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The sepport peovided by SIDA to the Public Adssssstration Secsor can be troken down
into cight sub-peogramenes cach one having » recipient imstinetion. They are: the
Zisshabwe Institute of Public Administration (ZIPAM), the Ministry of Public Service,
the Ministry of Local Government, Rural snd Urban Developenent (MLGRUD), the
Deparement of Physical Plasning, the Office of the Comperalier and Aaditor Genersl,
the Department of Taxes, the Central Saatsoo Office and the Ministry of Communety
and Cooperatve Develogenent.

In November 1990 a joint sector study was carried out 10 review the relevance of the
present Swedish support paying paroicular strention to the recommendations presented
by the Public Service Review Commassion (PSRC) and o other facsors affecting the
developments of the Zimbhahwean public service, The swady group was required to make
proposals for continued secror support based on idennified needs and, where necessary,
make recommendations 23 1o change the comgpositan of the support,

The stedy reviewed current reform peogrameses i the Zimbabwean public ad-
memistration and recommended that SIDA serengthen ity momitoring of the implemen-
tataon and development of these programnes. The stravegic plans foe the respective sub-
programmmes should take sccount of these developments.

The svady groap alvo concluded that all sab-programenes are usefd and redevant in
reldion 10 PSRC, SIDA policy geidelines for cooperation in the field of public
administration and trends in public service development in Zimbabwe. Several pro-
grammes have, however, deviated from their long term imstitusional developenent
objectives and ought 10 be reformulased

The team found that institutional cooperstion reveals considerable differences
between cases of pure "winning” of sister organisations in Sweden and Zimbabwe and

bt was found that the key issue for an efficent cooperation was not so much the form
of institational cooperation but the proceeding strategic analysis. Some seb-peogramencs
have been lacking i this respect.

Instirunional development objectives are most easlly observed in pure twisning or in
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technical aress. Orher formsofimszitucional cooperatson could be as redevant as twinning
but demand gresser efforts during project identfication, foemelation and monitoeing.

As several sub-programenes have devisced from their loag term objectves it s
recommended that the peoject idensd Aication and ferselstion peocesses sre strengthencd.
The devdopenent of a strategic plan by sensor management on both sides oaght 1o be
part of this exercise.

Praject organisation and implementation could be strengthened if 2 Jong term
adviser and coordinstce — when appropniate — bas pervonal expenence of the mother
consultancy agency. This is particularly impoetant whon the imstitutional cooperation is
based on the transfer of Swedish experiences to the Zimbabwean parmer.

Seeering growgs, coordinating commirtees, erc have proved to be 3 practical way o
coordinaee operatonal activities in peojects.

As several seb-programmes have strayed from their loog term objectives it s
recommended that the moaizoring process is strengthened:

* top management of cooperating agencies ought to get together and review
peogren regularly

*  SIDA should strengthen its momssoring.

In many caves too mech fich s put in training 35 compared to other forms of
institutional development (cegamiranonal developuent, leadership raining, sywems
development),

The study group recommends contineed suppoet to the Task Foroe set up by
Government to implement the recomemendations by the PSRC.

The group also seggests possible farure cooperasion in financial management and in
gender and labosr market issves (industrial relasions).

In four cases « ZIPAM, Menhary of Palidic Scrvice, Local Geverament asl
Deparmment of Physical Planaing — the Scady recommends 2 "sew start™ based on a
project  identiScanion mission or & smilar acovity which would inclade rencwed
wratgoc discussions on sendor level,

A review of the objectives of the cooperation programme with the Comperoller and
Auditor General is recoenmended in light of ca-guing refoems i the public service,
ospecially the Maomeconomic Programme. This should be done before the projecy
sarts,

The programmes in the Deparemens of Tases and the Central Statisucal Office
funcrion very well and are recommended to continpe more or bess a5 they now stand,

The cooperation with the Minasery of Community and Cooperation Developenent
should be continued but mare atteation be devocedd m werting olyectives.

In scmmary the study underlines the importamce of strengthening the strategc
dimension in all phases of the peoject cycle and emphasises institutional devopament in
instinetional cooperation,

BOA Drsbaton Repot 4,97 ?
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INTRODUCTION

1.1 Background to the Study

The suppornt provided by SIDA o the Peblic Adminiaracion Sector in Zinshabwe can
be broken down into dght sub-programmes each one having a recipient izasitetion
These imaitutions are;

o Zimbabwe Institute of Pebdic Administration and Managessent (ZIPAM)

*  Mumistry of the Polilic Service (MPS)

* Mirdwery of Local Government Rers! and Urban Develogenent (MLGRUD)
*  Deparement of Physical Planning (DPP)

e Office of the Comperoller and Audisor General (CAG)

* Deparzment of Tanes

* Cenral Sunsues Office (CSO)

*  Meniwery of Community and Cooperstive Developmens (MCCD)

In all of the subprogrammes support & simed at strengthening the reciplent
instirutions. The suppoet is provided via an institutional cooperation arramgement
invalving pebbic ageades in Sweden,

The peesent secoor sappor agreemen between Sweden and Zimbubwe exguires in
Jume 1991, Sance the signing of the last three year agreement it has become chear that the
public service in Zisnbabwe is on the threshold of fundamsensal change. The impetus for
sech change stems from the sadopoion by the government of Zimbebwe of 2 macro
ecomomic reform programme which incorporates a reguiremens for a reduction in the
size of the public service; and the recent decaion by the government 10 embark on 2
peblic service reform prograsme bused on the fadings of the Pobilic Service Review
Commission (PSRCL

In May 1990 during the Annual Consaltacions, the Government of Zimbabwe and
SIDA also agreed on 2 joint secvor study %0 review the relevance of presest Swedish
wepport to the public adminieration soctor, paying particulss attention 10 the recom.-
mendasions presented by the PSRC. The next agreement of support 1o the probiic sector
in Zimbabwe was said to be based on the cutcome of the study

« SOA Destuton Report 4%
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Tde povernment bes recently approved the Pullic Secrer Revaew Commssnon's recsvemwends
tioms, A Tack Force bar beem pet op to make the pulic vectar weore resposssye to the pakla,

muare decentralized and morr dffectree
Phote: Gartaf Enerath, Beszar Phete Apracy

1.2 Terms of Reference

I'he e of reference state thae: "The svedy shall analyse the relevance of the present
COmM poSI RO of the Public Adminiscravon Secwor \.vl',',\ w1 in redation to the recotssmen-
danions pat Sorward P‘f,- the Public Service Review Cammisoon s sdopeed by the
Govermment of Zimbabtwe; SIDA's policy gusdelines for cooperanon i the Beld of
public sadminéstrasion; and carrent trends im the public sector as identified by the study
team.” In addivon, the termm of reference stase that the study team shall "peovide the
Zimbabwean minstries and SIDA with information on the etrengrhs and wealmesses of
present iminations] cooperstion/twinning amangemenes..” Finally, the study was
required 10 make proposals "Sor continued sector sepport based on . Identified needs
(and) where necomsary, recommendations s to chasge in the composition of ... support.™

he commplete terms of reference sre amached

S0A Deabustor Repont 4791 9
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1.3 The Study Team
The svady was carried out by cight perscas, foer of whom were appointed by the Public
Service Comeission and foer by SIDA. The teem consisted of the following individuals

Apposated by SIDA:
Dr Lennart Gestafsson, Team Leader snd Head of the Nationa! Fund foe Adminserative

Development and Training for Government Employees, Sweden.
Prafesscr Peter Blune, Noethern Territcey University, Asstralia,
Pever Gide, private Comsuleane, Sweden.

Seefan Spolander, Deputy Secretary, Minisery of Finance, Sweden,

Appointed by the PSC:

Charles Katiza, Deputy Permanent Secresary, MLGRUD.

Robert Tendere, Deputy Director, Central Seatiwsics Office.

Mrs Doduzile Chandiwana, Under Secreuary, Ministry of Communicy and Cooperative
Development.

Desire Stbands, Head of Division, ZIPAM,

The mission conducted its field work during the month of November, 1990,

1.4 The Structure of the Report

The repoet consists of four chageers. Chapeer | sets our the soady's background and
rationale, terms of reference, team cotnposition, report serecture, and method. Chapeer
2 prowides 2 more detadied acooent of some of the major reforms affecting the future of
the public service in Zimbabwe. Chapeer 3, wiich conszituces the belk of the report,
contains assessments and recommendations concernéng each of the eight sub.
programeses. Drawing ca the more detadded information contined in the previow
chapter, Chapter 4 presents general condusions regarding the preferred narure and
mamagemnent of future Swedish support, s well asostlining a nember of arcas of possible
furure support.

1.5 A Note on Method

Our primary meses of collecting data were semi-structured individes! and group
interviews, complemented by field visits to rural and urban aress ourside of Harare, and
cxsting written reports pertaining to each of the sub-programmes.

Each sub-programme was reviewed by a three-person group comprising two SIDA
appointed consultanes (one of whom acved a5 group leader) snd one Zimbabwesn
appointed consultant.

The individual components (training courses, manusly, training materials ctc), have
not been systematically "evaluated™ by che team but sntention has of course been given
10 the reparts of those evaluations which have been carried out.

