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EXECUTIVE SUMMARY
 

Proiect Purpose and Components
 

The umbrella Support to Regional OLganizations Project
 
its purpose to strengthen the capabilities of
(698-0413) has as 


selected African regional organizations and to assist them in
 
economic and social activities of high
carrying out a humber of 


priority to African development. The SRO ESAMI Subproject's
 

purpose is as follows: "to support certain initiatives of
 

to strengthen this regional institution in
ESAMI so as 

to 	 or member
providing a range of better services its client 


countries, develop links with other institutions in Africa,
 

Asia and the United States, and to place ESAMI in a better
 

position to attract and use follow-on and related ou'side
 

financial assistance."
 

The 	four major components of the subproject are:
 

1) 	assessment of perceived training requirements for 15
 

new member countries;
 

2) 	development of an African case study teaching capacity
 
an African case study library;
within ESAMI and 


3) 	the development of professional and institutional
 
linkages between ESAMI and institutions in Africa,
 

Asia and the United States; and
 

4) 	assistance in strengthening internal financial
 
management.
 

Purpose of Evaluation:
 

The purposes of this final evaluation of the Support to
 

Regional Organizations (SRO) ESAMI Subproject (698-04".3.09) are
 
determine whether the activities funded
as follows: (1) co 


under the project were implemented correctly and efficiently
 

and hav3 been appropriate to and effective in achieving the
 

projective objectives, and whether the project goal and purpose
 

have been met; (2) to develop lessons learned and
 
improving the design and implementation of
recommendations for 


(3) 	to the planning
similar projects; and provide input into 


process for potential future AID programming at ESAMI.
 

Evaluation Methodology
 

included a
The evaluation, conducted from 18-29 April, 1988, 

review of project documents both at REDSO/ESA in NaiLobi and at
 

ESAMI in Aruoha, interviews with project managers and ESAMI
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officials, and attendance at management couses offered at
 

ESAMI. Project documents reviewed included the REDSO/ESA
 
case material available in ESAMI's Documentation
project files, 


Center, teaching material developed for the USAID funded
 
for those same courses.
courseE, and the end-of-course reports 


Discussions about project implementation included as
 

participants Dr. Mwima-Mudeenya, chief program co-ordinator and
 

chairman of the Management Development Committee (MDC); Dr. V.
 

N. Mvano, vice chairman (Research) of the MDC; Dr. D. 0.
 

Omuodo, Senior Consultant; Mr. A. C. Mtowa, SRO subproject
 
co-ordinator; Mr. A. Musana, senior librarian and head of the
 

Okweyn and Mr. Makala, project
documentation center; and Mr. 

accountant and financial accountant respectively.
 

Findings and Conclusions
 

The project has made progress toward achievement of its purpose
 

and objectives as discussed below.
 

--	 The regional training needs assessment, conducted 

early in the lite of the prolec'.. issisted ESAMI 
management in identifying training needs and 
developing ways to meet those needs. 

--	 The agricultural management courses have provided 

ESAMI with course material useful to their curriculum, 
and have substantially increased the awareness of
 
ESAMI's services in the region. They have also
 
contributed to a better understanding of agricultural
 
management and policy issues in the region. However,
 
it is unlikely that these courses will be continued in
 

the absence of additional outside support, in part
 
because there is n- staff memaber available to conduct
 
the courses on a regular basis.
 

--	 ESAMI has, using its own resources, increased its 

linkages with other regional, nati3nal, and 
international training institutions, but has not used 

to 	 had
project funds to do so any great extent, as 

originally been planned.
 

--	 The agricultural case study activity was started much 

later than originally pl. nned, and was suspended soon 
after its initiation along with all project activities 
when the issue of financial mismanagement arose with 
respect to another AID ESPMI project, so little 
progress was made under this project. However, ESAMI
 

staff completed the studies using other resources, and
 

studies are included in course syllabi.
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The 	project han conduattd two financial management
 
strengthening activities at ESAMI, and a third is
 
planned. A number of financial management changes
 
have occurred since September, 1987 (when progress in
 

this area was last assessed), including the
 
appointment of a new chief of finances and accounts
 
department and a new financial accountant/deputy
 

A review of progress made will be conducted as
chief. 

part of an upcoming non-federal audit scheduled for
 
May-June, 1988.
 

At the time of design, two assumptions were made which were
 
overly optimistic: (a) that ESAMI was capable of full
 
implementation responsibility with only limited REDSO/ESA
 
monitoring responsibility, and (b) that the project goals could
 
be accomplished in three years even when the outputs were of
 

relatively minor importance to the institution's principal
 
thrust of training.
 

ESAMI and REDSO/ESA each must assume some of the responsibility
 
for the problems in project performance since the last
 
evaluation. Recommendations made in the 1985 evaluation of
 

this project clearly raised the project management issue,
 
including ESAMI's and REDSO/ESA's respective roles, but those
 

No narrative or
recommendations have not been followed. 

financial quarterly progress reports have been prepared by
 
ESAMI, and there could have been improved moniLoring of project
 
activities by REDSO/ESA.
 

Principal Recommendations
 

The 	following recommendations are made:
 

1. Although ESAMI may not have the resources to continue
 
the agricultural management courses, there should be
 
at a minimum an attempt to integrate appropriate
 
material developed for these courses into other course
 
offerings of the Institute.
 

2. 	REDSO/ESA and AID Washington should review the Coopers
 
and Lybrand assessments of ESAMI's accounting
 
procedures and financial management information
 
system, and evaluate the results of the Price
 
Waterhouse non-federal aulit, to determine if further
 
support is necessary.
 

