Whathasbeensaidabwtthelocalrm:rcebaseanalsobesaidabmtm
from Third World courdries, including neighbouring countries No systematic
attenpts havebeenmadetoreplaneNordicﬂPwithdmapermPfrm'mjm
world coumrtries,

Where Third world professionals work at projects, it is seldom the result of a
doner policy.

In Zapbia g' ld Storage Corporation (Z0SC), assisted by DANIDA, a TAP position
asproductxmmmqerwastakenoverbyalhnzanianéxpatriatemﬂdng"m
localccmtractwithaforei@aadza::getoppmg—upofthesalary But his
presenceatZCSCwasmttberes&ﬂtofDamshassmtame The local contract
was made in continuance of a UN engagement.

Tsnzania Bureau of Standards, assisted by SIDA, employs an experienced Asian
TAP, who has been with the institution before, and is back after some vears
of UN employment. But he is financed by NORAD's perscrnel fund for recruitment
from Third World countries, ard SIDA had not been ready to finance.

We have not been able to make any systematic evaluation of NORAD's fmdoro;.
thequal.:.tyarﬂperfoma.me ofthefad'nmdworldprnfasmnals, wahavamet'.

papers and professional Jjowrmals. Consultant camenies lock first

perscxmllrsldeﬂieixowno:ganlzatlm,buttheyhaveoftentorecrult
the open market as well.
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The national resamce base in the Nordic countries is normally big encugh to
attract a rumber of applicants. Half of the posts registered had 10 applicants
or more, a.rdonlyahaxﬁfuldiﬂmtattnctanyapplicanrs.

Differences are however big. FINNIDA can tell abewt consultant TAP being wore

expensive in same fields, where a few campanies have something like a monopoly
situation, and all donor agencies have experienced situations, where they have
difficulties in finding suitable cardidates, In same evaluation reports and
irerviews, this is mentioned as a sort of "excuse! thereby reflecting, that
candidates are often posted without all wanted qualifications. A candidate
withourt theoretical qualifications if he has a good professional record or

vice versa.

meaidagencymﬂmnstﬂtantsareoftanfommtoacceptsmmwithqmli~
fications other than they have origimally looked for. In a case we have seen
hwapersonwhohadbemrefusedwaslateraccepted,whenammercamidate
withdrew. later it was realised, that he should not have been posted. In other
cases(btxtvaryfew)TAPhavebeendismissedaIﬂrepatriated.
usion, that ic base 4 enl to
choice of idates.

It is cur
rovide laver with a more

E}q:eriencefrmctherdevelophgommtries, for example Papua New Guinea and
Botswana (Raphaeli, Roumani and Mackellar) irdicate, that the best solution is
toprwideacmmt:ywithfmdsa:ﬂmakeitpossibleforthemrtzytc
recruit internationally for the purpose it wants.

This is drastic medicine, it it is a reason for alam when Nordic TAP without
sufficient qualifications are sametimes recruited, without any prior attempt
to identify local professionals. '

vmﬂeesqaatriate'mpfrmi:dastrialmiesareneedad, the recruitment
should be much more open. '

Asastarcitshmldbepossibletomla:gethemcebasebymcruitmmt
in all Nordic countries.
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‘Biisgosalsaforcms:ﬂtantcqu:ania.'merearesectorswhsre
- . ; ¢ S0ine
cau;‘aanimdomrmrhnshaveavirtualmmpolyindevelm
dolstance Evm.lfsuchassm mpllsdeliveryofequimentfzmthe
nor countyy, ltsmuldbepossibletoczeatecmg:etiticnarﬂﬁdmthe
resource base for TAP imtermationall i recipi
Y. Or to give country
wider ard freer choice. ’ - we -

7.2 Recruitment of persannel

The No.zdic donor agencies all have a persamel section, which is responsihl
for finding and recruiting project persomel. Recruitment is generalle
initiated by field offices and persomnel sectians and programme i .
involved in the final stage. ’ e

e respansibility for idemtifying, recruiting and sending out agency TAP
rests with the personnel section. This section also handles the administratian
of personpel, salary payments, allowances, travelling, leave etc.

The size ofﬂ:epersmmlsecﬁmvary.mmmesmanstwiﬂim
persons altogether, as there are relatively few agency recruited persons. The
other persomnel sections comprise 20-40 persons. =5

The purpose of the recrui i e
tmentpmcessistoascettamtlmtthe--pemmthat*

professional qualifications, educational background, personal i 3
: . characteristicsy
lanquage proficiency, health and family situation.

Manyofthasefactorscznbejuiqadmammebasis.amitis =

b

recognized, that other factors are also important, and recruiters see alsr s

nesd to screen persoral aptitudes for the jobs.
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Same sort of peychological tests are used. FINNIDA uses an institute for
cocupational psycholegy for a ane—day test, and SIDA, NORAD and DANIDA
occcasionally consult psychologists. SIDA has developed a salection system with
the help of psychologists, and DANIDA uses a tool called the PAFT system,
which is supposed to match job descriptions with personmal qualifications.

The tests intend to provide some insight in the applicants perscrality,
including adaptability, flexibility, dedication, patience, resgurcefuiness,
tact, skills in cross—cultiral commmication etec.

But such qualities are not easily identifiable even through tests, and
differertt TAP positions have different needs. A senior advisor needs another
profile than technical gap-filler, and the profile of a trainer is again very
different.

The mature of projects differ, and one project can have different nesds at
Aifferent times. As an example, the first marine officer, who played an
important role in. institutional development of one Tanzanian project in the
transport gector, was a rather stukborn person, who wollld probebly not have
made it through a psychological test, but who was the right person for the
project during its first years.

Tests can be of use, but with uncertainty concerning general selection
criteria, we think that it is more important to base selection on persons who
have a good experience in working abroad.

medmnesthatﬂmpersormlsectiomstaffvdllrecmittheﬁghtcammate
increases. the more they Jmow about the actual project, its local staff, and
the other expatriates. It is very important, that the persormel sections
develap their own knowledge of the local scene, and that they have a high
status within the agency system. Project persomnel should be closely involved
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Smmnsu}tar&cmpmﬂamuitpersmmlwiﬂm&anyfomlsumenmg

all, and in some cases without any involvement of donor agencies. In =
contz.acts,thedmoragercieshaveaformalsay,mﬂcanmfuseto o
?amldates.msmemsesmmmnmmmidatearepresamed,mw:?
1s a vary formal right of vetoing. =

; .
lCa.sas exist, where persons without formal qualifications (e.9. in Frglig,
anguage) have been posted without any special pricr training, and vhers
instructions, asmﬂmcaseofFimishamttoEMm_gg&m
Tenzania, had to be given via an interpreter ineffecti ution
. An i
criticised by Tanzanians, ’ "

Saneofthepmjects,whereconsﬂtat'ﬂPmepostedwithmﬁanyscremﬁ-g
hadahlgittmmerofpergomel. Severale)@atriateshavebeense:thm;
because they failed, and the experiences point at the need to monitor

quality of copsultant, TAP more closely =

Aifthe.sanetineitisinportanttnxealizethatbcmmtantsaﬂaganies
fird ltnatmraltopmtactstaffa:ﬁhideproblens. Nebody likes to admit

failures. And if TAP have been
posted, problems have to be seri
action is taken. ' us before

7.2.1 Few Women amorsy TAP

Wanenar:aamimrityinmegrmpofmp.mhavemﬂyintewiawedfewfmale
TAPdurrgmrfie]dvisits,mstofthemmtmtallwﬁdngwiththa
softhaerof projects, Although cultural differences and different
canmnagemeutthey :dltmrs can 1n same cases create specific problems for women, sov
; .nm.Wehavemtobsezvedanymajorpmblens,whjmgn
dlscmzagemderremuimemOfwmen.menjobdesmiptimsammmstsam
_formlat?d, itshmldbetahenhrtnaccamtttntmmarﬂmhavedifferat
c‘apportumties forreadm-gtrmdiffarentsammﬂmmipientcmmtzyarﬁw
uwolvathanindevelo;metmactivities.mtwehavemtbeenablemmkeua;l
more thorough evaluation. -

b e
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7.2.2 Spouses' job situation

mrecermyearsthedana:ﬁforjobsfortheaccmpanthsmgsehasbeenpm
onthaagaﬂaofthe'ﬂ;?associatiorsrepeatedly.l&ostofﬂmspmseﬁare
female, Some flgures from Norway are presumably indicative for the other
Nordic countries as well. 1985 NORAD employed 254 experts, 92 % male and 8 %
female. 80 % of the men were married whereas only 55 % of the women were
married. Few men (outside liberal professions) are inclined to accompany their
wives without any prospects of employment. This aggravates the skewed sex
recruitment and consequently most likely the negligence of the role of African
women in technical assistance programmes.

Traditionally the spouses have been imvolved in philanthroepic work on a part
time basis. In recemt years NORAD, DANIDA and SIDA have introduced the cancept
mmini prejects" for small philanthropic projects financed at the discretion of
the field officers.

In Tanzania an "interest group" of spouses has forwarded proposals for
improving the situation:

- More positions on lecal contracts

- hirhagspwsasforoddjobsandsnallmﬂtamies

- widerﬁ:qthepossibilitisfarparttimejcbs

- pmvidesalarygmﬁswhenthespamsm&dingettirqmn—paidjobs
inthelocxlecormywhenmetypeofemploymartathaniiswiﬂﬁn
donor's priority areas

- contrilbuting with salary grants for the spouse within the project or
programneofthe—l-u.sbard/wife.

The evaluation mission has not had opportunity to lock specifically into this

area of concern. The value of healthy family situations is appreciated and the
increasing significance of the question of job cpportimities for the spouses

is acknowledged.

TTTEE
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for employment of locals.

Amajoraimistnredmetheneedfore:q:atriatepersml. Prwision&

for spouses may easily become counter productive te this aim _jd!

prablem should not be dismissed as being i PR
nan-essential.

The spouses must not be gi Oyment:
given false expectations about the
prospects by the recruitment officers. =

7.2.3 The role of recipient countries

The recipient countries seldom have any say in the screening amd selection of B
candlc.laba. Theydommallyhaveaduametovetotheag&mciﬁdmica

the right is enly exercised in extreme cases =

In some projects recipient organizations have however received a short listrof

: : -
candidates. The response was positive and basis for cooperation better through
the local involvement in recruitment.

Inafewmsessemtobeofspacialinporta:nerepraemativ&sofrecipim
have participated in interviews in the Nordic coumtries. In the case of Rural
Development Fund i
Devele in Kenya a representative of the recipient went in one casa
myarﬂtobexmnctotakepartininterviews,mtmttowed&
because SIDA did not see it necessary. =
o : cost: of a TAP (close to two millions NoK for a two year
pericd), it is not very costly, but other constraints may exist, and itsis

n:t usable i.nall cases. A closer and earlier cooperation with representatives E
of the recipient. will however often meke easier to discuss needs and iy

:.?ﬁi:aj‘p:rm“simﬁm, where the recipient had c:b]ecg
e e . partly because- the management agreement, ndudtwasti

. ,mmwmmmmmmmmgj
was recruited and posted in spite of protests. He was later replaced. " &
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Recipjent countries about thei ir ot

3 idates should not be di .

7.3  Preparatory training

7.3.1 The parpose of training

The training sections of the Nordic agencies have cooperated for many years.
fn 1969 a programme for training of fieldpezscnrelmsdraf\:edintj‘ppsala:
nthe Uppsala stal ".'misgaveaplatfcrmtodevelopthet:aimmsa:tiom
wittdntheaidagemiesarﬂtoﬁzrttmﬂcxﬂiccoopentimintkﬂsfiﬂd. It is
theattinﬁﬁofﬂ:etedﬂnicalassistmmpersamlthatarethepﬂmecomern
and the purpose of the training is:

n...strengthen and develop attitudes and skills that facilitate sccial

ccntactsarxiadaptationtoandperfcmameoftaslsinthehost

country. Atdtﬂesarﬂskillsaremreinporbantthanacadanicgoals.

Academic}u-mledgemybeasubsidiarygcalbutservesinthefixst

place as a support of attitudes and sidlls."
‘IheUppsalastatemaTtishﬂ&dachﬂdofiistines. It represents the late
196051nitsdisra;azdofacadanicleammg.mtitommairsarmberof
salient insights. We £ind that attitudes are given a very general interpreta-
#ton; ",,.awareness of problems of development ard of the fact that
development means a mrtual transfer of knowledge" and "awareness of the fact
thatthetwstmrtrywﬂlassomaspossiblezeplaoeﬂufieldwuﬂcervdm
its own persommel."

Annrqmeobjectiv&oftmtxarﬁ:qwemﬂdpartiaﬂarlylﬂcetonantimthe
following: "(1) Awareness. of one’s oWn role as an agent of social change.
Knowledge of processes of social change, of oneself in relation to other
pecple, of general development problems, of the host country's particular
devdcguamprublems,uﬂoftheprojecta:ditsphceinﬂﬁdavelcgmtplan
'oftrzemstmntcy,a:ﬂofthedevalopmemofom'scmcanm. (2) Transfer
of kewledge. Elementary knowledge of adult education with special emphasis on
learning as a process of change. (3)50cialcontacta.rﬂooope:atim. Knowledge
of customs and traditions in the hest countxy. Enowledge of group  processes
and leadership, mﬂyﬁmr@mummﬁmmm'mof

decisions. Self knowledge and knowledge of cneself in regard to other pecple.”
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‘Ihemrdsmethoseofﬂmuppsalastatment wemadetheselec:tmnofagx
of its 10 objectives, Letusseehcwmeprepamtorytramughasbam
organized.