30 WOA Lywnat o Mot 4,97
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REFORMS AFFECTING
THE PUBLIC, SERVICFE
IN ZIMBABWE

It is difficult to predics precisely the effects of the public service reform §
Zimbabwe. Nevertheless, it secms certain that whatever the ootoomes new
be placed upon Swedish suppart. Amang the factors mons likely to have
on the nature of sach demands are the report of the Public Service Revicw
(PSRC), and the proposed macro economic reform programme.

2.1 The Public Service Review Commission

The government of Zimbabwe bas recemtly approved soee 120 recommen
PSRC and set upa Task Force 10 implement the recommendations. This in
for the report’s general thrust, which is to create a new style of pab
Zimbatrwe, that is, one which is mare responsive 1 the public, more changy
peoactive, more decentralized, more commetied s evtablishing links betweer
and reward, and generally more concerned with effectivencss and cfficie

2.2 The Macroeconomic Reform

The government has commitred itself 10 2 major macro econamic reform

The programme, whose operations] components are wnder peeparation,

areas: trade liberalization; fiscal stabilization; and the deregulation of cot
Of these, the fiscal stabilization programene muy carry the most

comsequences nce it envisages & dramatic reduction in the size of the p

2.3 Other steps to increase
A third feature of the changing face of the peblic service in Zimbabwe

BOA Cewantion Negort 4%
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initiatives o develop the very imstitutions which are responsible for enbanaing effi-

clency. Examples of such changes are:

o the Anditor General who is moving into performance auditing:

e the Minisery of Poblic Service, which is developing its capabilities so peovide
consuleancy services to line ministries;

* 2 "mew” ZIPAM, which a3 3 parastatal intends 10 move beyond mere training into
coosultancy; and

* efficiency wnits 10 be estabiished to review different secoors of the public admmnis-
tratem

2.4 Asscssment and conclusion

Despéte the afoeementioned difficulties of prediction, thero are clear implications in the
above for close memitoring by SIDA of the implementation and development of the
reform peogrammes in the peblic service, and therefore for frequent and effective
communicason with the MPS in order that the support peosided may be adusted o
changing arcumstances. As we argue mare fully in subsequent chapeers, strategic
planning for individual programmes should take sccount of sech developments.

A ——— —— — —— ~ —

2 S0A Deabustion Seoert 4,92



KELPING THE GOALS 1N SAGMT

REVIEW OF INDIVIDUAL
SUB-PROGRAMMES

3.1 Zimbabwe Institute of Public Administration
and Management

311 Background
ZIPAM was estsblished in 1984, In 1987, a rearganization of the training function within

the Zimtabwesn Public Service resulred in the dsbandmentofthe Training Managemnent
Burcaw within the Ministry of the Public Service (MPS). Most Training Management
Burean training staff were transferred to ZIPAM. Up 1o that cime, Swedish Government
assistance 1 training within the Zimbabwean Public Service had been chunnelled
through an association between SIPU snd Training Management Barean. With the
disappearance of the Training Management Bureau in 1957, SIPU extablished 2 formal
parenership wich ZIPAM, This partership, which began in Apeil 1988, was based on 2
Iwo-year sgreement concerning the peovision of consaltancy services for training in the
Zimbabwean Public Service. Since then, SIPU has cither delivered, or sssisted with the
delivery of, 2 wide variety of training prograsumes, and prodeced 3 ramge of course
materials.

3.1.2. Objectives
The objectives of this programme of cooperation criginally were
¢ 1w develop training capatulity generally within the Zimbabwean Poblic Service;

* 1o develop specific craining programmes for areas of strasegic significance; and
* toimprove the physical mfrastructure for public service traising,

3.1.3. Project Organization

In January 1988, 2 four day planning session invelving the then direcsor of ZIPAM and

represencatives of STPU wan held, This resalved in the peoduction of a strasegic plan.
To dste, there has been one long term  adviser assigned so ZIPAM. His period of

tenure, which lasted for jest under ome vear, serminated recendly. His place has been

S0A Deanaron Sepon &/¥) 1
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taken by 3 second Jong verm adviser. Both of these advisers have been SIPU sppointed
consultants rather than members of SIPU per se. Otherwise, contact besween SIPU and
ZIPAM has consisted primarily of short-verm cossultancy visits, peniodic reviews and
progress reports, and the bike.

In the near furare, ZIPAM will sssume soene form of parastatal status and, as 3 resslt
of the recent retirement of its &rectoe, 3 new direcsor will be appointed.

3,14, Assessment

The performance of ZIPAM in ies st peesent Bmited sphere of operation has been
variable. We came across 1 variety of evidence which suggosts that ZIPAM suffers from
peoblems of creditelity in the eyesof at least senc of 10 cient ceganizations. Nevertheless,
Z1PAM could become an important vehick of sdministrative reform in the Zimbabwean
Public Sector. Like MPS, ZIPAM shouedd contribute significently 10 the realization of
the recommendations of the PSRC repert, Civill service training together with saill
underdeveloped arcas of ZIPAM operanion (sach as apphied research snd conseluncy),
are central o the sew e of operational styde and effectiveness presaged by the report
of the PSRC. In mare general terms, many pablic services in developing coentries derive
considerable benefit from oeganirations like ZIPAM, and we believe that Zimbabwe is
no different in this respect.

‘The sub-programeme is in principle chearly computible with SIDA's gwidclines for
cooperation in the fidd of pablic sdministration, although more could perhaps be done
w23 indicated below — to ensare appeopeiate levels of contextualisation, applied
problem solving, bavic need satisfaction, and follow-up.

There Is general consensas om beeh sides regarding the uniformly high quality of
training course delivery on the part of SIPU. On the other hand the masagement of the
religonship between SIPU and ZIPAM appears incressingly not 1o have received the
stsention i deserves. Thatis to say, the cfSort devoted in carly 1988 by SIPU snd ZIPAM
w the development of 2 long term strategic plan has not been followed through
sufficenly. It would appear that the peoduction of the strasegic plan may have been
treated simply a3 another discrete short-serm )

‘There have, however, been undeniablie difficulties in extablishing and mainmining 2
reasomable working relationship betwoen the two instiretions. Not the least of these have
heen the high levels of turnover amscog professional staff at ZIPAM and the lews than
certain status of the institetion within the public service system 3.3 whole. Added o thas
have been problems arising from the shoet period of temere (less than one year) of the
first long term adviser,

In brief ZIPAM has not had sufficent oppoenanity to fully benefit from the
swistance, partly because of the unsatisfactoey masagement of the relationship between
SIPU snd ZIPAM and partly because of the relacively short duration of that relstionship,

We are, nevertheless, hopeful thae ZIPAM will achieve in the not soo distant furere
3 strategic direction which is consistent with desirable trends i the Zimbabwean Public

14 SOA Dyntastnn St 495
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Service. \We believe that the ransition of ZIPAM to 3 parastatal and ocher important
changes of its ceganizacion will facilitate such an osientssion. Weare also persaaded that
S1DA should contimue its sapporet of ZIPAM via an appropriately designed and managed
parenceship with SIPU. In srriving ¢ chis conclusion, however, we were equally
persuaded of the necessty for a “new start”. Our views concerning evwnrial ingredients
of 3 new relationship between SIPU and ZIPAM are set out below,

3 LS. Conclusions and Recommendations

As with 3 number of the other sub-jrograssmes referred 10 in this repoer, there is a dear
need in this case %0 restore and sustain open communication between the two parers
at & semior kevel, The creation and mainsensnce of "lve™ wrategic dislogue is the
cornenstone of oer recommendations. We recommend that:

3) In accordance with its proposed broader consultancy role, ZIPAM develop 2 more
prosceive stance i relation mis activities and posential clicses, In due course the change
10 parsstatal stacus will require this, but we have in mind ZIPAM's heing peepared for
thiseventiality rather thas reacting v i, This will entad in ZIPAM itsedf the develogensent
of as or ganszational cultare which is comiszent with that referred 1o in the repart of the
PSRC. that is, one whach is change aciented, prasctive rather than reactive, fledble, and
commicted 1o high levels of indvidual and organintional effectiveness. Indeed, soch
developmenty are ovsential if ZIPAM, or asy other training isssitute, is 2o contribute
effectively to the realization of the recommendations of the PSRC and the creation of
3 more responsible and effective Zimbabwean Public Service,

b) Mechanisms for joine strategic planning and Galogee at 2 senior level shauld be put
in place 3% soom a3 possitle and kege in effoctive working order. The peoduction, and
continual updsting, of 3 written stracegic plan would constirute an important dement of
this dizlogue. The establishment of such 1 strategic planning mechanism should belp 10
resolve and prevent many of the peoblems of resource allocation, and coommanicasion,
reported 10 es during our investigations.

¢) Joint managerial mechanisms (with short and medisem term foci) be pat in place 0
ensure the operaticealization and cooedination of scuivities asd initiatives arising owt of
(b) shwrve.

d) In order to facilitate culture bailding and the development of a new orieatatios in
ZIPAM, the role of the lomg-term SIPU comsulzant should be defined more trcadly sad
mare fevibly vo 35 10 allow for coneribations and invalvement in areas other than the
Marnagement Develogenent Programme (MDP), Here, the ream had iss mind the joint
development in ZIPAM of consultancy and applied rescarch and publication, 13 well 23
training, snd sationsl and insernational nerwarking.

€) In order 1o aptimsce the contributions of loag-term consultants, their periods of
tenure should, with periadic performance reviews, be not less than two yeary.