With regard to the implementation of earlier recommendations,
 
the recommendations in the 1985 evaluation report on this
 

12) 	clearly raised project management
project (nos. 8, 9 and 

issues, but were not fully implemented over the past three
 
years.
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Lessons Learned
 

In two areas thece are lessons to be learned from this
 

project. Firist, in the projec.'s design the priorities of
 
ESAMI apparently were not adequately assessed. In the
 
implementation of an institutional strengthening activity,
 
priorities of the institution must be well understocd, and
 

efforts to influence those priorities must be realistic and
 

well conceived. Second, project management by a regional
 
office such as REDSO/ESA must be carefully designed and
 

to account for the inherent difficulties
administered in order 

of such management. Close monitoring, including at least
 
quarterly site visits, and insistence on regular and
 
comprehensive reporting by the implementing agency are
 
essential to successful achievement of project objectives.
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I. INTRODUCTION
 

A. Background
 

The Eastern and Southern Africa Management Institute is located
 

in Arusha, Tanzania. ESAMI evolved from an earlier
 

the East African Management Institute,
organization known as 

states of
which was founded in 1974 to serve the three member 


the East African Community (EAC). Following dissolution of the
 

Commu:iity, the EAC Council of Ministers recommended that the
 

Institute expand its membership and be formally recognized as a
 

for Eastern and Southern
regional management training center 


Africa. ESAMI was officially established in February, 1980,
 

and currently has a membership of 18 countries. Between 1981 

1985, ESAMI increased its regular course offerings from 31 p.a.
 

to 44 p.a., and the number of participants in those courses
 
period,
increased from 643 to 835 (913 in 1984). Over the same 


it increased its tailor-made courses from 3 to 25, and the
 

number of participants in those courses increased from 301 p.a.
 

to 2,166 p.a. ESAMI also offers consultancy services, carries
 

out research, and organizes conferences, seminars and symposia
 

in particular for policymakers.
 

B. Purpose of Evaluation
 

The purpo..es of this final evaluation of the Support to
 

Regional Organizations (SRO) ESAMI Subproject (698-0413.09) 
are
 

as follows: (1) to deteLmine whether the activities funded
 

under the project were implemented correctly and efficiently
 

and have been appropriate to and effective in achieving the
 

projective objectives, and whether the project goal and purpose
 

have been met; (2) to develop lessons learned and
 

recommendations for improving the design and implementation of
 

similar projects; and (3) to provide input into the planning
 

process for potential future AID programming at ESAMI.
 

C. Evaluation Methodology
 

from 18-29 April, 1988, included a
The evaluation, conducted 

review of project documents both at REDSO/ESA in Nairobi and at
 

ESAMI in Arusha, interviews with project managers and ESAMI
 

officials, and attendances at management courses offered at
 

ESAMI. Project documents reviewed included the REDSO/ESA
 

pioject files, case material available in ESAMI's Documentation
 

Center, teaching material developed for the USAID funded
 

courses, and the end-of-course reports for those same courses.
 

Discussions about project implementation included as
 

participants Dr. Mwima-Mudeenya, chief of program co-ordinator
 

and chairman of the Management Development Committee (MDC); Dr.
 

V. N. Mvanu, vice chairman (Research) of the MDC: Dr. D.O.
 

Omuodo, Senior Consultant: Mr. A. C. Mtowa; SRO subproject
 

co-ordinator; Mr. A. Musana, senior librarian and head of the
 

and Mr. Okweyn and Mr. Makala, project
documentation center; 

accountant and financial accountant respectively.
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II. PROJECT DESCRIPTION
 

A. Purpose
 

The umbrella Support to Regional 	Organizations Project
 

strengthen the capabilities of
(698-0413) has as its purpose to 


selected African regional organizations and to assist them in
 

carrying out a number of economic and social activities of high
 

priority to African development. The SRO ESAMI Subproject's
 

purpose is as follows:
 

to support certain initiatives of ESAMI so as to
 

strengthen this regional institution in providing a range
 

better services to its client or member countries,
of 

develop links with other institutions in Africa, Asia and
 

the United States, and to place ESAMI in a better position
 

to attract and use follow--on and related outside financial
 

assistance.
 

B. Project Components
 

The 	three major original components of the subproject are:
 

1) 	 assessment of perceived training requirements for 15
 

new member countries;
 

2) 	 development of an African case study teaching capacity
 

within ESAMI and an African case study library, and
 

3) 	 the development of professional and institutional
 

linkages between E2AMI and institutions in Africa,
 

Asia and the United States.
 

In addition, ESAMI is to "use its best efforts to plan and
 

develop activities for private sector management training ...
 

and to request AID assistance as necessary in doing 
so.
 

Finally, Amendment No. 4 (December, 1986) to the g:ant
 

agreement added the following as a project component:
 

"Financial Management and Audit Assistance: The grant will
 

finance the costs of technical assistance in internal financial
 

management and the costs of external audit assistance." This
 

last component is described in more detail in subsequent PILs.
 

In the implementation of the third component mentioned above,
 

...e. the development of professional and institutional linkages
 

between ESAMI and institutions in, particularly, the United
 

States, ESAMI with USDA/OICD support has organized a number of
 

agricultural management and policy-oriented seminars. Since
 

the 1985 project evaluation, these seminars have been the
 

primary focus of the project. Other project acti,. ties have
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case studies, development
included support for the writing of 

of professional linkages vith other institutions, a regional
 

training needs assessment, and assistance with improvements to
 

internal financial management.
 

C. Earlier Evaluations
 

An interim evaluation was conducted in April, 1985, and an
 
same month. This final
evaluation report was prepared that 


evaluation covers activities implemented since that time, and
 

takes into account recomme:,dations made in that report.
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III. FINDINGS AND CONCLUSION
 

A. Scope of Work
 

The evaluation uas guided by the following questions:
 

1. 	How have the agricultural management seminars/courses
 
contributed to a better understanding of agricultural
 
management and policy issues in the region, and to the
 

development of professional and institutional linkages
 
between ESAMI and other institutions?
 

2. 	Are the agricultural case studies relevant to, and
 
being used as a part of, ESAMI's course curriculum?
 

3. 	How have the linkages which ESAMI has made with other
 
over
institutions in Africa, Asia, and the U.S. the
 

life of the project strengthened ESAMI?
 

4. 	What private sector management training activities has
 
ESAMI introduced, and what has been the impact of
 
these activities in terms of further developing a
 
capacity on the part of ESAMI to provide training to
 
the 	private sector?
 

5. 	In what ways has USAID assistance to ESAMI to
 
strengthen its internal financial management
 
succeeded? What additional steps has ESAMI taken,
 
either on its own account or with the assistance of
 
other donors, to improve its financial management?
 
What are key areas of continuing concern with respect
 
to ESAMI's financial management, and how can tlese
 
concerns be overcome?
 

6. 	Does ESAMI have the necessary staff with the proper
 
mix of experience and skills and the other necessary
 
resources to continue to provide the training and
 
management needed to carry on the kinds of activities
 
which this subproject has been funding?
 

7. 	What has been learned about the administration of
 
regional projects by REDSO/ESA?
 

