strengthen the internal capabilities of the
National Petroleum Exploration and Development Office (ONAREP)
to (a) apply cost-effective private sector management
principles and techniques; (b) establish ties with private
sector partners in petroleum investments; and 
(c) explore,
develop, and produce hydrocarbon resources. 
 This four-year
project has a life-of-project funding of $5,000,000.
 

(b) The project provides technical advisors who, in
collaboration with ONAREP's senior management, are toactivities in undertakethree broad areas: (a) financial and managementissues; (b) exploration design and analysis; and (c) reservoirand production engineering. 
Training for ONAREP personnel
includes graduate study, short courses and seminars,
conferences, industry internships, and specialized on-the-job
training.
 

(c) The principal TA contractor is Williams Brothers
Engineering Company. 
 Five resident advisors (Senior Planner,
Joint Venture Promotion Specialist, Regional Geologist,
Geophysicist, and Reservoir Engineer) arrived 
on schedule on or
before December 1, 1984. The Surface Facility Engineer arrived
in August The1985. contract team has experienced turnover in
the positions of Regional Geologist and Geophysicist. 
In
addition, the duties of Chief-of-Party were transferred from
the Senior Planner to the Reservoir Engineer in July 1985.
 

(d) Along with changes in key resident advisory personnel,
each of the resident advisory positions has undergone some
transformations in scope. 
Residents have been called upon by
ONAREP to assume operational functions in addition to their
advisory roles. 
 Such alterations in the original intent of
the project were agreed to by USAID at the request of ONAREP.
As a result of these changes, each resident is charged with the
task of performing in both an advisory and an operational
mode. USAID and ONARE 
are in agreement, however, that no
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resident is permitted to function in isolation without an
 
ONAREP counterpart to assure a direct transfer of skills anU
 
techniques.
 

(e) Project monitoring has proceeded on schedule with
 
regular monthly administrative meetings, quarterly steering

committee review meetings, and annual work plan reviews at the
 
steering committee level.
 

(f) The training component of the project is handled in
 
part by the principal TA contractor and in part by USAID under
 
a co-funded arrangement with the S&T/EY contractor, Institute
 
for International Education (lIE). One candidate is currently
 
enrolled in a Master's degree .program in the U.S. Two
 
in-country seminars have been conducted, one in a technical
 
field (geological science) and one in a management field
 
(project control). One ONAREP engineer participated in a U.S.
 
industry internship program. Opportunities to attend short
 
courses and conferences in the U.S. have been moderately

utilized by ONAREP personnel. English language training is
 
ongoing at the Amcrican Language Center. Two or three members
 
of the senior management have been enrolled in intensive
 
English courses; several others at various levels in the
 
organization are enrolled in the regular (3-6 hours/week)
 
courses.
 

(g) Two short-term advisors have provided technical
 
assistance to ONAREP management, one in training and human
 
resource development, and another in internal audit procedures
 
and techniques.
 

(h) The involvement of the World Bank in the project,

while on-going, has not been as significant as originally
 
envisioned due to a diminished World Bank involvement in the
 
Meskala gas project. Project activities shall be appraised in
 
this light and recommendations for future project focus should
 
take this into consideration.
 

C.4. SCOPE OF WORK
 

(a) In order to assess the progress to date in meeting the
 
project's goal and purpose as described in the Project
 
Agreement and to critically review the roles and
 
responsibilities of the TA contractor, the training contractor,

ONAREP, and USAID, the Contractor, for the consideration set
 
forth in Section B of this contract, shall provide a team which
 
shall evaluate and address the following items:
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(1) Financial and Management Activities
 

(A) Improvements in ONAREP's operational
procedures, planning and organization since the start of the
project that reflect the efforts of the Senior Financial
Management/Planning Advisor.
 

(B) Establishment of an internal audit
capability responsive to Ministry of Energy and Mines 
(HEM) an,
Ministry of Finance (MOF) needs.
 

(C) Review of procedures that will increase an
exchange of management information with ONAREP.
 

(D) 	Design and implementation of a career
development system/performance management system for ONAREP
professional personnel.
 