SOA Cvwiaton Napuin /91 15
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f) Strong comideration be given in strategic planning to ways and means of cahuncing
ZIPAM's comsudrancy and applied research activities as this would enhance the relevance
snd quality of ZIPAM training activigies. We also feel that this is an important part of
cresting in the cyes of dient arganizations snd prospective and casting ZIPAM saff an
image of 3o effective, dynamic, and worthwhile organization.

§) Waysshould be explored of reinvigarating training activities, and making them mare
applied and relevant. A nusssber of the people we interviewed felt that training bas sended
to become too routinized, and in some cases remains a Bitthe 100 academic. This has
implcations for modesof training delivery as well as training reaks asalysis and, perhaps
mont senportantly, craining follow-wp.

Taoreiterate and concude, cur view is that, prosiding the foregang recommendatians
are seriosaly considered, ZIPAM will become an mportant means for bringing about
positive change in public administration and munagement in Zimbabwe, and therefore
deserves continued seppoet from SIDA

3.2 Ministry of the Public Service

3.2.1. Background

Cooperation berween Zimbabwe and Sweden in the fidd of pabiic service training bogan
in 1983, Tt simns 50 enhance the effectiveness of the poblic secror.

Initially, the support provided sook the form of an institutional development
programme imvolving the Training Management Baresu (TMB) of the MPS and the
National Isssitete for Chvl Service Traiming and Development, SIPU, which was
sppointed as the Swedish counterpart organizasion. In 1987, TMB ceased ro exist. Mosz
of the TMB training staff was transferred 1o ZIPAM, a3 was the insticutice] relstionship
with SIPU.

3.2.2. Objectives
"The objectives of the cooperation between SIPU and TMB/ZIPAM are:

* 10 develop and impeove the organization of and the methods for public service
* 1o develop traimeng peogrammes for selected areas of strategic importance; and
* 10 establish an improved physical infrastrecture for peblic service raning.

3.2.3. Project Organization

Dering the relatively lomg period of cooperation berween SIPU and MPS, assistance hus
been directed primarily soward improving the knowledge and slally of staff, develogung
courses and training materialy, and cquipping training institutions. More recently

10 T ——




certain amount of systemn developement bus taken place (e.g. 8 Personnel Manual),
M«mbabcmddinrdminlymkbnadénmcmmuhndu.tudym
and equipenent.

There has never been a SIPU coardinator per se resident in Harare. SIPU acrivities
hmhumudm.aumﬁmudbymo&\ddnﬁmlumvhﬁdn
Zimbabwe several Gmes a year. Within the MPS, one official is charged with cooedi-
nating the sdministrative aspects of the MPS/SIPU relationship.

3.2.4. Assesament

The quality of imstiretional cooperation berween SIPU and the MPS appears 10 have
been adversely affected by the transfer of raining responsibilizies froen TMB o ZIPAM.
mwmmmmmmwm&ymuoﬁum
imsitation building purpose, and became instead a mure traditional dient/cansultane
r&mhnmhumalnmuﬁismb-p«wmhsmpd&mm
peinciples for imssinusional cooperation bid down in SIDA’s policy guidelines.

At present. the relatiansbup between MPS and SIPU would appear 1o consist in
responses by SIPU to requests received fram MPS which are peesented om the oceasion
of annual reviews. MPS seems to comider SIDA 23 its comnterpart and views SIPU as just
m:mgmnlpommlmdnnnmdmida‘ocpniumToudmw
that the instution buldding elements of the cooperation have been loss. The sbsence of
a revident SIPU reperesentative may have comtributed to the changing relasionship.

lbm.nhbminhmdthaSU’UmdM?Sanbthmdu-
establiing s relatiomship which is more i tine with SIDA guidelines and gives empbasis
to institutions] developenent.

\\'cmodalheMPSwha&ympoomoldumd\in«yhna&naﬂh- spirit
snd the letter of the recommendasions of the repoet of the PSRC. Ies seruceural prowiminy
wtbclmpknmdmum(lminiu«imhhmdpamlulamd
regulstions, the devolution of certain personnel matters to the kine ministries, and the
prosision of suppart to them, reinforces this view,

. dndrvakmohpznmndmulmdpkmnmﬁnlmenﬂniwymmniu
us,
* 2 review of the grading sywem;
*  the foemulation of 2 policy on woesen mamagers:
. dnmuoduﬁmdamingmmhmmmﬁundkm
Saﬁmlxﬁimhu&rnhabuimhemammm
cculart is Bine misdsers
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3.2.5.Recommendations

It is our view therefore that there should be continued support of the MPS. However,
inuyddlhcudau-{dcbuhpbummcmmdhtuppmmdh
pndneﬁlmoliuiwmnlw“-uddlhwmmddw:

3) Somme mechaniam for ensuring comtinuing serategic dislogue between the partner
wmummum»muw.wmdw
objectives of the cooperasion, 10 resolve problems encountered in stempring to attain
these objectives, and 1 explore and identify areas in which cooperation stands the
grestes: chance of sucoess.

b) In crder 1o set i train the process of strategic dialogue, & project identification
mbcd»rpdoomhnumﬁukvdﬁthimhmﬁmyha&rwm
initial directions and areas of focus. Specific areas o be considered mighe indude:
wwwhmm&mmmoﬁppmpﬁmwm
related reward sywteens and raining in their operation and implementation, the provision
amwmmmwmmmmﬂmuwmma
Tminpad?ml.“ﬁsmmmmoqhmkmﬁdmdyﬂm&mpcmt
the use of local or regional convelses or any ochers thought 1o be sarable.

¢) At the managerial level o long term adviser should be appoimted who is resident ia
Harare and who possesses, in adicion to technical skalls, 2 thorough endenstanding of
SIPU and. importandy, well developed interpersoasl and managerial skills. While this
role would need 10 be defined mare closely than is posible here, it should indude
responshility for cooedinating short serm conultancies, providing techmical swsistance
in the individasl’s area of expertise. snd peoviding a (but not the oaly) communication
chansel between the two partners.

d) SIPU'scontribstion tostrengthening MPS' capacsty tooperate in its new consultancy/
dw:gugzmnﬂuhmhl&eqnadedwmmomrdmwmn‘.'m
mightmhkmmhupniuﬁudwmdmmm.hmemd
traning itself, we feel that there is considerahle value 10 be obtaned froem giving more
emphasis to thorough training seeds snalyses and to follow-up and evaluation which
draws on 8 beoader base of data than that sepplied by post training course stnmude

surveys.

3.3.1. Background

At Independence in 1980 local govermment in rural aress was divided between whise-
daminated Rural Councils, and African Councils in the Tribal Trustlands. The latrer
have since boen replaced by Diszrice Councils. It has Jang been the intention of the
Zimha bwean Government to amalgamate Reral and Diserict Counalyan oederwondthe
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country of a political ssachevesun. The cooperation berween the Ministry of Local
CGevernenens, Urban and Rural Development (MLGRU D) and the Swedish Association
of Local Asthorities (SALA) was founded in 1983 1o awist with the process of
amalgamaetion.

3.3.2. Objectives

The objectives of the current project (terms of referonce, June 15, 1988) are intended 1
support the development of local govermmens wiructures in Zimbabwe, In particalar, the
assistance is simed an

3) coneributing 1o the etablishinent of well functioning and viable Jocal authorises
through

1) advisory support to the amalgamation of the presest Rural and Districe Councils
(RDCs), thereby creating 2 unified Jocal government serecture ;

ii) the development of new financial, sdministrative and other systems for the RDCs; and
1) eraining of RDC saff and officsly

b) strengthening MLGRUD ieself, and especially s Training and Promaotion Section.

3.3.3. Project Organization
Assistance has been rendered via 1 long rerm adviser, short term comvaltancies, study
tours, systems development, and training coerses.

The terms of reference state that the long term adviser shosld provide “advisory
support in relation 1o the managemsent and cooedination of (i) the amalgamacion of Rural
and Diserice Councils, () the Manisery's training peogramese for RDC staff and officials
and (i) of the SALA inputs in refation to (i) and (5)...". The long term consultant was
placed in the Training and Promotions Secsion of the Minisery,

3.3.4. Assessment

A deniled evaluaton of this sub-programme was condected In 1989 One of the
conclusions of this evaluston was that MLGRUD bhad derived considersble bemefit
from the swistance, partcularly in relation 1o the identification of rraising needs in rural
local authorities, and & overcoming problems related to the progress of tradning

The project has been successful in ather respects toa, notably in the peodaction of
socounting and information systems handbooks, and an adminisrason handbook,
Many of the short term conseltancies in training and other areas are also considered 20
have been of great value to the mimisry,

The long term sdviser”s coordinating and advisory funcrions (in relatson to trainieg)
are well appreciated. On the ather hand, it would appear his advice on issues relating o
the ssalgasnation process per s has not had the impact anticipated in the progect
objectives.
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The dialogee preceding the formulation of the project may have been a comtribusory
factoe. It is noe clear that there was consensen reganbag the role of SALA. We would,
in face, be surpeised if the Government really wanted "rechnical ™ advice on the polizically
sensitive aspect of the amalgamation process. There may well have been an undersundable
rebuctance on the part of senioe misisery officials 10 peess an issee which they knew to
be the sebdect of comaderable debave and lobbying at cabinet level.

Training needs in the ministry have been the subject of a recent major investigation,
The report identifies 3 mamber of majoe areas of training need. Although the mnistry
has yet to respond formally to this report, responses in interview indicate an scoeptance
a1 least im some quarters of some of the repart’s major recommendations.