8. 	W-re the assumptions made at the time of the design
 
correct?
 

9. 	What progress has been made against the
 
recommendations in the last evaluation?
 

The discussion of financial management activities referred to
 
in no. 5 above musL await the results of a non-federal audit of
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the project accounts scheduled to begin May 30, 1988. It can
 

be said, however, that major changes have taken place in the
 

staffing of the ESAMI accounts department, and that these
 

changes are likely to result in overall improvements to ESAMI's
 

financial management.
 

B. ESAMI and Agricultural Training
 

Terms such as "agricultural management" and "capacity to do
 

training in agriculture" and "development of agriculture case
 
to ESAMI activities. The
studies" have been used with regard 


definition of agriculture as used to modify training or
 

management is not the traditional one normally thought of in
 

the African setting or for that matter in a U.S. setting.
 

ESAMI has never been an agricultural training institution
 

teaching "farm management" or agriculture management as taught
 

in an agriculture economics department of an American
 

university or the University of Nairobi or at Egerton College.
 

The approach taken to agricultural management at ESAMI could
 

best be described in U.S. business school terms as
 

"agri-business management". An examination of the courses and
 
that these courses are
the participating institutions indicates 


not directed to those interested in "farm management", but
 

rather to those who support in a management capacity the
 

agricultural sector in some way.
 

C. Project Components
 

1. Regional Training Needs Assessment
 

This assessment was completed early on during the life of
 

the project, was the subject of the 1985 project
 

evaluation, and was not reviewed specifically for this
 

evaluaticn. ESAMI has expressed an interest in repeating
 

this exercise to provide updated information for planning
 
purposes.
 

2. Agricultural Management Courses
 

The management courses organized by ESAMI with AID funding
 

have contributed to a better understanding of agricultural
 

management by exposing a large number of governmental
 
officials, parastatal and private sector managers of a
 

wide range of organizations co the current management
 

tools necessary to do the best job of managing their
 

institutions or serving their clients. Five courses have
 

been held using project funding, three on agricultural
 
policy (1984, '85, '87), one roundtable on
 

agriculturalpolicy (1985), and one on agricultural project
 

planning (1987). (A course on agricultural policy was
 

held in 1986 but funded with other resources.) No set
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number of courses were anticipated in the project paper.
 
help create the
Instead, project funds were to 


a regular
institutional capacity to hold such courses on 


basis.
 

These courses were to be developed as part of an
 

institutional strengthening exercise involving USDA and
 

ESAMI. Through the provision of technical expertise, USDA
 

to assist ESAMI in the development of its own
was 

expertise in the area of agricultural management
 
training. The courses have improved ESAMI's ability to
 

organize this kind of training. Although the courses
 

themselves may not be continued in the absence of donor
 

funding, certain course material, in particular with
 

regard to project planning and appraisal, is being
 
integrated into other courses which form part of ESAMI's
 

regular program.
 

the courses
In terms of the definitions discussed above, 


have probably made a much greater contribution to the
 

understanding of agricultural management than might have
 

been anticipated in the design of the project grant. The
 

seminars have exposed bank loan officers and parastatal
 

managers to ideas and concepts that are not traditionally
 

defined in terms of the agricultural sector in Africa.
 

The courses have used the same techniques, approaches and
 

management concepts to analyze activities in the
 

agriculture sector as would be used in industry. In
 
the impact would be difficult to
measurable terms, 


determine other than to indicate the fact that the project
 
course attended by nearly 150 participants
has supported 


who serve or will serve in important management positions
 

in the East and Southern African agricultural sector.
 

One side benefit that ESAMI has gained by holding these
 

courses is that the nature of the courses offered have
 

drawn participants from client groups, such as rural
 

development banks. Those client organizational linkages
 

haye resulted in increased demand for ESAMI services. In
 
responsible
discussing this matter with Mr. Mtowa, who was 


for th: agro-industrial planning and appraisal course, he
 
uncommon occurrence where a participant
pointed out a not 


in the course from Lesotho has developed a proposal, from
 
same
his finance organization, i have ESAMI offer the 


course in Lesotho.
 

3. Case Studies
 

The intent of this activity was "to develop an African
 
case study teaching capacity and an African case study
 

library." Eight case studies we!.e developed by ESAMI
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staff under partial AID funding. Implementation of this
 
about two years, and
 project activity went very slowly for 


then, soon after the participants began research 
for their
 

project activities were
 respective case studies, all 

the discovery of financial


suspended as a 	result of 

in the implementation of another
irregularities 


project. Therefore the planned visit
 USAID-funded ESAMI 
 the case
 
a case study specialist and finalization 

of

of 


took 	place under AID sponsorship. Instead.
 
studies never 


use of other
 
case 	studies were completed through the
the 


by the ESAMI staff.
resources 


studies indicates that the
 
An examination 	of these case 


as part of
 studies are both relevant and are being used 


the overall ESAMI curriculum. In addition, the ESAMI
 
studies of
library has a collection of some fifty case 


Some 	of these

various length, complexity and quality. 


cases have been developed using local organizations as
 
to develop


subject matter and reflect the attempt by ESAMI 


of Atrican based training and teaching
a viable source 

staff have
materials. Finally, Mr. Mtowa and his 

and case-like
short cases
assembled a large group of 


use in the agricultural policy

training materials for 

course.
 

4. 	 Development of Professional Linkages with Other
 

Institutions
 

Program
Discussions with Dr. Mudeenya, Director of 

continued to develop
Co-ordination, 	indicates ESAMI has 

a number of national
and maintain strong linkages with 

and southern African
training institutions in the east 


formal agreements, through letters of
 region. ESAMI 	has 

national
understanding, 	with some six of these 


even
linkages with an
institutions and maintains informal 

smaller
larger number of colleges, universities and 


At the international level, ESAMI
training institutions. 

also maintains linkages formally and informally with a
 

training and educational institutions.
nu.mber of 


Since the last evaluation of this project, ESAMI has
 

expanded and strengthened its relationships with a number
 

the Indian Institute of Management (IIM).

of branches of 


this 	project, Mr. Alois MtoW3
As a 	direct result of 

visited IIM offices in Ahmedabad and Bangalore, and the
 

administrative staff college and the small scale
 

industries institute in Hyderabad.
 

which derives 60% of
 
For an organization such as ESAMI, 


revenue from its training activities, the maintenance
its 

to numerous professional
of strong and effective ties 
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client or user organizations and other national training
 
institutional as well as international, and donor related
 
organizations, is essential for existence. As a result of
 

our project, ESAMI has strengthened its linkages with a
 
number of professional client organizations which has
 
provided a source of future business. The benefits
 
derived fi, the strengthened ties to international
 
training institutions in India are more difficult to
 
measure, especially in the short term.
 