(E) Institution of techniques of economic
analysis which will help to espouse development projects with
satisfactory economic rates of return and to identify efficient

price structures.
 

(F) 	Progress towards the institution of a
monitoring program to quantify performance in the field on a
cost-per-unit of production basis.
 

(G) 	Examination of cost/benefits of moving to
contract drilling based on competitive bids on cost and time
 
per meter drilled.
 

(2) 	Private Financing and Joint Venture Promotion
 
Activities
 

(A) 	ONAREP's record during the project period in
attracting private-sector partners to invest and/or participate

in oil and gas exploration in Morocco.
 

(B) Role of project-funded activities or
personnel in aiding that effort.
 

(C) Institution of measures designed to promote
a favorable investment climate, including the enhancement of a
legal and contractural framework conducive to private
investment and the establishment of procedures for working with

active concessionaires.
 

(D) 	Expansion of geological data and its ready
availability to potential partners.
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(E) Improvement of promotion activities
including the preparation of terms of reference and the
preparation and presentation of technical promotion reports.
 

(3) Exploration Design and Analysis Activities
 

(A) Integration of standard risk analysis
techniques into ONAREP's exploration and appraisal proposals.
 

(B) Development of autonomous exploration teams
responsible for assessing hydrocarbon potential of a given

region.
 

(C) Improvement of technical skill levels of
ONAREP geologists and geophysicists in the Exploration
Directorate to compile and analyze existing geological maps and
seismic profiles, magnetic and gravity data, geochemical
surveys, core analysis, and well logging where drilling has

occurred.
 

(D) Establishment of computerized drilling
progress reporting system based upon data delivered from the

drilling sites.
 

(E) Assessment of data quality and
implementation of methods to improve future data acquisition

and processing.
 

(4) Reservoir and Production Engineering Activities
 
(A) Status and evolution of ONAREP's estimation


of recoverable gas reserves since the project's outset.
 
(B) Identification of the investment decisions
for gas production, distribution, and pricing ONAREP has taken
during the project period.
 

(C) Enhancement of internal capability to review
and conduct reservoir studies and estimate reservoir size, and
role of project and counterpart personnel and activities in
this effort.
 

(D) Improvement of technical skill levels of
professional personnel in the Development and Production
 
Division.
 

(E) Preparation of guidelines for performance of
well tests in a cost effective manner.
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(F) Preparation of conceptual design and cost
estimates of gas/condensate separation facilities and pipeline
for the proposed development of Hskala and neighboring Sas
 
fields.
 

(G) Development of a capacity within ONAREP to
order and stock perishable drilling supplies.
 

(5) Delivery of Technica± Services
 

(A) Extent of the principal TA contractor's home
office support of the project. Appropriateness of existing
division of labor between home and field offices in providing,
technical, administrative, and financial services.
 

(B) Usefulness and cost-effectiveness of the
engineering assistance provided by the TA contractor,
particularly the work performed on the Meskala gas project
conceptualization study and the RFP.
 

(6) Training
 

(A) Number of project-trained professionals
currently at work in ONAREP. 
Use of training received. Impact
of new knowledge and skills gained through training on ONAREP's
effectiveness, technical strength and overall progress.
Improvements or changes that should be made in either the
subjects or the length of training.
 

(B) Effectiveness of the principal contractor in
meeting ONAREP's training needs, including on-the-job
training. Effectiveness of the co-funded training contractor
in meeting ONAREP's training needs.
 

(C) Coordination of training with opportunities
provided by other donors and Joint venture partners.
 

(b) The evaluation team will address a number of factors
regarding the oil and gas industry in Morocco in the background
section of their report to help set the context for the
evaluation. 
These factors will be discussed to fix national
significance to the project effort and to establish trends
since the beginning of the project. 
The principal factors for
consideration are as 
follows:
 
(1) ONAREP's production and distribution of oil
 

and/or gas;
 

(2) ONAREP's production-based revenues;
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(3) The proportion of ONAREP-produced energy to total
 
energy consumed in Morocco; and
 

(4) Morocco's expenditure levels for imported oil and

coal.
 