Alltheuordicaidagemiesnwofferpzeparatorycmzs&lastingammm
weeks, DANIDAaxﬂSIDAhavethe::cxmtmmugcantresmthpemamntstaﬁ
in Hormbaek and Uppsala. NOFAD has a semi-permarent centre, the courses are
cmdmtaibypersom;eltrmxtstrauungsectmn.mmmatmuu:qhasm
aweakposition-as:allmﬁtoflpmgzameofficerandzsecretariesham
run the courses.

e traini

'Iheprepamtorycmn:saaxemrﬂatory for agency recruited persomnsl, amg
severalofttmextenmlozganizatimsalsoselﬁtheirpersmmeltothese
cwrsa.ihamsesamcorﬂmtadbyacmrdimtormalsogivassme
presentations. The participants will participate in around twenty lecturss and
willmeetequallymnyrmmcepersmsdlmirgthetmweeks.lypicaltcpia
are:

= intemational cooperation, aid agency policies,
—sccialarﬂcmlturalaspectsofdevalopirgcamt::ies,
—spa:ificinfomationmthecomtzytheywﬂlgoto, -
- hygiene and health risks,

- the social situation for the expatriate famity, w
- intercultiral cammmication. - iy
The themes are presented through lectures, h.rtttmeisusuallyampletimafm
discussions. metramh-qcmtresalsohavecollectlmsoftapaardvm
films, as well as libreries, The participants should alsoc have time to browse
arcund ard leok for information on their own. Same sessions are also mores

djzectiveamreqtﬁreanacti‘repartinprepaﬂ:qthesassims.

coordinator) is sporadic and cautiocus. Fierce discussions on cultiral
ardvaluesystemsdomtnecasarﬂyermrneadeeperselfhml_edge.
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By and large the participants were positive to the preparatory courses, Same
would have liked to have more information about living conditions, others
wanted more discussions of the politics and economics of development - but all
thought that two weeks were an appropriate duration. During the course there
would often be a meeting with former technical assistance persomnel. These
meetings were highly appreciated apd usually led to lively discussions on all
aspects of living and working in a developing cowrtry. Sametimes attitndes
clash as the "idealisa" of newly recruited persans is confronted with a more
seasoned experience of develomment work.

SIDA and DANIDA provide extensive project deamentation in the libraries of
the course canters. It is also possible to find debriefing reports of former
technical assistance personnel. Used in a systematic way, this could represent
a shortout on the tricky road of imstitutional leaming. SIMA also invites
former expatriates to write case stidies from their field work.

Potential future developments

Even though the preparatory training has found a suitable form, we would like
to give some critical coments on the following aspects; ™training of
trainees", training of agency personnel, job-related training, and cultural
understanding.

The develcpment of skills in training and institution development is hardiy
approached, let alone cultivated, in the preparatory courses. The foous is on
the individual ard societal levels, the organizaticnal level receives little
atterition. One of the most significant hamdicaps of ewpatriates is their weak
personnel mostly have their. professional experience within one specialization
in a well structured organization operating within a stable political system
and an infrastructure providing personal safety. It is a formidable task to
suddenly became an "expert™ in am alienm culture, where the organization
fights financial banknuptcy as well as other social struggles. The easy way
out is often to establish a parallel system cperating efficiently on a Nordic
model ard on a sound financial basis.




106

The point is that technical assistance persomnel have a tendency to pracei.,
their Jnowledge and skills regardless of the local envirorment. They shomlg s,
a larger extent analyse training needs, plan and implement training T
—but:theirabilitytodosois1imitai.Herethepreparatorycmrseshavei
mission to £i1l, Forttmcotrrseoenterstlﬁsismtonlyaquﬁtionoﬂ‘m,
udes it also of learning the relevant skills.

SANRIL

The staff of the aid agencies field offices play a crucial role in drafting

and monitoring projects, They are also hackstepping, supervising - am
debriefing personnel - tasks that have a geperal impact on the effectivencey.
oftedmicalassistame,ammtbeaidagm'\ciaabilitytcleamh
mistakes (and suocesses) . To work effectively, the programme officers need to
befandliarwimzulesamprocedursjnmmticsystas~amtheymg
to be good at interpersonal commmnication. They should see themselves.as
members of " a service organization. But most programme officers have little
experience of thess tasks. All the agencies need to pay more attentier; o
their own staff develomment through recurrent courses.

We have noted that many technical assistance persannel are recruited because
they possess some technical skill, In the developing country they have to
attend to a wide variety of tasks ard they have to handle problems they have
no experience with. As an example, people generally have a fairly vagua
urderstanding of labour legislation in their hame countries, but they often
firximausalvesergagedincmplexpmblmsofalagalnaumeintheirrg
jobs. Another example, few imow anything of the logic behind decisjion-making
in political administrative systems, let alone in Afcican pohtlc:hl
administrative systems. Nevertheless, they have to operate effectively withim
such systems, =

pr.ry

As for the cross—cultral commnication, we would like to point out that B
information in this field is sporadic. The information appears to be ad hogr
and we have fand examples of mistaken images of the developing countries
presented to the participants. But the subject is difficult and the. fact
thattheredaes-mtexistanyqoodta:tonthepmblofbridgi:gaml
gap. The course centers do have access to information on traditional Af
culture but this is material of an anthropological character. This is vab
in its own right, particularly for those working in a mural enwirarment.
many expatriates will work in the modern sector, and here we do not have-
information on culture.
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| - ini 7 No,
mwefirﬂitmsaxytoamndthemtoryumnmsevemlmeks [s]

evenifwemggastthatmretcpiﬁshqﬂdbeinchﬁed,wewwldmtpmpose

-thatﬂmeprepamtorytrairﬁ.rgisprolon;ed. However, we think it is a mistake

tolmitthetminMMWeomasimmﬂy.mepreparamryccurseshéﬂdx:;
be the beginning of itraining, neithers‘rmllditbethee.m..\?roject :
country information should start intensively from the very first day ?d
recruim,amitshmldmntirmmﬂmassigmnerm.smolfthea%
agencies have started shortmsesorseminarsmthedutysta‘.tmn.mls
appearstobeaveryvaluablehﬁmmtmamha:qemfcmumti:deatc:
reflectonone'sacperieme.Sudimsesomldbeofafejmdaysm
tjne,arﬂoaﬂﬁbypreferermbeamrgedonamrdicbasm.

Almost all interviews with TAP have reflected, that they 1mmmmq
training given. There have been eritical remarks about cutdated hﬁomail—.mn or
lessralevantparts,MaMBbremtspokencriticismhmebeengl@.by
TAP, wnofdt,theywremtgivanernlghcranyprepamtorytrammq
(éspecially consultant TAP). Same felt, they were not :?ble to mﬂerstanil
relationsinmesocietyaxﬁmattheywﬂdhaveavowedsmeprobems

Training is a lot of things .Fnrmlmmrmm@MGmme:
tropical medicine, including cultimal information, is more important

' ini j i is - as mentioned -
official preparatory Qraining. Ard job related training is
generally very important.

meprmfoftheimortameoftmmmgardpmparatozymmmawa:;i
necative one. It is not possible to gquarantee a.q‘ood TAP .or.pr:
performmajustbwause'I'APhavahadtmmmalt:amm.mtltls ea.:
that a mmber of irﬂividualTAPprobleushavebe\mrelated?olacko
mmim,ammatlackofmmﬂQMsbeanomofﬂnpmb}eﬁlfla:;nb:
of projects characterized by lack of imtegration, by TAP isolation
unsustainable structures.

sanecmmltantmmefelt,tbeywerea:pedawedemmmdpwiwz
specific training, ut others have complained, that they were not given
saneappcrbmityofdoh'qagoodjdaasagetqrm; :
w&ﬂt&tmimolvedinwmﬁ:qamrqmemsmmagoodcmjcm:::
badcstcppmghavebemgivenbettertraj:drqthanconsultantMm
proje:tswnrldmmchmozeinisolation.
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7.3.2. lapguage training

%érwahavaspbkenabmttheprepamtnrymss,hrttheaidagencia.-
?orn:-e p;.tticipants o qulJ'Sh o ey Eff&tit
. areverypcﬂt‘wearxiitseemasifthelargmge
grading works well. ﬂaereareofmseseveralcassofa@atriatasm-%
naat:f%u?rn‘;enov.xr_:;ntn:aperfc.'n:mt'.l'xej:.r:1‘.a.i?Jc-al'iclql.u'.t:ecnf‘te.l'lthefla’:re
authorities cmrplaj:x_edabwtttmpoorﬁ'qlishofﬂordicpersorml 'Ihiscm
mfraﬂectnegativelymthecamsesh:tratheronﬂaeassss;entofh
smm?rﬂneedsofimividmls.mgerml,ﬂmeaidagemiaaramt'cri o
enough in their demand of language proficiency. e

Il:lsu.fficierft kncwledge of English is one problem, a much more sericus probly
(mfi‘anzax_'x?.aarﬂtosaneextentinl'(enya) istllemglectofKiswahili"n:
persomellmlocalorganizatiorsmmanjmmsinreqlesﬁ:gthatacpatr;ates
leamhswahili-itisneededa:ﬂitmldmketheexpatriates'pr&erm
mich more valuable. ‘I\admicalassistanceperscrmlmstmkeeveryeffortta
}‘.eamthelocallarguage,andtheaidagenciesshmldermnageﬂm evern: i1f
J..tueafs.acui:gsevmlweeksofpreparaticn for the jab. Itisarrc'x;antarﬂ
insensitive to eontime irsistingthatl(isahiliismtneededwhen

100%oflocalperscrm1thi.rﬂ<itisirdeednwssazy. alm

7.3.3 Conclusion and recomnendation

Tneahilitytoadjusttoamwsituation, to be flexible and open minded, has
a lot to do with a natural self confidence. "

A combination of superficial recruitment and none or Lmsatisfacbué‘
prepazat;rlly training can lead to situations, where a TAP as a result oﬂfg:'
certam. tural shock and professional difficulties, closes the mind, reacts:
: 2 : "
without flexibility, hides himself frow the local society and becomes bu:dat
to himself and the project. . : .-

oly related subjects z
ztleg and general development

d be: rade

LU SOTY
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7.4  Starting on the assigrment
Thefirstfwdaysonmenechbareveryiuportantfortheantire

contribution of technical assistance personnel.

The donor agencies often take the responsibility for meeting people,
partiwlarlywhmitisaqemyrecruitedpermel.ﬂuﬂ:qthefirstdaysthey
will take the new expatriate to the relevant ministries and the new duty
station, they will give the latest information about the project and practical

information about housing, custams procedures etc.

7.4.1 Role of field offices, role of cohsultants

Approximately half of our case studies show, that the agencies were
appreciateiforﬂleirmleuponarrival.bbstcorsultantTAPmsfanﬂmﬂE
othterhalf,ardﬂlisreﬂeptstoacertaindegreelackofclarityabmxtmt
can be expected by agency field offices frum consultant TAP.

‘memnsultantcmparyismrmllypaidforsmhpmcticalapportservices,
but in cases where consultant campanies are small or inexperienced, a number
of problems arise, and fields offices of the agencies are expected to solve

them.

In the case of FINNIDA it is clear, that the companies take care of the
arriving staff. The system is established ard works well. But where the
experience with consultant TAP is a new one, frictions can coour.

,Asanemnpleitcanbenentimﬁdthatpersmelatthemmsiminmr
os Salaam felt, that they had to do work for some arriving consultant TAP,
mimt;:emntantmnieshad.menpaidfur. It could be arqued that
fieldofficessm}]dbepaiﬂ.bythecmsulmntforsudlsewica, but

conflicts about such responsibilities should of course not harm TAP.

In same cases a rather cool relations have developed betveen TAP at a project
ard tha responsible programme officer at the field office, and this can
influence relations to new TAP. We have also seen a case,. where a fisld office
bymxym?isseatmreasacmtmllirgthanmpportingﬁmtim.om
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picture is not clear encugh to place responsibility ard we do not wam

identify the office, but the problem is mentioned, because it is important s -
headquarters to follcwandmmtortheatmsgheremardarmuﬂthecnmm
important field offices.

i3

Different offices have of course different opportunities. FINNIDA: hass g
field staff than the other agencies, and most agencies have smaller offices. jn

Zambia. Such differences can of course influence the service given, bt o

the general attitude. And our ewperience is that the size of the staff a
field offices is not the main problem in this respect. It has more to doiwith.
attitudes and quality, and of course with the expectations of the arriving mp

When conflicts have to do with individual TAP, it can be difficult to pinpoime
the problem. Scme expatriates ask for more assistance than reasonsble amy
small mismderstandings grow. Such problems are not major problems.

It is worse when a "new" TAP explains, that he or she was treated correctly
but did not feel welcame. B

7.4.2 Querlapping or...

Both agency TAP and consultant TAP normally get the most useful assistanos
from their new TAP colleagues. There is normally a good exchange of
information. And it is easier to be newsamer at a project with other TAD, than
to be the first.

Problems arise howewver often, when there has been "a gap" between the:

arnd the outgoing TAP, Itmveryoftmﬂmldeathatﬂmsrml:‘

overlapping between two TAP doing the same job, and it works sometimes..
close to one-third ofthacaseswerlappuq.didmtta]mplaca-msmﬂ-
TAP posts were vacant for months between two postings, and the project id
TAP positions was lost.

The value and cost of overlapping can be discussed, In projects with mo
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colleaques, TAP as well as national project staff. ©

anding gver may then be recuired, provided the outoing TAP
cperationa anding _over report. Such reports ould_ be

before a TAP capn leave a job.
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However, inmreccmplacpmjectswhereinstiurtionbujldjnghasbeenthemam
task of the outgoing TAP, who has been the only TAP in the project or
prograrme, a longer pericd of maybe 2-3 manths could be beneficial in order to
secure contimiity in the work.

When the idea of overlapping is a part of a project, but does not take place,
it makes both the start and the whole task for a new TAP difficult.

7.4.3 The local ization

As we have seen the newly arrived expatriate normally meets the most important
persomnel last, that is the local persommel. And he meets them through the
mediation of ancther ewpatriate, He is likely to inherit attitudes and
opinicns from other expatriates, and his own assessment of the situation will
be biased. The lccal staffwillplacehiminthesamecatagoryasother
expatriates, which often means as “one of them" rather than “one of us".

Itishporta:tthatnavacpatriatsarereceivedammtmducedalgbyoﬂmer

expatriates, but basically we think, that the local orcanizatjon, where the
e, will work, should i i to e

introduce him or her to work.
7.4.4 Timing of arrival

Overlapping and lack of overlapping has been mentioned, other sericus problems
in timing can cccour.

It happens that project persomnel arrive before other necessary inputs to a
project are ready, and while it can be very important for a project or TAP
coordinator to arrive "before the project”, it is very costly ard frustrating,
if a mmber of TAP just have to wait, without beirg able to do meaningful
work.