5. Private Management Training
 

There have been no AID funded activities in the area of
 
private sector management. However, with assistance from
 
the Educational Development Institute's (EDI), ESAMI has
 
developed several management courses for public sector
 
employees, including senior managers' development programs
 
(offered twice a year) and two public enterprise
 

Success Factors in Public Enterprise
management programs: 

and Performance Evaluation of Public Enterprise. All of
 
these courses are well received by participants.
 

The most heavily subscribed of the entire group of open
 
courses for public sector managers are the seminars in
 
financial management (offelied twice in 1987 and attracting
 
31 participants in one program and 44 in the second);
 
auditing for internal auditors (offered twice in 1987 and
 
drawing 37 participants in one program and 32 in the
 
second); personnel management (offered twice in 1987 and
 
attracting 35 participants in one program and 26 in the
 
second); and human resources management (offered twice in
 
1987 3nd attracting 48 participants in one course and 35
 
in the second). These seminars have also received high
 
ratings from the participants, according to course
 
evaluations conducted by ESAMI and based on student
 
responses to evaluation questionnaires.
 

6. Financial Management Activities
 

Project funds have supported a study (plus follow-up) of
 
ESAMI's accounting procedures, a study of financial
 
management information systems, and the purchase of
 
equipment for the accounts department. Planned activities
 
include computer training and a non-federal audit -hich
 
will also review progress made in improving accounting
 
procedures.
 

As of September 1987, little progress had been made in the
 
implementation of recommendations included in Coopers and
 
Lybrand's April 1987 report on ESAMI's accounting
 
proced-ures. No review of these recommeidations has been
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included in the
undertaken since, but their review is 

scope of work for the upcoming non-federal audit scheduled
 

The top financial management at
to begin May 30, 1988. 

ESAMI has changed significantly since September, 1987.
 

Changes include the assignment of two new individuals to
 

the positions of Chief, Finance and Accounts Department,
 

and Financial Accountant. In addition, the Commonwealth
 

Fund for Technical Cooperation (CFTC) is providing a cost
 

accountant on an eleven month contract.
 

A definitive statement on improvements to ESAMI's internal
 

financial mangement must await the submission of Ms.
 

Carole Marshall's report on financial management
 
information systems and the upcoming non-federal audit
 

report. Once these two reports have been received and
 

reviewed, this evaluation report section on the financial
 
management activities will be complr'..d.
 

REDSO/ESA and A.I.D. Washington should review the final
 

Coopers and Lybrand assessment of ESAMI's accounting
 
procedures and financial management information system,
 

results of the Price Waterhouse
and evaluate the 

non-federal audit to determine if further support is
 
necessary.
 

7. Summary of Project Expenditures
 

The following table summarizes budgeted and actual/planned
 
project expenditures by component.
 

Component Budgeted Actual/Planned 

Training Assessment 
Case Studies 

$ 53,000 
188,000 

$ 105,000 
42,000 

Linkages/Agricultural 
Mgt. Courb. Development 

Contingency 
Financial Management 
Audit 

181,000 
78,000 

-

278,50U 
-

37,000 
110,000 

Total $ 500,000 $ 472,500
 

It is the evaluatikn team's understanding that an A.I.D.
 
proposed deobligation of $25,000 will result in an overall
 

of $475,000, leaving approximately $2,500
project funding level 

of project funds unearmarked. The deobligation was initiated
 

because the current PACD of May 31, 1988, would not allow
 

addtional project activities.
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D. Design Assumptions
 

At the time of design, two ;ssumptions were made which were
 

overly optimistic: (a) that ESAMI was capable of full
 

implementation responsibility with only limited REDSO/ESA
 

monitoring responsibility, and 	(b) that the project goals could
 

even when the outputs were of
be accomplished in three years 


lower priority to the institution's principal thrust of
 

training.
 

Both of the above design misjudgements were a result of lack of
 

understanding of the basic nature and 	function of the
 
"self-sufficiency"
institution's principal dedication to 


through funds generated from training. Of the three ESAMI
 

institutional goals, i.e., training, consultation services and
 
for ESAMI and
research, training is by far the most 	important 


staff is rewarded based on the measurable
for which the 

"student training
performance criteria of a minimum of 240 


If a teacher offered three courses of four weeks
weeks". 

duration attended by 20 students each, he/she would meet that
 

requirement. The second most profitable use of ESAMI staff
 
the development of consultation
time, in the short-ternm, is in 


a staff member,
services, again from the point of view of a
 

measurable and rewardable activity.
 

Faculty research is the least profitable activity from ESAMI's
 

perspective and the most difficult task for faculty, with the
 

lowest probability of reward by the institution. "Materials
 
research and as such,
development" falls into the category of 


the staff member to develop a
there is less incentive to 

However, ESAMI management has indicated
teaching case study. 


that research will be a higher priority for its staff, and
 
as part of
intends to encourage staff to conduct more research 


its upcoming long-term corporate plan.
 

E. Progress Against Mid-term 	Evaluation Goals
 

of of thL
ESAMI and REDSO/ESA each must assume some 

the problems in project performance since
responsibility for 


the last evaluation. Recommendation Nos. 8, 9. and 12 of the
 
the project management
1985 evaluation repo:.t clearly raised 


issue, and both ESAMI's an. REDSO/ESA's respective roles. They
 

are repeated below:
 

"8. Given the number of grant-supported activities and the
 

implications on ESAMI's staff workload between now and
 

the completion of the project/grant, ESAMI must
 

allocate an increasing amount of staff time to
 
This should be possible
project/grant management. 


with the recent recruitment of a second agricultural
 

consultant and the pending appointment oZ a Deputy
 

Director.
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'"9. Pursuant to the above recommendation. REDSO/ESA must
 
also monitor implementation of the project/grant more
 

This should ideally include a REDSO/ESA
closely. 

staff member's visit to ESAMI at least every 3-4
 

months.
 

