P -~ oy, i f

Evaluation of

Financed by thé Nordic Countries

By
Kim Forss
John Carlsen
Egil Frgyland
Taimi Sitari
Knud Vilby

RIKSDAGSZIBLICTEKET
ARSBIZLIOGRAFIN :

RS
88. 06. 10
STOCKHOLM

2
w




SUMMARY

The four Nordic aid agencies have a considerable technical assistance
persomnel component. in  their development cooperation programmes. This
component is expected to play an importarnt rvle in the realization of the
programmes' cbjectives. The aim of technical assistance persommel (TAP) has
been defined as;

"To assist host comtries achieve the desired development of indigencus
manpower resources, the sustained development of their institutions, and
to contribute to the achievement of other project goals."

None of the Nordic countries had made any evaluation of this component of
their aid programmes and so the present study was initiated. The cbjectives

werel

(1) To evaluate the extent to which the aim of providing technical assistance
personnel has been achieved, and to assess other effects, positive ard
necative.

(2) To assess the relevance of the Nordic countries technical assistance
persommel in relation to the needs expressed by the host countries.

(3) To identify the main factors determining success or failure in achieving
the aim of providing technical assistance personnel.

(4) To compare the effectiveness of different categories of technical
assistance persormel in achieving the aims, and to consider alternatives.

(5} To make recommetdations regerding factors to be noted and steps to be
taken Ly the Nordic agencies in order to better fulfill the aim of
providing technical assistance persamel.

Tt should be noted that the evaluation is concerned with personnel, it is thus
not evaluating projects. The total impact of an aid project may well be posi-
tive even if the parsomnel camponent did not function well - and vice versa.
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The evaluation was undertaken by a team of five consultants, representing

four Nordic countries. The study was geographically confined to Kerya,
Tanzania and Zambia. The empirical data came from studies of 55 assistancs

projects/programmes. Studies of the national manpowar development policieg ®
were undertaken by researchers in Zambia, Kemya and Tanzania. The evaluation
tock place during 1987. This is a sumary of the major results in respect of

each of the evaluation's abjectives.

(1) meremeresomesoommtheﬂu'eewmtriﬁmrﬁﬂl%?atatotal
costofSOOmillionSEz{—anaverageoflmillionpermnyear(basedon'
thecostsofcons:ltantsaxﬂaidagexryemplcyedﬂP).Salaryisonlya
small part of the total cost: administration, logistics, etc costitute

ﬂmemajorpart.'metaduﬁcalassisrarnepersmmelaremsteffectimin;:.
contributing to the achievewent of operational project goals, The ¥

achievement ratic is high in these respects. Job descriptions put an

emphasisontheseflmctions,butaravaguearﬂgmeralcorcenﬁnq‘

institutional development and training. As a consecuence such cbjectives
are ssldon met. In fact, meny aid projects have a negative impact on
institutional development, for example by creating oversized
organizations that are not sustainable without assistance,

Locking at the 900 manyears of assistance we must conclude that the
institutional framework that should lead to a transfer of knowledge was
non-existent or crippled. In several positions there was no need for
fareignpersmm.Almitednmbe:ofpersansdidmthavethenecessary
campetence and training for working on aid programmes. In sum, the impact
does not stand in any favourable relation to the cost.

(2) menanpowardevelopnentinmiczncmmihasmadempidpmgras
sincehﬁepaﬂerm-mdurtagaofsﬁlledpemmelhasbeenredumd,i
azﬂinseve:alareastbezeisas&zplusofwellqualiﬁedpersom. The
assistance programmes of the Nordic countries have not recognized these:
mmgesinﬂaeawilabilityoflocalmmmer. Very often TAP is.

suggested: befare the local manpower situation has been investigated. we iff
found that in more than half of cur case studies there was indeed 1o<ali ;

marpower available, hut perhaps. not- amithe terms and conditions prevalent ;
in the govermmental sector. !
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The need for TAP was identified by the Nordic ald agencies, their
consultants ard by technical assistance personnel on the projects in 56%
of the cases. Even though requests for TAP are chammelled through the
official system, it is not the recipient cmmtries that are the dynamic
element in expressing the need for TAP. In 64% of the cases TAP were
placed in new organizations set up by the donor for the sake of project
implementation, or in spectal arrangements within existing organizations
to secure donor control.

We estimated that 65% of TAP in cur cases were implementors, 17% were
controllers on behalf of the aid agencies, and only 11% and 7% were
trainers and institution builders, respectively. This is far from the
real and expressed needs of the reciplent countries.

Personal characteristics, preparatory training, language skills, back-
stopping, etc. are important for individual experts - but as lorg as the
nesd for TAP has not been correctly identified they have no hasis for
being effective. In fact, effectiveness may then be detrimerttal to
national development ocbjectives.

Given that TAP are needed, the most important factor determining success
or failure is the persomnel development of local staff. In less than one
third of our cases were such systems functioning well. Recruitment of
qualified local staff, personnel development through on-the-job training
and scholarships, coambined with plans for out-phasing TAP and career
opportunities for local staff, should be priority areas to increase the
effectiveness of aid.

Different projects require different types of technical assistance, there
is no standard recipe concerning "modes" of assistance. There are also
several categories of TAP. Cne oomon distinction is between agency
aemployed TAP and consultants.

Consultant TAP often had a good record of reaching cperational goals but
were not effective in training and institutional development - this wes
more marked than with agency employed TAP. However some of the "best!
cases in all respects were consultant employed TAP, so there is no
qenetalmle.ﬁmreisaneedfortheaidaqemiatost:rergmentheir
capacity to monitor and evaluate project performance whichever means of
irplementation they choose.



(5) Our recommendations for an improved process of technical assistance

iv

follow three main lines of arqument;

(i) a critical assessments of the needs, which will lead to a more §

(i)

(iii)

extensive utilization of local personnel, and a significant reduction:

in the mmbers of foreign assistance persomnel.

improvements of a detailed nature in the process of cooperation to make-

those experts that are still sent out more effective, particularly
recruitment of experts and consulting firms, contimuous training oo

local cultre and administration, emphasising persomnel development,
and pramoting organizational learning in the aid agencies.

an analysis of the process of technical assistance, that is,
different ways of delivering "aid". The present approach in aid

of

agencies, as well as in consulting firms, does not allow for sufficient

consideration of the enviroment, the purpose, or the internal

consistency of the process of assistance.
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Tt is estimated that same 80.000 resident non-naticnals are working on
technicalassistaueprogrmmsmﬂxemicarﬁpanstatalsectoxsofﬂlem
B countries in sub-Sahara Africa. The personnel cost alone amounts to same USD 4

f' billion anmually - which is a large sum by any standards. If we look at
rechnical assistance in a global perspective, it is likely that the figure
£ should be quadrupled. Furthermore, even larger rumbers work for interpaticnal
capanies in the developing countries. The effectiveness of expatriates is
thus a question of general concern, ard their effectiveness on aid programmes
in particular as the latter group of expatriates are engaged in development
cocperation.

Technical assistance from the Nordic courmtries has been growing contirmously
£ - since the first years of development assistance. In 1986 Dermark, Finland,
f - Norway and Sweden, jointly had slightly less than 1100 aid agency employed
£ persornel working under technical assistance programmes. Furthermore, external
organizations that implement aid programmes financed by the agencies also
employ technical assistance persomnel. There are no statistics for this
category of personnel, but we assume that they are at least equally mary. This
means that the Nordic comtries employ scmewhere arourd 2.200 personnel on
their aid programmes in developing countries. The total cost for this ended up
arcund 2.200 million SEK in 1987.

This evaluation is concermed with the effectivenass of technical assistance
personnel in three African countries; Kerya, Tanzania and Zambia. In January
1987 there were 568 agency employed expatriates and 316 emploved by external
organizations in these countries. This is a relatively swall share of the
total 30.000 technical assistance perscmel (of all nationalities) present in
the countries, but it is nevertheless a sizeable preserce. As the Nordic
technical assistance is concerntrated to a few key sectors, and as persomel
usually means senicr technical and managerial professiomals, their potential
impact is large.
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InahistoricalperspectiveassistancefmmSwedenarﬂDe:mrkstarted
scmewhat. earlier than from Norway - and Finlard is a relative newcomer. But §i8
assistance from Finland has increased very rapidly in recent years, whereas it
has stagnated from Sweden. The 1950s were the formative years of development
assistance; patterns were set that are still with us today, eg the "project»
idea as a cambination of fimancial flows, personnel and training programmes.
The first years' experience also led to revised organizational forms, DANTTA
was formed in 1962 and SIDA in 1965. NORAD and FINNIDA were horn later but of -
the same spiritual parentage. :

Let us see to what extent ideas about development assistance borm in those
early days are still with us. First and foremcst are the arguments for the :
legitimacy of aid. Modern commmication shrank the world and brought the daily :
lives of ather pecple into the living rooms of Scandinavia. Faced with 4
different material standards of living, fod with the threat of overpopulation
of the earth, meetirgy the rhetoric of independence leaders in Asia and Africa
= it is not @ifficult to see a cancern for intermational development emerging.
The Nordic countries would not accept any "eolonial" responsibility for the |
state of the globe, but they did accegt an obligation to share some of their
wealth. Aid is motivated by a sense of moral duty and intermatiocnal soli-
darity; it was an expression of the recognition that peace, freedom and
welfare are not exclusive naticnal concerns, but rather sarething increasingly
universal ard indivisible.

Thesemrdlegacycmmrnsthecbjectiveofaid.inemtiqnthatgmtheqtals
development is as old as aid, the conviction that all the poor countries have .
tcdoinordertodevelopistomlatethepatten'lsarﬂpmcessesofth&é
ispezvasive.Wehaveperhapscmetoseethat:ﬁ,i E.
reality is more complex and we have learnt respect for other cultures, but the”
attitudinal change is not complete, and when it comes to practical delivery off .-

assistance it is even more difficult to fird altermatives. ;
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Acontj:umsdisqmimmthememﬁ:gofdevelomxtisi:@ormntbeca
everythﬂ-gstartswiﬂlancbjective.motheractivitiesmthesmereof
depend on the notion of what constitutes development; right fram the poli
statements of the aid organizations, to the design of the vehicle which is to:
deliver aid (the organizations, the programmes and projects) and orwards to:§
the evaluation activities. This particular evaluation study can of course not §

bt W W Bieltis W,

k. present any new ideas in this field, but as we are to discuss policies and as

we cbserve widespread problems in the delivery of aid, it is natural to go

back to the beginnings and point to same problems at the source.

Vmecéxweptofwhatconstiumdevelomenthasbequlifiedovertme, aven

though there is repeatedly a tendency to reburn to economic growth as

development. In Sweden aid has officially been given to support four policy

objectives;

1. Econcmic growth

2. Equal distribution of resources
3. National independence

4. Democracy

These cormerstones have been consistent since 1962, but in practice the
emphasis has varied. It is easier to define projects that generate growth than
prcmtedemcmq.ﬁnemislesscmxtmve:syovergrmththandistnhﬁ1m.

Norway, Dermmark, Finland and Sweden have in camman an enphasis on reaching the
poorest people -with assistance. They concentrate assistance to the least
developed among developing countries and try to define projects that will
benefit the poor. The palicy opens the agencies to endless criticism as there
can of course not be any consensus an who are the poorest, and what will bene—
fit them, or how that cmuld be combined with other cbjectives. Reaching the
poorest may mean that you sacrifice growth and western concepts of democracy.

From time to time other obijectives are introduced, gain prominence, and if
they do not fade away they are institutionalized at same level. Envirormental
considerations, energy issues, and the role of wamen in dewvelopment are sowe
such issues. At times they have an impact on policy making throughout the
organizations - and at other times not. To be sericusly and effectively
pursued they should of course influence all policy areas. How could an
organization keep its respectability if it on the one hand demards that its
clients give equal opportunities for men and women, ard on the other hand
mostly employs men? An emphasis on women in development: must have consequences
for internal persomel policies - just to take one example.



The third legacy frum the beginnings of aid concerns the way we help. The very

first piece of development assistance was pecple to do a job -perform a
sarvice ~ that nobody in the recipient country could do. Next the public
debate, at least in Sweden, came to focus on large scale training programmes

for people fram the Third World in Scardinavia (to teach them how we have &
Butofcmrsafwﬂsforimashnsxt,hinfrastructu:e,hmpmductivei
rmzceswa:ealsoneossary.mﬂtrntismerewamain,trmeaxethe‘

done) .

building blecks of aid. Emphasis on ane or the other has shifted over the
decades, there was a tilt towards training in the 1960s,
imvestment funds were relatively more importarnt, then personnel have again
gained ground. It seems as if the present trend is towards a relative ircrease
of training in different forms.

'I!_iedevequne:m project is also an invention of the 1950s. Projects are a

concept for organizing and chamneling rescurce flows. A project organizes
preductive activities and creates the physical and social infrastructure
necessary to link markets and organizations. But projects are usually also
fairly small units and they requirs, as well as facilitate, management. At
times the project as a framework for management and control has been favoured.
At other times the project mode of assistance has come under attack. The
project form has a tendency to isolate activities, to impede coordination and
to demand much of scarce managerial rescurces (lecamte, 1986).

In the early 1970s there was instead a tendency to provide assistance with as
few ties as possible - on the conditions of the recipient. Projects were
substituted by sector programmes and general import support became a feature

of cocperation in several countries. But the request for visible results lead: -
to a swirg back, a project can have dbjectives of a scale that can be assessed.
- and thus projects were again favoured by the aid agencies. But the penculum: B¢
has not swung all the way back, ard there are differences amony the Nordic, _

donor agencies, DANIDA, mammmareprwidingmreaidinpmject'
form than SIDA.

After this very brief sketch of why we give aid, for what purpese and in whichs
forms - let us return to the begimming and see if this legacy from the

has changed and how it influences aid today. First of all aid has grown to

a big industry and it has not been possible to keep it insulated from other
foraign policy objectives — or domestic policy chjectives for that matter.
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Commercial interests and employment considerations interfere with develomment
objectives. Aid money is often tied to purchases in the donor country, to
support investments from the donor country, to employ personnel from the donor
country, and to provide business for consultants. Ald money brings stdents
for training programmes in the donor country; at universities, in industyy and
on professicnal courses. Education is also business.

The link between aid and commercial interests has its advantages, eg. by
introducing an element of campetition and by enabling aid ovganizations to
purchase the sexvices they do not build up inmtermally. It is also natuwral that
a country provides assistance in areas where there is a domestic resource
base, as Finnish assistance in forestry, Norwegian assistance in fishing and
Denish in agricultural develcpment. But everycne must realize that there is a
fundamercal difference of imterest between those selling their services for
the purpose of aid (be they private or public fimms, institutions, trade
unions or cooperative movements) and the development cbjectives. That
realization mist form the base for contractual arrangements between the
"selling and buying parties". That is where the aid organizations should have
policies for how they intend to handle the differences and turn them into a
complenentary whole.

But not only organizations have objectives different from aid dbjectives - so
do the people that are employed in the ajd business, irrespective of whether
they are technical assistance persomel, consultants or programme officers in
the aid organizations. Pecple are rarely motivated by same single goal, but
they pursue several causes similtanecusly. It is even more complex as same
motives are open and others are hidden, some are even hidden in the subjects
subconscicus mind, This must also be realized and mist lead to policies in
respect of recruitment, persomel administration apd retenticn.

But where exactly is the area of choice when it comes to policy in respect of
technical assistance persomel? In which dimensions are such policies
formulated? What type of activities and cbjectives are of concern to such
policies? What fumcticn should such policies perform? In theory, policies in
respect of persarmel assistance should have been derived from an idea of why
aid is given and what it should achiewve, takiny into consideration other means
of assistance. The policies should serve as a guideline for solving daily
problems and for elaborating procedures of work in the aid organizations.



The policies should be the link between strategies and operations; ie. they e

should interpret how the strategy of the aid organizations should be
trarsfomedintoactim,mthjsczsemmpectoft@nicalassistmm

persamel. If the sirategy is confusing and contradictory, it is to be -

expected that lower level policies exhibit the same characteristics.

1.2, ions o

Aswehaveseenabcvetednﬁcalassistarneisani:dustryinitsmmright.

Considering the size of the industry, and considering the importance of the
problem "expatriate effectiveness®, one would assume that it has been studied
intensely-arﬂi:ﬁeedsoisalsothemse.mepmsemtmvie»isabrief
irdication of the different approaches to the Problem. We would like to
indicate where previous research has led to more or less conclusive results,
me:ethereisaneedforftmtherresearm, and which areas remain to be
explored. It might be useful to distinguish between the following four
approaches: '

(1) the "personal characteristics™ approach,
(2} the national development approach

{3) the institutional approach

(4) the project evaluation approach.

A hypothesis widely entertained concerning aid, is that it matters very little
what organization and projects you have. It is the pecple that count.
Consequently, a mmber of stidies have tried to find what type of people
shauld be employed and hew these pecple could be found. The first studies in
this field were made by Harris (1973, 1975) and Tucker (1973, 1974), who in a
series of empirical studies of Peace Corps volunteers and U.S. Navy persornel
identified 20 dimensions that were related to success on foreign assigrments.

The Canadian International Develomment Agency (CIDA) built on this research. H
ard undertock a major evaluation in 1979, The crjective was to analyse the .
concept "overseas effectiveness" and to arrive at a profile of individuals who -

wereeffectiveoncverseasassigments.'mecmneptitselfwasfmto

s R

consist of thres component parts; intercultural interaction and training,
professional effectiveness, and perscnal/family adjustment and satisfaction.
The first, intercultural interaction and training may be described as “adap—
tation" in the sense of mixing with local pecple and learning about lecal
culture. The second, professional effectiveness refers to the performance of
daily tasks, duties and responsibilities on the job. The third component is
related to the capacity for besic satisfaction while living overseas, as an
individual ard as a family unit.

The CIDA study alse gave characteristics of individuals who were effective on
overseas assigmments. In summary the effective perzon was abave all effective
in interperscnal relaticnships. This was demonstrated through six behaviour
patterns: flexibility towards ideas and beliefs of others; respect towards,
attentiveness and acknowledgement of others; listening skill and accurate
perception of the needs of others; trust, friendliness amd cogperation with
others; calm and self-control when confronted hy chstacles; and sensitivity to
cultural differences.,

The effective individual was also capable of self-expression, including
demonstrated initiative, self confidence with respect to goals, and gemine
frarkness or honesty. The effective individual had doubts and concerns before
departure overseas, but nevertheless expected a rewarding experiencs.

The CIDA study had a large impact, not least in the Nordic countries. The
three components of overseas effectiveness arnd the indicators have been
accepted as the principal criteria for the svaluation of technical assistance
persormel. Furthermore, preparatory training courses have been designed to
strengthen those areas where Nordic persomnel are seen to be weak in respect
of the criteria. There are of course modifications, but soon after the appea-—
rance of the CIDA report there was even a time when the same questionnaires
were used to evaluate Nordic assistance persornel. If nothing else, this could
be seen as an irdicator of rapid learning in the aid agencies.

The thrust of the repert is built on the fact that individuals who tend to
£fill in the questionnaire in a certain manner, also terd to have a positive
view of their own effectiveness. This should raise a mmber of seriocus
questions about the validity and the reliability of the study - but that will
have to be done scmewhere else. The comsequence for this study is that we will



nottakeforgrantedﬂxatanygamlpersmaldamcteristicspredicﬁnq
succasmallyexist.Wewillmttrytoassasrﬂwdmzacteristkseiﬂur,by
and large we will not focus on the individual but rather on the circumstances
under which individuais work.

Recently the monthly journal "Look Japan" had a series of articles under the
heading "Leamning from the West" portraying the individuals who tock part in b
Jmmadmmmmofmmm.mmde
descrmaiﬂmem,theirjd:smﬂﬂeirpersmalities.mthepomtofviw
of the Japanese, they were often described as "pushy", ha:d-mﬂd.nq
obnoxious, insensitive to Japanese culture ard values, ete. Nevermelss,scu;
100 years later they are identified as the ones that made significant
contributions to the country's modernization. Of course the situation was

entirely different from Africa today so we do not want to draw any conclusions &

that expatriates should be in this way or that - but the japanese articles

confirm that the problem is camplex. Even though tolerance, sensitivity, ete.
i characteristi

are nice cs, they are perhaps not always essential for the

performance of technical assistance persammel.