Oftenﬂlerealoostishigharthanmesalarymeyeamdudngthispeziod. It
can leave them inactive and they may have lost their spirit and initiative.
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Other timing problems relate to housing. In general we have heard very B [k of scheduled work plans {including things other than pure cperational
camplaints about quality of housing, and none seemed substantive, But. a-q 'objectlves) ard lack of operational manpower development plans often lead to
problem can be that TAP families have a long wait for a place to ]__]_m ] discrganized day to day crisis management priorities.
generalJ.mpreﬁsmnlsthatltJ.sbet'tertonrwetothe’pe;nuarxem;*ma : .
flat as soon as possible (even if it is not ready), than to live for 5 18, 5.1 The most comon problems experienced by TAR
time at hotel. _‘%- . 2

gy yhen interviewed TAP describe problems which make it difficult for them to

Some TAP seem to be able to start at their assigmment and work relatiuem .perfomthejrtasmorhavedmeiunj:tasksmrelationtowhatthey
effectively already after a few weaks. Others evaluate that it takes: w expected.
three to six months to adjust to the new enviromment and to became efPiciesd

workers when they are posted abroad for the first time. e The most common problems raised concentrate on:

An average saying that the "nommal TAP" posted for the first time can.not. dod
much effective advisory work until after 4-5 months seems to be thesbe
judgement, if it is added that '"the delay” is less for TAP specificauy
working with concrete cperaticnal tasks. .y

- the counterpart situation (see also 4.3), including the problem, that
' perscns, who TAP are supposed to work together with, are away on
scholarships.

- the fact that TAP for these ard other reasons have to fill positions and
do the job, where‘theyhadexpectaitohavetrainirgoradvisoryfmctions
only. '

A good start can reduce the long period of introduction and
o start can lead to a situation ers e TAP never get

adjust.
It is surprisinghowoftenTAPfeeltheyazeworkingj:lscmethjn;likea
7.5 Role and performance of technical assistance personnel transition pericd. "Just now, the project has some specific and temporary

: problems, which makes it necessary to find ad hoc solutions.”
Most of the TAP we have imterviewed find they are doing a job of impam

A few have been without meaningful assigmments, kut the great majort
busy and many find it difficult to get sufficient time to do
neaded. But what is needed, as they see it now, is not always
expected before they arrived. )

Common reascns are that

- counterparts are away on scholarships
| ; - courterparts have not yet been appointed or have just been transferred

And ane of the most common chservations is that the priorities in thes

very often set by immediate day-to—day problems, and nob by job descrig
or formal work plans.

—tmegapbetweenaleavmganicumn;ﬂ?mcreasathemr}doadfortha
remainirg TAP

ime_are not aware that they have job descriptions a b - all sorts of practical prablems: break downs, procurement problems,

negatiations, paper work etc take time away from other more long-term tasks.

nave outdated descriptions, or descriptions based on

job, often far from reality.
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Prchlems are of course very different for different types of TAP. In positions
defined as gap~filler functions it is easier and less camplicated just to do
the work, vheresas project coordinators are often so occupled with

negotiations, paperwork and practical management operaticns, that they have. -
little time to share experiences with local staff and to work with long-term .

integration.
Scme examples can illustrate the character of same the problems:

In The State Minine corporation in Tanzania the Fimmish team of TAP were
precccupied with rumning one of the mines during the evaluaticn, because its
Tanzanian managers were on training abroad at the time. (Stamico has received
Finnish assistance since 1969).

In Moecmni Fisherjes Development Gentre in Tanzania (Norwegian support since
1974) a report frum 1983 tells about Tanzanians caming home from scholarship
studies, and feeling aljenation. They were suddenly unknown persons to the
expatriate team that had arrived dwring their studies overseas. The experts
had established working relations with the remainirg staff, and same returning
fellows felt like intruders or cutsiders.

At Zanbia Cold Storage Corporation in Lusaka a Danida~TAP working as chief ard
development engineer since 1982 was given his firet counterpart five years
later. In 1987 this courrterpart was on scholarship cutside Zambia, and the TAP
still performing all @uties. There are not any elements of plapning for out-
phasing of TAP in job descriptions and no overall strateqy for training.

At a Provincial Planning Unit in Zambia a Finnish TAP working as govermpent
officer (provincial plammer) described his work as "ad hoc work, gap—£illing
ard coptrol of furds." He estimated, that he used one third of his working.
hours on Zambian administration, cne third on Finnish administyation (FINNIDA
plus consultant company) and ane third on ad hoc tasks. A work plan exists but..
was difficult to stick to.

The very campetent TAP worked in principle together with Zambian staff, but at..d

the time of the interview cne highly ¢uatified Zambian was on scholarship in
London, one was in Iusaka for shorter studles, and cne was only emploved on
temporary basis. Only one experienced Zambian planner worked in the unit; he
was caplaining over his subordinate position, but was not seen as a qualified
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countarpart by the TAP or the Zambian system. The TAP feared on the other
hand, that the qualified planner on scholarship would never be appointed to
take over because he was too young, and because 2ambian authorities did not
want to promcte him "two steps at one time".

3 meﬂmleFﬁmishsxpportpmgramfortrmdevelmmdﬂaeprwirmshmﬂd
'acoordirqmpmjectdoamtshavesmmthreediffMa:eas.mtduem

recruitment difficulties and delays only 3-4 have been posted for long
periods. This has also changed the TAP task considerably.

while the programme could have been designed differently with less TAP, it was
row often felt by the present TAP, that they have to do two functions at a
time, and the kurden of administration, control of furds ete, created
problens.

At the Industrial Training Programme in Kenya (supported by DANIDA since 1970)
TAP felt a pressure to participate in instruction of classes, while their
priueobjectiveshouldbetoupdatearﬂhuprmetzainﬁﬂprogmms. There are
competent instructsrs available in Xenya, but also a problem of undexstaffing.
TAP urderstands the pressure, ard feel that it can create negative working
relations if they refuse to give instructions, but they feel at the same time,
that their time could be used better. Some have "solved" the dilemma by
refusing to give instructions officially, but do so uwfficially.

7.5.2 TAP as tralners

Inchaptar4ammberofweah1&sesinﬂzetraj:ﬁngqstemamm¢lhnd.ﬂhny
TAPfhﬁthenselvesinexperiaweiarﬁpoorlypreparedtoorgmﬂsemhﬁmof
local persommel., Very often the unprecise term "on~the—job—training” cavers
littlemﬂmmsittj:qtogeﬂaerm'thesmeofficeorthesamedeparmm.
The most visible token of concern for timining is seen in the recommendations
for scholarships. However a well thought out plan to integrate the scholarship
studies with instituticn building in the projects is rarely cbserved.

Thisisanarea,whezenmw'ﬂﬂcmldbanﬁtfmmﬂmrempport.mm

will be able to work with ind to devel .
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But purely advisory functiens are on the other hand difficult ana da%
In the case we zaw how an advisor after 8§ months felt, that he had leann:_m
more than_ he had contributed (which can be pesitive), but also that he sti1y ]
had no operaticnal role, had conducted 1o training programmes ang oy
performed practically no other functions.

Itmoftmbenecxsarytoplacemforaperiodasgap—fillersi:r.th,
system or as executives in managerial positions, but in such cases we have
veryoftmseenﬂmtmimerﬂmdmwrsystmmrtherecipientsystanm
any clear pictine ghowing when and especially how the positions are beiny
"mationalized",

Two years is a very short period for a TAP working in a foreign countryrand
culture for the first time. And a majority of TAP extend their contract:fixr
ancther period. "

It is our dbservation, that a lot of time is wasted or used on social and-
cultiral adjustment during the first two year period, making the Sot.
effective working time even much higher than the salaries and total costsof
donor agencies show.

Itismtmms:altouse3-4mmthstogetstartedonthenwjob
months to wind uwp, leaving 18 months (including normal leave) in a twa
pericd. ;
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In some projects (e.g. DANIDA supported Taita-Taweta district develcpment
prograrme) the time perspective of the first project period (three years)
contradicted the TAP's two years assigmmerts,

It _is our conclusion that two years assigrment should not be considered the
norm.

Recommendation

For each project and each position the chiectives and needs should form the
ba for i od and TAP be made
accordingly.

Whereas the firet assigrment should often be langer than two years, it is
broadly recamended by TAP to have a formal short-term follow up technical
assistance at projects after aut-phasing of lang-term TAP. The short-term TAP
has to be experienced personnel with a good concrete background and prior
knowledge of projects. Such short-term assistance as supplementary to
contimied fimancial assistance could often make it possible to plan for
garlier out-phasing of TAP.

Recommendation

Dongr agencies should develop systems for use of experjenced former TAP on
= TAP assi as Q tic follow on long-term

TAP, making it sasier to continve with advisory fumctions after formal out-

phasing of TAP, and thershy also easier to withdraw long-term TAP.

7.5.6 tion oreion staff

The working atmosphere between expatriates and local staff is an important
element in the transfer of knowledge. It is cbvicus that an atmosphere of
hostility, emvy and misurderstanding is not conducive to a transfer of skills,
nor even to an effective job performance.

Very few project settings could be described in such negative words, but that
does not mean, that there is a sense of common purpose, mitual respect and
fine ocollaboration. Relationship between local and foreign staff is often
friendly encugh, but usually each part goes about his own business. If we
cohelude, that around 20 % of the expatriates in our cases have a good and
clese professional working relatjonship with the local staff, we have not
exaggaerated.
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- 7.5.3 ict ibility and lack of planry

Many young TAP have a good professional background, but lack management
o opmi A experience and experience in more formal tzaining.
Atancldaﬁblgmmexlzkem_mxm_ntgmm_emmmm
NORAD-TRP all in executive functions, and with support since 1372 : h They have an open and positive attitude. They are prepared to learn by
semortrmmmofﬂoarmvedaba:tayearbefomthlsevaluatlm.m& F operience, to be flexible in their new jcb positions and to adjust.

not mean, that the project has been totally without training, Bt time g
systematic effort has been made, axﬂthatmtems:edarﬂdedmataim
not best given sufficient support. mraardearherﬁauﬂngcmld
havereducedﬂaammberofmmanyyea:sago

b it the cambination of poor forward planning and lack of training and manpower
devaloge:tplansmﬂtemhmﬁ,arﬂmﬂe:staffimarﬂaameproblmsmthe
otherhardcanleadtosihmtions,whereadhocsolutimsbecmeﬂmmain
priority, and whers TAP never get the time to be challenged by real training

In 1985 smAassignedaseasonedofficerinthaagemytobecmeanadvisg

the design of programmes for training and institutional learning, ._.__“
tr:agravelsmmsslvelymbeablemmmpatemﬂﬁdevelm“ ey Smneofthed:servaticnsarﬂrecamﬁatimsinthisarmaretobefmﬂin
: on the project site. His experiences amply demonstrate the need tocJM 4 and 5. Again it has to be stressed, that there is no perfect recipe for
such services. success, but it is cbvicus that it is much easier to be flexible, if the
; . flexibility can be seen within a comprehensive adjustable work plan including
NORAD's office of education and fellewships has made knewledge m narpover develogment and gradually out-ghasing of TAP.
prime cbjective for its efforts. o

And with the increase in the mmber of highly educated naticnals it becomes

Another prablem in the field of training is lack of sufficient kmwl still move important to make certain, that TAP are not just placed as
different formal training opportunities in the comtry or in - gep-fillers in functions, for which Nationals are available, but where
courntries, There have been cases where trainees have been sent to Eurr.pE ' (costly) TAP becames the altermative to cheap Naticnal professicnals, because

sdmlarsh;ps,butmerethesamemsecculdhawebeengl
miglubou:i:qmrtry.kﬂmoftheﬁeldofﬁcesinxanya, 4
Zambiahaveanyomprelmivereviéfwermstrﬂevanttrajning'
and possibilities in East and Contral Africa.

of lack of funds or poor goverrment salaries.

Recoymendation

7.5.4 Executive versus advisory functions

We have fan-ndpmblensbdthmenmp"tahﬁaver“,asinthecasesofm
cgnent,hmegaryFisherieﬁDavelcpnentCmt:ea:ﬂmnyathers.stkmldlw
paid nationals be able to influence decisions and to integrate, when they are
without any formal responsibility. They become “onlookers™.
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Seemingly trivial issues play a role for the organizational climate,

Expatriates have usually much better access to equipment. Vehicles ape
) 3
particular problem. The use and abuse causes ﬁreqtm:tproblensammistr@t

Itismmnﬂutbcthsidaperceivetheoﬂmrasushgthecars‘&.

illegitinate purposes: expatriates by using it for vacations and locking: jy
when they go on home-leave, local staff for private transport and family‘
purposes. Often, it seems, thatbcrdigzmpshavsvalidreascnsforcmplajm.
but basically the preblem arises from the fact, that in countries where accegs
to transport is a privilege, the expatriate have alwvays much easier access,
There are cases, wheracarshnllﬁadinmassistancamaybemrem
than the TAP,

Office equipment and office space is a similar but less frequent observed
problem. Tt is still possible to find projects, where all TAP have both chairg
ard desks, but where it "unfortunately due to lack of spaca” has not been

possibletofirﬁrmforlocalpartrm's,whohavetonnveamﬂardfirﬂa
chair here and there.

There are also differences in standard of equipment. Personal computers. are a |

USefulnewtoolformnyTAPintheirwork,bl.:tiftlﬁsnewtoolismtqoirq
tobeinuse,mthemphasleftitcanbeamcngstmﬁardofequim,

indirectly "telling" local personnel, that they camnot be expected to perfom
witheut a PC.

Thepreenoeofagreatmmberofmllpaidupatriatshaveof
influenceontbesociallifeofrecipientmrtriﬁ.mareasortof
quest workers, with a living standard and consumption patterns very diffexm
fram the average population. ;
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This is unaveoidable, but the overall impact of TAP in the societies is
substantial, and not always positive. It should therefore be taken imto
considexation. The life style of TAP becomes a special procblem in cowrnries
with a negative econamic growth, like Tanzania and Zambia. The average citizen
experiences increasing hardship, and TAP are at the same time given more
tfringe benefits® to be able to work. Move protection and more special
treatment. It is important that TAP are prepared for such experiences and
prepared to handle situations in a responsible way.

Another factor affecting the status of expatriates pertain to their relation
to the secondary econcmy, the parallel or black market. These problems are
most frequent in Tanzania. There is a mumber of ways in which TAP can utilise
the difference between the official and the black market. The mest chvious way
is through the sale of cars and household goods, but there are mumercus
others. Some legal, others illegal.