"12. As stipulated in the Grant, ESAMI should submit
 
quarterly progress and financial reports within 30
 

he end of the calendar quarter. The
Jays following 

progress reports should be prepared by the ESAMI
 
project/grant manager (the Director for Agricultural
 
Policy). Upon Leceipt of the reports, the REDSO/ESA
 
Project Manager 3hould forward copies to
 
AID/Washington (AFR/RA and other interested offices)."
 

The above recommendations have not been fully implemented since
 

the issuance of that evaluation report. As neither narrative
 

nor financial progress reports were available in REDSO files,
 

the matter was raised with ESAMI management. They admitted
 
that no reports were available at ESAMI, and the project
 
manager and project accountant stated that as far as they knew
 

ever been written nor had they ever been informed that
none had 

they were required. In terms of proper project management, it
 

would seem that if REDSO had insisted that ESAMI submit the
 

quarterly reports as specified in attachment C of the grant
 

agreement, a number of delinquent actions might have been
 

addressed in a more timely manner. Progress against other 1985
 

evaluation recommendations has been satisfactory.
 

F. Summary and Lessons Learned
 

ESANI, in spite of its institutional management problems, has
 
the overall potential to become a signficant regional
 
management training institution. At present, ESAMI is capable
 

of supplying viable training services for mission supported
 
Financial
management training in a number of different fields. 


management, project implementation, and planning and appraisal
 
courses are among the strong offerings. Conceptu.lly, these
 

management fields can be applied to a number of different
 
subject areas, i.e. banking, agri-business, manufacturing,
 
public health, and transportation. Additionally, the same
 
management fields are relevant to private sector, government
 
and parastatal organizations. It should be pointed out that
 
ESAMI is first and foremost a management training institution
 
with its greatest comparative advantage in training through its
 

base course curriculum. It can offer management teaching in an
 

indigenous setting, using well trained, qualified and
 
experienced African instructors.
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The major lesson learned is that proper A.I.D. project/grant
 
to be
management is essential if the project objectives are 


In 1985 after three years of project activity, the
achieved. 

mid-term evaluation pointed out the need for greater REDSO
 

help ESAMI achieve the agreed-to
management attention to 

project objectives. Even though the management recommendations
 
for both ESAMI and REDSO were quite specific, they were riot
 
implemented.
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IV. RECOMMENDATIONS
 

The following recommendations are made:
 

1. 	 Although ESAMI may not have the resources to continue
 
there should be
the agricultural management courses, 


at a minimum an attempt to integrate appropriate
 

material developed for these courses into other course
 

offerings of the Institute.
 

2. 	 REDSO/ESA and A.I.D. Washington should review the
 

final Coopers and Lybrand assessment of ESAMI's
 

accounting procedures and financial management
 

information system, and evaluate the results of the
 

Price Waterhouse non-federal audit to determine if
 

further support is necessary.
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Telkphone" 28S115 .Anisha PO Box 3030 OR 56628 
Teleirans Pctirm,,' A R UStlA NAItROBI 

*ie"420 71 , 1.,: Tanzauia K en va 
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JUL 71TB 
6th Jutly, . . . 1988Your Ref 

Mr. Satish P. Shah, 
The Director, 

Regional EconMnItc[eVelo pmClt Services Office
 

for East and Southorn A irica (REDSO/ESA)
 

P.O. Box 30261
 
NAIRtOBI, Kenva.
 

Dear Mr. Shah, 

,'' rUSAID DPATA :VAIATION REtP'MT 

I regret that there has been a delay in communicating to you 

our comments ,n( the draft evaluoation report. I ai, how%/er 

pleased :o stnd yon olr (oMItAL1t S (a-, at tac ed). The COrilL2ILtS 

ar'e based on ,ollr uLnldo'Izstandi 1 1t- 0oa tiIS of I'CIt:rellcu (scope 
of work of th' ' v,' luti .1 t- r ctu t II IoI 11 what tLrallsl~ired 

during tie . lI t _' t;c , s;011to htservat 111,' and filldin[fs 

,lade by the eval tialors ',)hic:I to I1s % tc hased ol e ither lack of 

or incomplete factulal in/foriaLion anld sie of the ro ;tl;;lnlaldation S 

made for fu to t lnt;l it ll l lla 1 l]wrpto t hy ISAIl). 

It is our hope that our comments will be taken in good faith and 

that the final report will reflect the correct ,meprussions about 

the two projects evaluated as well as aspects related to ESAMI, 

especially on the issue of Future [rogrammin,. 

There is no doubt that both ESAMI and USAII) share common interests 

in the area of conti nuous Deviealement of otur hlumanDevelopment 

Resources in Africa. Efforts should be continued to explore 

other possible areas of collaborati,n, between ESAMI and USAID. 
Indeed the proposed collaboration in the forthcoming Credit 

Management Programme in October is an important indicator in 

attempts to promote our common interest. I look forward towards 

a brighter and promising future in our relationships with ITSAID. 

Finally, I would like to thank your office for facilitating the 
evaluation exercise, whose final report we hop' vill be cast.......... 

in an objective and proper ers" M 

Yours sinc rg - > C n 1> X -n
 
Z > W~ -a
~ I~ 121M\uM 

i0 

S.-, ' 



EASTERN AND SOUTHERN AFRICAN MANAOGErMENT INSTITUTE 

COMIENI.S 01 THE DRFAFt EVALUAVIOUN R;,EF:rJRF.T OF: 

1. 

2'. 

3. 

Family Health Initiatives 
ESAI-11 Subproject (698-0662.23) 

Stuppur tn k 'i ira t g1rcari zati ons 

ESAMI SubprojeFct (698-0413.09) 

Assessment of Potential for Future Programming 

- ---(:)(J-)00 0)(--0 0--'---



(lI -SFNG3ENER l.. l : 

1. 	 Overall, the draft report largely reflects and addresses the 
themes discussed wi th the E5AMI team i riter-vi et-jed by the 
evaI Lators and thte i ssues r ai -rd dur i rig the debriefing 
meetings to discuss the evaluation findings. This 
not.wi thst andi to , t I I| ate:it f- ohsr(,t vLtii Otis anid con c rsi o o r s 

in so)me parts of the raFtot-t I i c I wv, fl wr ei ther made 
orl t he basis of iric:owplet- infformat ion oir 1 riot con: fey the 

nC nr*r t i tp r e V.cV iI 0 f i i., tf- c u r i - it i y eit ei ri ()r b t a in(Id in 

t~e pa' C;Eper- i-f j C ittmInI iofn w i I1 b Fe Its el' it i . eve_r t. Ite oUC C Ur . 