There are dear, and srgent, short term needs brought showt by the transfer of
training personnel 1o another ministry which are not addrewsed in the reporr, and we
shall rerurn ro these needs below

July, 1991 i the date st for smalgamation in s formal kegal sense. The extent and pace
of actual administrative and financial amalgamation remains uncertain. It is posehie
that a sall number of pilot amalgamations will take place first in arder 10 pave the way
for diffesion to all parts of the cosmtry. Once cabines has desermined the polincally
sensitive, and practically difSculr, qeestion of boundaries, the ministry will be better
placed 1o go shead with plot amalgamations. Thes matter was under consideration by
cabinet at the time of the masion.

From omr visies 1o the rursl aress and our analyss of interview data, it seems bo us that
aralgamation will be 3 dow and difficalt process, with the speed of implementanon
varying considerably in different parts of the country. It also seermns clear that while the
amalgamation process will have s immediate short verm effect, in that it will remove an
undesirable political anachronism, its impact on the material well-being of the mass of
peapie in the (present) District Councils will be minsmal in the shoet and medium terms.
It seerms therefoce that while the amsalgamation isa desirable and necessary developenent,
there are importast and ergent needs in the Diszrict Councils which will noe be
sddressed by this peocess. We realize that direct Snancial ssistance to the local
suthorities does not strictly fall within the bounds of public sector support but believe
that support to the adimsnserative system should be seen in 2 broader perspectives,

3.1.5. Recommendations
We understand that the Government considers that the ministry in gemeral and the
amalgamation process in particular woeld benefit from the continued prosenco of SALA,
SALA has a wealth of experience and expertise to draw upon which will prove invaluable
10 MLGRUD in the difcult times which lic ahead. We concer with this view,

This seb-programme should therefoee continue to receive support from SIDA. We
recommmend that:
3) Areview should be conduecred ata time comsidered opportuse by the Ministry, SALA
and SIDA which should pay particular actention to developments i the analgamation
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b) In the meantime sspport should inclade: farther study of the organizationsl asd
managerial requirements of amalgemacon adviscey services in the developmenn of
administrative systems for the smalgamated councills training of s new cadre of erainers
(in the misisery headquarters and the peovisces) 1o replace those lost o the Mindstry of

c) Consideration be given e supporting the peoduction of 3 master plan governing
rural developmnent as @ whale, thereby placieg the smalgamation process within this
broader cantexs, Such a study should, however, be coardinated with other potentisl
donors,

3.4 Department of Physical Planning

3.4.1. Background

This project was initiated by a request from the Degartment of Physical Planning (DPP)
made to SIDA in May 1986, In response 10 this requesz, SIDA sounted an appeaisal
miswan which visited Zimbabwe in Novermber 1986, The appesisal team recomenendied
SPPOLT In two areas:

* the Hakution of operational decentralizagion to the district level; and

* imstinegion boilding for DPP itself.

3.4.2. Objectives

We have not Sound any specific objectives s the Tormm of Reference. In 2 genersl wnse
the objectives spgear so focws on tive need 1o enhunce the wark of DPP, by peoviding the
rescowrces to expand its sctivities snd %o strengthen it capadity 1o meet the demmandy of
the unit,

3.4.3, Project Organization

Origimally the project was designed 1o be implemented without any resident adviser. Six
main coemposents constiteted the project: short serm conwaltancies, scholardips sbroad,
in-hosse training, stedy tours, equipment, expenditure funds and hackstoggng and
project conrdination. Swedeplan was selected 25 the consultant agency because of rs
expertise in physical plansing. Eventually it became dear that peofect coordination and
administracion were 100 cambersomne o be andertsken by telephone between Swedeplan
and the local suff of the DPP an in May 1987 it was decided that s Jong rerm comultant
would be sppointed 10 faclinate cocedization and the dialogue with the DPP, An
expatrate staff member, originally financed ender a topping p scheme was selecred .

fill this posmicn.
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3.4.4. Assenament

The peoject has recendly been the sebject of an in-depeh evaluation. The main fiading

of the evaluation was that some components have been of great use o DPP, sceably the

equipment, the scholarshigs, the confierences and some stady tosrs, On the ocher hand
it would appear asif the tramsfer of skills has been limmited and that the scale of the project
bore Hitele relationships to the neods of the organization.

We agree with the Evaluasion Mission and particalarly eadorse the following
explanatians for the shorcomings:
¢ “The scale of the programme budget underestimated the sced of involvement

from Swedeplan in the management of DPP peojects.™ This may have served 1

linit the dalogue between DPP and Swedeplan.

* “Resources were spread too thinly™,

*  "The projoct document spelt out quanticative targess Sor each comgponens and
they were taken wo licerally 33 ends & themselves rather than as 2 means ta meet
the overall objectives of the programme.”

We find that this project was st well conceived. In particalar, insufficient amention
was paid 10 formulating clear objectives for institution building. Ia sddinan, while the
DPP dearly sppreciates the material suppaort provided by SIDA, they have little praise
for Swedplan's contribution and, in arcas other than those of devign and archetecrere,
question that organizason's peofessional competence.

An example of the extreme focus am operational expediency 33 opposed to long term
transfer of skills is the appoinsment of the Jong term adviser. The individual selected is
an appeeciated former staff member of the DPP and s such an important contribtor
o the operations of DPP, His sppoinoment has thus, is all Etelihood, reduced the
adminiserative burdens of cooedinating the asustance programese. On the ocher hand he
is not familiar with Swedeplan and can therefor not be expected 1o strengthen the
institutiona] ties between DPP and Swedeplan or enhance the institutional dislogee.

1.4.5 Conclusions and recommendations

Our overriding coaclusion is that this is 2 project which has been useful 1o the DPP only
in that it has removed some obstacles 1o the operations of the Department, The project
has, however, done litthe 10 systematiaally enhance the skills of the department. Beyond
these general statements, the vagueness and lack of the overall and long-term objecuves
constituse an obstacle 10 more stringent assessment of the resules.

It is, however, dear 1o us that the DPP at present has an importast role to play in
helping the government 10 realize the goals of its econamic restructuring and public
service reform peogrammes. We believe that this more than justifies continued Swedish
sapport to the DPP for the next throe year period.

ol
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346 Recommendations

Weare not in 3 position to make speci&¢ recommendations as to the nasure of the furure
programme. We believe that the DPP should be asked toidentify s dear and specific rale
for the Swedivh support, This role should be brasder thas the mere provision of further
funds snd equipment and should be put in the perspective of ether changes ia the puliic
sector, earlier mentioned. It should include an institutions! component with 3 dlear
development objective and monitarable sub-componests. A project idendfication
mivuon is probubly recessary to help the Department, and the Minisery, to formulate
a request. We recoenmend that the guestion of cossultant agency be solved only when
the nature of the newt project has been desermined.

3.5 The Office of the Comptroller and Auditor General
3.5.1. Background
While 2 formal agreement exists between the Swedish National Audic Buress (RRV) and
the Zimbabwean Office of the Comptroller and Auditor General (CAG), the delivery of
sswstance has not yet begun. As RRV long torm adviser is scheduled w arrive in Harare
in January 1991,

The foundations for this project were liid i discuwkms 30d correspondence
between the auditor generals of Sweden and Zimbabwe.

The terms of reference state that the project is 1o be included in the next cooperation
spreement between Sweden and Zimbabwe in the field of pablic sdminiseration.

3.5.2. Objectives
The overall sims of this sub-programme of support ar¢ 1o develop CAG's ability 1o

condict value-for-money suditing, and 10 maintain and enhance its capacity 1o cope with
anmueal demands foe Grancial suditing. The termo of reference alo incorporate s broadly
stated institution building objective. These aims are 10 be achieved through personeel
traiming and the develogenent of new work methods,

3.5.3. Project Organization
Resources have been esrmarked for, among other things, a long term adviser, short term

consaltants, study tours and equipment.

3.5.4. Assessment

kn our view, CAG personsel alresdy possess high levelsof knowledge snd sksll in the field
of financial suditing. CAG akso has the potenrial sow o develop sirength 1nd expertise
in value-for-money saditing, Indeed, CAG is not withoor experience in this Seld,
although it has never had 3 specialired work unit dedicated 1 iz A kmived stmount of
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Tbe soond phase of ruppor? fo rh Dieparrment of Taves focures sn wpdating and
compaterrzeng of the tax codlection pystem.
Pivn (rarte? Exersth, SIDA Phote Archrver

forcign asssnance has been received in this srea in the past. CAG has a clear strategic plan
for developing its capability in both sediting Selds, and has devdoped critenis for
measuring progress towsrds chearly idensified goals.

This raises some doubes showt the strength of the sead for 3 Jong term adviser.
However, since this has already been decided, we would serengly recommend that his or
her role showld focss on skill transfer and instirution baldng rather than peroject
administranoa and coosdinaton

Another e comcerns the suffing of the performance sad unit. At present the
CAG allecates ) positions to performance suditing and 256 o fisancial ssditing. CAG
recognizes that s staff of 3 is inadequate and plans to increase the size of the value-foe-
money saditing unit froem 3 1o 20 positions over the next five years.