2.2,

In the "host" countries, expatriates are accepted because they provide some
service connected to natianal developmert cbjectives. Hewever, there are mno
studies of the impact of the 80.000 expatriates working in sub-Saharan Africa
- but that does not mean that there is no debate.

African media, African intellectuals and politicians often voice the:rconcem..}
cver:- the neqative effects of the presence of large mmbers of technica]_.. :
assistance persarmel. Alien life styles and destructive consumption pai:tnar:nsi '.
ambmx;ttnﬂaeoumtriesﬂdifﬂ:saquthepeople.ﬂma@atriatesdo; 1
mtsperﬂmwyinthemﬁybutwﬂib:tetaanmtﬂowotforeigns
exchange. They take jobs from qualified nationals, cmtm'butetoinﬂatsimge-; .
levels and in general create dependencies and maintain nec-colonial linkages. |
E
Most countries, at least in English speaking Africa, coordinate their manpower
development policies through some central ministry. But the policies and !
procedures in this field are difficult to coordinate, particularly as sectoral |

minist::ioftennegctiateprojectsupportdjrectlywithforeignaid i

E ]
-

b orgenizations. Raphaeli, Roweni and MacKellar (1984) have made one of the few
- ovisting studies of how national policies of manpower development influence
B ¢he use of evpatriates. Their report builds on an assessment of Botswana's
; experience. Since Irﬂ.éperﬂetwe, Botswana has had a clear strateqy for the
§ recruitment and deployment of expatriates. The Goverrment identifies sectors
Vmeteforeignpexsmmlaremeded, and employs such personnel directly. The
’ pomtisthattheneedfarassistarneisdeﬁ:edmtamsofthewemllmn—
k- power needs of the country, rather than on a sectoral approach - or even on a

project by project approach.

Botswama rapidly had local managers take over all the highest policy-making
posts. Expatriates are used on the levels below, and they usually are deployed
in line positions, rather than as advisers. As the expatriates are employed by
the local authorities, they do not have their loyalties divided between an aid
agency and national authorities. They are placed in the service structure of
the cowtry, and even if their salaries are topped Up, they follow local

practices.

We suppose that- similar studies have besn made in other places, but as they
are written for local readers they are not easily found in research data
banks. Tt would appear as if comparative studies of nationzl manpower
development policies could be a fruitful approact to understanding the
effectiveness of ewpatriates, The same applies to the attitudes of the general
population. The climate for acceptance - or rejection - of expatriates would
vary with the colanial heritage, the palicies and the axperience of
development. since Independence. Such attitudes and policies reinforce each
other and develop over time. The comsequences for our study are that we will
incorporate a comparative study of attitudes, procedures and policies, in
respect of utilizing technical assistance perscrmel in the three countries we
are concerned with. It is an area that needs to be explored from the recipient
countries' point of view.

Thethizdapproadzcanbemlifiedbyletbmardcoopersreport'mmgm;
Project Related Technical Assistance; The Lessons of Success" (1983}, and the
Storrar missions report on technical assistance (1982). These studies have
locked at the institutional factors surrounding an expatriate assigmment, such
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as the conception and birth of a project, the negotiation process leading to
expatriate recruitwent, setting terms of reference, etc, up to the end of an
assigmment. Iethem and Cooper suggest that the success of an assigrment
deperds on three factors in particular:

(a) The camitment of all parties concerned; that there is an agreement on
the need for technical assistance persommel, that the cbjectives are

Clear and understood, thattheassigmentiseconmicallya:ﬂ,--

technically feasible.

(b} Careful design of the pruject. Special attention must be given to

various modes of delivery, the role of the recipient country staff and e

technical assistance persamel, and the administrative arrangements.

(c) 'Ihehax_'dlingoftedmicalassistanceasaprocessandmtasa
blueprint. The aid agency must interact closely with the technical
'assistameperso:melarﬂs&nﬂdbeprepaxedtcdmgethepmjects,am

in general act as catalysts to ensure that the cooperation between all %. .

the stakeholders is maintained.

It should be noted that Coopers and Lethems report is based on a study of

successful. cogperation. They identify factors that are correlated with.

 Success. If we tmm to the Storrar mission report instead we find a

description of the situation as it appears on many assistance programmes. Ist

us sum up the major problems:

(a) Poor cooxdination of programmes both by denors and recipient
countries,

(b) Inadequate job descriptions.

(¢) Inadequate briefirg before starting on a job.

(d) Lack of career prospects for field staff,

(e) Poor selection and availability of counterpart staff.

(h} Inadequacy of local funding.

(i) Insufficient emphasis on training.

(J) Poor continuity of technical assistance services.

11

The general problems cutlined in these studies have also been noted in other
recent reports such as Cassen (1986). As for the Nordic coumtries, Rudengren
(1976) made a comprehensive study of the results of personnel in aid - a study
which also contained a bibliography of previcus stirlies of relevance for East
Africa. There is no doubt that previous research in this field has given a
full picture of the nature and extent of the problems of technical assistance
in general, and particularly of the institutjonal shortcamings that often
surround an expatriate assigiment. Same other studies have also focussed on
part of the problem, as for example Jaccbsen (1985) on the role of expatriates
in training programmes for local staff and the qualitative elements of this
transfer of knowledge process.

This approach is characterized by its "donor perspectivel. The studies are
primarily concerned with what the aid agencies as institutions can do
differently in order to reach the objectives of assistance. As such, we would
like to note two main reservaticns. First, many of the studies are descriptive
- they list problems. But the aid agencies learn and during the last five to
ten years the policies and procedures that govern techinical assistance have
changed, Itis'hecssaryarﬂinterestin;toirmrporaterecentchangama
study of technical assistance. Secondly, same of the reports are normative,
but their lessons for success may well be biased. The approach is to call for
more active involvement of all parties, more and better planning, more
frequent and better monitoring and evaluation, etc. This seem to lead in the
direction of more blue-print oriented management ard more bureancratized
structures. But rational, scientific management has over the last few decades
been severely criticized by Simon (1956), Lindblom (1959) and Morgan (1987)-
to mention hut a few in the long line of critical organization researchers.

Little of this debate has been applied to the organization of development
cooperation. Same studies, for example Forss (1985), suggest that there might
be a2 need to leck more closely at the circumstances of decision-malkirg,
particularly at the environmental constraints affecting project
implementation. There iz a balance to strike between effective assistance and

F-- sephisticated institutional arrangements beyond which more oamplicated
™ policies and procedures tend to decrease the effectiveness of assistance.
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There is indeed a terrifying amount of project evaluations. We have the whole

range of monitoring reports, quarterly-, bianmml- ard annual project reports,

special evaluations, terminal reports, debriefing reports, mass mediy 3
mverage researdxstudis,t‘lma etc, I-bstcm-rtainstatmtsabwt

that it would be difficult to ignore. Bt some project evaluations foous more '5
narrowly on personnel, for example Cracknell (1986), ut others treat the __ 2
problem more casually. The latter is most common, axﬂingamemldoesmtlaaﬂ;_ 3

toanydeeperumrstarmrgofwhya@atnatesameffa:uve,ormmt

It is also likely that the problem is perceived differermtly within the '

fmevmﬂcofonepmjectorpmgxm.menapattemamlyirgtoseveml'

projects ‘becomes visible, the magnitude of the constraints becomes visible- 3
and the approach to solutions will lock different. The more simplistic gL
complaints and solutions would probably be avoided. But it is rare that such | &
cross-project evaluations are undertaken. If they are, itisusxanyinthe%é

form referred to under the sections above.

If we now look at the implications for the present study we would conclude,
(1) that there is a need to concentrate on the institutional fectors

swrrounding technical assistance, in particular national manpower development
policies and aid agency management, (2) that the main factors that inhibit the

effectiveness of expatriates are well known and that there is a need to

comentrateonaspectsofcocpemtionthatcanbe'darqedbytheparti&

concerried, that is, we have a nomative ambition, and (3) that it is importamtd
to have a holistic approach, that is, lookatthefr.ammrkofcmperatiomi
rather than people and their personal characteristics. ILet us now twrn to a:
brief review of why this evaluation was done.

P | of ion

As we. have seen all four Wordic countries have a considerable techni
assistance persommel component in their development cooperation programmesd
None of the countries has so far made 2 camprehensive evaluation of
corponent which is, however, considered to play an important role in
realization of their development cooperation cbjectives.

inlfarpiion s bl o
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In order to pool experience and econamize with resources the aid agencies
decided to undertake a joint evaluvation of the technical assistance component
of their bhilateral development programmes. The aim of technical assistance

. perscnnel was defined as follows:

"o assist host countries achieve the desired development of indigencus
manpower resaxces, the sustained development of their institutions,
ard to contribute to the achievement of other project goals."

Against this backgrourd, the main dbjectives of the evaluation were;

(1) To evaluate the extent to which the aim of providing technical
assistance persormnel has been achieved, and to assess other effects,
positive and negative.

{(2) To asses the relevanra of the Nordic countries technical assistance
persomnel in relation to the needs as expressed by the host countries.

(3 To identify the main factors determining success or fajilure in
achieving the aim of providing technical assistance personnel.

{4) To cawpare the effectiveness of different categories of technical
assistance persommel in achieving the aims, and to consider
alternatives.

(5) To make recammendations regarding factors to be noted and steps to be
taken by the Nordic agencies in order to better fulfill the aim of
providing technical assistance persamnel.

The full elaboration of the terms of reference for the evaluation is fourd in
Amnex 1. Iet us now turn to a brief accoutt of how the task of evaluating
technical assistance persomnel was solved.

1.4. PResearch method

The basic building blocks of the study were two; (1) studies of the national
manpower development policies in Kemya, Tanzania and Zambia, ard (2) case
stxlies of technical assistance personnel from the Nordic courtries. in the
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' themselves, or rather the progremme officers in charge of the activities.
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same African comtries. 'mestudiesofnationalmarpowerdevelopnentwere B
carried oyt to complement the experience of a country like Botswana (ct,
above} ard find ocut to what extent the experience frem Kenya, Tanzaniaam
Zambia differs, and what could be learnt from each countyy. We also realize
that the effectiveness of expatriates to a large degree depends on the
attitndes of the recipient country, ard its role in identifying the need for §
assistmneardhascertainirgthattheaq:ectedtransferofskﬂlswillmhg
place.

f. 1. Tenzania
£ Tanzania Bureau of Standards
¥ Tanzania Food arnd Nutrition Centre
k- Sector Support - General Education
g Health through Sanitation and Water (HESAWA)
" Water Resources Institute
Personnel and Consultancies Fund

Ministry of Education - project implementation section

The case studies form the empirical base of the study. Whather tachnical
assistance persomnel are effective or not can only be seen by reference to the
purpose of their stay in the country, and that means locking at the whole
project, or programme, of assistance. That dees not mean that the individuals
performance is the same as achievement of project cbjectives - far from it.
But it is only with reference to these achbjectives that it is possible to start
a discussion about the constraints and opportunities for some professicnal
performance. Basically, we do not think it is meaningful to ask persans
whether they think they do a good jcb or not, such statements have a limited
reliability.

Sao Hill saw mill
Petroleum sector programme
Mbegani Fisheries Development Centre
i Water Supply to Rukwa and Kigama Regions
Mwara and Lindi Roral water Development Project
E- Fibreboard Africa L&d
. Stamico

Kibaha Educational Centre

2. Kemva

Soil Conservation
Integrated Rural Health - Hospital Maintenance School
Kenya Water Institute

Fach of our case studies has built on four sources of information. First, we
have gane through previous evaluation reports, monitoring reports, agreemerts;
ard other written information in the aid agencies' files. Second, we have
interviewed a sample of the technical assistance persamnel working on the
projects. The mumber of interviews deperded on the size of the project and the
presence of perscmnel. Wetnedtnuv:ludeatleastonerepresentanvefm
each persomnel category (that is, general management, firmnearxiaoco.mtm;%

I
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Kenya Water and Health Organization
Personnel and Consultancies Rung

Aguthi Water Development
Mutami Soil and Water Conservation Programme
Taita Taveta District Develcpment Programme

technical personnel, etc.).

Third, we interviewed the local staff, that is counterparts to thes
expatriates, local management, as well as representatives from hi

organizational levels (ministries, regional authorities, etc). In same cases
studies we included interviews with representatives frem target groups,
as womens' groups, harambee- groups, or simply individuals affected by
develcpment activities. Our fourth source of information was the aid

Minor Urben Water Develomment Programme
Kenya Industrial Estates
University of Nairobi - Veterinary Science College

KerwaFirﬂ.aJﬁR.u’alWaterDaielomer'rthgrame
Rural Dairy Development Programme

Industrial Minerals

Keryva Finland Primary Health Cave Programme:

Nordic Cooperative Project
Rural Develcpment Programme

We selected the following "projects" for our casa studies:

SIDA

NCRDIC

SImA

NORDIC
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J. Zambia

E. The aim has been to let the agencies' relative irwolvement in the three
3 countries be reflected in the selection of projects for case analysis. The
B care applies concerning the choice of sectors - with due regard to the fact

3 , that few projects are easily classified according to a few single categories.

Nurse Tutor Programme SIFA
Agricultural Sector Support Programme, AASP.

Cogperative Development

Minjstry of General BEducation -~ Planning Unit

Integrated Rural Development Programme DANIDA

Zambia Cold Storage Cooperation a i siz :

Village Agricultural Programme NORAD Tanzania Fenya Zambia TOTAL
. . . p rarge (more than 15 TAP

Practical Subjects Education Project FINNTDA atc the time) 8 6 3 17

Support Programme for Iuapula Province

Medium (between 2 and 15 TAP

Technical Assistance to ZESQD
at the time) 9 <] a 22

Farestry Education and Training Project
small {1 or 2 TAR) 4 8 1 13

We have thus chosen to investigate 55 projects, including 3 "Persannel an:l
Consultancies Fund". The following notes are meant to give an indication of
how representative the sample might be from a few different poimts of view. 2] 2 g o log date :

_ . ‘ . . ' Tanzania Kenya Zambia TOTAL

Started before 1977 8 6 4 18
SImAa DANTDA NORAD FINNIDA  NORDIC TCTAL Started 1977-1983 10 10 6 26
Tanzania 7
4 § 3 1 21 Started later than 1983 3 3 2 8
senya 8 § 3 2 23
Zambia 4 2 1 4 _ 11
As our selection procedure could best be described as a Hudgement sample! we
Total 19 12 10 1 3 55 havemadeuseofasnudu}mcwledgeaswehavetoascextainthatthepmjacts

selwtedamrepmmﬁveofthetatalpcpﬂation.mhmtmatedﬂle@se
studies confidentially, they are thus not presented in this report. There are
several reasons for this. We do not want to mark projects, persons or aid
agencies as good or bad. The interviews often uncovered difficulties in

Tanzania Kenya ~ Zambia  TOTAL
relations betwesn agencies, personnel and national staff. Needless to say, we

Industry and Mining 5 3 1 9 - EBE
Water Development 5 8 - 13 cannct present confidential informatien. We are concermed with a sunmary of
Health 1 3 1 5 B the overall patterns concernming technical assistance, and we do not want that
Education 3 3 3 5 ? pattern to be clouded by details.
Agriculture and Fishery 1 2 2 5 |
Infrastructure 1 2 P 8 o Inordertosupplanenttheinfomaticnfrumthecasesuﬂia,wedﬁigmda
Integrated Rral Development: - 1 2 3 § written questiomnaire which covered the expatriate assigrment frem the
Parsomel Funds 2 1 - 3 # begimirg to the end. This questionnaire was mailed to 365 persons who had
; been erployed as tachnical assistance persornel. We regret to say that the
ToTAL L 23 1 55 %
1

SRR RN TR SRS RE.
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response rate was very low, only 37 $. The information is therefore difficu]t §

touseaswehavembad«;mmddataonthempmﬁents, and we do not jmey
hwtheyrelatetnthetctalsanple.Wedomtusethismterialhem,except
atafwoccasimswhmtheanswarsdoapmsanmﬁmsopinion—_either
confirmingorcorrl::adictingoneofmrarguments.

The evaluation team consisted of:

Kim Forss, Team leader, PhD in Business Administration,
FIDE AB, Sweden.

John Carlsen, Lecturer in Development Economics,
The University of Alhorg, Dermark.

Egil Frdyland, Educationist,
Statens yrkespedagogiske higsknle, Norway.

Taimi Sitari, Social Geographer, Researcher at the Institute of
Develomment Studies at the University of Helsinki, Finlard.

Knud Vilby, Develcmment Journalist, Dermark.

The study of national marpower development policies was subcontracted to:
Professor Mwesiga Barequ, the University of Dar-es-Salaam,

Professor Oliver Saasa, the University of Zambia,

Mr. Mukhisa Kituyi, M.Sc., the Chr. Michelsen Institute in Bergen.

OurhnrkstartedinJaJuaryma?withanoutlineofthemethod drafting terms.

of reference for subcontracted research, establishing a fremework far- 3

mmmmmm Inl-"ebrua:yweheldaworksrwpm

Naircbi with a selected mmber of Nordic assistanca persormel for the purposes

of generating ideas on the problem, ard get the opiniens of fieldpersormelati
an early stage, WealsoccndtmtedfmrcasesmdlesinKenyaasapllctsmdy‘
toassasaarnrternawfranewmﬂ:a:ﬂtodevelopajomtamroamto
interview situation,

A I e wH R A &u«umg‘

A
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e Between March and MAugust we did the remaining case studies, each of which took

petween one and two weeks depending on the circumstances. The team met in
Septenber for a Jjoint analysis of the cases, and for a review of the
subcontracted research tasks. During the September meetings we decided on the
structure arnd corntent of the final report which was then written during

b Octcber. A draft report was submitted to the aid agencies in November, and the
i final report was campleted in January 1988. The process of the study has thus

been quite intense. The data material encompasses more than 800 interviews in
cornection to the 55 cases, plus an extensive list of reading on each case, as
well as wider reference material.

1.5 Struchume of the report

The results of the evaluation are presented in chapters 2 to 9, and chapter 10
contains our recomrendations to the Nordic donor agencies. The reader will
find cur answers to the objectives in these chapters which constitute the main
body of the report. In addition we present studies of national manpower
development policies, host country attitudes, and the experience of Nordic TAP
in a mmber of specific sectors of interest. These sections are presented in
Annex 2, 3, ard 4. The differences hetween agency employed TAP and consultant
TAP are the subject of Annex 5.

The structure of the main text of the report (chapters 2 to 10) follows the
terms of reference (Armex 1l). We start by discussing the need for technical
assistance in chapter 2. This exposition largely builds on the special studies
in amex 2, 3, and 4. The reader who wishes to pursue any of the problems
regarding manpower develcpment from the nations point of view shouid read
these amnexes in direct comnection to chapter 2. In the main text follows
sections on the dimensions of effectiveness of TAP and the TAP component of
projects (chapters 3 and 4). These sections treat the identification of TAP
companettts, the integration between different elements of assistance, and the
achievements in terms of the differemt cbjectives of assistance.

Having studied the TAP component of projects and the achievements, we return
to the host country point of view. This is presemted in chapter 5. The subject
is treated more comprehensively in Annex 2, 3, and 4 — where the differences
between Xenya, Tanzania and Zambia are also clearly visible. Chapter 6
introduces a discussion of consultant versus agency TAP. The subject is also



20

treatedinanrexs.‘mereadermispartiaﬂarlyirrterstedinthesubjeq

could proceed directly to the annex as all points are elaborated there.

mapter7isarevimofallthefactarsmncenﬁ:gaministmtimthataffe¢ '

TAP. The exposition follows a normal project cycle; fram recTuitment,
preparatory training, arriving in the field, backstopping to debriefing am

reburning hame. It briefly touches on problems such as language skills, Job BB
situation for spouse and the medes of operation of aid agencies. Chapter g E3
discusses the alternatives to TAP. These altermatives are mainly seen ag [

training, short~term consultancies and local project implementation [with a
mmber of diffarent ways of implementing each).

present information on the cost of altermatives, but the discussion of
effectiveness only concerns TAP. ‘

Chapter 10 finally contains conclusions and recarmendations. We have grouped

30 recommendations that are particularly important arcund our observation of 8
different problem areas.