It. is E tI .; ,.,i,',i that tto ev ,olto-c-t c mr, y I ive oper-ated 

0Utt:si ,do t 1f nrmncf4 ref erericr in r Cf,7-ect of the agreed 
methII.v! ( l o',.v for dat.1 c1 1 ction 1,' rl i c i tti nq the views of 
the tNI)F O" a I I t i ft ft! ll i ch wa- L that t ito at E tSti' I and 

thucs - of noni -r(-cis I ir F rtil I crt :1 1 Isa i .7 r o f 1I- t ed inf srie of 
titie O'e,*1 t or ~ca-o Itci t trrof f o-)r- . Hi 'tt 05 h t eI', Cep t,. ;i . L-'l 
forc hO vi - ; of f Ito l t r c[tri-t1 1 of (' : jret S n:id Lybr and, 
th Co) ot her ,.-.,i t,'. t hott-cd t, . t) - tI.D ' F i%,-. t i)fn team and 
(iU. - f I 1 1 r- !;i it I I tia f f h , d v?eted f r (jit ti r-epor t. 

sit i 	 l ,The F.lui1v h,III i'. i ) fobo(a) ort: Ita. two foIl time 

p -of ottI 1 1-t p A- I I t II- d t I .0T pr-oject_,c7 t f, af: 
coordi ailt-or. litr C, i , 10 Ft-(: 1 t t-i t.att ,r i '3 i r Id Cate, d 
ni t-ho (it -if t r fepo1t1 t P(ft pr f n ioo jW fro staf f Wer-e 

r- re I on oLt thcofIf ,f It pir of o nair", (1 loa i f I cat io rsh 10 
e " pErtIonI)ce ortd t "( III It 1 o t Ah , I I f- --i - r e it i r- d b y the 
pro ect . ESf11MI w i '.t - tbl-it ref or ernces in the report to the 
e-f-fffct- t. [h" ort je tth. -tr ) ne) t clnht1i cAl I, qgoaI i f i edt ty- ci oi'I 

staff ItL Id hfh.e (IdP (I.
 

4.Th jr cif)f ir ( I In' t oIf 1,( 6( I pr at t~ t hto I ftst i t ut 1 
tiuch i nl f i t-itte-; Iltl~ lI](-,,,' . iar, imitt , )i'r containedt 
in t Ite r eor t, ab ut It tomo '; ,hru i 5-, cer-tainl y 
e(',a:qqg t t - (:( h ( It. s, cri Ft ideand hnIfilr rc t.' , .- ty :e 
that at t-he time' the eval titor c5 t~jofc -At FE(t I I the Di rector-

Gener al Wa : way oil a ve'r,,, 1 np0-tarit mi sri on t o the Donors 
Roundt t h I e at t fie H t , ,drn tIii s i n f orma tion was g i ven Lo 

USA ID in adtFc e. In art\, cane, he MCt the team in Nairobi 
upon hi5 t-ettLrtn. 

5. 	 There are a fe p1rts fi of i rtconi stenry between what is 
recor-detd by tihe oval t tor- of the F tiily Health Initiatives 
subproject a-; f indirfir-s from the fil-ld ( [trya arid Uriandi) and 
sntme of her- cortc I us i on and/or jtocjonenrtis These wi 1 1 be 
poi ntd nuctuiont f,def tt:- f. spec i f i c -ect t.n s arid par aur-aphis where 
they apperar

6. Te commetit tto:t :e F'ri,.at e EIector r ciiiin onon e Sp1 ecially 
Small-Scale I ndustry -f and t prugr-anlfes,pv ojects rredi analysis 
were in ES50MI 's , ew based on inadequate information as they 
do riot: r-eilect (hf- t-r tie pict: re of what EShthI and vol um inous 
records avai I able has been duini. The whole section 
therefore needs to be revised in the light of the factual 

http:F'ri,.at


information given below.
 

II. 	 EVALU N REPORT SUHRY FAMALRY. HEALTH I.NIT.I.A.IVE.S. . 

ESAMI SUBPROJECT (98-662.2-) 

C. Findi.ngs and ConclUSions: 

'F ge 

. r-d 	 Fraqraph:.. 

ESAMI acknowledges that there is lack of adaptation of the
 
training materials.
 

We, however, don't agree with the view that not enough 
emphasis has been put on creating strong regional training 
teams in each country that could continue with the training on 
their own, as this contradicts the evaluator's evidence from 
the field (Kenya and Uganda). It is ESAMI's stand that a lot 
of emphasis by ESAHI has been on creating strong regional and 
national training teams through the training of trainers at 
ESAHI as part of the project cycle and has provided back-up 
assistance for the train rs during in-country follow up 
training work-shops. The evalu*tor had an opportunity to meet 
some of these trainers arid coordinators and mentions in this 
report the significant role they are playing on ;mproving 
family plarvning lcuistics management. 

_4th 	 F-ra graph: 

le disagree with the assertion that ESO'V! has least experience 
ii the area of FF supplies informatiL,n system, for it was 
ESAMI in collaboration with CDC which identified weaknesses in 
this area within the participating countries. We fail to 
understand the criteria by which ESAMI is singled out for lack 
of experience. It is our view that the statement needs to be 
recast or reformulated to convey a correct perspective.
 

_Ag6., 	 rd Par a 

It 	 is not true to say that the previous coordinator of the 
project did not keep in close contact with REDSO. The facts
 
of the matter is that he was in close contact with REDSO and
 
that the only time contact was minimal was when the project
 
was suspended. After the resumption of the project, contact
 
with REDSO has been continuous after all there was no official 
complaint bv REDSO to that effect. ESAMI wishes that the
 
statement be deleted from the report.
 



E. Lessons Learned:
 

Eaa 4 .d Sentene 

The sentence should be revised to read:
 
"ESAMI has close contacts with the gove:ments in its service
 

area" and not" wi th the governments of countries that are
 

members of the institute".
 

EXECUIV SUMA'ARY
IE 


FtILY HELH II_N I-.TI yES. FSM. FROJE -. (698 - .662..2_ 

Sup Pa. 9th ine:. 

The statement about ESANI's least experience and CDC's technical 

assistance being critical does not ir ESAHI's view convey much 
meaning here unless it is extended to detail as what exact 

technical assistance CDC provided to either ESAMI or to the 

countries to remedy the shor tcomingn(s). 