CAGs plans for the furure, and the decentralization of financial decision making
power, have major implications for activitics which at present consume substansial
resources in particular, the detasled veri Scations of state budget votes which ase carried
out each year are time and habor imtensive. Proposed reforms, simed at farther
decentralization and delegation of fimancal astonomy, suggest that CAG tasks may
evolve and cal for different staff configurations, since these devdopeents decrease the
need for derailed financial snditing
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3.5.5. Recommendations

Az this point , the overall nature and purpose of this sub.programme is not defined in o
way which indicates dearly how the oeganization might adapt to the changing aroum.
stances it will face in the furare 20 3 resals of mpending economic and administrative
reforms in Zimbabwe. In order ro assist ia this, we recoemmend that the peogect objectives
be reviewed and tailored to the antiapated changes in the Zimtabwean public sectoe.
Such straregic discusions should tske place immedately and befare project imple-
mentation starts. | he outcome of these discussions should define the priorives and
could mean changes in peesent allocatons of prosect resources.

Coopersvon with the Department of Taxcs began in 1988 In the first phase of
cooperation, the Deparrment of Taxes was assissed with the updating and restructuring
of its income tax assessment system. The second phase focused on updating and
computerizing the tax collcction swwem.

3.6.2. Objectives

The long term obgectives of the assistance (terms of reference, Soptomber 1988) are 10
belp “impeove the efficiency of the Deparmment of Tases...d.c. 10 lmprove the urilration
of resowroes and the use of the information collected, by means of modern methods and
methodology. To achieve this the peojoct will foces on administrative development,
technology transfer and the developmene of relevant competence. " It is estimated that
it will rake more than five year 10 achieve these objectives.

The terem of reference akso list rwo short term objectives:

* the upgrading and moderizanon of the tax collection systeny, and

* the srengrhening of the management cagubility of the Department of Taves

3.6.3. Project Organization

The peoject revolves around 3 loag serm adviser whose tasks indude: advising the
Cosmisssoner of Tases, the training of saff, peoject monitoring, and the coordination
of external swsistance. In addivon, the sub-programme involves the provision of shon
verm consultancy services, dassroom training, study soars and oguipment.

L6.4. Assessment

Apart from problems arising froem delays experienced in the procurement of eguipment
caesed we think by confusion rogarding who was to finance perchases this sub.

programme functons cxaremely well.
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The two agencies invalved have developed 3 well thought through commaon view on
the immediate futere of the project. las success to this paint bas been & fenction pardy
of the effective working group comsiwing of the long term adviser and deparnmental
reprosensacives exeablished 10 monisor snd faclinre operations. Another contribeting
factor has been the existence of clearly formulated serms of reference whach incorporase
medium and long term objectives and their inserrelationshipa,

3.4.5. Conclusion

Our concdlesion is that the project should continue in les present foem for at least the nexr
three year period. However, we believe thar cooperstion should be exrended beyond
techmical issses, such s naxcollecnion, o administrative policy issues. Ocher possibilities
would incdhade assisting the department 10 integrate its activities with the work of the
Mindsary of Finance.

These fmues should be discussed and considered in connection with the three year
agreement which follows the peesent ane, and goals connected with them shoald be
incduded among the long-term objectives of that phase of the seb-programme’s devel-
opment,

3.7 Central Statistics Office

3.7.1, Background
Cooperation between Zimbabwe and Sweden in the ares of sutistics and ecomomic

planning began (s 198)., Inidally, cooperstion focessed on the general strengrhening of
the Central Supsncs Office (CS0), and covered such areas as survey capabibay,

computing, and the setng sp of 3 printing office. In recent years, the foces bas shifted
towards the identificacion of stanisoical subyect matrers and, most recendy, towards wser
education.

5.7.2. Objectives

The objectives of the prograsme (tenms of reference, Jume 1990) include:

o the peneral serengrhening of CSO, induding its Joog term planming capalalicy:
the development of wser related services, and EDP training

¢ the provision of rechavical sssistance 0 the development of socal indicators in
health and education, crame, labor, transport, energy, and statistio; and

¢ the provision of cxpert advice on census orgassration, pobdicity, cartography, and
% on,

3.7.3. Project Organization
A long term conseltant is responsible for coordinating inputs from Statstics Sweden,
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progravesee i bighty relevent. Cloar lang-term sbyectives i

and for gromding tochnical advice in his area of expertse. He also coanticutes 2 link
berween CSO and Seatistics Swaden, and supports the institusion bailding role of the
director of CSO

The wab-programene also involves short term conseltancies, study 1ours 1o Sweden
and other countries, snd conference attendance

A coordinating commitee comprivieg 1 geoject coordinator, the Jong term advisers,
and the director of the 1992 conses has been eseablished

In Stockholm, Statistics Sweden bas an effective specalized unic for managing s
OVETMCas venTures

1.7.4. Assesament

This sub-programee provides cleas and compelling evidence of the benefiss 10 be

derived from providing assistance through well planned and well managed forms of

mstications] cooperation. The following Seatures of chis sub- programme are pardcalarly

poteworthy:

* clear long term objectives exist, a3 do well conceived ideas shout the companents
of the assistance and the ways in which these conenibute 10 the attsinment of long
term goals
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* there is a ravional blend of long term consultancies, shoet serm conseltancies and
study tours (and ogaipenent);

* ynooth working relasionships cxist between nationals and expatrianes;

* there are high lovels of mutual undentanding, respect and trust which resals
partly from the dose smilarities berween the rwo crgamizations, the relative
*concreseness” of thair technical operations, and shared values regarding the
importance of mer “friendly” statistios

* 3 well luscooming coordinating committee has been extabilished.

This sub-peogremme sho demanstraces the benefits which aee anse from having in
place long term advisers who possess 3 sound knowledge and understanding of the
Swedish counterpart organization, its strengths and weaknesses, and modes of opera-
gan,

Overall, the sab-programme has conmbared sgmificantly 1o CSO's development as
an organization, that i, to its cffoctivencss, and in celture o ethos. These positive
features of the organization have helped 10 keep 31 relagvely low levels rurnover among
scrior management and other key persoanel ar CGSO.

3.7.5. Conclusions and Recommendations

Thas sub-peogramme is chearly of considerable relevance and benefit tothe devdopment
efforts of Zimbabwe; it will becoene more so s the demands of the sweeping econcamic
and admunistranive reforms which lie ahead become apparent

Nevertheless, it is Bkely s00n 10 be the case that CSO will be shie 10 cope with these
demands seaided. There is gencral consensus among all the parties involved that »
phased withdrawal of Swedish support is warranted, kn our view, this should be 3 gradual
process, designed to minimize disruption and the posshility of incressed staff rurmover.
We therefore recommnend that the phasing out process extend over the mext three year
planning period.

Setnequently, we recommend that ad bec assistance be continued for special peojects
an example being the 1992 conven. We see some mernit i this being tressed from the
beginnsng a5 » special project which falls outside of the "normal” asistance provided in
the present sub-peogramme. This would cnable suppoct for this project 10 continee
eninterrupeed by the phasing out process.

3.8 Ministry of Community and Cooperative Development

3.8.1. Background

Swedish swistance 10 the Misisery of Commnity sad Cooperstive Developmsent
(MCCD) began in 1987 with the appointment of a SIPU consultant — after an spproach
10 SIDA made by MPS an behalf of MCCD. Since that time an impressive programme
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of training for VCWs has been condactod, a publication programme has been wucoess-
fully launched, raining maserials have been developed, and a pilot programese simed at
FCWs has been initiated. The resulrs of 1 major geestionnaire survey based evalustion
of the VCW training peogramene are currencly being analyzed, and shodd be avadable
by February-March 1991,

3.8.2. Objectives
No terms of reference exist for this sub-programme.

381, Project Organization
In thés cawe, project arganization rests primanly in the sownd working relasionship
established berwoen 8 single SIPU appainted consultant and relevant stecrng groops in
MCCD. This individual is also the sajor channel for the peovssion of ssdstance which,
to date, has mostly taken the forms mendoned sbove.

One meeting per year takes place in Harare berween the SIPU (Ssockhobm)
coordinator and representatives of MCCD

8.4 Assessment

As with other misswrics i the Zunbabwean public sectoe, the geners! thrust of the
report of the PSRC sowards & more responsive and effective peblic service has numeroas
implicationss for MCCD. En these and other respeces, however, the teasn formed the
impression that MCCD already displayed im its operations » sumber of the desirable
Qualivies set out in the PSRC report, and seemed well placed 10 develop further alang
these lines at 2 reasonable pace.

Wigh regard m the wb-programme’s compatibiliny with SIDA"s guidelines for
cooperation in the fiekd of pablic adminsseration, it dearly satisfies 2 number of crisens,
In particuler, the sub-programme has & clear impuct on sccessibilaty, sccountbility,
devolution, efficicncy and effectiveness. Moreover, the training programmes seppartod
to date are appeopristely comtextualined, relevant, problem-oniented, adule learner
centered, impact directly on basic needs, invalve appropriste trainees and have been
subjected 10 sacisfaceory fallow -up procedures.