Eherearesanaspecialfeaumesconcemingthestnlcmreofthereport:

{1} In gereral the chapters follow a pattern of observation, analysis,
conclusion and recommendations. This is present in all chapters, but in §§
chapters 2, 5 and 9 this organizes the whole chapters, but in the &

others it is a framework for discussion at the level of different
sections in the chapters.

(2)  Each chapter has a sumary towards the end which contains the mosty

B
inportant ckeervations and the major recomendations (sxcept chapter 7, :
where the summaries are found after each section). i

i

(3} It is difficult to do justice to the empirical material. We often quotes
case studies to illustrate a point. We never have a comlete review o
a case. This may mean that a project only is cited for what
negative, but there is no mention of positive aspects or of problemsd
overcome. Many readers could feel offerded by the presentation of thei
activities, But that would be a misdirectsd reaction. Our concern i
not to evaluate projects but a phencmenon which is larger and
camplex. Cur references to projects should be seen in this context.

Chapter $ contains a ji
discussion of the cost amd effectivensss of TAP and altermatives. We can

ities

Theneadforforeignspecialistwillalwaysbethere_manysocietyat
any time.

It differs in magnitude as well as in skill composition between
countries as well as between sectors in the individual country. It
changaﬁcvertimdepemjngamorqctherthimsupondevelcpment
politics ard pricrities as well as the time perspective itself irmolved
in the development plamming and priority setting process.

Marpower planning and marpower development policies as well as
educaticnal policies in general are key policy instruments determining
a society's availability of the human resources required for its
development.

_Thenanpm&rplanbaseduponamnpomrsuweyidentifiesthensedfor

training and the manpower development plan implements the necessary
training programmes.

However, the need for additional trained marpower is itself partly a
reflection of past policies and partly a consequence of national and
sectoral development plans and policies.

fhese factors determine the demand ard supply of various categories of
skilled marpower in the different sectors of society.

But in addition development policies and administrative traditions and
pmcticadetemjmtowmtextentlocalmrmlerisreqlﬁ:aia:ﬂls
available for develcpment projects/programmes in the public sector.

on the one hand, the goverrmerts. of developing countries tend to get
irvolved (and often exclude private companies from participation) in
aconomic sectors and activities, which in the Nordic countries are
performed by private companies. Thereby, the demand for highly skilled
and qualified government personnel increases.
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Cn the other hand, the goverrments in Kenya, Mmiaarxizmiapuxg‘

amployment policies that make it very difficult to attract, utilize

develep and retain talented trained yourgy pecple.

Salaries and fringe benefits are important elements of goverrmen
employment policies. Equally Important however, are persomnel policies
and perscrnel management in govermment offices and public secty

undertakings.

Also the development policies and practices of the Nordic
aqernlesmﬂuerwethemlpply*ofasnenasthedmrdforéldnea

marpaWer and consequently the need for TAP.

mermeragrwpofdunors identifyapzioritysectorofassistame
such as for example water inKenyaandTanzaniaoragriaﬂ.tLu‘ein
Zambjz, it means that more projects will be initiated and more skilled ¥

manpower of various categories will be required.

To the extent that domrsareprojectratherthanprogmmne/sector
onem':edmtheirdevelo;menta;pmadx-asisoftenthecasewith
relatively small donors - projects tend to be plarmmed and implemertted B8

without due consideration to the presemt and future availability am

need for trained people to implement, operatea.tﬂm.i.ntainallﬂle.'

projects in the sector. This often results in the creation of a demand

for future TAP.

3

More directly, dmorpmcticsmycmateademrﬁform.misisth;

case when the specific requirements of donor agencies apd its

personnel, such as:

the porsuance of specific development cbiectives
successful project implementation in accordance with proj
plan of operations,

- and the acoountability of the donor agency vis a
financial authorities in the donor country,

lead to the posting of TAP in positions as comrollers in order to
tl:xat objectives are being pursued, projects are being implemernted
time and furds properly accountad for.

r

%

«uimbaiie i hwiﬂ
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Saneof'thﬁeTAPaIEpostedbecavsednnoragenciafeelthatthe
Government system in the recipient country is less efficient cr simply
canrntbetrusted.mordertoimplementprojectsmanydmnraqanies
have developed their own crganizations staffed with TAP, parallel to
" existing govermment institutions simply because it was felt that
project implementation and project funds could mot be trusted with

.j The marpower situatien in Kemya, Tanzania and Zambia are thoroughly discussed

in Amnmex IT-IV of this report.

ﬂwediatelyaftarnﬁepetﬁemethehfricangcvenmnsengagedtheusalm in a
rapid expansion of primary and secondary schools, as well as technical
education and vocaticnal training. By the 1980's all three camtries had seen
a significant quantitative growth in education. Secondary schools certificates
ceasedtcprcvideasamreaccessmjobsand/orﬁ:rthereducatimmthe
70'es and in the B0'es the problem of finding useful jobs for all university
graduates slowly ememyed.

at present there are unemployed/underemployved university qraduates in Kenya as
well as in Tanzania and Zambia, hur.themanpmeersimationingemnlaswell
as in different sectors and professicnal categories differs betseen the three
countries. F‘rma.mcaxﬂystl.ﬂisasmuasammpmjectcasestudieswe
naycamludeﬂlatthethreecmmtrieshavetrahadasufficiemtnmberof
pecple in such areas as gencral administration and accounting, as well as
lower level technicians (certificate and diplome holders) for construction
work, water development and agricultunal development, most infrastructire jobs
such as road construction, telecommwmication and transport services. For most
social services i.e. school teachers and murses a high mwber of pecple have
beentzaineib.mdue.tntberapidpopzlatimgmthﬂ!aneadcanhardlybe
said to be fully covered although fow established positions remain vacant and
it is difficult to find jobs in the exact priority areas of job seekers. In
the case of the mamifacturing sectar the need for specialised skills at the
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level of technicians is still by and large uncovered although there ap,
differences between Kenya on the one hand and Tanzania and Zambia on thy
other.

However, at managerial level as well as higher level technicians am
professionals the three countries alike are short of skilled and in particuly
of skilled and experienced marpower required for strategic management.

institution building and creative plamning ard development. Kenya, probably
has a higher supply of these cateqories of pecple than Tanzania and Zarbia, §
However, in Kenya this talent is attracted by the much better paid and mx:

more challenging job opportunities offered by private sector companies amarng

which multinational companies offer very imteresting carrier options for youny §d

Kenyan professionals.

Ingermalwemythemfomml\ﬂethatthareisstiuastmrtageofsldlk

ard experienced manpower in these categories for these particular - but very
crucial jobs - in Kemya, Tanzania and Zambia.

.1.2.2. The need fo - case of
a. The present marpower situation -

(&3

The Directorate of Persormel Management in the Office of the President, which
is in charge of hiring qualified persomnel as well as coordination and
facilitation of pre-service and in service training, has undertaken manpower
surveys in order to establish the need for training and manpower devel %
Ihebasicsmveymﬂertakenmlwsisconthmly-baingupdatedasﬂle '
for decision meking. :

Theoretically the marpower surveys form the basis for the identificatiom of

the need for TAP in Kenya and the Directorata of Personnel Management

supposed to approve request for TAP from ministries before such requests.
forvarded to the donors.

In practice, however, the planning and coordination frum the Directora
Persomnel Management has been very weak and it is the Sectoral Ministries
as Ministry of Agriculture, Ministry of Health, etc., which should be credite
with the rapid increase in the mumber of trained psople at certificate. aig
diploma level in Kanya.

25

Frven if the last basic manpower survey was undertaken in 1979 a simple
F projection of the data in the survey underlines that Kenya has become or is
_' soon becoming self-sufficient in most areas at certificate, diploma and even
b in some categories at post graduate levels. (See chapter 2 in the Kenya
k country case study table 1, table 2 and table 3}. At these levels there seems
F o be no further need for TAP as gap—fillers.

f The future challenge is one of quality more than quantity. There is a need for
F uporading of skills (certificate holders to became diploma holders, etc.) and
F not the least for providing relevant job experierce for youry professionals in
'theformofprac:t.ical exercises as part of the training as well as suitable on
f the $ob training programmes as part of coherent staff development policies.

F b, Availability of skilled manpower for the public sector

The Covermment in Kenya finds it increasingly difficult, however, to attract

'sk:i_lledpecpletopublicsectorjd:sarﬂtoretainthetalentedpeopleonce

they have recaived same experience and perhaps some further trainirg.

The private sector in Kenya contimues to grow relatively fast and they can
often offer better paid Jjobs, better carrier prospects and more 3Job
satisfaction.

Many ministries and public undertakings suffer from wvery weak persormel
management.

Young university graduates are not properly introduced to their jobs, there is
little delegmtion of authority, pramtion is not always granted on the basis

. of merit and since there will be no or very slow growth in the public sector

for many years due to the budget constraint, well educated young people sse

b little prospects for utilizing their abilities in the Goverrment sector.

With a few exceptions the management style in the Civil Service is one of
Crisis Management throuwgh commard apd catrol. This management style is

" unsuitable for sclving the structural problems of the Kenyan Economy in the
t 90's and it will make it difficult to atiract and retain educated, talented
" young pecple.
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i

The present manpower situation is less well doecumented in Tanzania than is the
case in Kenya and Zambja. The evaluation mission is not aware of any recent
'weﬁllmanpwersuweydme:ﬁgﬂmamnmlwtp:tarﬂrequimnerﬁsfor
b aricus categories of skilled mampower. Some sectoral surveys have been
fp undertaken by individual donors, but no coordination has taken place neither
f with the Ministry of Labour and Manpower Develcgment nor between donors.

In our opinion it is the poor personnel menagement rather than the lack of
qualified people or the relatively low salary which explains that S
ministries continue to have vacant positions in their establishment.

LI (T

C. i for ing TAP

PR+ R

.Hmlever, local mampower has been trained and is available for a mumber of the
. jobs that are today filled by TAP in various sectors sich as agriculture,
water development and rvad transport, just to mention a few.

From a Feryan point of view, a mumber of departments, especially in the §
Ministry of Agriculture, the Manpower Develomment policies appear to have B
attained a relatively high level of success. This is seen as a backgrourd to g
the President's amouncement early 1987 thatmmre’umﬂdberecm:.ted
onto development projects in agriculture. ‘

T

| Thus, in 1983/84 move than 2.000 students were errolled in certificate and ¢
diplama training courses in Business administration, accountancy and stores
management and 439 were enrolled at the same level as water amd road
construction technicians, sectors were a high mmber of Nordic TAP are
concentrated.

If non-availability of local manpower for public sector jobs was the only
reasmaKalyanDeparmeztalHaadmuldhaveforreq.mthng,ﬂlepresm D3
marber of TAP in implementing joks would seem illogical. P

ryrr—r e s
el

Naturally this is not the case, A Departmental Head can have several reascns L
to request for TAP assistance even when local manpower is available. The E
following is just a few examples mentioned by Kenyan Civil Servants: )

At undergraduate level at the university of Dar es Salaam 630 engineering
students and 423 students of Agriculture, Veterinary, Forestry and Geology
were enrolled in the same year,

e

+ Shortage of established post. The TAP ensbles him to expand his
professional staff beyond the limits of Goverrment Budget constraints..
- The TAP brings develommwent projects (The TAP is seen as an integrated
part of Develomment Assistance). :
.mmisoftenmexperiemedardcanthereforedothajcbfaster.f

b. ilability o illed for the- i r

The problems of attracting, utilizing and retaining skilled marpower in the
public sector is far more serious in Tanzania than in Renya and Zambia.

The reason for this, however, is not the higher pay offered by the private
sector since this altermative is ron-existent in Tanzania in many of the skill
categories concerned. It is the very low purchasing power of the present
government salaries, that makes it impossible even for a University professer
to cover the cost of living for his family frow his salary, which is the main
problem.

2.1.2.3. = the of i i
situatj

As part of the First Five Year Plan (1965) Tanzania anncunced its "Pol:.c:ys
employment. of Non-citizens® confining the recruitment of expatriates to ;
areas where there was a proved abserce of a local candidate. This means that skilled manpower only seeks public sector employment when
there is no altermative, when fringe benefits are subetantial or/as a
supplement to private or inforwal sector incaome generating achivities.
Consequently, the highly skilled pecple in the public sactor are very
inefficient partly because they have very little recwrent funds to work with,
and partly because they sperd part of their working day generating additional
income.

But from the beginning of the econamic crisis in 1978, long term
plaming gave way to short tem crisis management, focusing on
problems and solutions. The issue of expatriate marpower faded into
bachgrun-dinTanzaniaa:ﬂtherearamlmgaranyofficialpolicysettirg
dates when foreign manpower will no lomger be needed.
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= i ives for k
The present availability and need for varicus categories of skilled manpower
15 well dooumented through a study undertaken by UNDP complemented by the

thrulghﬂte}ﬁnistryoflabourarﬂManpwerPlannjnghasbeomeamﬁh Fambia Gﬂsem°fmismuati°n(seem4)'l
formality in Tanzania. TAPismlorgerrequnstedbytherecipientb%
thereismlomlmmavaﬂable,hﬁsiuplybecauseﬂPbﬁ:gs"allthm
things needed to contime business as usual" i.e. vehicles, equipmert an
funds for recurrent cost and maintenance.

E1ike in Kenya and Tanzania there has been a rapid expansion at all levels in
f the education sector since Independence. Zambia differs, however, in the sense
‘that the severe economic crisis and the needed attempts at restructuring have
t 1ed to a decrease in sperding in the education sector since 1974 by
¥ approximately 40% (in current prices). Consequently, the capacity as well as
I the quality of the educational sector have been negatively effected. As an
. exmple  the emrollment for technical colleges and technical training
institutions as well as at secondary scheool teachers' colleges declined
f between 1979 and 1986.

21.2.4. for - Zambj
= ituatio

The Marpcwer Planning and Research Division (MPRD) of the National Commissio
ofDevélopmthlamd:gisatthecaﬂ:eofmnpmerdevelo;nenthaubia.
The main objective of MPRD is to undertake camprehensive naticnal marpover f§
plamﬁn;,midihnltﬁslabammﬁcetamlysisarﬂmmpmersupplya:ﬂdmﬂ
projections. It is also responsible for the coordination of the country's

] In general terms, therefore, the availability of local mampower as an
alternative to TAP locks less promising in Zambia than in Kenya and Tanzania.

In the agricultural sector, however, which has high priority with the
Goverrment of Zambia and the Nordic Donor Development Assistance Programmes
alike, the situation contimes to improve. A manpower survey \rdertaken by a
SIDA T2P in the manpower secticn in the Department of Agqriculture, Ministry of
Agriculture and Water Developmert shows that Zambia will soon be self-
sufficient in professional manpower in this sector at medim level i.e.
certificate and diploma level.

Several constraints affect performance of MDRD. Paradoxically it lacks
sufficient and appropriate manpower to effect its pPlanning and ocoordinating
functions, In June, 1987 6 cut of 7 senior strategic positions were vacant:
Manyofthesraffm:ealsoreporteﬂtobejmior,withmmlavantbadqgrm
Telated to manpower analysis (Segerstxém, 1986). The net product is that the
govertment's policy is still quite confused, arﬂthatmanpmerdevelogrmtarﬁ
employment still lack coordination.

b. Availability of skill lic

From our case studies and interviews with senior civil servants it appears
that the public sector is seriocusly affected by a low working morale.

;ﬁ&mﬁﬁ ?;]::::Et ottice. I: role 'T'sl: &::blm a mi In brief this means that officers are not very efficient, but it also means
ministrate ‘e averds, seconded X pomlusi;‘ - - Fr °"i‘°'°f il ‘et Liks in Tanzania it is difficult to attract and retain qualitied Zambians
servants, and to allocate maswfarm el t“’-“”‘?R i L to public sector employment. To illustrate this point it suffices to mention
compl o the MERD, but in . -thars'tasiewer! lap partd f that Zambia Consalidated Copper Mines Limited - a parastatal which is
in the of policyI . DMOT also face the san:a responsible for aver 90% of the coamtry's export receipts in 1984/85 had 331
S " vacant positions including such as acooumtants and technicians that are in

168 on manpover development. as MPRD does. surplus in the local market.

1y tnpP, Restructuring and Development in Zambia Roles for Technical
Cocperation, New York 1986,
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The reasons for the difficulties of attracting and retaining qualified people
are basically the same as in Kenya and Zambia: ’

. The scheme of sexrvice (salaries, fringe benefits and promotio
possibilities). =

. The lack of funds for recurrent cost in the public sector. .

. The more remmerative and challerging opportimities in the private
sector (or abroad).

&minadditionthewblicdebateabamtheneedtoredmethesalarycostm
theptblicsectorbyreduci:qthemmbasofgwanmntanployeaaspaﬁo:

the new econcmic reforms have created uncertainty and a low working morale.

c. Zambian motives for reduesting TAP -

Many TAPs in Zambia are working as gap fillers in established vacant positions J

to which it has mot been possible to attract qualified Zambian professionals
for the reascns mentioned above.

To the Zambian Heads of Departuents interviewed, though, the significance of
the Nordic TAP was not primarily their manpower and skill but the "thingst
they bring i.e. funds for recwrrent costs, equipment and first and foremost
vehicles. :

2.1.3. Ponhor motives

for the purpose of this evaluation the four Nordic Development Assi
agencies have defined the overall aim of TAP as follows:

to assist host countries achieve
- the desired development of indigencus manpower rescurces.
- the sustained develomment of their institutions and
- to. contrilute to the achievement of other project goals.

Thus, according to this definition, the provision of TAP may be seen

reflection of a meed ~ felt by recipients and donors - for added knowledgel

management capability and dynemice in the development process.

3l

f mere is no doubt that this is seen as the main aim of Development Assistance
'iby Policy makers in the four Nordic Countries. However, the implementation of
p policies will always be affectad by more pragmatic wotives and constraints as
. seen by the administrators at the varicus levels in the aid organizations.

£2.1.3.1  The Project - o for

e rirstly, scmewhat poor results in terms of physical achievements experienced
k oy most donors in development programes in many African cauntries in the
1970'5haveresultedinad:an;eoftheamraadltoDavelo;met¢Assistarm
b from sector/programne sUpport to project support. The donors want to know,
& where their money goes, and to see that “their" project becomes a success.

ﬂaisneansthatamﬂmthreemahlaimforpruﬁﬂhﬂﬂevelopmntmistarce
£ in the form of TAP, the role as inplementors has been given pricrity vis a vis

the iong term aims of training and institution building.

- But it also means that partial solutions are sought rather than comprehensive

ones. The result has been that more projects are initiated in a sector such as
for example water developmert in Kemya, than the local implementation capacity
can justify (without attempting to develop this capacity) that more TAP is
requj:eda:ﬂthatﬂleopemtiomlaﬂmintenamereq\ﬁIMSOfmepmjects
createadmﬂforadditimalm.Anmberofpmjectcasespresentedin
chapter 4 below illustrate this point.

Asamnseqlm:mofthepmjectapproadxmnevelmthsismdomrshave
feltth&titmsnecessarytpxtahlishspecialpmce&u&saﬁsmeﬁmeven

b special institutional set ups in order to secure efficient implementation.

The appropriation in aid systems by which the danor takes over the functions
oftherecipientasfarasprmmtofmaterialarﬂcostammtimarﬂ

'cmﬂolamcmmx:‘ed,hasbecmﬁmnﬂemﬂmthanﬂmmtiminm,
: Tanzania and Zambia. in the early 80's.

Tn its extreme version the donor has taken over the full responsibility of
hrplamtatimaﬂsetupitscwncrganizatimpamllelmarﬂmtintagnted
into the local govertment system.

- .