':g. _ 2_,nd P_,U? -splI 

Based on our recollection, it was clearly indicated !, the 
evaluators that it was the responsibility of CDC to take the 

initiative in ensurini that ESAMI was adequately strengthened 

through skills and technical transfer. Such transfer was *not 
necessarily to be dependent upon the appointment of a project 

coordinator, as institutional development in our view need not 

rec:essarily depend on the development of one individual wihin a 

sytem. The evaluators seem to have ignored the fact that there 

are some other ESAII staff, who are not necessarily FHI project 

staff but who could or can effecti'.vely have c" tributed to 

carrying out this activity. Hence, ESAMI wishes that a statement 

be made in the report to reflect the inability or failure of CDC 
to address the issue of skills transfer for purposes of 
institutional development. 

F age . rd pragp.: 

A correction should be made to the effect that the two MOH 
officials attended a TOT conducted by ESAMI in Nairobi and not in 

ARUSHA. 

III. 	 EVALUATION REPORT SUKH'-RY: SUPFR. TO REGIONAL ORGANIZATIONS 
SUBFROJECT (698 - 041 7. 00 

Except for minor points of clarification, this portion of the
 
report captured all that was discussed.
 



C. Finding- and Conclusions. 

_F'_age . '5t p ?.gri p!i." 

There is need to cross-check with RFHC and REDSO from which 

subproject did funds which were used for strengthening financial 
management at ESAHI come. 

tagj., --r-d paa ah 

It is not true to say that "case study" preparation and 

institutional linkage activities do not play a particularly 

importatnt role in ESAMI 's area of higohest priority, i.e. 

training. ESANI 's current resear-ch thrust is in the area of 

developing local based training materials of which the case 

studies consti tLute a ma iol- component. As for institutional 

1inkaqe acti-vi ties, the statement app-ears to contradict what is 

stated ill Section 4. l1t pat , page It of the main evaluation 

report on this sub-project. ESAHI .wishes this inconsistency to 

be removt-d/o! rectified. A book on ESAMI Cases is currently 

bei nga ptbliihed i n London. 

F IA L FI- AID GIV. LW_SSESSIE'F-[lI FJ:: LIFE PFRL16FNI 

c. F'r i rate ,_ tar 1r- t n~ I]a Thr 

It is ESHIl 's viei., that this Section leaves a lot to be desired 

and lacks factual itformat-ion of what has transpired in the area 

of SSI training. The informatiuon give below should he.'.p in 

correcting and clarifying many of the comments made about this 

sub I ec t. 

F I ,]' 'I' , I ,:J 1' 0 (J r I 

It is not true that ESAMI's first programmes in SSI development 

and training of S51 trainers were i mp lemented -,i th EDI's 

assistance from 1978 to 11?8.-2. The fact of the matter is that 
courses
collaboration' between ESAMI and EDI in developing SSI 

began in 1983 after a memorandum of understanding between the two 

institLi,ons had been signed in July, 1982. Collaboration in 

this respect was to be for three years, ending in 1985. In fact 
from courses successfullythe impressive results arising 


conducted by ESAHI, greatly influenced the signing of the memo.
 

without any external assistance hadBetween 1978 - 1982, ESAM, 

conducted 5 types of SSI development courses for SIDO Janzania,
 

the National Bank of Commerce, Tanzania, Government Ministries,
 

etc. A total of 198 participants benefited from the courses as
 

is shown below: 

C; 



1NJame Of Course 	 No . of ppaE:tiPirnts 

I. 	Industrial Administration - 60 participants which
 

for Small Industries 
 included entrepreneurs,
 
managers and indust

rialists.
 

- 16 Promotion managers.
2. 	 Small Industries Promotion 

for geaeralists 

3. 	 Training for Small Industries - B') of whom 4'0 were 

economists and 40Extension staff 

technical officers.
 

- 14 Instructors
4. 	Training of Trainers for Small 


Industries
 

5. 	Small Industries Development - 28 Bank Managers.
 

Programme. 

note that between 1983 - 1985 ESAMI/EDIIt is also important to 

a total of 70
jointly conducted only 3 courses which attracted 


most of whom were. loan officers and project
participants, 

insti tutions involved in the financing and
officers from 


promotion of SSI.
 

Since 1986 ESAMI has oroanized these Courses without any input 

end financ'ial assist-mrice from EDI or any other e,ter-nal agency. 

A total of 141 persoris hia,.,e attended these programmes, of whom 

only 2' -ere sponsored by USAID. 

Another important observation to make is that the contents of the 

previous ESAM1I/EDI programmes were inadecluate. According to the 

evaluations by the participants, too little or too nfuch time was 

spent on modules either on development policy issues or on 

project preparati on and anal ysis. The di fficulties in 

the two modulesencountered in getting a proper balance 	between 

were mainly due to the heterogeneity of the participants. For 

e:xample, participants from promotional anericies and fi;iancial 
more time oninstitutions were more interested in 	 spending 

project analysis techniques whi le those from Qovernment 

MirJisteries dealing vith pol icy and coordination issues on SSI 

development showed more interest in discussing policy issues. 

to 	tailor courses to spec9fic homogeneous
ESAM[ has felt the need 

carrie '
 groups, hence departing from the more general approach 

This has resulted in ESAMI designingout in the past with EDI. 
programmes for participants from financial institutions and 

premoti onal ageocies and government ministries.others for 
Through this approach, ESAIII is now able to cover the subject of 

SSI development more deeply than before. 

An added dimension has been the need to develop training 

context and case studies relating to thematerials in the African 


.1 



to be publishedOne such case study is soon
African Si tuation. 