C.5. METHODS AND PROCEDURES
 

(a) Duration 

(1) The evaluation shall be conducted'in three parts,

as follows:
 

(A) Part One (three days) will be conducted in
the U.S. and will include a pre-departure literature review
(PP, ProAR, contracts, Work Plan), discussions with the World
Bank, AID/W, and the home office staff of Williams Brothers
 
Engineering Company.
 

(B) Part Two 
(two weeks) will be conducted in
Morocco and will include discussions with USAID, ONAREP's
senior management and staff, and the contract resident
advisors, and will include a site visit to the Meskala gas

field.
 

(C) Part Three (three days) will be conducted in
the U.S. and will include report writing and debriefing with
AID/W and the World Bank.
 

(2) Travel to the Meskala gas project site will be by
car provided by ONAREP. 
The trip takes approximately 5-6 hours
from Rabat each way over good roads.
 

(3) The in-country component of the evaluation will
be conducted during approximately the last two weeks of

February 1986.
 

(b) Language
 

(1) Although most of ONAREP's senior management: speak
and read English, documents available in Morocco such as
ONAREP's five year Development Plan and training matrix are in
French. 
In addition, all local newspaper and magazine accounts
of ONAREP activities are in French. 
Translators are available
locally should the evaluation team require assistance in
gleaning important data from reports.
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(c) Secretarial/Word Vrocessing/Office Space
 

(1) The preparation of the draft and final evaluation
report is the responsibility of the evaluation team. 
Local
secretarial assistance is available through the Embassy
Cooperative Association, but must be requested in advance.
Bilingual secretarial assistance is less readily available.
 

(2) USAID/Rabat will make available electric
typewriters and office space. 
 Use of word processing equipment
(WANG) dvuting working hours cannot be assumed although after
hours access to this equipment can be arranged.
 

(d) Method
 

(1) The team will rely on review of file documents
and on interviews with project personnel for data collection.
Analysis will be largely qualitative as quantitative data are
limited, though some simple quantitative measurements of
progress will be possible. 
Analyses of technical, economic,
and financial aspects will be essential and will be based
largely on TA contractor and ONAREP supplied technical
 
documents.
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the ONAREP participant would assist the evaluation team to gain
 
access to relevant information, set up schedules for meetings,

and accompany the team on the field visit to the Meskala gas

project.
 

(d) The USAID/Rabat Project Manager will participate in
 
the evaluation to provide advice/guidance to the team regarding

the USAID experience and concerns to date with conventional
 
energy project activities in Morocco. The USAID/Rabat
 
representative will participate, along with the ONAREP
 
representative, in meetings with ONAREP senior staff, the TA
 
contractor's resident staff, and Government of Morocco
 
officials, and will participate in the review/comment process
 
on the draft report.
 

C.7. REPORTING REOUIREMENTS
 

Reporting requirements are set forth in Section F of this
 
contract.
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Annex 3-1
 

CONVENTIONAL INERG MANAGLENT AND TRANING 608-0176 	 AW'o(%-c-, -ov 
EYWAsm,. I 

PROX=C LOGICAL flAIVORX &&( 

NARRATIVE SULe1ARY OBJECTIVELY VEIFLAELE INDICATOR.S 

Pogram or Sector GoiL Measures of Goal Achievement:
 

a) 	Alleviate econoac/monetary SOP a) SOP accounts
 
problems 
 b) Partial displacement of


b) Provide greater domestic contribu- imported fuels vwith local fuels
 
tion to energy resource miz
 

ftolect Purpose 
 End of Prolect Status
 

luild internal capability of CHARM 1) more cost-effectiye operation,

1) to transfer cost-effective priva-e professional incentives
 

sector management principles and
 
techniques
 

2) 	to strengthen ties to potential 2) more Joint ventures, joint venture drilling
private sector partners, or divestiture .of drilling operations, pri

vate sector consumer contracts, "dounstream"3) to expl&ore, develop, produce petro- private saerites
 
leum resources.
 