IR
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In such projects TAP's became not just implementors, they alsc become
controllers and they perform administrative and support functions s .
procuremerntt officers, store keepers, accountants, copy typists, automobile
mechanics and even drivers for which there is ample supply of local manpower,

There are a mumber of cases in our sample of Nordic assisted development
projects designed by development consultants with few TAP or without any,
which end up with a substantial TAP component due to the attitude of risk
avoidance which is prevalent among most develogment assistance administrators
' in the Nordic danor organizations.
The donor motives for the TAP controller is a combination of a need to shoy § )
results in the form of efficient project implementation and a distrust in the
ability of the local system and its people.

2.%.3.4. ice of Tndivi

The above mentioned factors have influenced the Nordie Donor Agencies! views
P regarding the availability of qualified local marpower and the need for TAP in
' general. But in the absence of a systematic approach to assessing the need for
TAP, the judgemert of individual aid administrators has often been decisive in
determining the actual TAP component in specific aid projects/programres. This
"irdividual element® should not be urderestimated.

Examples of projects implemented in this fashion and the impact upon training i
is given below in chapter 3.4 and 7.

But also some sector support Development Assistance Programmes have TAP, whose
basic task is to monitor/control that funds, equipment and marpower are :
utilized according to the development cooperation agreement between donor ard B
recipient. In cases such as the SIDA and NORAD assistance to Zambia's Hi
agricultural sector with emphasis on rural women it became quite clear that g
the female TAP's were scen by the Zambian Heads of Departments as a donar BER
conditionality. TAP, who are not requested and not wanted by the recipient .
organization, have little scope for contributing to positive institutional
development. :

The four Nordic Donor Agencies do have different approaches that bear upon the
identification of the need for TAP. A few of our cbservations are listed
below.

23:4.)1 DANTDA

The DANIDA budget for TAP is included neither in the country programming nor
in the budgeting for single develepment projects of the recipient countzy.
This means that TAP is "free" to the recipient.

2.1.3.3.

Develognentpmjectsareriskypmjectsbymume.meyareoftanattexptstq
startnmactivitiesortoa:pmﬁacdvitieshtonwerwﬁwmﬁs.'mam&
method existing is that of ™rial and errocr® and suocess ratios of more :
30% must be considered very satisfactory.

This fact has been used as an argument by DANIDA programne officers aiming at’ 7
fast implementation and comtrol in cases, where for example Kemyan 5
havepomtedmtﬂmtloulnmmﬁrmsavailablea:ﬂthatthaewasm}v/.
. for TAP.

From a development point of view the important aspects of all development ¢
is the ability to leam from ones mistakes and therefore to set
instituticnal frame works that facilitate institutional learnirgy.

To DANITA Zambia is not considered a priority aid recipient. 'mv/
.are working either in Zambia Goverrment Institutions, on projes”

- other donors or in parastatals assisted with Daru.shaqmr’
Danish State Loans. -

- F

From an administrative point of wview, however, things often lock

project as one which does not create toco many problems. Fﬂrthelastthreeyearst’rd.ssystanhasf\mtic"

identification of the need for TAP has alwayr
Authorities, amd the TAP are placed in posit’
real need.

EN
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2.1.3.4.2 FINNIDA

Campared to other Nordic Aid Agencies FINNIDA has a relatively small stagy :
The FINNIDA missions in Dar es Salaam, Naimbiandmsakadomthaveth

capacity to identify the need for TAP on specific projects. Conseguently, thi,

is left to appraisal missions undertaken by private companies or institutions |
Often the implementation of the prujects idemtified has been left to the same g
company/ institution. This has resulted in same projects implemented cutgide

Supply Development Project in the Western Province—Kenya). The fee received iy i
Finnish campanies/institutions for administration of Development Assistance j .
Projects are often related to the mmber of the TAP component, which they have FEE:

no incentive to reduce.

2.1.3.4,3. NORAD

Judgirgfrmmzcasesuﬁieﬁmisinmeprocessofd}angmgpolicy/

practice regarding the TAP compornent of projects.

In the first half of the 80's NORAD seems to have been deminated by
implementation oriented efficiency seekers (many NORAD desk officers ars ik
engineers). In this pericd NORAD moved from programme/sector support to [
project orientation and NORAD TAP became implementors and controllers. I
(Bramples are Minor Urban Water Project in Kenya and Rural Roads maintenance B
project in Tanzania). Tt should alse be mentioned that administrative J}

weaknesses led to severe implementation problems, which, fmﬂaepointof.
view of NORAD, necessited a closer financial control of the projects. '

i

e v

Since 1985 the budget systewms and the financial control systems have beep
improved, partimlarlyinKenya.Asaconsequermmnhasbeenpreparedéz
let the recipient countries incresse their control of funds, part:.c:.l.la.rlym
Kenya. NORAD's attitnde towards TAP seems to have changed. "'mer;acipia%
organization/country have to prove that they really need the TAD". This is &
way, it was stated by a NORAD desk officer in Insaka. In line with this ;;:
in attibiude the TAP component on several projects in Kenya and Zambia was o
drastically during 1987. (OnMimrurbanWaterProject—Kenyafor14to4‘m§
in 6 marths). g
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2.1.3.4.4. STDA

. SI0A has maintained a strong sector approach to development in its development
assistance programme as exemplified by the suppert for water development

(including the institutionalized training of water technicians) in Kenya and

b Tanzania, the agricultural sector support programme in Zambia as well as the

regional soil conservaticn programme covering five Fast African countries. In

.ﬂmeareasofwaterardagrimlhmemhasbeenardoorﬂmestobehwclvad
3 minplenentationazﬂcantrolaswellastrainirgardj:stiumionmﬂdim-a
camprehensive approach has been attempted.

In the soil conservation programme the emphasis has been on institution
buﬁdim;andasweshallaxquelatartheraﬁulthasbeenveryimprasive.

2.1.3.4.5. Joint Nordic i jan Proj

nmsejoumjectswmﬁmluiedinoursanple—meMalDevelogmentm
and the Nordic Cooperative Project (both in Kerya) ard the Kibaha Education
Centre in Tanzanta.

TAP in the Rural Development Fund are basically irwolved in institutien
wuilding as part of the decentralization reform for rural development.

The Nordic Cooperative Project is the largest ever TAP project in which the
Nordic countries have been inmvolved. The Nordic Cooperative Project has since
the inception in 1967 conmumed 600 manyears making it the largest Nordic
programne ever. Our mission has benefitted from an independent evaluation of
the technical assistance personnel to the programme from 1986 by Dr. P.O.
Alila ard Dr. B.E. Cracknell.

The most successful feature of the programme has been institution building
through standardization of accounting procedures, the expansion of cooperative
creditarﬂban]dmarﬂtheestablislmrtoft:ainﬁgsystanirnhﬂhgthe
cocperative college.

nwjointNordicpmgmehascreatedwntinuitya:ﬂmistercyinasector
whe:eccmpetingdomrscmldeasilyetmmgedivergentamrcadaﬁ.
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A problem area in the programe was a widespread walpractice and self.
seckiryg, often linked to political manipulaticn. Areas for needed Improvements
would be better sector plamning and statistics and improved monitoring,
evaluatirg measures.

According to Alila and Cracknell the programwe now has reached a watersheg
where the programme should shift from general support to concentration o
assistance by highly qualified professicnals in specialized fields; trainimg

of trainees being one identified area of priority. Furthermore, the research-
ers argued that financial assistance will count more than technical assistance

in the future.

IhamPcanpmentjnﬂecoopemtiVEpmgrameinKmyahasbeenredncedm
eight professionals in 1987, The recruitment of experienced TAP to the k

pmgrampehasbeenmtablygood. Since 1983 only one ocut of eighteen TAP has

bmre&tﬂtedwi&]mtprevimaqaerimindeveloprgmies-mhm

warked in the programme. The large recruitment base demonstrates one benefit
accruing from massive sector support on a joint Nordic basis.

The cooperative programme has been a Goverrment-to-Govermment cocperation. In
May, 1987 a review mission recommended to strengthen the Movemert-to-Movement
comporent of the programme. This should be taken as an  indication of
successful institution building of the cooperative movement in Kerya. E
21.4. ion o Studies 3.
Theevaluaticnmissionhassnﬁiadmeacmalposti:gofminthecasg
studies undertaken in Kermya, Tanzania and Zambia in order to assess to
extent they reflected real and perceived needs.

as shown in the newt section local manpower could have bean made available fof

some of the posts filled by TAP and concrete cases are discussed in the

case studies of water, agriculture and education in the country reports in.

annexes. to this report as well as in chapters below.

The donor agencies have started to realize this and during 1987 a lob
effort and imnovative thinking was going on resulting in recruitment a
deployment of local marpower in previcus TAP positions - particularly im ¥

and to lesser deqree Zambia. Examples of this recent development are give

the last paragraph of this sectiem.
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Jl.4.1. of case ies

The results regarding the identification of the need for TAP and the

b availability of local manpower are summarized in the table 3.1 below.

E A total of 324 TAP - of which 13 women - were employed on the five case

studies of ongoing projects undertaken by this evaluation mission in the

+ peried May - August, 1987, (For a discussion of methodology see chapter 1.

As can be seen from line 3 in table 2.1 only in 45% of the cases did the donor
agency undertake an investigation of the availability of local manpower for
the positions later filled by TAP as part of the project - appraisal/
preparation.

In S6% of the cases, the need for TAP were identified not by the recipient
courttry, but by the donor. In 64% of the cases the TAP were placed either in
new crganizations set up by the donors for the sake of project implementation
(13%), or in special institutional arrangements ({(for example A-in-A
procechires) within existing organizations in order to secure donor control.

65% of TAP in the projects were implementors, 17% were controllers on behalf
of the donor agencies and only 11% and 7% were trainers and institution
builders, respectively.

For each of the positions ccoupied by TAP ont the S8 projects the availability
of local marpower was investigated by the evaluvation team. The results are
shown in line 7 in table 2.1.

For 59% of the TAP positions there were a shortage of skill in the lecal
labour market, although for 63% of the positions local manpower would be
available at the market rate of the private sector. However, at the terms
offered in the public sector only 48% of the positions could have been filled
by local candidates. In cther words for aimest S0% of the jobs ocoupied by TAP

" sujitable local candidates could have been made available. This would require

that the donor expectations for efficiency, comtrol and certainty of proper
inplementation could have been solved by refaming the managerial,

administrative and accounting systems of the recipient organizations/
countries.
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Table 2.1 Evaluation of Local Manpower in relati - . g
v on to TAP positions " { et
Development Assistance Project n L.L.—BEI‘QL-—J———E-——— 4.2 g of "best practice™

meevaluationmissimhasbaznseardahgforelanentsinﬂiee:dstingss

Totai Kenya Tanzania  Zambia,
1 " . ) pmject-msaﬁ pointing at ways and means of solviryy the apparent conflict
. s} ect 55 23 21 11 - tweentheneeitoa:ploylocalpersonmlwheneveravauablemsteadofm
2. Mumber of TAP 324 90 172 62 fand the donor requirements in terms of accountability and suecessful project
Of which female 13 4 7 2
3. Iovestigation of .
availability of YES 25 9 g , are glven below:
local marpower — NO 30 14 12 M
4. o identified STIDA TAP assistance to marmpoewer plamning in the agricultural i
need for TAP? sector in Zawbia has made it possible to identify 1
Recipient 3; 13 11 4 bottlenecks where additional training efforts and {
Jointly 19 7 3 _i; institutional develogment is required. H
5. Smanization of ;
» Ba = SIDA TAP assistance to the Soil Conservaticon Sranch of the 4
B wam :-nstltuumon 21 9 6 5 Ministry of Agricilture in Kerya since 1976 has wade it &
o Existing set-up 28 13 12 N possible to develop the institutional capacity of Kenya in
Donor organization 7 2 3 2 this area by long term planning imvolving staff develomment
6. Mature of Job of TAP ard institutional developmert with a very modest TAP ;
g; &m:mimxum Z;g 5 ;i © 130 38 component extremely well sugported by long staying
¢) Training 4.5 14 1;-5 f 5 professional desk officers in the SIDA missian, Naircbi.
d) Contral 56 20 18.5 17.5 g
7. Availability of local SIDA TAP assistance to Kenya Water Institute is gradually
a) Labour market situation making EKenya self-sufficient in water technicians. The E
81; desu?élj{: 133 12 6 17 present TAP are concentrating on institution building in !
L 191 58 . . . 3
b) Ge 1 ability 108 25 ordar to make the cxrriculum more criented towards practical i
gil; f 204 59 101 4 experience by including a six months traineeship period for ‘_
120 it 71 18 Kenyan trainees to get acquainted with practical work
) availability for public attached to water projects under implementation. The TAP
8'_1; ;%s igg 239. 91 15 component.  is giving an important comtribution to the
8L 47 development of the local marpower rescurce base.

A SITA TAP assistance programme to Tenzania Bureaun of it
Standards inplemented and administered by the similar i;
institution in Sweden - Swedish Internmational Standards is i
an example of the establishment of an institutional frame
work, that has facilitated a gradual, flexible transfer of




Example No. 5:

Example No. 6:
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F 2.2.
know-how within a professional erwvirorment of mutual '
understanding and trust - with a very modest combinatien op
TAP and short term consultants.

The FINNITR assisted Rural Dairy Development Programne hag
been very innovative in firding ways of retaining qualifies
locals trained by the programme. The Fenya Veterinary
Officer studied on scholarship in Finland for a mmber of
years. He came back as a Veterinary Officer in the project
area of the Rural Dairy Develcpment Programme, but since he
became heavily irmvolved in general administration he coig
not substitute the Finnish TAP. FINNIDA then - in agreemen: B
with the Kenyan Authorities - employed the Kenyan Officer.
He stayed in the same office, received better pay, better
access to transport and recurrent funds, was relieved of his
administrative duties and could concentrate on  the
professicnal job for which he was trained.

In cases when authorities have not agreed to have civii
servants paid by donors on special schemes of services it
has been possible to attract qualified 1ocalsonatoppi.ti;
Up arrargement or by employing local professionals as
consultants. In the last case the local professional is
employed by the danor agency ocutside the local goverrment

There are many such examples. In Kemya: DANIDA's Mutomo
and Water conservation, FDWNIDA's Rural Water
Development Project in Western Kerya. In Zambias

professionals substitute TAP's not working in establi
posts in Govermment it must of course be made clear- i
such positions are temporary in the same marmer as: TR
positions would be. -
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is of studies ject

. 2.2.1. Availability of local mappower and the need for TAP

k. Fram the observations above and in particular from table 2.1 it became evident
F that TAP were posted to jobs for which local manpower js available, There are
} several reasans for this:

- Neither donor agencies nor recipient country authorities have a clear

picture of the availability of local marpower in the varicus
professional categories. The situation seems to be worse in Tanzania
than in Zambja, where the UNDP study has provided a good general
review, and in Kenya, where the sectoral ministries appear to have a
fair view of the situation.

only in 25 out of the 55 project cases examined by the evaluation team
did the appraisal report/project preparation include any examination of
the availability of local marmpower. But even in those cases, the
analysis was often superficial.

Professional manpowsr may be available in a particular category, but
oenly if salaries, scheme of service and job satisfaction in the
particular job is compareble to the conditions in the private sector.

While local manpower would be available for as many as 204 of the 324
TAP jobs at conditions prevailing in the market, the mmber is reduced
to 155 on the terms and conditions that are offered at present for the
particular job in the public sector.

Donors have their own motives for employing TAP which has nothing to do
with the availability of lacal marpower. In 31 ait of 55 cases the need
for TAP was identified by the donor who wanted efficient implementation
under his full comtrol and accountability of his "own staff".
Consequently, donors havae set up their own organizations (in 7 cases)
or have imposed special procedures upon recipient goverrment
organizations, which put TAP in charge of procurement and accournts (in
28 cases). As a result TAP are performing jobs as Ifmplementors,
adninistrators and accountants for which there is a swrplus of trained
local pecple (133 cut of 234 TAP jobs whera in areas with ample local
Supply of mampower).




42 43

lmj_rdly, TAP are always welcome because of what they bring. Kemya, Tanzania
" zambia are alike going through difficult financial pericds. The public
- sector is short of funds for recurrent cost and maintenance.

- Many umnecessary TAP "were also found on projects implemented j,
private campanies/institutions whose administration fee (overhead q&
factar) was related to number of TAP rather than the ﬂllfillmam:qf
overall project cbjectives. i

b . cuch a situation, a TAP, who brings equipment such as photocopying

facilities, type writers, perscnal computers and vehicles, is always welcome-

b "provided he is willing to share.

2.2.2. The role of TAP

We saw in section 2.1.2. above that HKemya, Zambia apd Tanzania
particularly short of trained and experienced engineers, experienced traines
and imnovative managers with experience in staff development and institutig
building. s

Finally, African Heads of Department are mostly well educated, open minded,
mitablepeople.?hmdmmragmpezsomlarguethat'mParenecessaryin
P o der to secure "safe® inplementation of a project at no extra cost to the
_ project itself, why should he cbject. After all Nordic professicnals are
gene:allymree@eriemedthanthei:Afrimncollaguaardcanﬂnwﬁmas
catalysts. Same transfer of knocw-how may ocorr and some yourng civil servants
F' ray learn from watching and being exposed to "the expert".

However, most of the TAP provided by the Nordic Donor Agencies - am
implementors (technicians and engineers at diploma level). They do have very
relevant theoretical as well as practical experience as implementors. '
The second most important: category of TAP are controllers. They may be trained
as administrators and accountants but most of them are highly skilled
professionals, who, howewer, in their TAP positions spend part of their time
as messengers, drivers, typists, accountants and administrators. The TAP often
have title of project team leaders or project coordinators. An analysis of hw
they spend their time shows that they are in fact project administrators tied
up in routine work with little time for strategic thinking and institutioml
development. n

.2.3. Conclusions and lons

From the analysis above we must conclude that the aim of TAP as defined by the
NordicAgenciesinthe'meortnisevaluatimhasmtbeenfulfilledtoa
satisfactory degree. But we have alsc seen that the situation is not static
and that elements of extsting TAP projects and new donor procedures are
pointing forward.

The analysis leads to the following recamendations:

Only 58 of 324 TAP were full time involved in training, staff development agg
institutional development - the sort of jobs which - if conducted successfu

Therecipientmrtriesneedmstmgthmﬂmirmnpwerplmmorderto
improve their knowledge about the availability of various categories of
But why then are these TAP acocepted by the recipient goverrments? The a skilled marpower.
is quite simple: Firstly, they are not always accepted. In a few cases _ |
have used their discretion and good cantacts to have TAP positions and. I8 Ma:m.erstuveysmlfomﬂmebasisforidemifyi:gpriorityareasfor
cardidates approved by "short artting” the goverrment procedures. - r'deveIMthhelocalmmwerrsamcebasea:ﬂforidmtifyimthemle
k' of TAP in the long term developmert plans of the countries in question. The
" evaluation mission recammerds that the Nordic demors react positively, should
the govermments of Renya, Tanzania and Zambia request for assistance in this
field.

Secondly, they may be accepted by the project organization simply be _
otherwise there would be no project. This is the case of the TBEP*:
controller. He is a conditiomality.
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In order to attract, davelopan:lratainskilledmanpmerinthapablicsectar
Kenya, Tanzania and Zambia need to reform the Civil Service.

It is not simply a question of paying higher salaries and fringe benefits, g
young local professionals job satisfaction is probably equally importane

partimlarlyinKanya,wheraomcznexdstreamblywellmagcvmm

salary.

The evaluation mission recammerds that Nordic Develomment: Agencies bring

theneedforrefonnsjnrelationtothediscassimoftheneedformdurjn;

2:2.3,

The desk officers of the Nordic donor agencies in Nairchi, Dar es Salaam amd
Lusakaaarmotbeexpectedtohaveathoroughhmledgeoftheloml
availability of various skill categories.

In order to improve the information upon which the institutional framework am
persannel camponent of new developmert assistance projects/programmes are
based, the evaluation mission recanmends that:

w

- The Nordic agencies cocperate for evample by amloying a 10;}.
consultant to develop an information system on the availability o;
varimsprofasigml,skillcategoriaaxﬂﬂmevariwswaysinwhi;
they can be attached to donor development programmes as a substitute
for TAP. f

Y
- mem:dicagmiesimamatehstimtimmudj:qa:ﬂmnpmr/smg
development in their pruject appraisal/project planning mamuals to be

4 -
=4

used by appraisal missions. And that long term institutional and statlf
development becamnes an integrated part of all project
documments.
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- The Nordic agencies incorporate qualified professiomals with relevent
experience in institution building and staff development in all project
appraisal/project planning teams.

e 1

- Desk officers in Nordic agency missions are still to same extent

administrators rather than professional development workers. TAP are
offered pre-posting training regarding the recipient country socic—
econcmic erviromment. Young inexperienced desk officers are often
posted without such prior preparation for the job.