Other indigenous case
 
under the CFTC/ESAMI Case Writing Project. 
 over
 

in our SSI programmes have been compiled
studies being used 

Ml aqala who spent over 15
 

of timie by our expert Mr. a per iod 


years working with SIDO in lauizania.
 

and -fair to

it is not therefore correct
From the aforesaid. 


in SSI have notthe training programnes
assert and conclude that 

t: ial v rev ised -nI do not: aPPnear to be wel I at tended. 

snbee subst 
Nei ther is it true to conctlude t:hat onre this trai it() has been 

in the region, demandof the develrpmeiit officers
offered to most 
need to be
 

vet V I i ini ted. Cei1cl usi ons of this kind
becomes 


our view that they
evidence and it issLpported by concrete 
those of USAID. On theirtests of ESAIlI norneither serve tth 

thtis ar-a seems to be growing as 
1:d f frI !r i ni n- incofntrat y, dc-T, 

0 U_ '1 and the i mprovedb V I LOf er1cIi r i esis demons t rated 

ar- p IU tiC ipaILs. For e:amp Ie, we have
 

per-f r - n,_, c f f,r 
banI:.s in 

st ar[I d i nf rrue sts fer t ai lor--made rOUrses -from. ma' 


and I '_nva as i-,,el! as promotional agencies such
 
Tanzani a,1_IJand-

n this demand Qrowth.Inr.a.u-1 is as SIE)D, 1IE, IDC, AFC of 
- have riot- been able 

On tle p , sihdv howevr , m.ry ,plH i rant-
for- ' ion e:,c har-oe to pay 

to at: t. erd the CDoUr r o( du_ to l.1C!. of 


: f spfo sor-F i ps o f el 1owsh i ps f rom donor
 
t, i t i ,on f o' 1 aIc 


II oL:r ,vi w, i t i9 t.Li s defftar i /S Irpp 1Y gap anid how 

agenc i es. 

to 

d he .... and the r-o!e that USAID
bri e i I t.hi -h -11 , 

should play, in providi. ( t1li- needed assi' .JaricC.
 

tion of the scopes the .ppat-. . .. diftor
(irrothor i,-'7su--of c"n"rn i 

of th e F, a oria 1 Semi nr on Smial 1 Scale 
and the objectives 

It wasin Hai robi December. 1987.
Industries development held 

addi ti!oal enroi 1 ments through a 
a-t empt promotenot ar to 

ve was 
_,r C f po i C y mAer_ . [te ob iec t i to 

reci ionla 1 _i 

"br-ai sterm" systeinat i rally , on issnors a f fec t i ng SSE devel opment 

thIe idea of putting the "Researchwi tIin I:-nva and Ian i a 
rit' 
I S I e t -r pr i s f-ON a ei e i n i ts pr.oper

Fr oj ec t of1 S a1l! c Fr f:jit 
undertake

corite- t, One of the ob jecti.,es of tli. research is to 

the i SL105 and problems r elated to Small 
a cr-itical appraisal of 

Devel opieit wi th the vi ew of suoCcest i no ways and means
Enterpr i se 

of both entreprefreurshipof acceleratino oro;.ith and develppnent 
thei-sel ves thro, rgll imreproved managerial

and the 'eli terpr isos 
Barn-: Managers. ' 'siness per for .,,ance. A total of 14 Senior Level 

Directors, I-niversitv Fof-'sors S IDO. and LIE Ltd. 

and presented a rnumber of papers on 
Executive 

par ticipated in the semi nar 

SS I nlapinemen t and Devl opmor it. lIonogr aphl3 arid edi ted 

the Seminar are bein prepared.proceedinrigs of 

AID ha.,e not agreed to finance
The conclusion that both UADP and 

for becaLuse they
a multi -faceted progr-amme of direct tr aininc SSI 

d U:',.I: Ite arqLtr1 1:_.a a.,rc-d , nor sat isf i ed 
are n i th- --r v i : 

current
 s staf f i[o, is very unfortunate. The
with ESO II 


most experienced
our pr, rramme is one of the
coordi nator of SSI 
in the regi on in the field of SS1 

exper ts and trainers 

a distiriu'ished 
career as an
 

development arid Management. He has 

four years

economist as well as a Bani:er. Before joining ESAMI 

V I 



ag' he had been a )Directo o f SSI ~Deveom n aaeeti
 

SIDO of Tan -_ania for seera years. WhiIe at~E~1~ehs
 
performed. very well in training, r-esearching and consultinlg in
 

th~e field- of SSI. de Ielopment, h'i~s efforts being complemented4 with
 
o tI e rexerta, EOM'. Iti therefore eteel nriun 

ofMI. 	 hiigh~~ly
sxtaffe*el
tht 	 i at 
thatfiin I~evalIuation repor t the issue ofs~ing~ is hg1l
 

dot-#ngraded- and4 useto den~'ESM1 finania resources t ut~
 

4 	 ,9<iiaddi tional reSOuIrceS in, the field.v < 

<F.u 	 rt I - SHIdisputes the conclUSi on so heo h
 

as~es~iet c'onducted by OFR/TR/EHR inte region unrth
 
Frjc. Freapete 	 ideal that a regional, instit'ute' is. not~' 

<'e"'theproperKresource, for directing training~ for- small &sica 

entreprenurs ,From oar, experience as Ibri ef 1y , outl ined above
 

in 	 this field and there is no reason why' itESAML>r ,ha, sdone, tweI I 
shudnot domorein the future, Aeven' jhen~traifling programmes,~ 
are on a Conr ocunf. ai. This observation~ is md o 

flat sfIexibl e Itrainingapproaches andUnderscore e fEO 

~ decentralized trai'ning p~ackages intended to meet ,the needs 2of
 

cinsin various countries of its' service area.,:That~is, ESAMI
 
~2~W.does Thot~only conduct programmes of~a regional~'nattire, but also
 

~conducts country based 4programmes in the member, countries,
 
j2wJ~henever need arises.4 

that ESAMI has4 gained as a' result of
"'<Finally,: with the expertise 

Sbeing ' involved in SSI de'velopment and management ;training for
 
about, a decade todate to~which private sector participants have
 

Sattended, it' is 4also wel I disposed in training in 9'business
 
consultancy4 sk illIs. 4Given .tenetwor, that ha
 

country

2 <'established thr-cu'hout its regional programmes,'includirig 

~4~'~4progirammes for, exampe credit analy~sis 'programmes5, ~it ,i s our 

feln thtwe are capable of executing 'these and-o~ther related 
any ~case, managementPL-gamSWtotMuhdfiut,,,I 

development in var iouLs aspectsofIthe~ -rivtersectoris~one of 

mrandates, and ourefforts inl SSI developments, is'but ~one I 
"AE6AI-1I1's 

"44"athUt n h uflmh ftismnaeof te:most 
HeCe non-recognition of this endeavoUr by the evaluation report ~~ 

''A:'4'4viewed .. b ES(,-t[1I as a serious omfissionA.hich needs to be 

rectife and captUred-na proper ,prs4< 4Ue. 

4 4 ',A"4-~4'-4'i '4 V 