In job situations, where informal and sametimes illegal activities in the
recipiernt system, can be one of the reasons for project failures, it is of

~course a problem, when/if TAP are Iinvolved in different black market

activities. Obviocusly it is not possible. to measure exactly the level of such
activities, uat in the donor society as such, they are clearly visible and
well known.

Ona factor more in relations between expatriate and local staff iz important,
arnd that is the size of the TAP commmity in different projects. It is often

" important for a new TAP to work in relation to cther TAP at a project. It is

difficult to be alone in a different envirorment. But it is dangerous to be
oo many.

When big projects with a large TAP component becames "islands of plenty in
countries of scarcity" new barriers are created: Between proiects and the
surrounding society, and inside projects between the big expatriate group, and
the local staff,

It is not healthy, if the TAP group is so dominant, that the working language
becanes ore of the Nordic languages. In such cases the whole Nordic culture
follows easy, and Kemyans, Tanzanians or Zambians became strangers in their
own countries.
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mtendemieshavebeenseeninsmeofthebiqpmjectswrtimedin
chapter 4, whidlaxealsoscmaoftheprojects,whereqxt—pbasingofmhm
been most delayed.

7.6  Role of the aid agency
7.6.1 The peed for a differentlated view of roles.

In the chapters above we have occasionally commentad on the role of the aid
agercy in comnection with identifying projects, recrultment, preparatory
training, arriving in the camtry. It is quite clear that activities of the
aid agency, or the absence of activities, play a significant role for the B
effectiveness of technical assistance persamel. This applies equally much for §
agency implemented projects as for projects implemented by external
organizations. As a first step in the discussion we would propose to meke a §
distinction between situations where the agency is actively involved and
situations where it is passive,

Same projects are charactevized by very frequent comtacts between aid agency §
staff (field office and/or headquarters) and project staff. The extent of
mntactscanbe'%easmed":peﬂmpsﬂmmamdaﬂymeetmgsofeiﬂnrfoﬁal
or informal character. The correspondence can also be frequent, lett:ers,t&
and telephone corversations several times a week. k-

Oneesanpleofapmjectwithclosecontactsbemeentheaidagemymﬂ.ﬂ!
pmjectwasNorwegianassistametoasawmﬂlinmnzania.'meprugﬁ%

the personnel and their familjes, arﬂhe]uwthelocalnmgemmt..‘
thoroughly familiar with the substantial patire of the project.

Danizh assistance to shipping on the Tanzanian lakes was similar.
programme officer took active part in a largye mumber of decisions
cperaticnal nature, not only at the strategic level. The reporting
that project was also rather tight and it had been subjected to a mumbsr

in-depth evaluations. In both of these cases the aid agency had an in depth
knowledge of the projects and managed their develcpment.

Often such tightly managed projects are agency implemented, but not always.
Same projects implemented by external organizations are also closely
integrated with the aid agency (the Norwegian saw mill project, for example).
This could be so for two reasons - one being that the external organization
fails to organize the cooperation. But the other reason has to do with the
form of the contract, the division of labour between the partners ard the
reparting system. If the contract requires contimucus negotiation ard
consultation the agency will be imvolved. If shipments, customs clearances,
training programmes, eotc. are still channeled through the agency they will

In general the close contacts between aid agency and projects seem to be a
precondition for an effective management of technical assistance persomnel. It
is through a close integration of all aspects of the work that aid agency
personnel have a chance to assess how well different experts are doing and
what problems they have — and the same regarding local persommel. It is also
through a clese involvement with the project that they will have a chance to
strengthen the performance of weak persormel, and if' need be, terminate
contracts and send home the expatriates. In general, the various menitoring
reports that are used will not be of any help unless the cuality of the
agencies' integration with the project is good. Furthemmore, if the quality of
the integration is close ard good, the reports are not needed anyway.

7.6.2 MMM

But we also have several examples of technical assistance where the aid
agencies role is much less intense. Scme project persomnel do not meet aid
agency staff at all, or perhaps only some few times every year. The prugramme
officers may not even be informed about how meny expatriates work on a project
and what they are supposed to do. Perhaps the agency staff have no real
knowledge about the nature of project activities — and are not familiar with
the mapagement and staff of the local organization. The programme officer's
role is to assess the value of the project from a distance, often by relying

on secondary information. This role could be called "scanning” as it implies
getting information without being closely irvolved and without dirvect super
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vision. It implies having a "feeling® for how things are going. Bt it iy
expected that if something (or saweone) fails, the programme 6fricer—"
mtmlydatectﬂusb&tshouldalsotakeacumtohavetheprnblausm%
Scamingﬂmsmeanssxm&mfrma&starmwhﬂebeﬁgm
interfere if the need arises - ardthatlsanact:anelyd.lfﬁmltmla:#.&
"Scanning" is more characteristic of the aid agencies' role in resp%;
projects implemented by external organizations, but it is also found dn s
agency implemented projects. Each mode of operation has its problems. We b
seen examples where the aid agencies active involvement and tight manacmerg

has caused major problems for technical assistance personnel and has redood

the value of their jcbe significantly. Clumsy and urdiplamatic irfterference

activities that were not understood by agency personnel have in same cases 1ed
to disintegration of projects. But it also possible to emmerate examples off
failure to "scan"™ effectively. Such a failure is seen when projects ared
persomme] continue with sericus problems that are never addressed or solved

and when there is no eviderce that they were detected by agency persormek.. .
: ?@;

In one case an expatriate family had several problems with ha:sh:;
childrens' education and general health - which all reflected that they dii
not adjust to the situation in the developing country. This wes. clearly
bradghttotheattentmnoftheagemytlmaghﬂmemttenrepoﬁ'soﬁ
family, who requested assistance in different forms. merewerealsc
contacts. But the agency in question did not react. It seems as if
paralysed and did not kmow what to do. Their preparation to act and
family with their further adjustment was basically nomexistent.
such examples are rare, they do coomr. In our cpinion the aid agenciesE
pay more attention to hew they could intervene and help solve probles
early stage. This is more important than formal reporting systems. As:X
mbcdyactsmtheinfamationinreportstheseareb.rtan
futility.

In a simplified way we have now distinguished four "modalities™
project relations; those of active involvement on agency impl.
exterral organization implemented projects, and those of "scan _
implementad and external organizaticn implemented projects. There iseo
no general pattern of success or fajlure in these four modalit
potential for a meaningful and constructive cooperation is usually h

E "scarmed!.
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| s0 is the potential far a dysfunctional relationship. But each "modal ity
| seams to be associated with a trap. Active agency irwolvement presupposes a

high cquality and professional campetence on behalf of the agency persommnel,
plus matching personalities. Ancther precondition is relatively stable

. persomnel, when new programme officers arrive without sufficient knowledge of

a project, and when programme officers positions are vacant for long perieds-

| then active involvement becomes an impossibility.

"Scanning" is subject to another trap. It can easily be an excuse for doing

| nothing and for Jnowing nothing.It is also difficult to assess whether what is

presemted as "scamning" is really an activity of high quality or not. It will
of course be revealed if signals arrive that require some form of action, then
it becomes visible if the aid agency had a real grasp of the events that were
The activity as such becomes most problematic on external agency
implemented projects. If a firm in charge of a project has very few contacts
with the agency, and if the local authorities do not cooperate with the
agercy, it might well be impossible to follow events. Tt is also possible that

-mepmjectpexscnnelhaveavestedinterestinkeephqtheagercyigmmnt—

and there are examples of situations where they were relatively successful in
doing so.

7.6.3 Eackstopping services.

The role of the aid agency could also be to provide backstopping services to
technical assistance perscnnel. Backstopping could mesn a mmber of things,
tor example all the services that have to do with the employment comtract
{paying salaries, inmmances, arranging housing, leave, travellirg), project
services such as purchasing eguipment, arrarging scholarships and tzaining

_ programmes. But it also includes professional consultations. It might be very

Mmrtantfortedmiczlassjsmnceperswmtodismsstheirjobwithsmmm
ofthesameprofessim-tngetinspi:ationarﬂideas,toched:whether‘ywr
approach is right or wrong, etc. One of the advantages of external

. organizations implementing projects are that this aspect is said to be taken
b care of quite well. But the ald agencies are not as disadvantaged as is

comonly believed, very often the programme officers do a very good job in
this respect. In fact, our case studjes do not indicate any major diffearence

'betweanagerr.yimpleumtedardotherprojectsintmsrespect!
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As our evaluation is not really concermed with the effectiveness of aig
agencies as such, wewillmtpmsuethepmblemanyfurther.mm
agencies, particularly the field offices, have a significant impact en the
effectiveness of technical assistance personmel. To exaggerate a little bit .
could say that a@atriateperscunela.rehﬁtrmentsinthehams--ng rh
programme officers for the service of the recipient comtries. Tt thes ingt-
rument is harxdled clumsily it will do harm, bm:ifltlsharﬂledmﬂicau
precision it will have chances of doing good. B:tthemmmmy
fram project to project, and it will also change over time. Act:r.ve—ag;my
irvolvement: might be useful in preparatory phases, and perhaps in conclixting
phases of assistance. On the other hand "scanning® cxild be an appropriate
mode during consolidation ard diversification of activities,

7.7 e erd o ass .

Whenanaq:atriatehascmpletzdammbuofyeammaprnjecthewillratzn
hotwe. By that time he will have gained considerable experience of the project,
the camtry and the process of assistance. 'medangerlsthatthlshwlah
is lost to everyone lut himself, amasheorshegmbacktoﬂ:ea:dﬁary

activities at hame even that mewory will fade away. The problem for t!ma.id :

agencies, and also for external orgenizations, is to document leamirg to
sl:crethemfonmtlonarﬁtoretrleveardmakeuseofxt-fornewprojed:
for the same project, for newly recruited technical asswtancepe:mmei
for its own permonnel. :'f—

7.7.1 Written debriefing.

The Nordic aid agencies all have same form of debriefing procedures
the departing expatriate should tell the programme officers (:i.n'
office and at headquarters) of his experience. Usually they also
form of report which is stored in the archives of the agencies. At tin
reports are made available to new persomnel - but most often they a
forgotten. Why? Well, usually because they are not very good. The i
they comtain is trivial and if it should happen to be interesting i
is presented in a boring and haphazard marmer.
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j When an expatrTiate leaves the whole family is usually preccaupied with moving,
L retlrning to the hame country, finding new jcbs or returning to the old cnes.

All the=e practical problems make it difficult to sit down and make a proper
account of years of experience. This experience is perhaps also partly

. subconscious and it is not easy to put in words. It is hard to account for all

the difficulties and problems at work, and in adjusting to a foreign culture
in gereral. Some will also be concermed about presenting themselves in a
fambleli@tsoﬂxgygetwjobs.nmstherea:emanyreammythe

| written debriefing - "terminal reports® - are not very imteresting and thus

are not widely used. But when they are good they have a great potential, as we
saw on the Svedish murse trtor programme in Zambia. The terminal reports on
this project held a high quality and were used by the successors.

7.7.2 Debriefing sessions.

There are also debriefing interviews, but they seem to be equally difficult to
make interesting. These sessions may well be pleasant for the mament, both for
the programme officers and -the expatriates. But neither partner learns
anything they did mot know before - the value of the process lies more on the
ceremonial side. It is not to be expected that an hour or so could vield any
significant new insights.

The only instances where returning expatriates experierce seem to be
effectively used are at the course centers (see section 4C above) and in scme
of the external organizations ~ particularly those involved in twinning
arrangements. One of the chief characteristics of the twinning arrangements is
that pecple go back to the same employer and they contirme with the
cooperation from there. Often former expatriates will returm to the field as
in their own organization. They will have opportunities to meet their
successors at work and speak at leisure about their job in Africa. This
creates an enviromment of institutional learning which is very diffieuit to

duplicate.

L The aid agencies all try to make use of former technical assistance persomnel

for various tasks. To same extent they also help returning expatriate with
shorter jobs if they are unemployed when returning hame, hut thosa are

| exceptions. But they can be called in for evaluations, for preparation of new
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p!useﬁonapmjectetc.'meaqemialsotrytokeepu;ﬂatedmsta;;ér
whereabm:tsoffonnertedrﬁcalassis‘a:mpersorn}el-ﬁ:tﬂgy

‘ . _ ; 8,  ALTFRMATIVES TO TAP
Impression is that such data banks are not utilized very mach.

The altermative ways to achieve the goals of development aid can be locked
 into at two different levels; the altarmative ways to give developmert aid in
genezala:ﬂthealtemativesforthamintheprﬁentgeneralsetﬂpof
devdopnmﬁmcperatim.'ﬁmeformerlevelqoesbeym‘ﬂthescopeoftnis
evaluation amt therefore only the latter level is discuseed here.

of individuals is seldem realized. Here the project cycle coircidesy 3
individuals sssignment, when projects ome to an end they are forgotterfiige ied
is difficult to fird any visible indicators of learming. RN TR
Samary of findings and recommendation -:';:
It has been =most relevant to include reconmendations after the differens
relevant sections of the project cycle in this chapter. General findirgs ang
Wﬂm especially relating to section 8.5 should be seen tog;um
with findings, ckservations and recommendations in chapters 4 ard 5.

b In the case stixlies the following alternatives for TAP were identified:

1. Local professicnals

2. Seconded staff from the local institutions
3. Velunteers

4. Shert-term consultants

5. Implementation by a local inmstitution

6. Twinning arrangemert

7. Intensive training lecally and abroad

8.1  Lecal consuitants

Observations
Amrqthecasesmdiathereweresmecas&smmidulocalcmsulmwere
used in the projects. Iocal consultamts were used for instance as commmity
participation and training officers in some mmal water projects. These
officers seemed to be very capable in their work ard their contribution was
highly valued by the TAP. However, it was abvious that there was some friction
between them and the ministerial staff. The rather large salary differences
mst be a strain on the relations between the govermment employees and local
consultants. In addition to this, the implementing foreign agencies have a
tememytogivealomlmnsaltmttbetterfacilitiﬁtodotheworkthantoa
staff member who has been secanded to the pruject by the goverrment.