Weconsider the strategic direction sdopred by MCCD to be beoadily consistent with
desrable rends in the public service 23 3 whole. The mere extstence of # self-generased
well arnculaved and widely sppeeciated strategy is itself an imporant indicstoe of »
proactive, change anented, responsive arganizational culvere. The substance of MOCD
straregy, which is concormed with imgeoving the condition of same of the most seriously
and chranically underpeivileged members of Zambabwean society, sdds further weight
10 this view,

However, while there would appear to be high levels of strategic awarenes and
commitment among key groups st MCCD, we are somewhat concerned shout the
absence of any sermn of referonce governing ity associstion with SIPU, and the lack of
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peecisely formulated obyectives for some indnvidual projocts within the sub-programme,
“This complicates evaluation and peoject management and, at wone, could lead w any
positive change being considered after the fact a4 2 sign of peoject soccess. We believe
that the existence of dearly specified objectives and terms of reference will help to ensure
that 3 well rained and well equipped administrative seructure will posizively affect the
kives of the people whose interests it is there 10 serve. In the absence of such objectives,
there is increased risk thar 3 sleek administration may become an end in itself and thar
the underprivileged will again have to muke do with “wrickle down™.

On the question of the recent evaluation condiscred by MCCD in relation w its
VCW training programme, the results of this survey were will unavallable a2 the time
of writing However, from our discassions with MOCD seaff, owr visits vo the rural areas,
and feedback from other institutions (c.g, ZIPAM), it is chear that the peograsnme hun
been well received, and 1o that exvent can be padged & sccen.

We were persuaded also that the evaluation methodology sdopted was appropiate,

provided reasonable safeguards sgaine “insider trading”, and addremed concrete
matvers of substance (Le. how had peoples lives boen affectad?), as well s srvivades,

An mportant oversll impeession reached by the team was that there sppear 10 be
reasonable levels of stravegic awarenc, planning capability, and commisment among
the relevamt groups in MOCD. This has heiped to ensure that the swistance provided
by SIDA has been put to good s,

31.8.5. Cooclesions and Recommendations
A numsher of possihle avenues of continued cooperation and awivance hecame spparent
during the course of owr investigaion. We feel chat these wosld best be read in
conpencoon with the MOCD drf proposal encitied “SIDA Public Secsor Support
1990-1993", In addition, recommendations CORCETMng project organiza-
von are made. We recommend that:
3) The presest form of project organization should be contimeed, but that more
attention should be given soobjective serting during progect formulation and throughous
the peogect life cycle.
b) Support to the FCW programme should be continued. In the palot phase, this would
entail asewance with programme design and delivery, snd equipment (We consider the
meod for oquepment and scarce materials ¢ g, cement, fencing wire, sewing machines,
porrable wodlers exc. 10 be an important facet of this project. While we realize that such
items would not normallly qualify for funding in this sector, we wish nevertheless 1o
recommend that they be seriounly considered for sepport as they are so central 10 the
basic need satishction goals of this project). This would need 1o be followed by
therough evaluation in order 10 determing effective strategies for diffuwon. There is the
opporrunity now to design a well conerolled evalustion study for this programmne.

©) Support should be continoed 2o the Community Publishing Programme, and shoudd
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be taken 10 include the development and diffusion of the peresent poblishing mitative
and the “ocal book project”™.

d) Consideration should be gven 10 supporting the devdlopment of management
capability ar middic and hagher lovels in the arganization in arder 1o help ensure that
advances made by existing lower-level programmes are sestained, and allowed 10 operase

©) Consideration shoald be given 10 suppoeting s mumber of specific sreas of training,
such as community and cooperative development programmen, the strengthening of the
VIDCOs' role in community developmene, and training foe WCCs,

) In the near future strategic discussions should be held which lavolve the SIPU
(Stackholm) coordinator, an extermal consultant sppointed by SIDA, and senior
representatives of MOCD in order so determine the precise extent and nature of Swedish
assistance, and 1o set peiorities snd target daves for the next three years.

In all of the above we have resisted the tempeation to be drawn down oo the detail
of what thewe broad instiatives might entail as the time at our dispunal has dearly been
insufficient for us to make valid judgments at that level. In the case of MCCD, however,
we reiverate our faith in the organization’s capability to think through the details and w0
present them in coherent packages. Nevertheless, as indicated carlier, we soc it 2
mecessary that the project developn 3 moee structured appeoach o progect design and
management. This should help o coordinate SIDA's contnibetions, to chaseed expen
asistance to agroed areas of greatest need, and o encourage in SIDASIPU and MCCD
the mamtenance of the strategic swareness which has been soch & major purt of this sub-
programme’s success 1o date.

In sum, the team is persuaded of the refevance snd importance of the veb-programene
and the relative matenity of thane parts of the organization (MOCD) whose responsi-
belity itis 0 develop and seszain it, We therefore find that this sub-programme deserves
continued suppoct from SIDA, bur thar projects within the sub-peogramme, and the sub-
programme a3 3 whole, shoald be governed by diearly specified obgectives and terms of
reference.
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RECOMMENDATIONS
FOR FUTURE SECTOR SUPPORT

4.1 Assessment of Present Sector Support

bt is dear from the preceding chageer that all of the sub-programmes whach comtitee
Sweden's supporet to the prebilic administration secvar in Zimbabwe are worthwhile, and
moss are beoadly i accoed with SIDA guidelines. Insnrution building is the cornerstone
of these guidelines, and i those sub-programmes which have strayed from the guide-
lines it s im thes fandamencal area that they have done so. [ our view, the primary ressons
for this are associased with 3 general lack of serategic awareness and planning. and less
thas satisfactory masagement of the sub-programmes. For these and other reasons
imtitetions] cooperanon has not always worked as well ss it should. There have sl been
wide variasons of interpretation of the meaning of institution building, with 00 much
emphasis being placed 0n the routinized delivery of training courses, and wo listle, or
sone 313l on other aspects such as organizational structur e and design, cedture baslding,
and leadership development. Many of our recommendations for change are aimed at
rectifying deficencies in these areas, or Emproving current pracrice.

All of the sub-programmes potenvally have important parts to play in the imple-
mentation of the economic and administrative reforms which lie ahead We have
therefore recommended that sepport be continsed 1o ol & ght of the sub-programmes,

Our report contains 3 sumber of general implications for institutonal cooperation
and the formulation and management of peojects. The next two sections  present our
analysis and recommendations on these topics. The Bnal secton of the repart cansidens
possible areas of futare support, incduding women, finsncial menagement, and the
admémistrative reform implementagion unit.

4.2 Institutional Cooperation

According 10 SIDA guidelines, institutionsl cooperation is the preferred means for
assistance delivery. We have soen in Chapeer 3 that sech invtirutional cooperation can
take 2 wide variety of forms. The major axes slong which variation occurs are:

- SO fusaron Segon 491




WEEPMG THE GOALS N SIGMT

* the simdarity of the two institubons;

¢ the "concreteness” of their operaticas;

* the amount of snention given w iaitstion bullding, and evidence of ressonabie
understanding of what it should constitute; and

®  the extent and nature of srategic plansing and follow-sp, and the exivience of
clearly specified terms of reference and objectives,

Inszitutional cooperation per sr appears o work best when: the two lestinations are
smilar; ther operatons are relatively “concrete™; they give consideralile strention o,
and have a shared and valid understanding of insticution buedding.

Thin should not be taken 50 mean that assistance cannot be delivered sucoessfully in
ways which do not conform dosely to the cooperation modek the dearest example of this
being the case of MCCD, where considerable saccess has been schieved with little or
no direct inpet from the Swedish paroner organization (SIPU).

The bey frwe in our judgment is, however, the quality of the seraregic design and

4.3 The Project Cycle
The peoject cycle consisty of: identfication, formslaton, implementation, monsoring,
and evaluation. Below we consider the implications of our findings for these stages of the

project cydie, except evaluation.

4.3.1, Project Foemulation

Many of the problems observed in this study are snnibetable to weak peoject formulatica.
Arcas of weaknes have included problem identification and analywis, strategc planning
and objective setting, ind institetional snd individual role analysis and definition, We
would therefore recommend thae funere projeces pay pareiculsr stestion to:

*  cdiear problem idemification 0 sscertain that the real obwtacles i the project are
mutually understood and recognized.

* suategic planning s an ongoing process which reselts in the production, and
continual updating, of 3 written strategic plan. This could form the basis of 2 project
docurment outkning the nature of the asistance, modum and shoet torm goals, and
methods of management and conerol,

o defining clearly the roles and expectations of the respective instirutions, ind of key
individuals (e g.. bong torm advisers) withia them, w0 2 00 make certain that the long term
obyectives are mwtually undonstood.

We have detocted 3 semdency by STDA 10 accept project proposals, which have been
prepared by potential consultant agencies, somnewhat encritically, We would therefore
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recomenend that the shove principles be adhered to regardless of the origin of the project
peoposal.

4.3.2. Project Organization and Implementation

Where sub-programmes are intended to confoem reasonably dosely to the instrutional
cooperation model, s sember of peneral inferences regarding propect oeganszation and
management can be drawn from our Sndings

¢  Where long term resident advisers are considered necessary or desirable (¢.g., most
forms of institutonal cooperation), all other things being equal they should have
sufficent knowledge of the Swedish (o other) counterpart organization to esable them
o make informed judgments about ity sbdity 1o deliver differen formn of sssistance, and
0 act as an effective communication channed. Such 3 background cannor, of course,
compensate for lack of other necessary features sach as professional competence and
managerial and interpersans| skilly. [a specfic projeces, where the umilarities between
the cooperating institutons are limived, the relevance of having detailed knowledge of
the intermational counterpart i relstively small.