The ewaluation missicn recommends that desk officers are well prepared
for development work through relevant pre-posting training courses.
These courses should include an introduction to the recipient country
administrative and political system and its traditions and procedures.

The aim of these courses should ke to avoid that narrow short temm
implementdtion considerations lead to administrative decisions
regarding project designs and functions of TAP at the cost of long temm
manpower development and institution building.

_medistrustmtheabilityofﬂmgwmnemafrecipientcmmtriestc

implement projects afficiently and to account properly for equipment
and funds mist be overcome by working within the local system in
cooperation with the local goverrment officers. The development of
parallel institutions staffed by TAP only leads to urderdevelopment of
local capabilities.

Kaxya,TanzaniaarﬂZambiaalﬂcehaveaministrativesystensandstate
auditing systems. They do not function as well as the similar systems
in the Mordic coundaries, kut they can be sireamlined through proper
menitoring and evaluation. If the recipient countries request assi-
stance in this area, the evaluation missicn recommends that the Nordic
agencies respond positively.
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3. TONS OF 2
TAP o A
1.4 aseoordpartofthemlestnﬂdmtbeurderestmatei.Veryofte;nltlsa

jpart of the task to be responsible for procurement of equipment, spare-parts

'ﬂusd:aptershouldbeseemmassucmtmnmmﬂmfollmdmptermu‘ E ot ard more often than not fram the donor countries
= r )

ammﬂrelevmneofﬂaem-cammtofpmjects(m33) ch%
deals with the general impact, strergth and weaknesses of TAP in projects. The
individual performance of TAP and different factors influencing individua)
f:mrecmﬂuenttodebnafugaredealtmthjnchaptera (TcR 3.6 ard 3.7

' terviews give us the impression that tasks of procurement and (especially)
éontrol have besh increasing over the years.

- _It js tasks which are often carried cut very efficiently, but if those tasks
do not imply training or institution-building (in the same areas: control and
¢ procurement) it can be discussed whether it is in reality technical
f assistance, or purely Nordic auditor-, acoountant— and sales-functions. A
. rigid doror-imposed system of TAP administration of procurement and accourting
j functions can in some cases be coumter-productive, and make integration
f impossible.

Inpact is reflected by the TAP-components effectiveness ins

1) achievement of specific cperaticnal project-goals, different fq-
different projects.

2) development of indigenous manpower (courterpart systems, on~the-jg, B
training, formal training, training of trainers, developuentog
training systems and manpower developnent systems eto).

3) sustained develocpment of institutions (intecpation in the natic;;l

system, strengthening of national institutions at national and local
lavel etc).

other evaluations have recommerded donor agencies to state openly, when the
'minptmposeofe:q:atriateparsmmeliscmtmlofdmnrfmﬂs,arﬂwemntto
onlymadtodismssicnsonhwtosolvethementionedcommictiminthe

Importa:rtmtmsrapectlswhether'mparemﬂdngasgap-flllersur
primarity as advisors and trainers, whether they are implemerttors of pro]ed:

chijectives themselves or are strengthening and participating in developuem:of
local systems and institations designed for 2 takeover.

The degree of utilization of the capacities of TAP is of course crucial, f;
the overall performance.

The role of TAP as ller is Most TAP are professionals., They want to do a job in their own trade ard
controller never or very seldam mentijoned in projeci-ilE : . :

; rofession, and thereby to demonstrate that a given objective can be reached
doc-ment:S, a.ndmlyvery few jab descnptmns mention this role, wh;chseaﬁ panj how ' ’

Alﬂan}ghtraﬁdngisseenasavetyimportarmelmtofthejcbhymstm,
It 3 itisstulsworﬁarytomatisseenasthepﬂmryjobﬂxntims:topmvide

ismrevaluatlcnthatabmtzo%ofNordlc'mthmso:tof"_ k vater in water proj to ! ) in a , project, to
provide plamning figures for provincial plamning, to plan effective merine

avoid misappropriations and to be a sort of 1
guarantee for donor agencies, B & 1 aperations at Lake Victoria, or to teach at a training centre. Teaching is in
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1'.['1.15laste:carrplealsosee.nasdo:.ngttlejcbasasortofgap—fillm_-L
contradlctmntoizamlngofto-be—tramarsatatmmrgcentreq
developnentoftramugsystemsmcoaperatmnw:thlocaltraunrs

Almost all TAP are to some degree effective as professionals in their namm
professicns. There are a mmber of negative exceptions, and as it shall by
shown later, it has in some areas been a problem to recruit qualifie
personnel. (and/or qualified campanies) mtmgamlpicmaismverﬂm&
that lack of normal professional qualifications is not a main prcblem;, am
there are many hard woridng, skilled professicnals doing a good jah,

The fact, that recipient countries need technical assistance can also Justity
some gap~filling in various positions, and even where the main task is |
training or institutien building, gap—fllllrgisst:.llseentnbeanmmt
part of the job.

Gap~filling, urderstood as TAP doing a job for which local professiocnals are |§
(for a mmber of reasons) not available at the moment, hasbeenanmport:m:
elemezrtofthefmmtmrsof'ﬂpmalnnstallﬁ&msesevaluated

The fact, that move local professionals could sometimes have been mads
available and the need far gap-filling therefore made less through better
planning, does not change these chservaticns, bat point primarily at other
weaknesses in the TAP- and project-system. Ard at weaknesses in many TAR's
abllltytodomrethantlmrmmalpmfessmnaljcbastrauxersam

Gap~filling at wmanagement Ilewvel arﬂ/orasorgaxﬁzersisaspacm].a:ﬂ
important area. It is reflected in many interviews with TAP, t.hatladcof'
experience in management, and lack of skills or tradition foror.gamzatm@
work;sseenasmamwea]messjnmanyustinmmnsmmnca.aasnzllytbeﬂ
problems can anly be solved over time, andmdcmrassmtedpmjectscxﬂym'
mmmmmsmmmelmmmmmmudhgelm
the assistance. 'ﬂ'levalueofﬂmrttemgap-fmminmmm
organization should however not be wderestimated,
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fDanish assistance to the Marine Service of Tanzania Rajlway Corporation can
‘serve as example: Supported by Denish financial and TAP assistance since 1981,
[ the service has been recrganized and rehabilitated. The passenger traffic has
5quadntp1ed, the mmber of tows increased rapidly and the staff very
f significantly reduced. The achievement is better eccnamy and a significant
f contribution to the economic and sccial development in the lakes region.

. The success has undaubtedly a certain institution strengthening effect in

itself, but our evaluation shows that training and institution building have
gpart frum this been weak project camponents umtil recently. The pruoject,

which was to énd in 1985, has been extended and a firther extension until 1991
¢ is likely. At the moment the results achieved are impressive, but not

sustainable.

It is difficult to find a project without some elements of training, and all
TAP will normally see it as cne of their tasks to train or transfer know-how.
But the training 'component is nevertheless one of the weakest in many
projects,

In one third of the projects there was no formal training plan or element, or
the training was introduced very late, often after several years of project
life. In ancther third, training was primarily or only on—the—jcb training,
possibly including a few scholarships, but without any concrete manpower
development plan. And only in ane third of the projects was training made a
more systematic, integrated and planned part of work plans for TAP and for
projects.

Training plans are no guarantee against problems. Tt js not possible to make a
perfect trmaining system in a difficult enviromment, but high and timely
priority given to traininy is the first condition.

These observations should be seen together with ocur dbservations of the
counterpart system. It is an old tradition in development assistance to have
naticnal counterparts working together with ewpatriates, and thereby learning
fron the TAP experience. The system has often been criticised, but is stiil
the dominant system for training at many projects. It is owr chservation that

R At PR T~ Py

e
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‘Reasons for lack of cotmterpartprmotioncznbebothmumdmnra:ﬂmthe

recipient system. If lack of counterparts leads to appointment of very junior
f pecple, Ltlsveryl:kdythatﬂmywﬂlmtbeaccegtedasaperiemedemugh
f 1o take over a TAP functiom. But the reason for counterpart frustration is
: very often lack of planning for their future inside projects.

In Kemya it is often possible far talented young professionals to find better
apporttmltlesmtsmemegavmmtsactor, ard this is also sometimes the
¥ cace in Tanzania and Zambia. Other ways of "solving" frustrations can be to do
I 1ess than necessary in the counterpart job. e are not given responsibility,
¥ we do not know if we are ever promoted, and we are paid a fraction of the
L calary TAP gets. Why should we then be very dedicated ?*

In the followiry scme of the reasons are given.
First as seen by recipierts:
Ithésbeendomrthimd.ng, that professianals in the recipient system get ney
pofslbilltla mthejrpersmmldevelcgnerrtaxdmmreeroppomtieshy :
bemgmmzrpartsatapmjectwithfmﬂj:qamtedmicalassistamefrm
artside.

- ¥ Same counterparts have criticized the TAP's lack of skills or experience in
' training. Or as one counterpart expressed it: "This is not learning-by—doing
wut learning-by-locking. "

mthe_reality is mich more complex. As expressed by a provincial permanent §
secretary in Zambia: "Counterpart positions are not popular or attractive.
meyarea:bordmte ard low paid, and it is often very unclear, which caveer §
possibilities, they glvet. It often adds to frustration, that the TAP in a workshcp or a plant is the
onlypersonmthaccesstoﬂnﬂsforpmamttof spare-parts etc. Sametimes
with "a direct line" to the Nordic exporter, and it makes it impossible for
counterparts to think, that they will ever be able to take over. Often TAP

sesms to be of the same opinion.

This statement has, with veriations, been repeated in all three countries. In
same ministries and sectors it seems cbvious, that.nationalaut‘noriti&are
not ready to post their best pecple as counterparts. Ccmrterpartpos:.ticnsm
be dead erds for more senior pecple.
Very many of the It is not uncommon that the counterpart has been with the job already for many

interviewed have criticised that their positioms - years, and/or is much older than the advisor.
are very unclear. They do not know if or when they are gqoing to take oven
responsibility or how long they have to be in a subordinate position. ]
wwiuoftmseethemtapaﬂpmmmasaPMfoflMOf
priority given to the projects by national authorities. They are nat given the
mmrtstheyhavebeenp:mjsed,ortheymgimtmw

TAP and the donor agencies often criticise lack of contiruity because of
frequent. charges of counterparts, andlocalautlmitiesareofta:blamaifé
g&;tf:ﬂ:tmmifrm 'me:;t::vfulssanetmesvahd butbg mimmle.mmsmmmmmtmwﬁm
ity Supp()rtr'uumberand startcamtezpazts amddm:.bed hew they have- 1 | uansalser:ed to other positions. If scholarships are mcluded in counterpart
. : several inexperis expatriates, without training, they are without their counterparts for lory periods, without any
being given a plan for their own future. i | quarartee, that they will ever get them back.

i
t
L
i
§
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aremtt:yi.ngtndnargethissimaticn, theyoftemtetﬁtodeferthepma.

to a later unknown moment,

Companies frundomrcamt:ismaymthaveaninterastinreplaeemntofm
mthlomlpersome.l,duetathewaywerheadsaremlwlatei.

Training at training institutions is a specific problem. There is no dout
here, thattrainirx;isthemaintask,butproblemsfrcmctherprojectsan

nevertheless repeated. TAP train students, but have great difficulties when-it
cmestommingoftaamersamtmimrsortothedevelomentoftminim
systems, caurriculum development etc,

Smﬂmﬁmmmmthﬂmw
Lign Training Centre, both in Tanzania, are illustrative exapples. In both
cases the assistance has included relatively sophisticated equipment, ank

t:arsferofhmledgetolocalstaffhas:inbothcasesbeenaprcblan.mﬂ'

1om1stafffearﬂ1eyam1eftwitnecwpmmeydomtmmmuse.§
AttheWaterRmmsﬁmte.meoftheproblemssesnstohavebeen 3
bath parties (domor and recipient) were stuck with the idea of counteros
wiﬂ:q:tbei:gabletokaepthissystanmr]dng.iackofmarm:erhasmdel,
difficult to assign two pecple ( TAP plus counterpart) to ane position, aﬁ
experienced local staff do not like to be made ocxmtexpartsspecially'ﬁ‘
younger and less experienced TAPs. %
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put professional exchange of knowledge and transfer could and should be
“structured in a different way. At an educational imstitution it should be
E rossible to establish a formal plamned tutor-teacher relationship.

E 1t is not possible to propose a perfect recipe for training workable in all
projactsandallenviromlents, but mach more open-minded timely thirking is
: needed. Staff developwent is one of the key words.

p 3.4 Institution building

experiences in the water sector show both the tendency to create independent
parallel institutions, and to make existing institutions oversized through
assistance.

In Tanzania and Zambia this risk is obwvious for all biggex projects. The
economic problems are so severe, that all bigger projects are more or less
crezting their own structures, not sustainable without futire support. Systems
like the appropriation-in-aid (A-in-A) in Kenya, where funds are channelled
outside the national systems, amxl the payment of Danish TAP cutside normal
project budgets, are negative from an institartion building viewpoint. The

. problems in training systems, and many TAP's preference for doing the job

themselves, are also making it more difficult to strengthen local
institutions,

Institution building has to be a sort of a compromise because it can be
impossible to develop totally independerntly sustained institutions. When a
courntry like Tanzania has become more and more dependent on  foreign
assistance, it is a part of the problem that mamy national institutions are -
at the moment - only sustainable with support fram outside.

Pogitive examples

In this situation it is realistic to consider institution kuilding a success,
if a project has been integrated in the national system to such a degree, that
it is possible to maintain and run it with a limited contimied financial
support, and possibly also a limited technical follow-up assistance of short-
term nature.
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Two examples, one from Tanzania ard one fram Zambja, illustrate positiv B
possibilities:
Tanzania Bupeay of Standard and Nurse Tuter progremme in Zambia.

Tanzania Bureau of Standard has been given Swedish assistance since 1am,
financed Ly SIDA, but charmelled by the Swedish "sister" standars§
institution. TBS moved to new premises in 1982 and is today a new, relativaly i
well working, institution. Econemy and a certain "brain drain" constibg, 8
problems, but they are manageable. TBS receives no long-term persome)
assistance amymore, but the former Swedish project manager is still assistin
short-term. In the mid 1980's an average of 3 TAP were emploved by TES.

A mumber of factors have been important for the success:

bow

- TBS has had the same director since 1977, and he was the person who
contactad SIDA for support. The idea was Tanzanian, and there has been
contimiity at Tanzanian management level.

- The Swedish support made it possible to construct a new modern institution
with good working conditions for the staff, some fringe benefits (e.q.
housing). The institutional develogment of TBS tock place in a positive
enviromment and with unusual continuity in the staff,

= There has also been contimuity in the TAP system with most TAP coming from:
the same Swedish institution and all working in the same field. But it is
raybe more important, that TAP have never been "a part" of the crganizatiem
they have been advisors from the beginning, and they have nommally not takem
over positions even when there have been staff shortages. In the words ofid
the director: "It is not a problem to phase out, when expatriates have gm:‘!l“
back—upservimoﬂy,vhereasitisaverytrickymirgifﬂ}eorgmﬁzati;
frmthestartisbasedmatpm:iats."'marehasinthissimtimmti
been a counterpart problem. g_:‘

-~ Through forward plarmming it has been possible to offer a flexible TAP
assistance, with a combination of lomg~ and short-term expatriate
assistance, and often with former long-term TAP coming back on short-
missions.

W

55

In jon: A a_combi jon of a ils) for
the ject, ard exible adj e adviso: i assi a
ister i i ion in country. also a jon between

£ ecuals or almost equals.

The marked contrast are projects "created" by donors or by recipients, but

without a national base, and therefore with TAP as managers and implementors
from the beginning, ard with nationals in subordinate positions. The weaker
the national base is seen, the stronger the TAP component, and as a result a
mich more difficult transfer situation.

The Nurse Tutor Prugramme in Zambia supported by SIDA gives a less clear
picture, but is still an example of successful cut-phasing of TAP. Swedish
persornel assistance for training of nmurses started in 1973. Over the years 45
nursing and midwifery tutors have served on an average three years. Support
was given to murses' schools and later for a post basic school of rursing.
Swedish tutors were both ergaged in teaching directly, and in training of
Zambian teachirg staff. From 1978 SIDA and the Zambian Goverrment began to
pian for ocut-phasing of TAP. A formal plan was agreed upon in 1981, and the
last tutor left in 1985. A certain staff development txaining has been given
since then, but that is also being phased out now.

During the 12 years of TAP assistance there have been conflicts about
priorities in the programme and differences in donor- and recipient-views,
e. g. between the more pragmatic Nordic educational standards and the
inherited British system. '

Another serious problem was the fact, that it was impossible to find Zambian
tutors for distant provincial schools, even when encugh Zambian graduates were
trained.

SIbA insisted that the personnel assistance could not go on, and TAP not be
posted at these vacancies, when Zambian futors wers available in the oountry.

There were also problems in the TAP group. Evaluations show that a few TAP
were unqualified and some had only a minimm of qualifications for their
positions. It is possible that the same achievements could have been made

A



36 57

cheaperwithlessTAPorwithacombinationofSwed&sandthirdcmmt:y
nationals (it wag tried to recruit third country nationals, but withogt
success or muh efforts).

and jons

-Maj_n conelusions and more specified recommendations are included in different
E cections: of the chapter.

Ascanbasaen,ttxepmjectwasinmwayideal,mtmvermelﬁsaralativef~
Mmmmhmmmofmmmmmdmmmmm;
the start. The plamning for cut-phasing of TAP was — with some flewibility -
rade at the right time, and SITA insisted on out-phasing, when the local bass .
hadbemstren;uaenedenamtomakeitrealisticforﬂaemytntake

E the overall conclusion is 1) that comtrol functions are seen by the donor
agemiestabestillmreinportant, mtareveryseldcmmmtionedinp:?ject
b documents. Such positions are not always technical assistance, but there 1s an
understanding in recipient countries for some such positions; 2) that TAP have
b their main problems in training and institution building: 3) that the
traditional system of training with a cambination of on~the~jab training and
| counterpart positions is not effective; 4) that it is easier.to a.bsorb
. problems and conflicts in projects where manpower development and institution
b building have been included from the beginning, but such projects are few;
5) that more systematic efforts to employ local personnel are lacking and

. Q_thatafastarandwellplaxmedmlt—phasirgoflongtermmfollwedup‘by
 chort-term assistance could sometimes be a cheaper and more effective
solution.

Inothe:sectionswedealiwiththeneedofidentifyi:garﬂfkﬂirgbetter

Recommendations
systems of employing national professionals instead of expatriate TAP. It is Control arxd t fons must be if in ect d and
mtpossibleinanyemctmytomeasuretnwmanyoftheprﬁmtmfmions lans on of ons Lio

local professicnals could take over, but cur evaluations lead us to believe, -
that available marpower exists for 204 out of 324 of the functions if problems

such as lack of funds etc. are solved. More TAP-functions can be taken over by :r
locals in Kemya, thap in Tanzania and Zambia.

A reduction in the number of TAP could release funds for a mumer of other : i
manpower development pUrposes.

Itlsourcamlusmn,wmmshmldalsobeseeninthellgﬁtoffmd:ngsm

These recammendations should especially be seen in commection with finding
and recamendations in chapter 4 and 7.

i
|
i
!
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4. TE F_PROTECTS 3.3
TheintanticnofthischapterisinaccordancewiththRBJtopresgt
breader examination of the TAP camponent of projects, and not least o com. .
the actual develomment with the intentions as perceived attl'xeplam':j.rq-sﬁ;.