Analysis

The use of local consultants in the projects is rather new and therefore the
cases so far are few and kimd of experimental. When skills and knowledge is
transferred to a local consultant it is not transferred to the public sector
of the country but to the private sector. Previcusly it has been seen as the
function of the developmert assistance to develop the public institutions of
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e;uplcyeesardloczlwsultantscausesprcblasespeciaﬂyinaﬂapmjm
which both are represented. Itisorﬂyhmnthatttngwernu:entaxpl%

cmsxﬂtantwhohasﬂ)esanetrainingarﬂisdoingasinﬂarjab.utagetbgr
the question of salaries for lecal consultants is a difficult one. Sane
bilateraj:_flomrs follow the scales of UN organizations others negotiate each
case separataly. Same local consultants want to follow the international
prices, 'n;isisanissuemmidzcooperationbebwaenthedmrswnuldbem
advantage in order, not to save money, but to meke the system as fair to all
as possible.

Conclusion and recommerdation
Itistheviewofmemissionthatlocalconsultantscmldbeusedmreofbm
inallﬂethzeecamtri&s,mtespeciallyinxenyavhereﬂmismlocal
trainedmanpmmavaﬂableﬂuaninﬂmctherﬁnwmtria.mishastabe
doneinagreamtammucooperatimwiththegwanmrtoftherecipimt
country in order to avoid the problems mentioned above. -

8.2  Zeconded staff from the local institutions
Observationg

Almost all the projects which are implemented more or less independently-from §

the local institutions have sme staff which has been secanded to the prajed
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projects do not have as much time for their private business as they would in
their regular office. It should be emphasized that the goverrment salaries are
insufficient for living and therefore it is a necessity for the goverrment
officers to have additional income.

In the Kenya-Finland Primary Health Care Programme the Project Manager has
been a local Provincial Public Health Officer during the second phase. This
cartainly seems to be a good solution since in this kind of programme it is of
vital importance that the Project Manager is familiar with the health problems
ard with the social and cultural erviromoernt of the programme area. He also
knows the local institutional structime and the administrative procedures
which are often the worst stumbling blocks to expatriate project managers. It
is worth rmentioning that at the begimning of the second phase he arranged a
two day workshop for the staff of the project, hoth expatriate and local, to
discuss the contents of the project document. The purpese was to make sure
that the whole staff had a common understanding of what they were supposed to
try to achieve.

Analysis

It is important for any project that it has also local staff which can advise
the TAP of the local culture, procedures and practices. If this idea is
properly understood and implemented it can save the project from many
unnecessary problems, However, the cases in which locally seconded staff is
germinely inteqrated imto the project are rather rare. Also, the seconded
staff members often have other duties in addition to the project and they can
be called by their superiors in the ministries to meetings and for occasional
tasgks.

The goverrment officers are used to following the goverrment procedures and
intend to contime this while seconded to aid projects. However, especially
company implemented projects are often run with a mentality which is typical
at private companies which means that procedures are streamlined and decisions
made quickly bypassing as much bureaucratic red tape as pessible. The ways of
the project may thus seem improper to the goverrment officers and this brings
tension between them and TAP.
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If TAP are mot fully aware that in most cases the govermment officersy
been seconded to the projects agminst their own will, they cammot undeystana
their sometimes negative attitnde towards TAP. These feelings can. besTeducm
e.d. by allowing an equal excess for them to the project facilities. .=E:.;

Conelusions apd recommendations

Before a project requests for more govermment staff it should fully analyse
the problems involved and assess its own ability and willingness to dealswith
them. The Mission thinks that when goverrment officers are secosrdeditn
projects, their loss of promotion opportumities should be compensated: by
possibilities to get scholarships so that they could acquire higher degrees
and thus return to higher positions. Also ways to compensate for the: lossvof
income should be found.

8.3  Volunteevs

Chservations
The crganization of the volunteer service varies between the Nordic countries,
however, the principles and aims are practically the same. S

In Dermark, Finlard and Sweden the volunteer service has keen crganized undes
an NGO arrangement whereas in Norway it is a part of Norad. The Nopdie
caumntries have a total of same 600 volunteers in the field at present. -ve=g
Usually volumteers work individually in gap-filling positions bat -
they are placed into developmert projects although this is not thes actusk.
policy of the volunteer agencies. In ouwr case studies there wera soma
volunteers. The volunteers wers mainly Nordic but thers was also one Amefcams.
volurteer. Quite a few of TAP had previcusly worked as volunteers. Thes 3
was the case with the officers in the missions of the donor agencies. The
fore it seems. that volunteer service has been important in creating a rese
base for TAP recruitmert.
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mevolsmteexswerempositionsmimcwldeasﬂyhmbeenfﬂledbylml
 professicnals provided that funding would have been available fc->r that
pupose. The sitution is, hoever, different hetveen the comtzies. and
sectors. E-d. mZambiatharemaystﬂlbeaneedforexpatriatﬁmgap-
' fmjn;positionsinlmpmfasimalcatagoriammisisoertainlymt
the case in Kemya.

: : :

It isusthe view of the Mission that the basic assumption of volunteer s.a:'nce
ﬂutthereisaslwrtageofskjllaimnpmeratalllevﬂsism?valxdany
more. Alsomeotheraimofvolmmeerse:vice,tomfompeaplemﬂmhc-me
oumtryofthedevelopirqmuntriesaﬂtknirp:ublemsthmghthereumm
voluntsers, issmnavhatmtdatai.ﬂwadaysmereammnyottlxerw-aysto
acquirEinfonratimfrmall over the world. However, theorig:.ml.ldeaof
which the volurteer service has evolved, namely thattheymthfrmdlfferf.nt
courtries meet and work together for some practical project, isalwaysx.ralzd.
Itwaﬂdbetimto_createnewideasmwthjsmﬂdbﬁtbead:ievedmthe
pmaﬁdaysimaﬁm.mmidaamightbemorganizea@am.epmi;mmmﬁ
for young professionals frmdevalopeda:ﬂdevelopixg comtries, in which two
ycm'lgpeuplewulldexd!arqejobsforayearorm.

snort-te.rmcons.lltantsareusedminpmjects inplaartadbycamaniestha.m
in agency implemented projects. Itissimle.rforacmpanythanforanald
agm;tosmashorbtexmcaﬂﬂtantaltforaispaciiicmlltask. Sl'x.)rt—
termmltantsaremﬂymedforsﬂjdasasi:stallatior?s, studies,
specialinvastigatich‘s, t:ainjngetc.'merearealsoczsasmmmesame
consultant comes regularly, e.d. twice a year, to advise in the work. Such a
case was e.g. aocmsultantmcmeeverysixmrthstomvisememter
laboratory in Sumbaware@, Tanzania, inmectimwiththenmdmmlmw
Development Project. Unfortunately in this case, however, tlelaboratcry enly
reoeivedmwchmicalsmmemrsultantczmeadtbamfmmmsduﬂmlt
tcgetanassessnartofthesystanasawaytoqiveadvisorysupport.

i e
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Within the cooperation between Tanzania and Norway in the petrolem: sectoe
there have been several short-term consultants. Besides the Norwegian.sfimpe.
term consultants recruited by Statoil, the Tanzania Petrolem Develeommen:
Corporation (TFDC) has used many other short-term consultants from diffeven:
omm&iesarﬂcmpanies.&ﬂnpaxtiesinthecnopeatimwresatisﬁﬂm
in this case short-term ocnsultants have been a good solution. Sinces the
tectmical assistance fram Norway is given as a part of a twinning arraremesy
between the companies it has been easy for the comsultants to adjust to the
working sitvation quickly.

=¥
Aralysis
Short-term consultants are used suwecessfully in giving specific technica)
support for a lecal institution. The usefulness of such technical assistance
deperdis on the strength of the local institution. Like in the case of the
petroleum sector in Tanzania, TPDC is assessed to be one of the best
functioning companies in the country and therefore what it needs is not so
mich assistance in institution building than in actual technical knowledge:

In other casas short-term consultants are used in large projects which have a
large TAP campanent. In such cases the short-term consultants can be seen more
as a support to the TAP team than to the local institution.This support may be
nesded especially at a time when the mumber of TAP is being reduced.

The Mission saw short-term consultants as a viable alternative in quita a few
of the case situdies, however, usually in cowbination with long-term- TAE*
involvemert and use of local consultants. Especially at the time of handing:
over or reducing TAP in a project, a follow-up by short-term consultants.vas:
seen as a practical way to reduce the abruptness of the change. This would:
also give to the donor agency sufficient confidence cn the comtimuity of®ther
work and thus facilitate an earlier withdrawal of TAP than would ctherwiserbe
the case, and, ifpmblemdevelop,tlwyccxﬂdbedetectedatanearlystagﬁ
Short~term consultants are the more suitable option the more developediths
local institution is. - =
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8.5 Implementation by a local jnstitution

Observations

Nearly all the development projects are under one ministry or ancther which is
in principal in charge of the implementation. However most projects are
implemented rather independently, parallel with related govermnment activities.
It could be cbserved that when a project gets older it has a tendency to
become more and more indeperdent. This tendency is counteractive to the aim to
hand the project smoothly over to the local institutions.

among the case studies there were none in which there had not been any TAP
camponent at all at any time. However there were cases in which the TAP
component was very small or which had actually been handed over. Such cases
were e.q. the Nordic Kibaha Educational Centre and the SIDA Tanzania Food and
Mutrition Centre in Tanzania, the SIDA Nurse Tutor Programme in Zambia and the
FINNITA Industrial Minerals Project in Xenya.

it i=s ocbvious- from these cases that local institutions are capable of
implementing projects, however, the time schedules have been adjusted to a
slower pace and scale of operation has been reduced .

Analysis

What the development projects do is usually not qualitatively different from
what the local institutions do. The difference is more in the quantity of work
achieved in a unit of time. When the level of activity in a project goes dewn
after the handing over this does not have to be taken as a sign of failure
either frum the part of the project TAP or the local institution. It is more
camonly a sign of unrealistic expectations. In the case of the old projects
it can be said that they function at least at the same level of efficiency
as local institutions in that country on average. It can be expected that a
project which has represented Nordic efficiency level will settle, after
handing over, at scmewhers near to the average efficiency level in the
recipient country,
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menoldpmjectsareassessedtheyshuﬂ.dmtbecmparedmﬂmhwtmf
whﬂetheyrece;vedalotofassxstameandhadalotofmph:tm
mstlmtionsofthesaneerwirmtathermthesmemtqmﬁ
neighbouring countries. This goes also for possible projects: W
implemented by the local institutions. then evaluated they shouldFril
mmmmjmmmmhmﬁthothersmﬂarmjectsmplm
similar institutiens. =
X T
Develcpment assistance could be mxch more charmelled through the: locs
kstimdors.hameqmm,beczuseofﬂmelimitaiabsorbﬁmapadty
a local institution, the size of the projects would need to be red CedSETH:
means that aid would be distributed more broadly and it would be difficald® fod
the donor agencies to assess the effects of their aid. ey
e~
8.6  Iwinning arpangement X

C e

Sheervatjons

Mmimanangmtismtorﬂyanaltemativemytngive
assistance, it is also an altermative for the whole project set-—up iy 2
ard the other fram a developing comtry, coperate on a long-term basis:y
provides a frawework for two way exchange of knowledge, staff and expe
as well as for effective institutional learning.

-
ra

Unforumatelythismdeisratlwrmreamtlmefareonlyfatcasesz
the sample of projects which were studied. Such projects were e.g. -
aidtotheBlmuofStandardsinhnzaniaarﬂtheanﬂnstﬁal i
Project in Kenya and the NORAD assistance to the petroleum sector i Tand

Of all the instituticnal set-ups for implementing development proje
were surveyed during the case studies the twinning arrangement:
provide the best possibilities for achieving the institution buildf
training targets. In all the cases the relations of TAP and thes Io
had been very good and both parties felt that they had profess
persanally gained of the cooperation. In none of these cases had TAD beetlE
am:uvepositiom,theyhadbeqxstrictlyadvisers.mpwasmczuiteﬁ

f SIDA sponsored project in Zambia,

_ gy
2CIICA L]
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within the institution and therefure they had a good long-term knowledge of

b the programme. TAP ard the local staff felt equals and their social relations

were good as well.

A special case of twimning is assistance from movement to movement as in a
in which the Swedish Cooperative Cemtre
assists the local cooperative movement.

Analysis

- Two similar institmtions, although operating in differemt envirorments, have

similar cbjectives in their respective societies and these cbjectives have
keen internalized by the people working in them. There is a good opportamity
tor acoumilation of knowledge and experience since the TAP is drawn from the
staff in the institution and they usually return to the institution after
their service in the developing comtry. Profitable long-term training and
visiting programmes are easy to plan and implement. Pecple working in similar
institutions often have similar professional interests and this makes
professionzl as well as social commumication easier.

Conelusions and yecompendations
Whenever possible the project implementation shauld be organized as a twinning
arrangement. Within the case studies there were several other projects which

would have profited if they had bad a twinning arrangement rather than a

regular project set up. This was especially the case with projects supporting

8.7  Intensive training locally and abyoad
- Chservations

The possibilities to use training as an altermative for TAP have been
approached in two ways in the studied cases. There are projects which give
suppart to local training institutes and thus build up the capacity of local

3 manpower in a certain sector but without being related to- a certain project.

Secondly practically in all projects training is mentioned as one of the tasks
of the project. Further, in quite many projects there are possibilities to
arrarge scholarships for the local staff,
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Itco:.udbeexpectedtnatlessmpwmldbeusedinprojectsmsumsechms
wh:.chhaverecawedsubstantmlass;stamefcrtzmmg However, thisism
the case. E.q. inthemtersectorm'l‘anzamaandkenya Mt of the Nemdis
pmjectshmamﬁms&mgmmmﬁﬂnminmmmm
water sector have been supported as well and substantial scholarship
programmes have been run for many years especially by SIDA. The Department o
Geologyofﬂmmlvermtyofbarasalaamrece;v&devﬂm%
frcmmmmidiimllﬂesalsosdnlarshipsfcrsuﬂiesbothloca]lym
abroad. However, atthesanetimthesamedmnrhaspmﬁdedmpfarthg
StatemnmgCorporathfarmrqyea:sarﬁtherelsmhﬂlcatimthattm
mumber of TAP is getting any less,

Omofthem, mmelytmNurse'mtoergnmamZamiagaveane:me
ofaprujectmwhldimtensweuamuqmglventoaspaciﬁcgzu@arﬂm
is effectively replaced by logal staff.