¢ Coordinating or steering commurtees with dearly defined powers and responsibiities
will in many cases noed 1 be prot in place 3t the serstegic, munagerisl, and operationsl
levels. At the strategic Jevel, senior management representatives from boch parener
orgamizations should be imvolved

4.3.3. Project Moaitoring and Evaluation

We have discussed im Chagaer § the exzent 10 which 2 number of the sub-programmes
diverged from their own objectives (where these were stated) and, in some cases, from
SIDA guidelines. Inadoguate project monisoring wias & contribusory fceor in moss of
these cases. The way in which peogects are monisored should vary according to the
circumatances faced, but whatever form such sonitoring takes it showld ait 1o ensure
that operananal and medium term goal ammaimenent contributes 1o strategic goals and, in
particular, to initation butlding,

Annual reviews, and other forms of exxernal evalwanion, cam play 2 useful partin thes
process, so kang as they are not seen as s sebatituce for it. In cases where they have been
relied upoa exclusively, they have sometimes failed 10 detect serious anomalies, and as
2 result sub-programenes have been aliowed 10 procoed in less than optimual directionn
for Jong periods. Whilst not # guarantee against such oocurrences, & 1op manageiment
which is seen 1o be taking 3 Brect interest in operasional invalvement can significantly
redoce their likelihood.

There are implications bere for SIDA inself We foel that SIDA should develop ies
own ability 10 make jedgmenss showt project formulation and meaitoring. One possi-
bility would be o relieve regional desk officers at SIDA headguarters of 3 certain amount
of routine day-to-day work in oeder to create space for doser progect contact throughout
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the project cycle. Anocher possihility would be 10 delegate such work to carcfully selecred
external consultants, and 10 budget for this sy, in tenm of porson days per year
sccoeding 10 the size and complexity of the progece. A thard strasegy would be 10 tighten-
up the procederes for anmeal review, and 10 be more eritical and demanding of the
reviews prodeced by Swedah cowterpan organizations. For example, in the later
regard, more could be roguired i rerms of problem identification and propased
solusions, progress reports towards agreed obyectives, the modification of such obyec-
tives and the addition of new objectives, that i, 3 report which is 2 meful gaide 1o action
and » bass Sor decivion making rather than a simple rectation of courses debivered and
shoet rerm consultandes conducred.

4.4 Possible Areas of Future Cooperation

The economic and administrative reform programmes spon which Zimbabwe has
embarked may well crease & wide range of new demsands and needs for snisance,
Accordingly, and norwithstanding SIDA s wish 10 rancealize and streamline its assistance
to the public yecsor in Zimbabwe, we identify below 3 nusber of broad arcas of posshile
future assstance.

4.4.1 Financial Management

The decentralization of Enancisl decision-making power ks 30 important theme of the
PSRC reporr. It is abwo clear that strengthened, o reformed, finandal and fiscal
management will be sa element of any full scale strectural adpestment programme.
Sweden's recent expenience of the wame reform procemes cosld be of conuderable
interest to Zimbatrwe,

4.4.2 Women in the Public Service

There v 2 gencral swarenes of geader issses in the public service, snd the advancement
of women in Zimbebwean socety atracts presidential support. This means that
conditions in the public service are recoptive to affirmative action imitiatives. Indeed,
steps in this direction have already been taken, and the MPS is scoively considering s
ringe of possibilities in sech areas & training, phicement, recruitment and selection.
Meuch remsaing 10 be done however. For example, in the area of training, conideration
should be given to the possibility of wransferring 1o Zimbabwe suitably adapred Swedish
courses which aim o modfy values and sttizudes towards womnen managers. More
atrencion could also be paid to ensuring that Swedish consultanes are sensitive to gender
issues, and well informed sbost them, We would also like to see gender issues made an
explicit part of progect formulason, serstegic planning, and moeitoring, particularly in
institetions such as ZIPAM and MPS, Finally, in the case of MCCD iswaes of gender,
mansgement and development coincide in 3 way which provides a compelling logic for
the muintenance and posstie expansion of SIDA sepport to that seb-programme.
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4.4.3 The Labor Market

Our brief discussions with the Misistry of Labor, Manpower Planning and Socil
Wlfare confirm that Swedish experionce condd be relevant to the reforms now being
prepared by the ministry, However, in line with owr carlier recommendations, caroful
project sdentificaton and formedation needs 1o be undertaken firse. Even s, it scems
ws that Swedish esnployment policies may be of less relevance 1o Zimbabwe than, say,
Swedish experience and knowledge regarding collective baraining instisations, policies
and praceices (the vubject of recent debate in Zimbabwe), kbor policies such 34 grievance
procedures, and ocher aspects of indeserial relations.

4.4.4 The Administrative Reform Implementation Unit

The government of Zisnbabwe has esablished an Enplementation wnit charged with
inicisting and oversecing those reforms arising out of the repoet of the PSRC which have
been appeoved by pardament. This s 3 welcone confirmation of the government's
determination to bring about positive chamge in the public service. bt is owr view that the
unit could play an impoetant role in the modernizaton of the Peblic Sectoe in
Zimtabwe,

SIDA has already allocared resources 10 support the PSRC Implemencacion Unir
during 199091, We recosssmend that thés anit receives comtinued support from SIDA.
Ininally, this support might take the form of raining is peoject planning and management,
the mamagement of change, comsslaancy and basic computer skills, and possibly the
peovision of equipment (computers). Once again, however, itmay be the case that s shoet
project identiScation misson should be mounted in arder to make peoposals regarding
the detail and timing of any sssistance given.
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ABBREVIATIONS
AND ACRONYMS

CAG: Coemparoller snd Asditor General
CSO: Central Sunsnes Office

DPP: Degartment of Physical Plansing
FOW: Farm Cosnmunity Workens

{8 Implemenmanon Unit

MCCD: Minisery of Commwmity and Coogerative Developenent
MDP: Management Development Programme
MLGRUD:  Misdsry of Local Government, Rural and Urban Development

MPS Minisery of the Public Service

PSRC: Public Service Review Commission

RDC: Rural and Disorict Coanals

RRV: Swedish Navoeal Audit Burcau

SALA Swodish Assactation of Local Authositics
SIDA: Swodsh International Development Autharity
SIPU: Nasional Inssitute for Givil Service Training snd Development
TMB: Traning Masagermcnt Burcas

VOW: Village Community Woekers

VIDCO. Village Development Commmitee

WCC Wird Community Coordinasor

ZIPAM: Zimbabwe Insotute of Peblic Adminsoration
ZPs: Zimbabwean Peblic Service
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TERMS OF REFERENCE

General Background
Zirkabwe and Sweden have boen co-oponsting within the peblic adminigration sector since
1982 Onginally the programene was inchaded in the Fducannon Secvor Ssppont. The first separae
Agreement on Pubdic Adminiarition Sector Suppon was sgned in 1982, The present Agreement
covers the persad 198788 - 196990 sad will be extended uend June 30, 1991,
The mam obgoctves of the soppont as spelt oot In the Specific Agreament are:
= 10 amprowe the efficiency of dhe polidic sector at all Jevels = oeder 1o creste 3 better
foundunion for econoese growth sand for the usdization of internal as well 3 extornal
roesounL e

- 80 increase the parssigunion of the rured popadetion in the deciion-muking procon theoogh
the development of locsl governmess strectures snd throogh traimeg
- to comtnbute 10 an eves dstribunion of economic sad saoul resounves smong the people.

Doring the 1980 the seotor support grew and the programmse will comprae the fullowiag
components s from July |, 1990

» puldic service training asd developenent (via the Miratry of the Public Service, the Public
Service Commismion and the Zimbabwe Inemute of Public Admimiaration snd Mansge
meat (ZIPAM)

- the development and srengthenieg of oo grvernment senxcteses 1ad capacity budddng Sor
physical plansing via the Maniery of Locsl Government, Rural sad Urban Development
(MLGRUD)X

- ewpabiiey budding in statistics and econorroe plasning (vis the Coneral Staentical Office of
the Minatry of Fesance, Ecomoenie Plhaning sad Development (MFEPD)K

« the streagthening of the tax administrsnion sysoem (vis the Deparument of Taves, MFEPD);

- copaciy-bullding = value- for-moncy suditing and the wreagbeaing of Saancisl sadeing
(via the Office of the Comperolier sand Audece-Genend, MFEPD).

» the treinmg of cxvessmon sl ot the village and ward level sad sgport to worken on
commencial farms (via the Minisery of Communiey sad Co-cperative Doveloprmens
(MOCCD).
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On the Zambabswan ude, the Mintsary of the Iablc Service coondimases the Swalish sugpan
w0 the Pubdic Adminisersion Sector,

Prepaestions fur s new bong-temm sgreement on Swedinh wppor tothe Public Adminntrstion
Sector will seaer is Ocoober, 1990, 3t has boea sugpestod thae s joint sector soedy be carried ost in
onder to provide 3 basis for comtizued co-operstion in the | 990’y

Development of the Public Administration Sector Support
Since [ndependence the public soctinr in Zimhalroe has assamed incressing reqpoasialities,
evpecially in relaticon 2o the provicos of sacial sermvices to the patiic, As » consegquence the secnoe
has grown 3

The Swoduh sssstance 10 the sector sanad off sddressing geseral trainimg nceds in the civil
service by commating 10 the enabisbiment of & treming efranusure, the developenent of
curriculs snd training eeaterial and the training of srainer. Systan developement activities, relssed
for cxemple to perscanc sdimansraton and waff developenent, were also inchaded oo o himned
scale.