Observations e
There is a very strong TAP component in most Nordic projects in Afriea, Tt iy
the judgement of the doner agercies, that the size of the TAP CANPANETTE - {17 am

avemgeprojectjnnﬁiaislessthanso%oftheavemgamTanzanja,ft

projects with the same level of financial funding.

Asithasbeenshown,ﬂmsimtionismtthesameinﬂmthreemm

cmmt:iescovereibythisevaluaﬁm,buttheqenemlpicﬂmehasbeenmot
a2 need for technical assistance persomnel in many different sectors dueto a
mumber of different problems within the coumtries.

Thebmadaj;nofﬂmestxong'mpcmpomintheassistarmhassi:mtm
birth of development aid been to provide the countries with much needst
tedmicalexpeztiseasasupplenenttofimmialassistame.mspedﬂc
projects, chjectives forr'mP varies, but the gereral long term aim has in most
cases been to make certain, that developmert assistance to projects o
programmes lead to viable, sustainable and therefore lasting improvements:in
the relevant sectors or areas. B

Manypmjectshavefailadtometthsirobjectim.‘nmyhave for a
reasons not been sustainable.

Tt is difficult or impessible to evaluate the TAP camponent of proje
without taking other factors into accourt. And the evaluation of the
companent of Nordic projects in Kenya, Tanzania and Zambia has not beend
overall evaluation of all factors leading to success or failure. Tt is
that the economic crisis, which hit Tanzania first, and later also Zambia,
had a detrimental effect on the develcpment, and also on the work of
assistance personnel.
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'_ are cases, where cbjectives of projects and technical assistance seemed
frelovant at the planning stage, but where the general develomnent may have

the task of TAP almost impossible.

it is at the same time important to stress, that where a strong TAP

cmponentinprojectssbmﬂdmkeiteasiertobeﬂeﬁblearﬂtoadjusttoa
charging enviromment, the situation has scmetimes been the opposite.

Fouch flexibility and ability to realistic adjustment is rot always seen.

4. does not to i e

mwayofneasurirgdiscrepamiﬁbetweentmorigimlaimofﬂiem
F component and the factual situation today, is to look at the mmber of
projects, which have had both a longer lasting ard a bigger TAP component than
b originally anticipated.

30-35 of the projects are so mature, that it is relevent to make this
comparison, and in one third to half of the projects, the TAP component has
developed very differently from what was originally plamned. In same cases
specifications at the planning stage were not detailed enough so it is
possible to make an exact campariscn, but the general picture is clear. And in
a mmber of cases it is possible to specify.

Tanzania is the country, where the difference between the perceptions at the
plarning stage and the actual TAP situation in projects, is the biggest. In
more than half of the evaluated Tanzania projects, and in many of those with
the biggest TAP component, the development of the TAP situatien over the years
had very littla resemblance to the anticipation of the planners.

Zambia comes close to the same situation but with fewer and less marked cases.

The picture is more varied in Kenya.

Some examples document the problems:

Sao Hill Saw_mill in Tanzania. A NORAD supported project, administered by a
Narwegian consultant compary, established in 1974, and since- then with an
average of 6 TAP working for the project (with a maximm of 10 at one time).
According to the original feasibility study, the last expatriate should have
left the project in 1977. An evaluation in 1977 recommended plans for
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oounterparttrazm:garﬁtmferofmnaqenentposﬂmrstolocalstam
Accord::u;tothernewplan'ImPsha.lldbeout-ghasadm1981.Atthetjm!ct
tlusevaluatlmtherewerestlllsmatthepro]ect Fart of the managemey i
is still expatriate. The newest plan speaks about cut-phasing of lon;—te.m
in 1989, but contirmed short term consultancies. After around 80 TAP ma
the saw mill is rot evaluated as sustainable without expatriates.

The Danish assistance to the cement industry in Tanzania (primarily Tanma
cement), where dependency on TAP increased and contimued much longer than
b anticipated, where project cbjectives were never reached, and where a number
of sudden ad hoc solutions had to be imposed to avoid total failure.

The Norwegian support to Mbegany Fisheries Development Centre, a more than 20
year old pruject, wmmhasabsorbeimrethanlnmixai'EPmanyears,mth?d
fto be redesigned and redirected after failure. The actual cost of 15 TAP in
F 1987 is close to four times the total recurrent budget for the cemtre, and the
. MORAD involvement has become mich desper than ever anticipated. A Jjoint
Tanzanian Nerwegian Evaluation Report from 1986 anticipated need for TAP for
j another 4 vears.

Project jwplementation section, a DANIDA-supported section in Tanzaniaw
Ministry of Bducation. The project was established under a different neme i
1969. In 1983 after the imput of 140 TAP manyears, the staff was stil
predaminantly expatriate. The development of realistic building standards (aw
of the main aims) has not been a success, and in 1987 (after 15 additiopal Tap
manyears) the TAP assistance is being cut-phased, Emphasis is instead put e
assistametnmjntmrneinthesd)mlsector.'meorigimlaimsofthem

i The Norwegian support to the Rural Roads Maintenance Programme in Tanzania,
projects were never reached.

where a project with 17 TAP today, and with its start 15 years back, is still
an expatriate managed project, with none or very little Tanzanian involvement
at managerial level. Efforts are made to change the situation, but decisions
on changes were taken very lata.

Practical Subjects project in Zambian wpper primary school. Supported. by
FINNIDA since 1974, and with the Finnish assistance, since 1985 channel led
through a Finnish university institution. An eveluation in 1984 recammended
that technical assistameshandbemasedmtdcmthesprirglsas,w;g:
the exception of one TAP, who should contimue urtil 1987. A new project
dcamaentmadeonthebas:softheevaluatmnpla:medout—phasnwgmlses but
4 preliminary revised plan mmgw
ervisaged that the 5 TAP present in 1587 should contime until 1990, amlthat
4-5 new posts should be created.

The Swedish support (through a semi~public institution) to the training centre

assistance {6 TAP in 1987) is without institutional capability to take over,

4, A vici ircle

The Iist cculd be contimued with more projects or elements of prujects.
problems are menticned briefly:
Though the reasons for problems and deviations from planned developments are
The Finnish assistance to Tanzania's State Mining Corporation since 1969. many and different, some are very frequently cheerved.
first evaluation tock place in 1985 ard showed that advisors worked wi
specific objectives and were too dispermed to be effective in
activitia.'memmberofmpg:ewﬁxmmetofmarﬂ,theccrpora_
deperﬂencemmincreased,whﬂethedecreaseinpmdmdon,whidz
in the sixties, contirmed.

In Tanzania, and increasingly alsc in Zambia, recruitment and retention of
dedicated local persommel canstitutes a problem, which is often seeh €o be
insoluble. The counterpart system does not work or works very unsatisfacto-
rily, whera such systems formally exist, and TAPs become managers and imple-
mentors to a degree which was never intended, In a mmber of cases relatively
qualified nationals are present in the society and the problem is how to
recruit and retain them. In other cases they are even present within the
projects, but they are for a mmber of (primarily econcmic) reasons not able

of Tanzania's telecommmication sector, where the centre after years of TAP
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orprepaxedtoperfomtostardardsrequiredtonﬁetpmjectobjecti

Goverrment officers in Tanzania “carnot" devote all their working hm;:a‘
thairfamalwoﬂc.‘meyneedtodnotherthjngsaswentobeablem
"survive" on goverrment salaries. It is the normal judgement, that one N

servant.,

meeconmicprcblensinmnyjnstimticma:eatthesanetimesosevem'

that they make it impossible to contime cperations without funds (andflm:
in foreign currency) trmmtsidemﬂmismzmllyseenasoneofktbe-

conditions for financial support.

These problems are dealt with elsewhere. Here, where ane of the questions i
tnevaluai:e, towhimammphavesmeededinadaptin;tothesituatim
wemlldaalwiththeeffectstheseprublhavehadonthethin]dngan;
plarmmgbytedmicalassistamepersmmelardintheﬂpﬂstemassum.

Some of the biggest problems have been experienced in projects of a
sxmstantialsizeaﬂwithabigmcamm.msmecasﬁﬂmmm
has been increasing, even when evaluations or criginal project plans hawe
recommerded the cpposite.

-

Itismtpossibletagiveatatally objectiveam&ertomyth.isl;ls
happened, but interviews and project documents give some rather precise
pointers:

In many of the cases referred to, it has been seen as the task for the TAP

group as sm:horforthempcoordinatorinoccperatimwithlocalaga&'-
Im.sl?rs (and often kut not always with the national authorities) to mlw
certain, that the given project is working and operational in spite of a.ﬁ

difficulties. "That the job is being daone.”

Adding more TAP is often the easiest way of solving complicated mlmtg
problems, where alternative (local) solutions require decisiommaking im ;
local bureaucracy (which may be politically sensitive or very time-co

Jenara

NCnthed

gwenmentsalarycznonlycovermeweeksacpensesforanaverage-cim
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fhough it {as will be discussed in chapter 7) guite often has been a problem
E to find enough qualified TAP candidates

rst solution to recruit additiona

In scome cases, projects have developed their own imternal expatriate life,
where all key positions are mamnned with TAP, and where proomement and the use

: of all frds are controlled by expatriate staff.

' cometimes a vicious circle has developed. Difficulties in recruiting and

retaining local manpower and lack of local involvement leads to additicnal TAP
posts. Additional TAP posts lead to an expatriate commnity less inmtegrated
and still more with its own social and working life and nomms, but with the
ability to manage ard implement all project elements. This situation leads to
even less local involvement and enthusiasm, and in same cases even to
deliberate (but seldom open) decisions giving less priority to the national or
local manpower support to such projects. In a situation, where the recipient
has a manpower scarcity and lacks funds, local top priority will seldom be

mmreportontedmicalassistamemmmbiamwss,speaksaboutthe

danger of technical cooperation creating unsustainable "islards of efficiency”.

our evaluation does not in all respects confirm that "islands" created by
Nordic technical assistance are efficient, but it confirms that it is very
difficult to reach sustainability.

4.3 iLf

Asmmtimﬁd,&aqmnpmjectsdiffertomdegreefrmthisqamlpictuxe.
Similar cases can be found, but they are less typical, and there are less
ngld" Nordic assisted projects, which still have a big TAP component. An
obvim:semeptiontoﬂﬁsgermlpicmisthemwguv_e
Development Programme in Kenya, which has "swallowed" more then 600 TAP
nmgmarsdxmixgitsmyars.mepmgmmesems,inspiteofmnypmblaus,
to have benefitted the Kenyan society in a mmber of ways, but the TAP imput

i
"

sl ey g
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and costs have been enormmous. After 20 years the latest review (Cradml]
shows, that insufficient plannirg, menitoring and evaluation, and
targets still create problems.

the same level. Thatismeofthereasonsforﬂlediffmtknyanpicunq

'me.Ke.nyaneconuuyismredevaloped,andhiggerarﬂmoreacpe.riermed,h_igher

educationsystarsinsmese:tnrsareoﬂierpartsofﬂieexplanatim.

But it is also chvious, that donor proposals for TAP are more often challergeq .

by national or local authorities in Kenya, In Tanzania and Zambia, goverrments.
aremre_‘readytoacoeptdomrproposalsarﬂtovseemasanmn—negctiamg
necessary part of a total aid package.

Iadcofs;fficierrtmhaveledtnTamanianarﬂZambiannear—nm-
involvement in some "TAP-heavy" projects. Same projects have been allcuwedsts.

develep on their own to such a degree, that authorities are skeptical, wheneit §

is proposed to redirect projects and work for much closer integration and for

out-phasing of TAP. As e.g. in the case of the Rural Road maintenance. ini

Tanzaniasmerepmsentativesofﬂwrecipiemcamtryseeitasanewhmdm
ard a possible threat towards the cbjective of the assistance, that tbsf
canct rely on a continuance of a free expatriate road maintenance system..

In this envirorment it is often the easiest (but also most expensive) jus
go on. To revise and postpone plans far qut-phasing of TAP contimucuslydes
thatthediffiaﬂtdacisimsarealwaystobetakantwoorthreeyeazs a B
The difficulties in projects can (almost) always justify to put more emphs
on "doing-the-job" in a TAP effort to avoid break downs and failure.

Aswahaveseenmdmpber3ﬂmeisalad:ofmnpwercmrdinatiom'
recipient countries, and the weak economic situation leads to
pg.ssive acceptance of donor proposals also for TAP.
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- In Kenya the evaluations of the TAP camponent in Nordic projects have scme-
times shewn other reasons for lack of national or local support or integra—
 tion. Projects in the water sector, and special problems in some projects
administered by consultant companies are dealt with later. Here we will only
mention twe projects, where too high donor priority to TAP for different
project tasks may have led to lack of Kenyan irvolvemernt.

b Family Life Training programme. A DANIDA supported programme since 1979, and
- earlier supported by Red Cross and Oxfam. At the moment supported with two TAP

and 7 Denish volunteers. Goverrment funds for the programme have been

'dacreashgwertheyearsgzﬂﬂaeprogmmedoesmtseantohaveahigii

status within the relevant ministxy. It is the feeling of TAP, that the Keryan
staff is not very imnterested or motivated. TAP feel, that the programme would
come to a standstill without them.

Public Telephone proiect. A DANIDA supported project, where TAP on grant basis
is supplementary to a project based on a state loan. The project involves
DBANIDA-TAP and Consultant-TAP. Consultant-TAP were at first included in the
loan agresment, but Kenyan goverrment claimed they were not needed. They were
then made a part of a Danish grant and accepted by FKemya. But the consultants
(technicians) have had difficultjes. ILack of qualifications have been a
problem, but alse Kermya Post and Telecomumication's lack of allecation of
qualified personnel +®o the relevant tasks. The evaluation gives the
indication, that KPTC - with limited rescurces - did not £ind it necessary to
give high pricrity to an area, where a donor insisted on providing 'free
labour”. (The problem is not unusual. There have been other cases were TAP as
a part of a Danish State lcan were first rejected by the recipient country,

but later accepted, when it was made part of a supplementary arant assistance).

Reasons for project problems or inability to reach the plammed cbjectives are

-ahmstalmysccmpll@ated butexanplesfrmalltbreeccxmtrlessrm that if
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If reither the donors, nor recipients in such cases are prepared tg
strong actions redefining or renegotiating the projects to reach g posj_h'_‘
urderstanding, they can go on and on, possibly with cperational benefits, by
atahimcostarﬂwitMItanyiJﬁt:itutiomldevelapnent. -
N
In some cases local authozitiesw:illbeforcedtotzkeoveratask;:
shouldmaybehavabeengivenfxunﬂlestartoftheproject:. Inotherarﬂ:m
sericuscas&thelackoflocalhwolvenﬂttfzmthestart, and the dopy

agencies use of too many TAPs can make it practically impossible to cut-thaeg)

assistance at a later stage.

Frequent revisions and postponements of out-phasing plans for wany projects.
dooument this problem.

4.4__ Water projects

Particular high priority has for many Years keen given to Nordic assistance tn |
the water sector in Kenya and Tanzanja. All four Nordic donor agercies am
irvolved and a mmber of consultart campanies are working for the agenciesas.
administratarsoffurdsarﬂcanstmctimcmpanies. ‘meinputof'mpis.ve:y
substantial, and the good and bad experiences gathered are mmercus, Early and
very costly Swedish involvement in technologically sophisticated piped dieest
engine pumped water supply in Tanzania has been one of the "old" negative
experiences.Manysdumdidmtbecuneopmtionalordidmtstayin
cperation. :
"Historical® experiences exist in this area, and new trends in development. a
thi:ﬂ(ingaretoacertajndegzeecmmicatedtonewprojects,hrtm -;-e;.
at different projects in the wvater sector in Kenya in 1987, had very 1itd]
knowledge about the development in "each others® prujects. They had seld
met, hadmmllymtseentheotberpmjecis,arﬁhadmpmf
excharge of experiences, although many of them would have liked to. A coorthigd
nation unit for water development plans exists, tut with limited impact.. (Mo
limited TAP evaluations in other sectors e.q. provincial planning unitss
Zambia with irvolvement of more Nordic countries showed a similar 1la
cooperation) . N

67

L TP often felt, that they could benefit from professional discussions with
f other expatriates in a similar situation, but vague intentions about "deoing
samething to improve the situation did not seem to materialise,

Eone of the striking surprises in an evaluation of the TAP ocamponent in
f projects in the water sector in Kenya and Tanzania today is the lack of
exchange of experiences.

4.5 Changing priorities over time

.Asinothersectorsmeevaluationinthewatersectardpamtircludethe
L overall performance in the sector, the TAP component can cn the other hand not

be seen isclated from other camponents.

The task for TAP has been complicated, and the thinking by plarners have

charged over time, not making the job easier.

The development has not been quite the same in both countries, and not all
project or programmes are similar. SIDA's assistance to Kenva's rural water
spply programme can however illustrate different problems and differvent
thinking. And show, how the role and aim of TAP have changed within ten years.

In the 1970's the emphasis was on institution building at cermtyal and high
level. TAP were posted in established positions at ministerial level, as
gap-fillers in the ureaucracy supposed to implement and train counterparts.
But implementation of water schemes was very slow and coumterpart training
failed because of lack of qualified Kemyans. The absorptive capacity of the
ministry was lower than anticipated.

As a result the task of TAP was redefined fram institution building ard
training at the ministerial level, towards implementation of water schemes.
Donor designed “construction companies" were established, and the
implementation of water schemes was speeded up from 1980-85. But with little
local inmvolvement and little irwolvement of Ministry of Water Develcpmert.
Many schemes ran into prublems of operaticn and maintenance.
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IleBSthestmtagyhasagainchargedforcpemdmandmaintenamerea%
but also as a result of the new national district focus policy Igca;
involvement is given much higher pricrity in the new participatory approach,

4.6 Project 1 a dif

Qaameinstrategiesamttdm(izgaxemtalmysdearlyreﬂecteiinpmju :

d@mﬁswritteninanearlierphasearﬂstillofﬂcial.ihemmmt&
pmjectinTanzaniaisinthismspectanintemﬁ:gczseofspem‘al
relevance for the evaluation.

Inmetarmsofrefererneoftheevaluationitisstated, thatminfasl:suf
T.?.%P'are institution building, training of indigencus persomnel ard gap-
fl:!.llng. Durirg the evaluation, the Danish TAP at this project stated, that
m%svasn'mithemsehere.meptmposeismwpplymtertovillaga;,am
@st Trining and gap~filling maybe secondary benefits they are clearly mot
main tasks. The TAP therefore felt that an evaluation on the basis of TR
wu.llld be misleading and "possibly unfairly reflect the projects performanced
While the situation of individual TAP is in general dealt with in dlapter‘lﬂ
(the project cycle), it is relevant to mention in this connection, that
accordjn;tomrmterviewsmtall'mpamawareofthej:jobdscrip:tiom
thatscmehadnctbeengivenbriefingsatxutthedevelcpnentains tha::
reco:dswereursatisfacto:y,mﬂthattherewasmtyetwmupmensi‘;eplm
or pol‘.icy for training. (Training is nevertheless given priority, and
Tanzamanstaffazeinoneoftmragionsetmragedtotakemre
responsibility) .

Droiex O Drogramnes doss o . i = i ificati
E , ed 15 CILI CHES

) 3 13 r 3 I} -
oﬁt_hg.;m IAP. This is in a way ocbvieus, but deserves nevertheless: ta
bemtmned.succssorfailmeisaMmreccmplacqmstim. .

ety w4 B sl o B
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-7 1 wa and th

‘Ehe'mPevaluationincludamretnantenpmjectsinwater,arﬁmthe

souelmsimilarhealﬂlsectnrinKenyaarﬂTanzania,arﬂthemterialis

i sufficient to study differences and similarities in the problems TAP have

experienced.

Thess are sectors, where more and more emphasis has been put on local
mobilization, participation and inyolvement, and all projects have been moving
in this direction, but with different camplications.

Inmanyofthepmjectsthemainobjgctivehasbeantom@water (or
"health"), and almost all projects experience a permanent conflict between
this abjective, (which gives priority to construction) and the need for long-
term integration, which will hapéfully make the achievements sustainable in
the future.

A choice between a hi i but s TAP seeh less
efficient) development of the project on the cne hand, and 3 more construction
short- t ori but less inm roiect _on cther.