Analysis
Unless itisidamifiedasaspecificp.lrposeofatrainirgpmgramto
reduceﬂmmmberofaspecifiedgrwpofm,atraini:gpmg:amedoesm
have this effect. This is not because the shortage of marpower would: be
greater than can be satisfied. E.g. the ocutput of water engineers from the
University of Nairchi has been about 40 anmually since 1970's. This means that
4 new water engineer could be placed in almost every district every year.
However, ﬂ:ereazesevemlmpwatermgineersintlwcamtrymﬁdng!ﬂur
Rareasmfortheractthatmpportmmj:ﬂngdosmtreﬂectﬁ;g'
mmbersomeisthath'isplacedintnﬂleprojectsmoﬂwrgmnﬁs.tgﬁ
an identified marpower nesd in the recipient country. If the trainipg
programmes are to reduce the need for TAP these have to be linked too®
other either by designing the training pregramme specifically to helpg
replace a certain group of TAP by nationals or by basing the recruitm
TAP on a careful assessment of the marpower situation in the
country.
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Conclusions and recommendations

There is no doubt whether intensive training programmes are beneficial to the
recipient country, however, they do not help to reduce the mmber of TAP
unless they are specially designed and consistently implemented to that
effect.

Intensive training programmes are most usaful in cases in which a new kinds of
activity or new technology is introduced into the comtry. In other words,
when qualitatively scmething new is started. When it is a question only of
expanding the manpower base in some field, support to local training
institutes should be given.

8.8  Other altermatives

Expatriates on local contracts, expatriates from other developing countries
ard topping up of local salaries can be mentioned as other altematives.

If an expatriate is on local contract the local institution should have a
better comtrol over her/him and s/he would be, withaut question, answerable to
her/his local superiors. In these cases the donor agency would pay her/him the
differernce between the local salary and the regular TAP incames. Therefore
this is not a cheaper solution but somewhat more acceptable to the local
officers.

Expatriates from other developing countries, especially from Irdia, arve
sametimes recruited as TAP instesd of TAP from industrialized comtries. Their
main advantage is that they are cheaper than e.g. Nordic TAP. It is alsec
scmetimes assumed that they can be more effective than Nordic TAP because they
are used to developing country corditions. We are not convinced that this is
the case. In addition Indians are certainly not more accepted by the African
popalation of Kemya, Tanzania and Zambia than the Nordie citizens,

Recruiting expatriates from cther countries within the region would, however,
provide the local professionals broader possibilities to be exposed to
different ideas and cpportunities for professicnal advancement.
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Toppmgupoflomlsalariesamthusmtivatirgmelocalqwermamoﬁm‘
to be more efficient is a procedure which, if applied, has to ber useq
cautiously in order to avoid creating tensions between the GOveriiman
officials. However, it would seem fair to us, to campensate thewr fors the
hmaaseddmﬂmthejxﬁmaﬁmssiblelossofmimm'w

8.9

NORAD and SIDA have established sc—called persomnel furds for Ffinapeia)
assistance for recruitwent of expatriate persomel in most of the main partner
countries. SIDA was the first Nordic donor to laumch persamnel furds from the
mid 1970s.

The conditions for assistance have varied to some extent among the donors: and
in the individual countries. The ewperts have been hired on local contracts.
The donor has covered expenses incrred in the recruitment procedures, travel
costs of the expert and his family, house allewance and gratuities after the
campletion of their contracts. NORAD has specifically targeted the persamel
furds to TAP from other Third World countries. s

The donors inpats regarding salaries vary: in some cases the donor has fully
paid the (local) salaries or tepped-up the local salaries or solely reimbursed
part of the salary in foreign awrrency. mn'se:perimm'l‘anzama*my’
illustrate this way of utilizing the funds. NORAD pays 1/3 oftheba:etiqﬁf
aries' salary in foreign currency after the local ewloym.-hadpmd’@
eq:ivalertammtofmeYinISHtoﬂ:eTreaszy.'meadministratﬁit
procedure proves to be rather cmberscme and caused delays and frustrationst
Inlsassmaeamexﬂmentsweremdejnozﬂettosjnplifymtim. :

TSH in 1986 mich of the incentive effect of the system was lost.
The perscrmel funds have been criticized for many reasons:
- thefmﬁshavemtbeenutilizedfnrhjri:gnewaperts.znstaadi

funds to a large extert: have been used to cover salaries of expatria
with a long record of service in the courtxy.
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- the furds have not stimilated in-service training through counterpart

system as intended.

- thereqmﬁtshavemtbeenforﬂmnimase:q:ected.meammtsaxﬂ

suditing system have not been provided as agreed upon.

- theadministrativeworkonthepartofdomrshasbeenhighcauparedto
the amount of financial assistance involved.

Recgmmendation ‘
TheideabehindstablishirgthePersmmlardcorsultalmeﬁ fund was goed.
'meﬁnﬂshavemnyintar&ctingelements.romrmi:ﬂitisapitythatthe
funds are not utilized in line with initial intentions. We recognize that the
problmsarelargeammseastobenemsarytoevaluatetheorgamzauoml
strucbareardthep:ocedxmofopeﬁtmmthexrwnn@t, if the fundz
aretabegivenadzaxuetof:mctionwell.

8.10 Gereral conclusion

Most projects have, hesides TRP, a combination of these alternatives. However,
it is the view of the Mission that the use of altermatives could be
substantially increased. In Kenya especially, local consultants ceuld be used
mdlmre,arﬂinza:nbia,wherethereisamsevezegmrtageofm
thanmtheoﬂxartmcamtriatminjmpmgmmmﬁstmldbeorganlzed In
Ianzama,wherathegavenmnthasfaoeimstsenwsmcpmblems,
inplementation through local institutions should be increased in order to give
them additicnal resources.
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8. _COST AND FFFICIENCY OF TAP.

9.1, cost of with al ives

9.1.1 The cost of agency emploved TAP

TheNordicagencieshavestarﬂa:dfigmfcrmecostofonemnyear's
fortectmicalassis‘arnepersurme.l.'Ihefigurevariest:moneco\mtzytothE

othar,mthaversamﬂsso.omsm.misi:nludesthegmsssalazytothe'

employee, insurances, travelling, family allowances, housing, etc.

Letuslonkatoneofthefigurathatgointotheaveragecostsfcran
expatriatemnyear.mnhascalmlatedthecostformmnyearmmnyam
1987 to 632 000 NOK. This sum consists of two main camponents;

1. Salary plus social expenses: NOK 332.000
2. "Distriluted costs": NOK 300.000

Ifwelookattlmsmﬂcmpomnt, these distributed costs consist of the
following;

1. Preparatory courses: NOK 70.000
2. Recruitment: NOK 35.000

3. Travel and freight: NOK 65.000
4. Insurance: NOK 22.000

5. Employers! tax: NOK 35.000

6. School fees: NOK 29.000

'merearealsoammberofmj:nrcosts,sudxassemrityguards, 3.000 MOK per
year. Iherewillbealargediffermbetweenanexpertwithafanﬁly
compared to an ummarried person. (The cost for having one child in the

Imternational School in Nairchi is 100.000 DKR). Also, the longer thepersa:s
staymt,ﬂiemrethecostsforrecruimant,etc.canbespread. -

—_

Tl
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The average cost for a SIDA expert is slightly more than 600.000 SEK. This
cost is calculated as follows:

Basic salary: 7.000 SEK per ponth in taable incame
Social security: 39 % of the taxable income
Allowances: 18.000 to 20.000 SEK per montth
Distributed costs (c.f. NORAD): 300.000 per year

DANIDA calculates that the total cost for an expert (in 1986) was 520.000 DKR,
out of which the salary was 260,000 per year. FINNIDA uses a standard figure
of 58.000 FMP per marmomth, or 699.000 FMK per year. We can thus see that
there is a fairly large discrepancy between the Nordic aid agencies. NORAD and
SIDA experts being arocurd 20 % more expensive than the DANIDA experts, ard a
FINNIDA expert being almost twice as expensive.

The differences are on the one hand illusive, and on the other real. From the
recipient camtries point of view they are real. The cost represents how much
of the total budget for development assistance that goes to payment of
experts. For them, a Danish TAP would be cheaper than other Nordic TAP. But
theccstsaxeinusiveinﬂlesensethatthemalaxperﬁiunempersonnelare
quite similar., The question is how the costs are treated in the damestic
accounts. The taxable incame of a SIDA expert is artificially lew, but the
mn—tamblehmealm&samm:dihigher.lnﬁnlmﬂ,ma@ertssalaryis
taxed as for any other Fimnish govermment employee. The cost to the donor
comumnity is about the same, but in the case of Dermark the home country bears
alargershamofthecostmthefomofbypassedeamings(tax).

When calculating the cost for a man year, none of the agencies include its own
administrative cost. The standard costs of all the four agencies are thus too
low to reflect the real cost. To assess the cost correctly we should also add
the salary and office expenditures for the aid agency persormel that admini-
strate technical assistance. If the total 18 manyears of work in NORAD's
persomnel section are distributed, we should add ancther 35.000 NOK to the TAP
cost in Kemya. But it is not only the persommel section that is involved in
backstopping and administrating technical assistance personnel, but also other
programme officers . We estimate tha on the average 20 % of the time in a
programme officers work (both at headquarters and in the field office) is
concerned with personnel matters, which should mean adding ancther 85.000 NOK
tothec:ost.Wetm:sarriveatatotalcostofM?.OOONDerrmnyear.
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On the average TAP stay 33 months at their jobs. B‘mﬂleé’dbru:m
effectively all the time. During this pericd the average persons takeg 3
wonths holiday. It is alse generally said that lttakssemeta.mtogt
startedmanewjob.'mepe:smxelofficeratKenyaMsndalEsute&am
hedidmtexpectexpatriatestafftobeablemwurkeffectivelydmﬁgﬂn
first year. This is exaggerated, mtﬂle:EMheareducaefﬁciwam
thefustyearcfwork-ltseanstousthatthemagnitmewmmmm4
to 6 morths, meremllbalazgevanatmmamozdmgtcthedlffm
personal backgrounds. Furthermore, before returning hame the TAP and his
family have a lot of practical matters to attend to. It is likely that ancther
3t02mr¢hsazetakanfmmeactualjob.Aswecansee,33msimu‘
fie.ldlea:!stoﬂmthsofeffectivemrk.'mecostpermnmmthof
effective work is thus in NORAD's case 72.400 (without including admini-
strative overheads). If we include overheads of 115.000 NOK per year, we
arrive at an estimated cost of 85.600 NOK per month of effective work.

9.1.2. Costs for consultant TAP

Consulting firms are generally more expensive than agency employed TAP.
DANIDA uses average figures for consultant man years of 500.000 per year. But
the remumneration of consultants vary even more than of agency TAP. The most
expensive consultant TAP cost 1.500.000 NOK per year in 1987. The cheapest
were paid approximately the same as agency TAP. The cost for consultants are
however also supposed to cover backstopping and adninistration. The cost
should therefore be compared to the agency standard cost pilus all the
distributed costs for administration and backstopping.

=2

&xtweshaﬂdalsoramberﬂntsavemlml@rtsdomtserﬂthﬁ#
pe:sormelfartzahd:g.ﬂmntheye:ploypersomelinﬂmirmorganizati;r
thecostsforrecm.i.mentarealsonil 'I!msthec::stsfortheomsultant:taﬂ
thesmficantadvantagammcmsultantsisthattheyhrngam
package, ttmtls,theaqencycostforbadestoppmganiachnuusmtimmﬂdih&
low. However, that is far from true. Several inexperienced consulting: £
need a lot of assistance from the aid agency field offices.
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In the initial phases of the SITA project Tanzania Bureau of Standards there
ware close contacts between SIDA, TBS and the consultants. As the project has
matured, it runs on its own. DANIDA is heavily engmged in backstopping the
TANGA cement plant (partly because of comtractual relations). On the other
hand FINNIDA assistance to Fibreboards Africa nms on its own with hardly any
contacts with FINNIDA in Dar-es-Salaam.

In sum, to assess the cost of consultant manyears correctly, we propose to add
ancther 100.000 SEK per year for the services of ajd agencies. We thus arrive
at a total of 1.000.000 SEK per year. On the whole, consultants do not stay as
long in the field as agency persomnel. They tend to have a more rapid turmover
of persomnel. azttheyaretjenemllymreprodslction oriented, and start with
production oriemted tasks. They lose less time at the beginning and emd of
projects. an the whole, this is a problem. But it means that they work more
marmonths cut of their total stay in the countries. If we estimate the average
duration of consultants field work to be 24 months, and that 4 months are lest
on arrival and departure, and 2 on vacation, we arrive at a total cost of
111.000 SEK per active working month.

9.2. Cost of altermatives to TAP

9.2.1 Cost of short-term consultants

The cost of short-term consultants in Sweden is usually around 15.000 SEK per
week., The costs for travelling, hotels and allowances should then be added. We
estimate the cost for one marmonth to 60.000 (salary) plus 30,000 (allowances)
plus 20.000 (travel), that is 110,000 SEK. Short-term consultants alse require
backstopping. They will need more time from local autherities, but usually
they do not take so much time from the aid agencies. Nevertheless, the amamnt
above should be adjusted for the backstorping time of the agencies, but we
cannot say how much it should be.

9.2.2 gost of training of local marpower

The cost of training will depend on subject, length of the programme and
country of studies. A scholarship for one year in Norway amoaumts to 120,000
NOK. That is one year's academic studies. If the education was in the U.S.,
the cost would be the double if the student went to an elite university, but
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otherwise approximately equal. Ifthetm:'.ningtookplaceinlndja— o
be reduoed by half. There are good opportimities for advanced, smdie;'m
develeping comtries as well, primarily in Asia kut also J'.nthenimlg
For .portuguse and Spanish speaking Africans, Latin American
provide cheaper (and often very good) programmes. Cost of sc:holazsmp
?cadmic programmes usually only reflect living allowances ang travel ;s
J.nst:.muom are now changing their policies and charge tuitien feesz .
mllmisethegeneralcostofeducatimforsdnlarshipstlﬂm. S

Furt.:hersmdiﬁmamdemicpmgranmsammealtenativetomp,bm:
vancustypsofshortarprngramesaresuggstedasaltemtives“-
supplements. Training abroad is always expensive. Industrial traim.ng
Swadmcostsamﬂﬁ.ooosm(permarmnth(in-plarmtedmicalarﬁ
trammf; of 6 - 8 months duraticn). Technical training at schools, e.q,
1'31'1'5 financed programmes costs 47.000 SEK per participant ard month

mtemat:.onall aid organization estimate the cost of scholarships at 2.200 TsD
(1985), kut in Western Furcpe, USA and Japan, they estimate the average cost

to be around 5.000 USD per month. But the costs for different pProgramres: coulad

vary. UNIm'smPlanttminmgpmgramm"mmstrialgoodsmfacumm“'
.

cost  7.700 USD in 1983. A similar course on "diese]l engines' mairtenancen

costz.QOOUSDthesameyear-perrrontharxiparticipant

mmirginthemrt:yisoftenaviablealtenativetotrainirqabmad.mt.
this implies bringing short term consultants for training., Considering the
cost for travelling, instructors, local support, etc. the average cost per

- 9.2.3.

mmnnthinsths&ehavebemestﬁ:atedtobeammzs.OOOSEK(

1985) , '
. . afg

Naturally, further training at natiomal educational instifutions in accordde.