From the stary & minor programme for the oralming of Jocsl povornmens officieds was sl
inchadend. Onver vime ths deviebageed 1o o compred cnmive proge stree simed st strengthening local
governmens stcructures and peepuring for e planaed smalgssacion of Resal and Deerxe
Councsly, therely enhancag decentralization mesures. Both training sad wytom
work were fimaaced. Ar a bver wage s benined peosect oo smpeonve the copac iy fur phiysacel planning
o peovincial bevel was imradeced.

Sepport wus also provided vo the Ministry of Fisance, Ecosonic Plansing and Developenent
(Cennred Seatisscel Ofice) for capacity butldng in satiescs snd sconometricos is onder to oreate
# bemter buse for ecomomic plasaing and developencre. Thin was particslarly importaat is relation
to the rural areas, o hardly say wamnrics were avatlatie om which 8o have developmens planning
fior che communal sress.

When the Government of Zenhabwe ¢ decaded to st up & Comemanenn of Inguicy on Taxacon
i 1984, SUDA agreed so support the work of the Commimion. The sistance was eveomally
profosged and geared towands enprovesest ind modernisation of tas sdmiaberition wo m to
cfeate & yytom that was better equipped to handle the changes proposed by the Commibsaon.

Afer woeme tame 3 programme for the traming of emension worken a1 the village sad ward level
i co-operscon with what is now the Minsary of Connmunity ead Co operstive Developmaeat was
mtroduced with the odyective of mrpeovng living cosdmcnt in the rural sreas and the partic ipetion
of the reral population is plisring ad decison-making.

The programmes related 10 wamnocs sed snditing the laner starsing on July 1. 1990) are
mrended vo provide wob for policy malvse, devclogenenst plansing, finsscisl messgoment and
fmancial scoounubibey.

SIDA agreed in 1987 o sepport the work of the Public Service Review Cormmancon (PSRC).
The repoes prepared by the Commmuson sad pubinhed o | 99 peosonted far-rosching propossls
for change umed at the creunion of » bowner, bemer Sscglined, benter trained snd moee motivated
pubiic service. The implemencstion of these peogesals will swar in 199091 and o con be foreseen
char dhe srracvire of the Swedid Pobde Adminstrerion Sector Seppon in the 1990° will be
sffecred as o resal A reques from the Zimbubwess Government for Swodad support 2o thin
reforms work Bas alresdy bees recrived and s decaion has boen taken 1o inchade this in the Secsor
Sappors m of Joly 1, 1990,

The sppor 1o the public sdminsstrinon secoor his heen ceganized muainly in the form of
mstirunosl co-operation o twisaing between coganinasiony/isatitutions with wmisr repon
sibakees in Zonhalwe st Swodes. [t b felt thae this b an efficicon and flexibie way of strcsering
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swentance, The idea bebind this model 1 to encoussge professionssl co-operstnn berween
colleagaes, thus cresting conditions for the tramsfer of “corporste skill™ and for matineion.-
buikfing. The method of work chosen has wssally been procoss-oneaced and training programemes
kave been bused oo purticgutnn and stsm resesrch whenever possbile

Overall Objectives of the Study

The soady shall analyss che relevance of the present compontion of the Publee Ademiserscon

Secuor Seppoet in reletion w0

- the recommendations prt forwand by the Public Service Review Comsminsinn s sdopeed by
the Govermmens of Zimbabve,

- SIDA’s polecy gusdelines for co-operation (n the fleld of pubdic sdminmrenon, d

- current trends @ the pubic sectoe s identificd by the study o

The study shall shus gevnvade the Zindubwesn séniarios and SIDA wied indormaion oa the
sren gths end weskihesses of present instmunonal co-opersnoarwinning arrssgements incbaling
mothods for tramfer of krosledge, and ge recomimendations s to furces mplomestanon
sxcthods

A proposal for contimeed sector suppoet based on idestsfied acads shall be presented. Whare
prcoary, recomumendstion as to 3 change in the composon of thas supporn shall be made.

Specific Tasks of the Study
Onverall Issues

The posidaleics of increasn g women's parocgetion 1n pubds sectne develogenent shall be studued
in order 1o sugpet new avenues for pramoting women's role in sockesy.

Various Seb-

The varions ssb-peogramunes shall be brcfly reviewed Foe each sub programme, specfic
recommendscions shall be presensed sad the consequences of the general conclasions shall be
drvan. 1o sddirion, the Sollowing wpecific nsses dall be addremed by the srudy team

Montstry of she Pablic Servae

Stepm takon by the Manisery of the Puble Service to irgdernent the recoemnendasns of the Publc
Service Review Commistion as to penvanc] mansgancss, in-service trainng and organization
and methods (O&M) work shall be reviewed

Manixtry of Local Gevermmnt, Rwes! and Urban
A prognoss shall be ssade a5 10 the expected smalgamecion of Rured snd Diseror Councids, If
further sshezsncial delays are forosnen, the wady team should identify those pusts of the peesest
prograsune that are independent of ihe amalgamancn proces and make recommendamons as 1o
which scevizies should receve contimued sepport

[a this comtent the findngs sad recommendations of two eecent repons, “Fraluson of the
Swedinh Soppert to Local Goverrameat Developenest is Zienbabwe™, Apeil 1990, and “A stody of
Treining Neods in the Locel Goversment Sector™, February 1990, 0 well as o minor saudy of the
soppant 1o the Deparement of Physcal Plasaing, o be undertakes in Seprember | 990, shall be
txken a0 comsiderstion,
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Mrwicry of Finawcr, Eomees: Pavwing and Developwoene/Crneral Stassacal Otfier (CS0)
It has boen plansod that the Swedisd suppon 1o CSO will be successively phased out during the
newt Mong-term sgreement perod The possitde effects of this phaseeg ot shoubd be analyred by
the stady seam snd, i necessary, recomenendunions for STDA acocn shall be made.
Miniery of Fisance, Econamnic Plasaing and Developenest/Office of the Comperoller sad
Audstor Cenerdl
Eﬁuﬂh.&ﬁh&.mﬁmwnﬁahbmmww
meee tradimonal financial sdit snd te the Imrodacuon of value-for-money
muuwwummwwmmmh‘m
agreament penod

Mmactry of Crommmumary and Co aperannce Dioelaponns
The smudy teamn shall snalyse the cesuhs of the the evalustion repont conducted by the Minntry
in 1990 wnd give their opinion on the fradings end recormeendations.

Ministry of Fonance, FEcmoons: Plavonong avd Divcedopoocns/Crntral Computng Sevrveces

The Contral Compuning Services (CCS) wnll recerve support for coreuliancy services dumng 1990
from the Swedah Personnd and Consaltancy Feod The study team shall anadyre sond reprert on
the effeces of the present short-<omingy in the CCS on sb-grogramemes inchaded = the Pulic
Adminitration Sector Suppore. The teass shall comsider the reports written by the Swodish
satitute Sor Civil Service Training and Massgemens (SIPU) sad MPS, "Computerization of the
Public Service™, [ sad 1L 1986,

of the Study Team
The study vowm will consist of pevbesssonads with extenswve capenence from developunont work
::k.-ptkmn.molﬁmﬂbtuwwﬂm and somne by the Zinbatrwesn
Pl

Time Schedule
The potnn soudy veam shall meet in Harure for dncussons (ipprosimanely | week)
Mo-lmm&mem

The main study will roguire 3 4.6 weeks stay in Zenbebwe sad shout I weeks of
wurk and repurt- writing i the consaltants’ heene cosstry. It o essential that the seady tearn also
wisit aremn s Zanbabwe outaide Harsre,

The work in Zimbatvwe will most bkely take place &arng October-Novermber, 1990, sad the

preparstory discussions :n Haerare is Auguse Sepecrsber.

Reporting ‘

The wody tosm shall produce 3 draft report while in Hansee. The findmgs shall be presented to
and discussed st the Ministry of the Peblic Service, the SIDA office in Harwre and SIDA in
St bhode The final repore shall be sulenined o the Zanhsbw can authorities sad SIDA before
Decomlnr 15, 1950
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KEEPING THE GOALS IN SIGHT

[ public sector in Zimbabwe 15 oo the threshold of fundamental
chamgr. Economic reforms will call for drastic reductions in the public
wcton. To meet with the new demands, the government aims (o creale &
pew style of public service in Zimbabwe: oee more responsive to the pub-
. more change-oriemed, more decentralized, and generally more con-
cerned with effectivencss and efficiency

In the light of these changes, hew relevant is the present Swedesh sap-
port 10 the publx service sector”
sis evabuation. carmed out in November 1990, concludes that all the

subprogrammes are usefal and relevant. They comld well comtnbate 1o
the economasc and administrative reforms whach lie ahead. All esght sub-
programmes should therefore continue

However, several subpeogrammes have not bept thesr Jong-term goalks
clearly in sight a closer monitoeing and an ongoing analysis of long-term
goals is recommended

Swedon's bilateral development co-operation, administered by SIDA,
comprives 19 programme countries: Angola, Bangladeah, Botswana,
Cape Verde, Ethiophia, Guanca-Besau India, Kenva, Lacs, Lesotho,

Mozambique, Namibia, Nicaragwa, Sa Lanka, Tanzania, Ugansda,
Zambaa, Zimbabwe and Vietnam

Each vear about 30 of STDA's over 200 projects are evaluated. A num-
ber of these evaluations are published in the SIDA Evaluatwon Repoet
series. Copies of the reports can be ardered from ST, S-105 25 Stock
hodm, Sweden
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