3)	oII sta-f desiguing exaloration
 
progra s, managing development and
marketing Saw 
(otl)
 

utv.: 	 tMagnitude of Outputs:
&) -Accelerated
appraisal and deve- a) Minimum 1-3 onths acceleration in 
lopuent of known basins 
 appraisal activities 

b) Accelerated exploration progras b) Doukkala basin ready for ex
c) more cost-effective management ploratory dri.llng

system 
 c) lower overhead costs per ez
d) greater reliance on private market 
 ploration, development of pro

duction unit
 
d) joint ventures and contract
 

drilling
 

1.;Uts: 
 Imolementation Target;

73.0 million of U.S.T.A./trainig 
 over 370. p-a In T.A.; conzfir
1) 	$1.7 million of GOM T.A. nation reservoir 'studies. Four 

--sters; over 130 participant
months. 
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Annex B-2
 

CONVENTIONAL ENERGY MANAGEMENT AND TRAINING: 608-0176 

PROJECT LOGICAL FRAMEWORK 

.ovRTANT ASSUMPTIONS 
 MEANS OF VERIFICATION
 

a) commercial reserves are, in fact, a) tzplorition, appraisal drilling;In place In Morocco 
 opinion of. experienced petroleum
a) sales price can be negotiated to consultants
 
alloy conversion to domestic fuels b) public record


a) no oev international oil price
 
shocks either up or down
 

L) OAREP embraces management reform reviev of annual report

already in process 
 public record


D 	expatriate firms are convinced of discussion vih other major donor, IBRDtechnical dossiers' worth
 
i) ONAZEP has conviction to abandon
 

force account'approach while being

parascacal. (presumes resources are 
produced/sold)
 

a) high-le-6l management T.A. can a) schedules of key activities
affect technical execution via b) comparison of old/new technisound planning cal reports.

s)Doukala stratigraphy can be un- c) 	 ONARK? accounts 
raveled
 

:) 	 overhead does not Increase propor
tionally to value of production;
T.A. and training can reduce it in
 
relative terms
 

0 there Is an exploitable resource to 
pay for the activities 

OF sustains Its commitment to fund Annual books of OKAREP
2L.REP at high levels on a regular 
AgsiS.
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APPENDIX: COMMENTARY ON SCOPE OF WORK EVALUATION POINTS &L 
A 

The Evaluation Scope of Work states that the Evaluation Team will address
 

a number of items- Comments on those items listed under Exploration DesiRn 

and Analysis Activities and Reservoir and Production Engineering Activities 

follows:
 

Exploration rL-ign and Analysis Activities
 

1. Integration of standard risk wnd-analysis techniques into ONAREP's
 

exploration and appraisal proposals.
 

Coment:
 

Progress is being made 
 on this. In January and February 1986, 

WBEC proposed that a peer review by other explorationists, a 

geological risk analysis, and a economic risk analysis belpade on 

all drilling prospects. The proposal was for an
 

inter-disciplinary team from Planning, Exploration, and Production
 

be formed to formulate and execute a technique for risk analysis.
 

This team has not yet been formed due to the absen.ce of the 

proposed Exploration member, Hr. Norabet, who t on a promotion
 

trip.
 

The Evaluation Team found the Production Division of ONAREP to
 

be enthusiastic about the proposal. The Exploration Division was
 

more reserved, due to the high-risk nature of most of their
 

prospects.
 

http:absen.ce


It appears that WBEC's proposal has a 6ood chance of being
 

accepted.
 

2. Development of autonomous exploration teams responsible for assessing
 

hydrocarbon potential of a given region.
 

Comment:
 

The two WBEC explorationists consitute such a team and are 

giving on-the-job training to one ONAREP geologist and one 

geophysicist. Uim is contributing to the future creation of such 

teams, but more than a few years are necessary to thoroughly train 

exploration personnel. 

By the end of the project, no autonomous ONAREP exploration
 

team capable of doing independent modern exploration work will
 

have been created (considered to be an unrealistic expectation by
 

the Evaluation Team).
 