?

Fua:nea:ﬂ}famgarentinbar—es-Salaam, at the Institute of De
Management:, atthemstarxicentralAfricanManagmentImtimte.m-
theseccursea.repaidin‘ISHandtheyarelow.
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Cost of volunteers

The cost of volumteers is now arcund 300.000 SEK per year, which is
approximately half of the cost of the agency standard figure for TAF. 40 % of

thecostreflectssalaryandso%distributedcosts.mtthecostof

volunteers should also include the cost of backstopping and administration.
This cost is lower than the agency cost for TAP services, but it is
nevertheless significant. The average effective working time of volunteers is
expected to be the same as for agency TAP. We thus arrive at an average cost
of 34.000 SEK per merth (not including administrative costs).

9.2.4. gCost of third country TAP

Tt is often suggested that third courntry nationals would be a cheaper
alternative to TAP from the Nordic countries., We do not find any discrepancy
between Scandinavian personnel and other Eurcpeans. When we look at the
remneration within the UN system, we find that all its international experts
have Nordic wage levels. It can thus be assuwned that highly qualified
expertise in some professions has a merket at Nordic salary levels,
irrespective of whether the person is of EZurcpean, BAsian or African
backgrourd.

The cquestion still remains whether a mumber of the Nordic TAP could not have
been substituted by TAP frum other courntries. Even though the remuneration of
Nordic TAP is similar to the UN system, that does not mean that all would be
qualified in an interpational campetition. If we lock at the bilateral
assistance from the Pecple's Republic of China, the cost of a Chinese expert
is equal to the daily allowance of a Swedish expert. Indian TAP on bilateral
assistance programmes also. cost less than Nordic TAP. All the African
countries also recruit manpower directly in Asia, at costs that around a fifth
to a tenth of the cost of agency TAP.

9.2.5. Cost of local project implementation

It has been discussed whether local project implementation is sometimes an
alternative to implementation of a project through TAP. Let us first of all
assume that a project can be implemented by the local organizations. The
marpower needed would then be paid according to the local salary scales, with
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the appropriate gverheads. ‘matmeansthatamnagerinTanzania
technician, would cost around TSH 10.000 per marth, Zambiansala;q;'

would be close, ardthexanyansalansmuldbethesamamxsmw
they are 5 times higher in foreign currency. -

Bt.rtlthasalsobeenazguedthatltzsdifflculttoattmctqua]_ifm
tathepublicsectormﬂlltspmentsalarystmcmre.’mepmjecug T o
successfully recruited local persomnel have also found ways to circmventss -
Wmlicis. Some projects were simply able topayhigner:
ﬂielranployeesbecausetheymresetuparrsmeﬂ]eparastatzlstnme
Others managed ta provide fringe-benefits and other types of incentiveg:
could compensate for the lower salaries, T

If we arer.to give an estimate of the cost for implementing projects w:.th—l
W, we would prabably have to quadruple the momthly salaries of seni
civil servants. We arrive at a total cost of 4.000 SEX per menth in Tanzarda
2.000 SEK in Zambia and 12 to 15,000 SEK in Kenya. This would applytnpriva‘b;i
companies, goverrment institutions and special ocontracts for locall
professionals, etc.

9.2.6. conclusion

We will now put the estimated cost of the different alternatives beside:each]
othecforﬂnsakeofcmparisma.'ﬁnraadershmldbearinmirﬂﬂmtmtypei
ofassistancecamntbearealaltermtivetoammrthofthecthertype
Mthebalmbeﬂeeenﬂwdifferermtypaomldbesarsedmtemofﬂair
total prospects for success.

One mammonth effective work:.

Agency TAP: SEK 85,000

Consultant TAP: SEK 111.000

Short-term consultants: SEX  110.000

Scholarship for academic programme: SEK 10.000
" technical courses SEK 50.000
n inplant training: SEX 35.000

Technical courses in the recipient country: SEK 25.000

Volunteers: SEK  34.000

Third-convery experts: SEK  10.000 - 135.000

Ioczl project management: $SEXK  4.000 - 20,000
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9.2.7. Cost ipi

If we new lock at the cost from the recipient country's point of view the
first aspect relates to the direct costs that expatriates necessitate. They
need offices, secretarial assistance, etc. to do their jobs. In many cases the
qwermtpmvideshmsj:g.mereastheacommtedcostforﬂdsislw,the
opportunity cost will often be very high, More important is probably the
irxlirectcostinternsofhighlevelmanpmertmemededtointrodme
expatriates to their jcbs, and in other ways administrate expatriate presence.
mismmmmmamymouurmtasks,mtaslm
asﬂueexpatriatsa:ewantada:ﬂneedadﬂxereismﬂﬂn;tosayabamthat.
Hwever,wehavealsosemﬂ:atmweq:atriatepositimsammitiatedbythe
foreign partnmers, ard some expatriates are not wanted. But the costs still
have to be borme by the "recipient".

T+ is difficult to isclate the costs associated with the presence of
expatrmtesfrmtheoﬂ:ercoststhataremc;rredbytedﬂucalassmtame
'mereisalwaysalocalguvenmentcmrtributimtothepzuject,axﬂthe
irwahnmtshavetobemstai:wdfrmtheammdgefsoftheqwenmts.
The technical assistance persornel are closely associated with the pattern of
becauseﬂeyhavegmbeymﬂﬂﬁmmirgcapacityoftheloalecormis.
Ihishasaninﬂuerneonlocalsperﬂingpattarrsaxﬂthegrandregntofﬂle
pricrities cannot even be estimated, nor can of course the opportunity cost be
gu&ssed.mttheyarelﬂcelytobelarge.marearealsocoststothe
recipientmxtryinthefomofdwxzingconsmptimpattmsarﬂtm
influence of foreign life styles. The goverrments have a political cost to
arrybemuseofthepraemeoftechnicalassistarmpe_rsam.

In total, the Nordic comtries finance the presence of slightly more than 300
technical assistance persomel in Kerya, Tanzania and Zambia (1987). If we
asszmethatﬂwetotmlcostpermanyearisarmtﬂlmﬂlionsm,weﬂmarrive
at a total figure of 900 million. The cost per manmyear is higher than the
standard fiqures, but considering that these do not include total persornel
costs, and comsidering that many of external organizations incur higher costs,
we think it is a reasonable approximation.
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Ifwetakeﬂiecppommitycosttnmanthedifferemebetweenthemm
of expatriate assistance and the cheapest possible way of achieving thae pe—
effect, we would prubably arrive at a fairly larwe share of the aboe
mentioned sum for Nerdic technical assistance personnel (900 millicn SEX). Bt

it is also very clear that such a figure will be extremely uncertain - to the

point of being ridiculous even., But let us nevertheless attempt an
introductory discussion.

If we first of all base the discussion on cur case studies, which represemt
all sectors of assistance and covered interviews with around 250 expatriates,
350 representatives from the recipient country, ard sape 50 programne officers
in the aid agencies, we have same ground to stand on. In addition, the 50 case
studies represent the acommlated activities of around 800 technical
assistance persornel.

If we put a name and a price tag on the different prublems we find that:
(1) on the average 5 % fail radically on their assigmment and have to be sent
heme, {2) another 5 % do not have their contracts extended for the same
Teason, (3) arcund a quarter have their working capacity reduced because they
do not spesk English well encugh, (4) around amother guarter were in fact not
really needed, the posts were idemtified by aid agencies or other expatriates,
(5) the full effectiveness of almost 75 % was hampered because of a lack of
cother imputs, and the counterpart system failed to lead to a transfer of

kmowledge. Now, these categories owverlap to a large degree. However, they

still indicate a fairly low general “achievement ratio". But it hides the
excellent performance of several expatriates that bring huge monetary berefits
to the organizations they work in, as well as the fajlures that incur large
costs both to the aid agencies, the recipient goverrments and to the
expatriates themselves (not least the social costs). '

Before proceeding to a discussion of efficiency and effectiveness we would

like to note what is comwnly meant by these two concepts. An account: of
efficiency presupposes knowledge of costs and knowledge of the benefit from:

needs to be supplewented with other information. That brings us to thes
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toffectiveness". Effectivencss is also as a measure of the value of an
activity, the difference is that it is often a discussion in more general
terms. Assessing effectiveness means that several objectives are brought into
the pichire and campared to the costs of an activity. It also means that
various side effects are considered. The coments that follow below are
concerned with the effectiveness of TAP.

The overall achievement of the dbjectives of TAP were discussed in section 4
above, but that discussion was not quantified, nor were the relations between
non—quantifiable inputs and outputs made explicit.

" our overall conclusion was that the institution kbuilding and trmining

objectives are generally not met, but TAP are nore effective when it comes to
cperational objectives. There shauld not be any need for a more extensive
debate concerning this conclusion. The fact that assistance projects contime
for several years and that cne plan for out-phasing expatriates follows
ancther, is ample evidence of the overall failure to build up local campetence
ard subsequently withdraw. A large mmber of the technical assistance
persamnel are also campetent and hard—working professionals. Most of them will
be at an advantage in getting things done, and in achieving production
oriented cbjectives.

Many technical assistance persomnel are advisers at lower organizaticnal
levels, and we have seen that they come to take operational responsibilities.
If we were to assess the total worth of the expatriates' "gap-filling" and
vimplementing” activities, where would the results point? As an example, we
have an already completed project; SIDA's murse tutor programme in Zambia. Its
chjective was to train rmurse tutors to increase Zambia's capacity to train its
own nurses, and remave the need for expatriate persormel in that sector. By
1985, when the programme was completed, the objective had been reached. Zambia
had the mumber of nmurse tutars it needed. SIDA had financed a2 large mmber of
Swedish tutors in Zambia between 1973 and 1985, to a total cost of around 28
million SEK. Was it worth the cost? Obviocusly the question camnot be answered.
Could it have been done at a lower cost? Obviously, as same of the expatriates
were not very effective (even Iif most were), but that presupposes an
organizaticn that makes no mistakes, and that is again an impossibility.
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If we look at another example, assmmthemnmmuymm
we fird tratamtherproblan.ihemjxﬁngactivitiahmmm;
mrsidarably,thepmductimofgoldmntfrmSOOkgsperyearinmlm
lQGOstnbetweaqunilSkgsperyearinthemidISSOs.'mee:qaat:riateotea
costing close to 4 million SER in 1987, have for a mmber of.-”-ym;
concentrated their activities on gold mining, It would seem that the benefity
havefwdmofmigmmmemsts,mtmtheoﬂierharﬂmimngism
activitywifhlorgrarqeccnmitments,andevenifthmismevidamof
benefitstoday,themcmldperhapsbeanﬂmactonpolici&sﬂmtinttmulead
to production in the fubure.

Danishasistametatheptmncteleptnaesmxenyaisanemmplewhemﬂm
c:?st—benefitmtioappearshigh. 'Ihecostofexpatriatepersonnelisavery
r'rtmrshareofthetctalproject,btrthasbeennec%saryfcrthempid
mumofmmm.mmuMSmmmumwm
installation was completed. mmisacmmnnagmemntﬂ:atthepmject'mn
mbetﬂmwerbythel@:yanozganizaﬂm,sotheirstimimldevelmt
ard training has also been completed.

‘mesecasascaxmtbeccnpazed, arxithusitismtpossj.bletcsayscmﬂthing
generalabaﬁcosteffectivms-apartfmﬂmthasalreadybmsaid.me
achievement of project cbjectives in sectors as different as agriculture,
haalmardirxmstrycamwtbecmpamdinmnetarytems (reither can
failure).mrge:malobsarvationmirsthatmthinkﬂnsaneinpactcuﬂd
havebeenreadnedwiﬂalssm,mtmleﬂnrmemmeycmldhavebeenm
wiselyspe:tmotherpmjects,withaﬂxe:persmml:mi:sopentodmbt.

Itisavezyhttera-tﬁgquestionifthesameffectcwldhavebaamread:ed

bysmecthercmbhntimofinp:tsorwithctherpersomel. In general we da
mtﬂmﬂcﬂmt'mpfrmanyothercumtrywuﬂdhavedgneabetterjcbﬂmn
Nordic TAP. ﬂmymﬂdhavebeendmper(inseve:alcases), but as the
problanvetyoftmismeofforeignpmsernebya:ﬂlazge, it does not matter

e e

better achievement of cbjectives.
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9.4. Towards a framework for technical assistance

If we follow a project from the beginning to the erd, we find that from the
managerial point of view a mmber of things can be done differently. The same
applies to technical assistance personnel, from recruitment and through the
assigrment to debriefing, things can be done differently.

Take the example of identifying the need for assistance; that can be done by
the recipient organization, by consultamts, by the aid agency, by other
expatriates. Each way of doing has its cost and benefits. The aid agency and
the expatriates will probably act rapidly if they have made the decision. A
consultant can bring other opinions, but will work slower. The recipient
organization is most likely to be correct in its assessment of the need. Now,
if speed happens to be a major criteria for success, and if the need is
relatively clear, and if mistakes are not expensive - or could be corrected;
we should perhaps argue for the first way of identifying the need for
expatriates.

hnother example could be training. If the persomnel going ocut already have
considerable exposure to the developing country, and to the place they are to
work in, they might not need to take part in preparatory training. 2an
effective institutional set-up that emphasizes learning from senior personnel
ard that is closely integrated with the recipient organization could well
compensate for such courses. This type of learning could take place on twin—
nirg arrangements, for instance.

We also discussed the varicus roles of aid agencies in relation to projects,
and the distinction could be brought further by separating headquarters and
field offices and the roles they might play in relation to personnel. The
point we want to make is that there are a very large mmber of variables that
cauld be handled differently.