Az we will see later, most TAP have their best qualifications in implemen—
tation, they are achievemert oriented and want results within their own peried
at a given project. The conflict is therefore felt very much by the TAP.

less clear, but just as important is another abvious conflict. The conflict
between -integration and participation with the local commmity on the one
hand, and integration with the national system at ministerial level and with
localrepraermati.vsforthegwanmentsystanmtheother.mammberof
pmjectsﬂ?havedoneirpressiveworkinanefforttomtegmtethemin
the local commmity, and thereby also strengthening the local maintenance,
furd raising for operaticnal costs etc. There is no doubt that TAP have been
abletos:.apportﬂxedevelo;nentofmreviablewater—sd:emesthantlwse
copstructed in the 197Q's.
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The.conﬂict, which is more cbiective than political, can be descrribeq
mmmmmm_mmmﬁmtaUmmM&m
Western Tanzania. Thepmjectlsagamamﬂ.ectmnofchangugprionﬁa’
arxithemcreasmgerrphasxscmﬂalmrqarﬂmstlmticnbundqm It

in 1979, but in the beginning with very little integration into the natl&n),

Ministry of Water Development system, ard without any training plans. It wag

in 1986 (phaseIV)decmdedtomtegzat:ethepmjectmthemunstryard.

tost:erx;thensystemtict::ahirg.ibdayitisthﬁai;uofmto‘

responsibility to Tanzanians and to out-phase TAP, but the main chstacle-fo |

real institution building is now, thatﬂwpmjectisofsuduascalethatj_t

goesfarabovethecapacityofthee:dstmggwarrmtmstimtionmu,

regicn,

As .
aoonsequemeofﬂiepmjectarﬂtheeffoztstnintegrateitinun

national system it is the likely result, that the local ministry institutioq

bm&@izﬁmammmml cperations in the region ard will
collapse without the continuance of extra budgetary furs

Itismportanttodistmguishbeh:eenﬂmecostofcmstrucdmaﬂthemst
of operation and maintenance. Such costs should possibly be covered by users
fees, but managed by the ministry, The maintenance organization must continme
after the termimation of construction, and only simple projects such as
shallow wells and protected springs can be maintained solely with locally
trained pegple.

Simjlar problems are seen in a mumber of projects. Pazallelmst:.tn.xticrsw:r;»
budgets much bigger than corresponding national institutions have been
created. Relations to local cammmities have been developed, mt:oftmlatedm
the process. Integratmnmththeqmenmentsystem:.sattapted bul:-
difficulties arise, among cther things, because of the size oftheprojecm_-ﬁ

Inscmecasaxtcanalsobethefeelugofﬂmenatmmlsystem thatsczm

natmlmsmuldmtbeusedmregmrsgmensmha
suppo:tfrmnaxtsmedmnrs'medevalq:mentofuttagzated -
mlntaﬁmeprogmmeswithguvemtbackmgamhportantmrﬂltlmsfw
sustainability in such projects. i

;' _ a of ol le, it is
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,The experience, which is similar in Kenya and Tanzania, demcnstrates how
cggrtj:medsuppoxtwillbenesiedinthosesectnrstomketherestﬂ.ts
 gqustainable. Ore major future challenge is to develop systems for donor
 spport to water supply and mainterance less dependant on TAP. It will be
necessarytochannelfinarclalrmmtcthesystemforalorqtmto
f come bt hopefully with a very limited use of "controlling" TAP and possibly
‘alsowithscmeshorttemtedarﬁ.cal assistance.

L The problems irvolved are also treated elsewhere, but a rumber of factors
.najdrgﬂliscamjn;taskmmdiffiaﬂtﬂanstmldhavebeennecessary,am

b obvicus:

ear, that the

d t_of c the early plannind of
on tects in o [} L
much too 1 iority. e tha a £
ive TAP di = £ L
Sonor ve someti devel i le wal
- Al Nordic T es have worked in lar
with similar 1 ing have
te or - 44 LEL t
profects.
4. di 4

The projects irvolve many TAP from different sources, donor-agency-TAP, TAP
from consultant companies, and (in a Norwegian project), TAP fram NGO's. This
underlines the need for cooperation and professional exchange of experiences.
Many new pecple and many new (sometimes inexperienced) campanies are irwolved
in the work together with different donor agencies.

Insanecasathemisavenladcofcooperatiunbetwempmjectsassistedby
thesanemrtcyarﬂwoﬁdngwithsanebad(grminﬂlesamem, as where
thmﬁshcanpaniaﬁworkmtheWatermﬁHealthsectozsmWesteuiKanya.
The two projects were designed in ways which made real cooperation impossible,
andacoordinationommitteewasfcrthesamareasonmtveryswsful.
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The Primary Health Care prooramme in Western Kemva, supported by Ty mmmmorlﬂmmmmmmhmmm?m]m

8 consultant company can illustrate some problens. ‘f,: a:ﬂmstlh:tmnssmetmesbecmemrearﬂmredepaﬂermontheasﬂstarne,
: mﬁ&ideallysmaldnakeﬂmnlﬁsdeperﬂ_erm,amitissealasablggera{d
The structure of the project organization is only for the project, and withy, bj_gger challenge and need to develop systems that in a rﬁpcm.‘sible waymak? it
2y ains to develop it into a lasting institution. Training is an essents, foossible to contirme financial assistance without tying it to expatr].ate
pRre of the project, Mt training for rationals to replace TAP has not: by personnel. The counmtries foreign aurrency situation makes it unl:.ke.l.y that
developed. Training is only mentionsd in two of four job descriptions. . ¢ pany established projects or institutions can continue without some assistance
hod from cutside for procurement and often for the payment of part of recurrent
rransfer of for development of health material was not originaly msts.mtifthisassistancehastohnludemtothesamedegzeeasr:m,
bbtulemit]s:ntothe The muber of TAP is mmmm f the danor programes will gradually be reduced to a mumber of “project

OflaCkOfmum' = S o1ands", deperdent on danors but to a certain degree independent and isolated

e

The performance ofpnvateccmpmlesaremgmldealtmthmchapta:s,
butttma:anple ulustmteshwaprcjectmndare.lcpltsownstmcun,
cutside natiomal ard local institutions. And how lack of cooperaticn’ even
wmthmtheNatlomldomrsystemcanmakemtegxatmnmtnereclpierm
very difficult.

¥ 4.9  A-inp and TAP as

'moughthemmyofTAPisalsodealtwithlater(ind)apter9'IbR3.5),two
" econamic consideraticns deserve to be mentioned in this more general chapter
on the TAP-cxmponert. a) The dishursement of funds directly to projects
without going thrcugh Government badgeting, procurement, payment and
accounting system, and b) thepaymntcfﬂ?artsidepzojecthﬂgets.or
country allocations.

'Ihee.xamplelsmte:mepmonal MWMM

complicated and sometimes poor commmication and conflicts between the:m
partners in the project, involving both consultant companies and the- doxe:

agencies with offices both in Tanzania and Sweden - plus the whole Tanzania ‘ a) Funding of projects outside the govermment financial svstem.

Systam.

There are different ways of paying assistarce dirvectly to projects without
lon shows, that it js an cbvious risk that private coma i amiry the i the ) ‘. (.as la_t
foiementors  put more emphasis on _visible short-term 3 t provincial level in Zambia) govermment authorities participate in pncrlty
. ' diswssimsatprwimiallevel,buttheﬁnﬂsaremtimludedinthe:'r
hﬁget's.lncthermsesgovermmtsaccq:tthatmegmanmtsystanls
totally bypassed by the donors.

the consequence that lopg-—term sustainabili
bailding suffe hen privats oomanjes
ecipients ard dono agencies to diaw
into accout, and to create systems ]
itoring from donor agencies ch_make it possil A well known system is the so called A-in-A system (appropriation in aid) .in
Kenya, used by all four Nordic agencies, kut with Norad as the agency, which
has taken the fimest decision gradumlly to replace this system by integration
in the goverrment system, and channelling of funds to projects through this
system in spite of delays as a likely consequence.

Tendencies and problems identified, in the "old" Nordic projects — Whebs
assistaxwehasbemgoﬁ'gonlomerthananticipated, ard in projects im
and health sectors, where conflicts between integration and quick resulfol
vexycbvims-axeseenrepeatedlyinsevemlotharmrdicpmjacts.
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TheA-m-Asystmuqxtsh.Ireaumq, isacertaingua:anteeagainst
makescertamthatfmﬂsaredlammeledtothepmjectstheyhavebeen
for. thttherolesofmp(oftenthe'mpcoordmator) asaccmm:ants
cantrollers are also strengthened, arﬂthecmbimtlmofthlsrole a;-d,

frequent TAP role as the responsible procurement officer with links to N
exporters makes real integration impossibile,

as long as it is still argued, that development assistance is a response to
-mlsamdwdwmmisitmmaMﬁsamyofhmm
| ard economic implications of TAP to argue, that TAP is an extra free gift. In
Damnark,‘asmcﬂmrNordicoamtriﬁ,mPisaverysubstmttialstEmof
| sevelomment assistance and a costly one. If this fact is kept away from
recipiermmttriesarﬂfrmmtimalpmjectmamgus,theyhavemmive
'tom:kforthemcasarymm-pmsin;ofm.mﬂﬂmreplm&mby

ntegration and institugbion buiiding

ﬂusmpdmﬁlyam:ﬁshpmblan.'mecostofmfrmﬂmtb:ee.uthg-

comrtriaismmllyavisiblepartofthetctalallocationforarecu.pm
country. mLsmeans—atleastmﬂueory thatthereclpz.enteom‘rt:ydzmm
negotlatlmsmazgueformpcoststoberedmedamﬂmdstmnsfen'edm
other purposes. The recipient has an interest in replacing TAP with natiomi
pe.rsor:nel,arﬂthembyreleasingfurﬂsforotherpzpos&. .
m@mﬁsnmeomemtmymmesmmﬁ;
The idea being, that the recipient country should not carry the burdemsof
costly TAP, bt with the consequence that priority discussions become mre

d.'l.fflcult, ard that mlplents have lntlmg =81 5)
to by r@lamﬁ"t of TAP wi&

InpracticethedifferexmbetweenNcrdicmuntriesislﬁAs ;é
the i i .

OAC report on World Bark Technical Assistance activities (DAC(ST)%
technical assistance is often "spply driven® or imposed as a price for
finmmlasslstarcemthanasares;metolomldmﬂ ‘Ihisgcs-alg
for Nordic assistance, anclallNan:liccuuntr:.esarvequlte:.1:15:.'5'l:errl:cu-rt‘us“yi
camponertt of projects.

Just as TAP can be seen as a "free gift" forrec:.p:.errts,tb:.srznalsoba

domrswew.hddltlm'almmpm]ectsaramtproposedmtheA

ecancmic calculations or considerations on relations between TAP mpl.rt;alﬁ

project output. Rsvaryeasyfordmm’esmtatwestop:wﬁ

add.l.ticral'umallheyftmt.‘Lcns i

b 1ocal professionals becomes uneconamical .

4.10 Sumary of findings and recommendations :
one main chservation in this chapter is, that a substantial TAP assistance in
projectseontimesmdxlorgerthananticipatedatplamﬂmstag&:. Especially
when the TAP component is strong and substantial in relation to the national
base and/or priority given to the projects. In a mmber of cases projects are
naot sustainable after several hundreds of manyears of TAP.

smucmmmmomhasoftenbemimverylatsinsmh
projects, and projects often rely on "own" institutions not inteqrated in the
national system. The averall chservation is, that TAP are often farced in to
ad hoc solutions of problems. TImplementation of specific project abjectives
becomes the main cocupation. additional TAP positions are often created on the
basis of proposals from within the TAP systems in an effort te solve problems,
wheréassystenaticeffortstouytoidentifylccalpersomelrmare
saldom chserved.

There is a special risk that private companies {consultant TAP) administering
technical assistance on behalf of donor oountries give priority to
implementation, measixable short-term results, and donor agencies do not
always have sufficient resources to follow ard menitor such projects.

Some more specific comclusions and recomendations are included in the
different sections:

D
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Do i v 5._ HOST OXINTRY ATTTIUDES TO TAP.

aors should in coopexation wi ecipient goverrments develop _ 4

ystems for idemtifying and emploving national professions i " 5.1 Observations
lac ihle. Sl e e . .

e ry - 'mefactthatTAPareusuallyancmtmctwiththedomraqencyoran

0, avold TAP-hea nsustajnable pmroie o . ; : . . : : . : A

inte , et B2 =L JOte cniiias] be: oy implementing foreign company or institution makes their position somewhat
£ & N & »

ational system alresdy at the plaming stage. Mampow  nclear to the local officers. They feel that they cammot comtrol amd
dj.scipliretheTAP,arﬂi.fa'mpisfourdmmitablethereisverylittlethey
‘mndo.mlymad:anems&hasactimbemmhmbyﬂmrecipimtmmtry
 to send an unsuitable persen hame. Two cases can be cited, one when the TAP
hadreﬂlsedtclerﬂaprujectvahidetnavisitirgmmsterofstate,arﬂme

Monitoring s ems for Droie mimia .
A orotects administered bv private compani 13 1o S “hen a TAP had been carrying a pistol around without even having a licence
Aﬁ =L SSOL cgencies be given sufficies 0 & tha B ror it.

The local officers were often not informed sufficiently zbout e.g. the
holidays of their subordinate TAP. It was felt that TAP do not always respect
thewor}dnghazsofﬂxemsdhxtimmwhimtheymﬂca:ﬂmeytakatheir
holidays when it suits them disvegarding the suitability for the local

institution.
A It is generally accepted that TAP are very efficient in the implementation of
¢ B their projects. The reason for this is seen to be the good facilities they
o have, not their persanal or professional quelities. Many officers claim that
b ) ﬂmyomﬂdaduieveﬂ:esanegivenﬂ:eamesstothesameequipuentanﬁcﬂm
facilities.

3w 3B some officers mentioned that in their opinion the projects had actually too
goodeq&ﬁpnmtbecauseﬂaatlevelmmts:staimblewithinthagwenmmt
system. Tt also seemed to them that TAP, who contzwl the money, sanetimes
pmazee;ui;mmtmidiismtatallneedadfortbeopaatima:ﬂﬂmswaste
foreignamharqewhi@mﬂdbeneaﬂedmremgmtlyfcrcthergnposesmthe
local institutions.

’melocalofficersazeepeciallycriticalofthafactthattl’:eyaremtqiven
aneqtmle:mastoﬂ:epzojectvahidswithm.‘meyareamthattheyam
suspected of misusmgthevehiclesbutas.theyseait-alsommis:se—me
vehicles by using them for private driving ard holiday trips. Generally it was
stataithatmis:seofeqdmta:ﬂdistmﬁtyaremtmnfhﬁdmlytolcml
persomnel but exist also among TAP.

i



78

system has not given expectsd results. in wich a
actually succeeded a TAP are very rare. C are OC:W‘W B
beca S ITUSHrappyd
usewimone'ﬂ@leamamthermmmher_place o
- Baing

cmemsewasdoamantedmwmmthegwenmttofficerhadmas‘far )

as resigning when he heard that he was made a coumterpart

']l:hepecpl'emammteuplcyedbygwenmentmtwmmanplcyai

zﬂmmmmmleofmmmmfamblyth:ynz
thatthth;ydedb::nﬁle_gmenmm.mxﬂmemplcyedbyﬂmpmjmfdt
o ?madmtnbeirstnx:tedonthejobandﬂmttm
. ]..s.theyhadprenmsly,hadbeenduallerqedbythemﬁcintlm i

significant mumber of TAP have put attention into discussi .
activities with the divect empioyees of the project e e

Sanefactorsmidzﬁmjbittheeffectivamsofmastrainerswereega
‘ . ..
fln‘ﬂamerrtal' . .ly hegative attitude to TAP, the lack of requirved academe
q\mllfmtm_of'mpmanemirmrtwmthesearehigtﬂy valued
insuffici i “

entlanguaqeslullsof‘mp,poorhmledgeofﬂmecumtry,theshn;

of TAP are not sought in the
country and the TAP proj
only reluctantly accepted. oF the whole ecthasm

The local
. pecpleumallyestimatethecnstof‘ﬂPmnhlmthanitacﬁnﬂY
rsoﬂuythnﬂcthatﬂaesemfartoomllpaid. It is ofter
assumed t:mldmtgeteq:aﬂywellpmd:cbsmthmrtmmtnes&
mGoodlﬂcesalaryto easy. life are comonly considered as the main mct:.vatimwl;
work in the recipient coumtry. -3

st il s o N ki 1
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Altnmghitisaccsptedtrmtsmemisneededinmerecipimtmtries
becausaofladcofmrpmergpeciallyatnanagme:tlmlitisobviwsthat
in the view of the local officersmareisfartoomdlminthethree
b cquntries. mishasraisexicriticismapeciallyinKEnyaaxﬂ even the
GavemnentofKenyaitsalfhassaidﬂﬁtallmPstmldgohcme. However, no
mamhavereallybeentakentothiseffectarﬂthsgwemrthasmtem
explaj:edwﬂytheystillcmtimemqustim'andacceptin;m. In Zambia a
decisionhasbeenmadeﬂmatmshmldbeameptedonlywhenthemnpweris
nesded, not because of the facilities associated with TAP.

b AP is actually perceived by the local officers especially at district level

asanmavoidablecmnponentofaidwhimmeyhavetolivevdth. Gate-keepers
aremtcmsidarednecessarymtumyareacceptedaspaxtofraality.mme
groupof'mehoseneedisonlyseenbythEdomISbelonge.g.the
seciclogical advisers and commamity development officers. The goverTments are
onlygmch:allycmhqtoseetheirmleasimpormntmhardvmrepmjects.
Ihisisnainlythm@ademrs‘a:atedmportameemphasizedbydmrs.

The large salary “differentials bhetween the nationals and TAP are viewed
negatively by the local, especially goverrment, staff. This is cne reason for
thepoorSOCialcomactbetweentheloczlstaffardebecausemelocal
staff feelsthattheymrmtinvitatheﬂ?totbeirmremodesthm. It
also creates an atmosghere of inequality which does not facilitate transfer of
knowledge and skills effectively.

mapeople-ofthetarqetgmxpsofmeprojectshavemreccnfidaneinme
orojects than in the work of the ministries. It has alec been mentioned that
they trust TAP's willj.rgnesstohelpthanmthantheirlocal officers.
Smmmmidersﬂwyarealsomtsideﬂﬁnegativeaspectsofme

local systams.

3.2. Analysis

Allﬂle-mreecmmtrieshaveastatedmﬁonoflmlizirqalltheposts
held presently by TAP. Hmmer,mneoftnanhasgmsueiarxycmﬁistmtpolicy
in order to achieve this. Inmyat‘nerehasbemsmepublicdisosﬂm
comerningthenmityofmmthecamtryarﬂitseffectsh:tmzeal
debate has develaped.
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In interviews with the local officers and countarparts of TAP it becanes.

thatmerelatlonbetweenmardthelomlpecplelsmmstcases

in che way or ancther. The main reasons for this are:

1. The local officers feel that they are not given an equal opportunity

tt:dotheirjcbwejlarﬂtheya:ecorsideredpmfessicnallymferig;
TAP even when the difference in perfo

rmance is due to Yoy
facilities. e

TAP may have lower academic qualifications than their local colleagues
whem they are supposed to train. In an enviromment in which acadamic’
t‘aualific.m:icrs are highly valued this inhibits effective training even
if the TAP could be very experienced in his field.

‘mPnayhavebeijposadmmelocalirstimtionandonlymluctantly
ameptedasanmaavuidableconseqlmoffomignassisfam. In such
casastheyareperneivedascontmllersdisregardjngwhattheirjcb
descriptions say. 'misaddstothenegativeatmosphereofdistrust
between the local officers and TAD.

medecisimtoaoceptmmoftmmdeinthecemralgwm
offices and the officers mthedistr:ictsa.remtirwnlvedevenifthey
are the cnes who are supposed to work together with the TAP. This means
thattheseofficersdidmtalwaysagzeeintheﬁrstplacetnatm
areneededforthetasksaxﬂarems:rewhatmctlytheirmlatim
with is TAP supposed to be.