3. Improvement of skill levels of ONAREP geologists and geophysicists--


Comment:
 

This is occuring through daily work. The amount of such
 

technology transfer could be increased by:
 

a. 	 Having more communication and contacts between WBEC
 

explorationists and their counterpart;
 

b. 	 Having one or two additional young ONAREP personnel
 

assigned to work with the WBEC explorations; and
 

c. 	 Having a formal, work/achievement plan outlines and
 

followed when possible. This is rather difficult to
 

achieve, of course, when there are day-to-day work
 

pressures.
 

4. Es tablishment of computerized drilling progress reporting systems based
 

4Lpon data delivered from the drilling site.
 

Comment:
 

WBEC's Work Plan provides for 3 person-months of short-term
 

advisory service to do this in the April-June 1986 period. Anchor
 

Management Systems from Oklahoma City is expected to be the
 

advisor on this. WBEC belives the April-June 1986 estimated date
 

to be realisitc.
 

5. Assessment of data quality and implementation of methods to improve future
 



data acquisition and processing.
 

Comments: 

Good progress has been made on data acquisition. A portable, 

dynamite seismic crew, recommended by the WBEC explorationists, 

has been contracted for a difficult area in the Zone Nord. 

The WBEC geophysicist has been in Rabat only about 2 1/4
 

months, and relatively little processing had been done.
 

Improvement can be obtained only by close supervision and guidace
 

of the local processing companies during the course of the work.
 

The WBEC geophysicist must be allowed to visit the processing
 

center, preferably with his counterpart and the ONAREP geophysical
 

trainee, to give advice and guidance to the processing
 

contractor. Little improvement is likely to be made unless such
 

supervisory trips are made.
 

Reservoir and Production Engineering Activities
 

1. Status and evolution of ONAREP's extimation of recoverable gas reserves
 

since the project's outset.
 

Comment:
 

The estimated reserves were calculated by an Elf/Aquitaine Team
 

that worked with ONAREP before the arrival of WBEC, and have not
 

been affected by the WBEC project due to no on-going deVelopment
 

drilling program. The present estimated total recoverable
 



reserves are about 2 x lOr.~NM 
(about 70 billion cubic feet).
 



2. Identification of the investment decisions for gas production,
 

distribution andt cing ONAREP has taken during the project period.
 

Comment:
 

The Neskala gas project has continued and will be completed
 

during the period of the project. However, the Evaluation Team
 

did not have the time to examine pricing. ONAREPIs net revenue
 

from its own production of oil and gas as well as Its part of the
 

net revenues of sales in collaboration with APEX and SCP is
 

projected to total 1012 million dirhams in the 1986-1990 period.
 

This sum is about 22 1/2% of the projected 4482 million dirhams
 

necessary for ONAREP's operations in the 1986-1990 period (based
 

on an assumed inflation rate of 102 per year).
 

3. Enhancement of Internal capability to review and conduct reservoir studies.
 

Comment:
 

Apparently only slight improvement has been made due to the
 

limited amount of such work that has been done during the project
 

and no seminars have been held to date on this subject. Mr.
 

Khatib can give help with this item-by preparing and giving
 

leftures and/or short courses.
 

4. Improvement of technical skill levels of professional personnel in the
 

Development and Production Deaprtment.
 

Comment:
 



--

This Item is not quantifiable, but undoubtedly some Improvement
 

has been made through on-the-job contacts vith Messrs. Khatib and
 

Connor. 

5. Preparation of guidlines for preformance of vell tests in a cost effective
 

wanner.
 

Comment:
 

This vas done by Mr. Khatib In 1985.
 

6. Preparation of conceptual design and cost estimates (Meskala) 


Comment:
 

This has been done and the plant is expected to be on stream
 

near the end of the first4of 1987.
 



7. Development of a capacity within ONAREP to order and stock perloble
 

drilling supplies.
 

Comment: 

ONAREP buys drilling supplies through international tenders, a 

time-consuming procedure that entails much paper work. It takes
 

much as four months to obtain the supplies, so ONAREP has to
 

foresee their needs for as much as 6 months ahead in order to have
 

an adequate stock on hand.
 

The supplies are stocked at the Base in Rabat, and the storage
 

space is cramped. ONAREP plans to obtain a larger storage are
 

outside of Rabat to alleviate the storage problem.
 

This item could be dropped from the final Evaluation Team's
 