Iet us call these different solutions design variables. The term indicates
that each such solution is chosen from a set of solutions, and ancther
solution could also have bkeen appropriate (perhaps, and depending on the
ciraummstances). The mmber of design variables will vary, bt probably are
between 20 and 40 on an oxdinary project. The number of possible design
altermatives is, for practical reasons, usually limited to a handful. As we



can see, the combinations are very mamy; if each of the 20 design variahles
could be designed in 5 alternative ways, we enxd wp with 3.200.000
combinations. The point is murely theoretical, many combinations will be nop-
sensical. .

But the exarcise also has practical implications. There is no one correct way
of "delivering" assistarxe. If we think of the project as a process involving
several design varisbles, owr minds will perhaps be less constrained hy
preconceived ideas of correct solutions. The review of axr case stidies: show
same “typical" project designs. Scme of them seem to work well, cothers do
not. There are also instances vhers a way of delivering assistance works well
in ope case, but in other cases not. If we call the way of delivering
assistance for a "mode®, we have a term that encapsulates the whole process
ard that includes specific solutions in respect of the desion variables.

The prospect for such a mode of reaching the objective of assistance will
depend on a mmber of factors. The first is that different chiectives- will
call for different modes of assistance. An integrated rural development
project will usually require another mode of assistance than an industrial
project. If training is essential another mode would be appropriate than if
gap-filling is the primary target, or if we speak of a senior adviser.

The secand is that the project's enviromment should influence the mode. of
assistance. National policies and national concerns {even if only reflected in
political rhetoric) affect the prospects for a cevtain mode of assistance to
be successful. In Kemya, it would be mxch more common to seek modes of
assistance building o local persormel than in the other comtries. In
Tanzania, preparatory training that includes political science and Kiswahilt.
waild be mich more important than in the other countries. In Zambia, long: temm
contimity on senior advisory positions would be a more commen “value™ oLz
design variable in a mode of assistance than in the other comtries.

that operates. according to a fixed schediile nesds rapid recruitment,’
backstopping and a tight monitoring system. Standardized procedare
meell-oiled machine® for implementation are essential for cost-effecti:
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But an institution building project in the public sector needs a more
inteqrative natire of implementation to transfer the "software" - tight
planning, bureaucratized routines and strict monitoring might destroy the
"spirit" of work.

The Nerdic aid agencies are for many reasons rapidly mowing away from the
traditional approaches to development assistance whereby the aid agency was in
charge of all aspects of implementation, from the hegimning to the erd.
Whereas the agencies procedures were to a large degree standardized, we now
find 2 mumber of extermal organization that represent different "modes" of
delivering assistance. The agencies are also being diversified as the natime
of health, agriculture, industry, etc, in fact put different demands on the
operaticns of the sections. As the developing countries progress, they also
push the agencies ard they necessitate a diversified approach to
implementation.

The patterns of implementation that we observe today are the result of ad hoc
solutians to the problems of "delivery™. But if the aid agencies are to be in
cantrol of develdpment cocperation, they need to make rational choices between
modes of assistance, ard they need a canceptual framework to distinguish
between such modes - as well as to discuss when a specific mede of assistance
is applicable or not., It goes beyadd the present report to develop such a
framework, but cur case studies have provided the grourds for identifyving the
need and we would propose that the organization of development assistance-
over a broad range of projects - is investigated further.
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Introduction I

The chapters above have indicated a nmmber of problems that are associated
with the amployment of technical assistance persomnel. When we now arrive at
our recamendations the reader should bear in mind the following assumptions:.

1. In spite of the short-comings we think there is still a bhasic need for
technical assistance personnel on development programs. Our
recommensdations focus on an improvement of the existing systems of
cooperaticn, even if the changes we propose are sametimes drastic.

2. The recommendations are based on our review of projects in Kenya,
Tanzania and Zambia. The problems that were identified and that we list
here were common to all countries and for all Nordic aid agencies, If
the recommendations are discussed in a wider context - which we stiil
believe is possible - it is necessary to take into account the new
envirorment. The general applicability must be qualified.

3. When we list ocur recomwendations we start by a brief cbservation
concerning the problem., For the parpose of the presentation we keep
this very brief, but refer the reader to the relevant section of the
evaluation. In that section the reader will find a discussion of the
magnitude of the problem, its manifestations and, in some cases, the
diversity of solutions.

let us now tnm to the recoamerdations.
Recompendations

Observation. Dlevelomment assistance is often designed without sufficient

knowledge of the local manpower situation. Technical assistance persomel. a.m
fanﬂtabeasolutimbeforetbemhmofmepmblemisreauyidmiﬁ%
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The recipient countries are seldom fully imvolved in the decisions on
technical assistance persomnel - for a raumber of reasons; the coordinating
capacity in respect of manpower and aid is low, the aid agencies follow
procedures that do not disclose vital information, particularly on costs, that
are a prerequisite for decisions. Chapters 2, 3, 4)

Recommendations,

(1) The recipient countries need to strengthen their manpower plamning in
order to improve their knowledge about the availability of various categories
of skilled marpower.

(2) Manpower surveys will form the basis for idemtifying priority areas for
development of the local manpower resource base and for identifying the role
of TAP in the long-term develcpment plans of the countries in guestion. The
evaluation mission recammends that the Nordic donors react pesitively should
the Govermments reguest assistance in this field.

(3) 1In order ta attract, develep and retain skilled marpower in the public
sector Kemya, Tanzania and Zambia need to reform the Civil Service., It is not
simply a question of paying higher salaries and fringe benefits. For young
professionals job satisfaction is probably equally important, particularly in
Kenya where cne can exist reascnably well on a goverrment salary. We recommend
that the Nordic aid agencies bring up the need for reforms in relation to the
discussicn of the need for TAP during the anmal developrent assistance
consultations with the 3 recipient countries.

{4) Development assistaxneshaﬂ.dta}cemtoammttmavaﬂabilityof local
uanpawer.ﬁseaidagemistwuldmkesmethateveryatbmpttoemlcylocal
perscrmel has been exhausted before they resort to technical assistance
perscmm.ibdosoitisnecessarytndevelopreal}mawled;eoflocal
manpower constraints and to identify ways of employing (and keeping) qualified
local personnel on development projects.
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(8) The desk officers of the Nordic donor agencies cannot be expected to have
& thorough knowledge of the local availability of varicus skill categortes, 1n
order to improve the information upon which the institutional framework and
perscnnel camponent of new development assistance are based, we recommend that
the Nordic agencies cooperate by employing a local consultant to develop an
information system on the availability of varicus professional ski1]
categories and the various ways in which they can be attached to donor
develomment programmes as a substitute for TAP.

{6) The Nordic agencies incorporate imstitution building and manpower/staff
developnatinthei:pmjectamrajsal/pmjectplamﬁ:gmammlstobeusedby
appraisal missions. And that long-term institutional and staff development
becames an integrated part of all project planning docments.

(7} The Mordic agencies incorporate qualified professicnals with relevant
experience in institution building and staff development in all project
appraisal /project planning teams.

{8) Technical assistance personnel should not necessarily be coupled to other
forms of assistance, to a project. Financial assistance should not necessarily
belirﬁcedtopersomnlassistance.nnﬁsshmldbegiveninalorgtime
perspective even if persomnel may be meeded for shorter time periods,

(9) The Nomdic aid agencies should in every way facilitate the work of lecal
authorities and they should respond favourably to initiatives that strengthen
the ninistries of wanpower development, in particular.

{10} The aid agencies should inform the recipient countries on the full cost
oftedmimlassistmmardshuﬂdcormrjbxetohavhgdecisiorsregazﬂm
foreign persomnel taken at the instances where the alternatives in terms of
cost-effectiveness are fully appreciated. The local authorities mist be
responsive to cost signals and by implication should be able to recaive;.-
interpret and act on such signals. .

' Cbservation. Personnel policies in the aid agencies are cne of the T
reasons for the choice of a particular form of aid, for example
should ke implemented by an external coryanization or by the aid agency:
final choice has nmot taken the requivements of the activity as a sta
point and this has led to poor performance. (Chapters 6 and 7)
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' Recommendation

(11) Cobvicusly it is the actual needs of the project setting that sheuld
govern the choice of how to implement it. Personnel constraints within the aid
agencies should mnot be an excuse for counterproductive means of
in@lanertation.?henthereisarealresdtoa@arﬂthecapacitycfﬂnaid
crganizations, it should be expanded. When it is better to select an external
organization this should be done. In neither case should vested interests or
fiscal policies he allowed to impede the effectiveness of development
cooperation.

(12) 1If it is not possible to choose the best means of implementation in a
particular sector, then the aid agencies should avoid such sectors rather than
choose an ineffective means of inplementation.

Observation. Few of the technical assistance persornel frem the Nordic
countries have relevant knowledge and skills in designing and implementing
programs for om-the~job training and institution building, even if they are
otherwise professionally well qualified. (Chapters 4 and 7)

Recommendation

(12} It is important to give priority to experience and skills in training and
institution building when persomnel are recruited, and for the recruitsrs to

(14) The preparvatory courses should imtroduce persammel to training methods
and models for institution building. The training should inciude practical
exercises.

(15) The relevant skills often develop over time and we recommend the aid
agencies to couple the cumtracts of persannel to the needs of a project. The
first camtract should normally not be less than three years, and there is no
need for an upper limit on the years of service.

Observation., The recogmition and appreciation of the locml enviromment is
frequertly superficial and inadequate. This is particularly so regarding
culture in a wider meaning, including political systems, administrative
practices, etc. (Chapter 7)



160
Recommendat.ion

(16) The preparatory training centers in the Nordic cxurxies should further
their cooperation - including country and sector specialization. The cemters
should develop task specific training programs that include information on
legal systews, public administration and management in specific countries.

{17) The training of persammel should contimue with shorter courses in the
coutry, focussing on the local envivorment. These could also be undertaken on
a Nordic basis. In Kenya and Tanzania Kiswahili is moach more importart than
most foreigners realize. Competence in RKiswahili should be emphasized,

Chservation. In comection with the above cbservations we must conclude that
the recruitment base for technical assistance persomnel is too narrow. The aim
of furds for technical assistance should be to let recipient countries recruit
abroad qualified manpower that is not available dopestically. Even more seri-
ocus, the same applies to the availability of competent external organizations.
Given the present tremd of rapidly increasing mmbers of projects implemerted
by such crganizations, this is a great threat to the effectiveness of aid.
(Chapter 7)

Recomendation

(18) To the largest extert possible the donor agencies should advertise jobs
internationally and should encowrage applicants of all naticmalities. As a
minimm, the Nordic area should be seen ag ane recruitment base.

(19) We reccmmend that the aid agencies' jourmals on employment: opportmities-
are merged into one as rapidly as possible, and that consultants also
advertise vacant positions there.

{20) When firms, consultants or public institutions are selected om:
national basis competition is in effect limited. We recommend the’
agencies; first, to introduce an elemstt of campetition by inviting te
on an intermational basis, secorxd, to have independent, unbiased e
organizations assess the feasibility of the project — and the capacity
tendering organization to implement it effectively. '
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Chservation. Monitoring and evaluation of technical assistance personnel
concentrate on quantifiable, production oriented targets. The training and
institution building cbjectives are neglected. This is more common when
external organizations implement projects, but occurs in all assistance.
{Chapter 7}

Regommendations

{21) The aid agercies need to educate their staff at all levels in
qualitative assessment of project performance. The aid agencies should
emphasize such skills (including persomnel management) when they recruit new
programme officers.

(21) The contracts between aid agencies and external organization must be
very specific on training and institution development. These words must not
become standard phrases but should be filled with content.

(22) The aid agencies should develop bornus systems that encourage the
external organizations to perform well regarding such cbjectives.

{23) Tt should be recognized that a mmber of powerful forces will pull
project activities away froam institution development and training. These
forees mist be checked and evaluations should start from the assumption that
the problems exist and should proceed to an accomt of their megnitude and
what solutions, if any, that are available.

Obsarvation. The integration between local staff and foreign staff on
development projects is often poor. Foreign persornel have divided loyalties.
Foreign and local staff have not similar access to office eguipment, project
facilities etc., There is frequently a considerable amount of distrust. between
the aid agencies, local authorities and project persomnel. (Chapters 5 and 7)

Recormendations

(24) The terms of reference should make technical assistance persamnel first
anxd foremost answerable to the local authorities..
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(25) In consequence of this the local organization should be fully invclved:
in recruitment ard should alse set job priorities amd emgage in active
personnel management., .

(26) Iocala:ﬂfozeignstaffstmldhaveequalaccasstoservicas,arﬂtim@
should be determined by the projects! requirements.

(27} Iheremstbeacmmimctopersmmdevelmltwhidlﬂimldhe
physically visible on every site, meaning that foreign amd natiomal stafe
shauld be working together.

@_@M&;ﬂ@ﬁﬁhlﬁecycleufapmjectisoftmdmctarizedby
dismnti:mitia.mesmnemistakesa:erepeatedbypersmm,udaganisam
local authorities. (Chapters 3, 4, 6, 7)

R :i:'.

(28) Itisimporbanttoplanmeanivala:ﬂdepammeofforeimpersmm
sothatthaire}q:e:iermeisaphmedmﬂutﬂized.ﬂelmlaudmritiﬁmst
assmuethefirstresporsibﬂityforthis,hrttheaidagemiaalsoneedto
leam-bcthforthepzujectathardarﬂbecausetheyrepmentthelinkto
other projects, in other countries.

{29) Mmlorganizatimhmanevmgmatarmedtoleamardtcmke
mﬂmtpersmmlhaveanopporumitytocverlap. By definition, they are
mtpartofﬂnsamleamingsystanthaaidagmciaparﬁcipatem(theyare
usuallynctspecialistscndevelml:assisunce). Instead, they could often
act faster‘ardavoidkmeaua:acymitomestorecndmentarﬁfieldim.
But there is still littleevidence-tlatthism;ityisused,arﬂtheir
learnirg is often weak.

mtelnganaaﬂmfomatimcammmgpmjectimlmm,axﬂfrmﬁa'
pointof'viewoftheNordiccumtria,arathekeystnamm, dynambogna:
cocpmtim.'ﬁteaaneslnﬂdamlytoﬂmmct&:mlormnizaticrsthatta;

increasing deqree acocount for project implementation.
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