Frmthepointofviewofthelocaloffioersmseempecsuﬂaﬂ?
extremely rich and having inexhaustible rescurces for their work. The
fact that TAP usually also controls these resowrces and makes the
exeqrtive decisions for their use frustrates the local officers.. it
mpmoftmmbletomlysetheummpomtlmmMawayt;i
?tmywmldbeawarehowtheyaxepemawedbyttelocalofﬂoersaﬂf
institirtions. The local officers are reluctant to make their views

SR 5] B R R
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b 7. The local officers feel that TAP has established double standards in

the use of the project facilities. In particular this is the case in
the use of project vehicles for private purposes.

here is a difference in the attitudes of TAP towards the local people
employad directly by the project and the govermment employees. There is alse a
difference how these perceive the TAP. Generally the relations between TAP ard
the directly employed local pecple are better than the relations between TAP
ard the govermment employees.

one of the main constraints which the imterviewsd TAP mentioned for their
effectiveness, is lack of power. TAP naturally commernds Tore power over
directly employed pecple than over govermment employed pecple and therefore
feel more secure with the former than with the latter. This creates a mere
relaxed working atmosphere in the former case.Further, the direct employees
ray look at the TAP more favourasbly because these have given them jobs of
which there is usually a shortage, It is naturel that the good facilities
which the project provides gives them also the possibility to get satisfaction
of the work, Im--such areas where the local officers do not enjoy the full
confidence and trust of the pecple TAP is viewed rather positively, not by the
peaple they work with but by the pecple they work for. They are known to bhe
hapdworking and cutside the lecal politics and patron - client systems.

5.3 Conclusions and tions

The most fundamental cordition for a good working atmosphere between TAP ard
local staff is that there is real and articulated need for TAP. This issue is
elahorated in ¢hapter 3 and therefore only menticoned here.

Sharing ard control of the facilities which a project acquires causes a iot of
harmful friction between the local staff and TAP. Having facilities which are
exclusively for TAP use carmot be justified with any arguments. It is worst
whentheargmnentsambasedondmﬁlestarﬁaxdsmdxhavebeenestablished
between the local staff and TAP. Proper use and control of facilities is one
of the skills in which TAP is supposed to train their local colleagues ard
this carmot be done if the facilities are not available to everyona on equat
terms.
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Recommendation. When the purchase and building of facilities is Pla-nned,it
should be dene in full consideration of the whole staff of the project ang the
needs of the local institution within which the project is supposed to ke
implemented. The donors have to ses the full context in which the project ig
implemented not "our project" only.

There is a lot of doubt among the local officers concerning the qualificationg
of TAP. This isbecausetherehavebeencas&sinwhichTAPhavenotbem
sufficiently qualified. Tt has to bs accepted by the donors that in the
recipient countries formal qualifications are more respected than in the
Nordic countries. Consequently a more qualified person cannct be subordinats
to a less qualified or a less qualified teach a more qualified. Similarly a
younger person cannot effectively teach an older one.

Recommerdation. No TAP which is formally not fully gqualified should be
recruited, Whenever it is possible to know the age of the local pecple with
whom TAP will be working closest this should be considered when TAP is

recruited. TAP recruited for managerial or senior positions should not usually
be under 40 years.
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6 POLICTES AND PROCFTURES OF CONSULTANTS (PART OF ToR 3.7)

rmirnreasizwgshareoftechnicalaSSistmwefmﬂleNordicwmtriesis

channelled through private campanies working under contract to the donor

 agencies. The development with its complications and difficulties are

described more indepthjnﬂ:emﬁx.memaintrerﬂsaredealtwithheream

. described through same projects with TAP from private conpanies.

Thereisamrkeddiffare:mbetweenﬂ:edevﬂomentinthefwrmrdic

countries, as can be seen by a camparison of the situation Jamuary 1, 1987.

TAPemponedbyaccmpanyormstimionmr]drqonomtmctforoneofthe
donor agencies are in the following called consultant TAD, whereas other TAP
are called agency TAP.

Mumber of TAP January 1, 1987 in Kenya, Tanzania and Zambia:

Agency TAP Consultant TAP Total
Finland 31 118 149
Sweden .. 120 162 282
Dermark 175 24 199
Norway 185 27 212

Ascanbeseenconsultantmhaveanabsolutedminammnrﬂa:ﬂ,arﬂthey
areamajorityintneSwedishassistanoe,whexeasﬂzeyonlyconstimtea
minority in Norway and Dermark. The trend is however, that consultant TAP have
beengrmm'galsointhaemocamtris.azﬂaﬁrthergmwthisexpected.

All four donor agencies explain, that lack of manpower at donor agencies is
onemportantreasonforuusdevelm.'memcraasemdeveloment
assistance has not led to a similar increase in agency staff, and the agencies
have been forced to use "private contractors" in the assistance.

The first basic consideration does not seem to have anything to do with a wish
to improve the assistance. It was done by necessity.

All donor agencies however emphasize, that they are witheut the necessary
axpertise in a mmber of areas, ard that close cooperation with campanies add
expertise to their programnes.
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In same of the donor agencies (most explicitly FINNIDA) it is worrying Stary
members, that staff shortage is so acute, that it is not possikble for the

agency to follow projects close encugh and when necessary correct and adjugt
them.

6.1 Different tvpes of consultant copanies

Mcmsﬂtantsarﬂcq@arﬂ&susedamofvmydifferantnature. In the anney
four basic types are mentioned.

- private consultant companies with indeperdent consultant services

- export-oriented firms offering technical assistance as a part of their
export of equipment.

- institutions :i.nvqlved in twinning arrangements based on cooperation betwesn
professionals in the same field {like TES, chapter 4.5)

- Subsidiaries of public institutions or public institutiens as such.
A variety becoming more and more common in the Nordie countries.

Somofthaecm@a:ﬁaareveryacperierﬂedardwithyeaxsofbadcgrmnﬂ.in
Africa, others are new or have just been created for the purpose. Some have
short-term profit oriented approach, while others are development oriented amd
have a long-texrm strateqy. Ard one of the basic chservations is that the

Srouand o consulta oS o5 a es 2 TIIC =5 ==

It follows from this, that it is important that agencies have sufficie?t
resqurces to menitor consultant TAP, amthatagemciashmldmtalmm&
automatically rely on consultants and consultant TAP in the administratiorof
their assistance, asitissmetimsthecasein?inlarﬂa:ﬂtoanhmeasil;-
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It is very important for donor agencies to take into consideration whether a
corpany can be seen as an indeperdent adviser or not. Scmetimes a consultant
makes the appraisal which later invelves the same consultant in the
administration and "execuiion" of the proposed project. In cther cases a
consultant (as in the Zambian case 5.1) has proposed additional TAP immedi-
ately after an evaluation recommending out-phasing of TAP.

Where consultant TAP is supplementary to tied grants or tied state loans it
can be natural to use TAP from the exporting corporation, but it is at the
same time very important to obtain indeperdent advice.

It is an interesting cbservation, that whereas Nordic consultant engineering
companies running commercial subsidiaries in Africa are aple to do this with
relatively few expatriates and many naticnal professionals, this is mot the
case when consultant companies are imveolved in the administration of agency
assistance. One reason can be traditional donor thinking, ancther, that
agresments between campanies and agencies are often based on overhead
calculations, which makes it more favourable for the company to use expensive
Nordiec TAP instead of cheaper local professionals.

6.2 Recruitment, qualifications and job descriptions

Many of the problems are the same as will later be described for agency TAP.
But again the variation is bigger., Scme of the most experienced TAP in the
Nordic countries are working for consultants, but we have also met totally
inexperienced pecple, with lack of knowledge about countries, languages and
the training task. Smewerépostaiwithveryshortmtice,sanetﬁmoruyé
few days.

Many companies try to recruit from inside or from a professicnal peol, but in
a mmber of cases it has been difficult to find encugh qualified pecple, and
ungualified have been recruited. The problem has been mentioned in a few
Pinnish projects ard may have to do with the fact, that such a large share of
TAP is consultant TAP.

There have also besn at least one case, where a person, which failed to meet
the standards of DANIDA, were later employed as consultant TAP (and paid by
DANIDA at a higher price).
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§. inirg of consul

inj £
Tnlmz:rcmmﬂtan‘f:@hasbeanarﬂstillisapmblem,hﬁinauf
courttri Stmngthmn;ofthiscmm:tisconsidered.mereasagemy

Interviews with consultant Tap ard with represamtatives
companies give the impression,
ard  implementatien-oriented®.

=K}

The best consultant companies may have "better memories" than agencies

normally have, and they are sametimes through their utilization of experiences

E qathered able to "guarantee" a better continuity in a project.

| where the' cogperation is based on a twinning arrargemert between Nerdic and

African institutions in the same fields, this becomes even more chvious and we

| have (as in the case with TBS in Tanzania) seen same of the best results.

6.5 izat]

Organizational problems are especially importamt in relation to ceonsultant
TAP. Project arganizations are often camplicated with many parties imvolved,
and with consultants +hey tend to become even more camplicated:

The idea is, of course, to make the burden easier for the donor agencies, who
do not have to deal with recruitment, administration etc.

Bt six different parties will often be involved in necessary negotiations
imvolving all groups: Local and headquarter representatives of consultants,
local and headquarter representatives of donor agencies and local and central
representatives of the recipient. ‘

Representatives of denor agencies at headquarters do not always have the same
opinions as the local missions, local consultant TRP can have problems with
cammmications to their Nordic headguarters, and cammumications between
consultants and agencies can create problems. Cammmnication problems and
difficulties within the donor system can also make it almost impossible for
the recipient to become involved. (A few illustrative cases are referred in
the end of this chapter).

a consultant

R E AT
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Where consultant TAP have been working for experienced responsibl
‘ e
companies some of the benefits for the projects have been:

- specialist knowledge

- continuity in operatians

- less administrative work for agencies

- codperation petween professicnals from similar institutions
-wellcmposedteamswithsimilarbackgmmiandgocdmanagenent.

xmzperb:nms have been less positive, the consultant campanies haye
o mth:.n;) mb::n; capany for construction amd implemerntation
o exportin me,loml over-staffed with TAP, with far teo little
system and with more lovalty towards the deliveri
carpany than towards the dom_:r agency or recipient coumtry. e

In some cases "corrective measures't

. taken by donor agencies i
agencles much more than anticipated. » have imvolved the

5

in Tanzania isted DANIDA through consul; oompany |
e .' ass by a tant which 1.9; Ax
:peclant - in the cement field and responsikhie for the construction of”%
, .Omother cement plants). The project is camplicated and ;::re:al:;.‘i.arxs:l:;a\f‘l;lE
been many. Y two problems of prirciple are dealt with here: 3

1
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involvirqtheTanzaniancmpanymxdmmredirectly.Forthisarﬂoﬂxer
raasorﬁabigardaq:ensivenanishteam(lzmmspringlssﬂarﬂa
Swedishteamhavemﬂeedwiﬂiwtcoordimtimorcooperaticnattm
Tanzarﬁancamntplarﬂsoweibyttmsamepamstatalarﬂwithsimilar

problens.

meagreanentbetweenDANIDAardtheDanishcmﬂﬂtantcanpanyhas
statedspecificpmdlmtimta:getsfcrtheplant,arﬂthemltant
Wteamfear\adthatthosetarqetscctﬂdmlybereadﬁﬁ, if and when
allmaraganentpositim‘xsmramharﬂsofexpatﬂat&s. Production
efforts: The situation was changed through long ard camplicated
negotiations.

Rural Dairy Develooment Prociamme
mKenyasupportedhyFmNmAthnghprivate consultants. The project is an
exanple ofaprurjectstartedwithmxtanevaluatimofapriorpilotphaseora
ccmprehe:ﬁiveappmisalrepozt.Acmsﬂ.tant,whapmmaithsset—upofa
milk processing plant, was also respansible for the feasibility study on the
plant.

ﬂhest:mx;estinp:tintheprojectistheplant (as a grant to a cocperative)
plustrucksandmilk—ccolersalsodelive:adasgrants. 5 consultant TAP are
working for the project.

Ihepmjectmseval\ntadbyanhﬂeperdentintematiomlcmmltantm
FINNITDA contract inDecanberlBBGarﬂthec:iticismwasPenetmﬂng.memst
sarious criticism is, that the need was not rightly assessed. That the idea of
competition with existing dairies (KOQ) had not been sorted cut, and that the
pmjecthasa'eatedammberof-pnblansthreatadmtoweamthemcpemdve
movement in the area. ‘

ﬁmrearei:rterestingi:ainht;elermtsmﬂmepmject, (and information in
5.1.2 tells about other positive aspects), tut the evaluation shows how a
foralo:zlsccietyiftheneedarﬂthemmyismtass&zsedwith
sufficient care. The evaluation shows also, that thera have beenh MmO
coopemtionwithotherdcrnrsinthesector.
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in Zambia. The programme consi
cnsists of several camponents .

through a university institution. assisted by

reasons;

Here it is basically mentioneq "
mind t.:ive problems. TAP criticised lack of backstopping, poor-
mmm;gt;mmﬂ:h&?meﬁc. and it seems thatle‘lIDAShouldhav‘

‘ . SUpport university institutions "head-quartersn

institution was made responsible for the Jimplementation '

from the university but recruited from outside. .

whery the
'Ihempmmt

and a
. f:?sultar.rt‘meash:‘arspottarﬁworkshcpm- He had only little
t:aim.ng .ngportplamj:g,amprommnentoftmdsam
partsmleammeimporEntpartsofhiswork. 'mebmkentransportm-
fleet of the cooperative unicn showed, how different donors
st o e e P2
mmsedyws m:u::‘ta:m:sly 'A.ccmrterpart had worked at the workshop. for
, no possibility for taking over in

this system.
investment) over the dairy
is very difficult to combine assi Cooperative union, show, that it

. ‘ . on export of plant equipment
{on gmn’c basis) with inteqration apd institution building l‘l:immn:rcormtaus

e SAKY D -_!Ig_l! arnd

ouner Nanding over of

responsibil
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of £inal st

‘nsebasic:ecumerﬁatimsinﬂmamaexsmdymconsﬂtaxtsarebasadonthe

facttbatccnsulta:mmpa:ethamtostay,btmﬂ)atthealnnstautmatic
development towards more use of consultanmts (partly due to marpower shortages
at donor agencies) carmot be justified. Each possible project has to be

b ascessed and the best techmical assistance solution selected.

. In a mmber of projects, consultants have a hetter professicnal background,
,aMposiﬂvewimﬁ:qard"sister'arranganmtscanbedeveloped,mtmmw

cases consultants are very concerned with measurable short-term crjectives,
and not concentrating on integration, institution building and cut-phasing of
TAP through replacement by nationals.

Tt is cur recomerdation, that minimm requirement for the usa of consultant
TAP are

Other recammerdations. {e.g. on the greater use of local professionals) which -

arereleva:tforalltypesofpmjectsa:emdemthedmptersaminthe
general recammendations.

-
.
-+

it

i
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[ 7. 3.7 + 3.6

;-@a;mjiil-mmﬂymi@mblymmmimthanam‘ :
- boththe.cunpanyprofit, arnd back-up services, Ir:‘fs ]

oa:pareactmcostsmﬂzpossiblesavirgsinthedmnr-age:ny N
::Ft#asbﬂyshcwsthatitinamnﬂ:erofczsesisap&nblan - ]
dm:nlstratanttive bax::sl:hjpmg is insufficient, and that agencies 'raly:n? -
consul; compani vemtanmstzagthtnmnitora:ﬂaﬂjustpmjéct&

The real cost of consultant
TAP can in such cases ke N
revealed by official figures. more. expensiver thay:

[ 7.1 Job i ification o)

7.1.1 Donor courtries

meNordicdomragenciesseeTedmicalAssistmasanamlpartof
' assistance. There is a natural specialization in types of projects according
todifferencﬂsindmnrcamtries.Swedendomnreinindusuy, Finland in
. forestry, Nomyinfishxyarﬁnelmrkjndairytomsntimafewobvicus
exanples.

'ﬂmcmpositionofcamtrypmg:mreﬂectmxhbroader interests, but it
is still realized that different danor courtries have different backgrounds,
ard the different ways oftyirgassistaxmtopmra:entmdomrcmmia
can at 1easttoscmedegreebEjustifiedbyth3existenc30faspecm
expertise in certain areas in the coutries.

The technical assistance have followed the same pattern. The Normdic countries
havetoacertajndeg:eespecializaima:eas,mereexpertisearﬂamtimﬁl

resource base exists, And projects have been designed accordingly.

7.1.2 Recipient countries ipvolvement

Recipient countries are formally irvolved in the project design and the
jdertification of the need for TAP. mttheyhaveveryoftentoralymthe
dorors m1edgeabouttadmim1needsofana:projectammere1evameof
the available expertise from outside.

Whenthesizearﬂcaupositimofammupmamisdecidedthastmrgest
irmlvema‘ttfrcmthe:ecipientcamtryisseen, vhere:

a) the project is the result of clearly dafined recipient needs in a project
c a. ecto here e cormibtry Nag  SCHE Lrength and expertise already, in
contradictionto"ne#‘sectmsoraxeas,whereaneedisrealisedandﬂm
local expertise waak or non-existing.
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b) it is obvious, that a professional (possibly temporary) function- ip

project should be staffed with local personnel if at all possible ( :
participation officers e.q. in water projects have been such examples)
mqe:mlthehmlvauenthas.beengrmtermm,whereitisage;%l

political view-point, that the nmber of TAP has to be reduced, than-
Tanzania and Zambia. 7

Withveryfwaceptimﬂppositiomaremlyidentifiedmﬂlegwmm
.sacmrsorinpamstatals.mimportamwtimwhenapmjectisidmdﬁd_
mtherefore,umetheritispossibletamnapostwithanatimnlgwmm
employed person, or whether a TAP is needed.

representatives of the recipient, ut the strength and mejority is nommally
expatriate "experts", and they have the mission as their main task at that

mmnt,whereaslocalparticipantsareaftenatterﬂh-gotherduties at the

Andbecnusa‘mpisseenasatmea(tragiftincomectimwithfhmnial
support it ismmanyeasyfordmnrardrecipiemtnagrae, on what the
donorthinksisasufficientrmmberofmtnma}mcertain, that a new project
willncstbeomeafai.luxeduetomimganent, lack of expertise, vacancies
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But when projects are designed and positions identified, the choice is
mrnallystﬂlbetweenmfrmthedmnrcumtry,arﬂgmmentmplcyeeﬁ.
A few exceptions exists, and new attitudes are emerging towards a more
systematic search for alternative local persannel. But we have seen very few

=]
projects e in &

mvolving TAP ere systematic work had

Nordic and Eurcpean TAP are in some cases 100 times more expensive than local
professionals, and always several times as expensive. In a situation, where
unemployment is and will become a growing problem for many africans with

.higher education (because goverrments lack funds), it is extremely important

that TAP are not just recruited for positions, where local marpower is
available, bt where the prublem is the goverrment systems inability to employ
local professionals.

It can create difficulties to employ nationals on temporary contract and
possibly on different terms from the permanent employed national staff, and
that is cne reason for the situation.

Bt the few rather unsystematic attempts show, that possibilities exists.

The Fimish supported Rual Dajry Development Programpe in Kanya is
irmteresting in this respect. In addition to Finnish TAP, the Finnish
consultart has employed a Kemyan professiomal (M.Sc. in agriculture dairy
development) who was trained on scholarship in Finland during phase I of the
pmject.menhererb.mned,hemspostedintheamasalivatockdavelcp-
ment officer, but the many bureaucratic and administrative routines did not
allow him to utilize his expertise fully. The Finnish consultant proposed to
employ him as Kenyan cansultant, and this was accepted by Kenyan authorities.
He is now doing the job with higher salary, more autochomy and better

This and a few other examples show, that it is possible to make untraditicnal
local arrangements. They will sometimes lead to conflicts, ard a perfect way
to manage this has ot yet been developed. But the greater use of local
professionals in foreign owned commercial campanies, the fact that the
resource base is growing; and the few unsystematic attempts donor agencies
have made, show that TAP can sometimes be replaced by local professionals at a
much lower price.



